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Five key messages underpinning 

the NHS Change Model 
1. To achieve large scale change, we need the intrinsic motivation of 

connection to shared purpose, engaging to mobilise, transformational 

leadership skills 

2. History tells us that these factors create the sustained energy for 

change that is a prerequisite for transformation.  

3. However, we also need drivers of extrinsic motivation; transparent 

measurement and holding to account, incentivising payment 

systems, performance management systems if we are going to 

create change across the system 

4. What happens if we don’t align intrinsic and extrinsic factors is 

that the extrinsic factors kill off the energy and creativity that is 

necessary for delivery 

5. We shouldn’t design factors for intrinsic and extrinsic motivation in 

isolation from each other. We need an integrated approach if we are 

to create the possibility of delivering large scale change across the 

system. 

 



Leaders ask their staff to be ready for 

change, but do not engage enough in 

sensemaking........ 

Sensemaking is not done via marketing...or 

slogans but by emotional connection with 

employees 

                                 Ron Weil 



A challenge 

“What the leader cares about (and typically 

bases at least 80% of his or her message to 

others on) does not tap into roughly 80% of 

the workforce’s primary motivators for 

putting extra energy into the change 

programme” 

Scott Keller and Carolyn Aiken (2009)  

The Inconvenient Truth about Change Management 
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What would it take to 

ensure that 80% of our 

change message 

connected with 80% of 

motivation to put energy 

into the change 

programme?  



 

Anatomy of change 

 

 

Physiology of change 

 

 

Definition 

 

 

The shape and structure of the 

system; detailed analysis; how 

the components fit together 

 

 

The vitality and life-giving forces that 

enable the system and its people  to 

develop, grow and change 

 

 

Focus 

 

Processes and structures  

to deliver health and 

healthcare 

 

Energy/fuel for change 

 

 

 

Leadership  

activities 

 

 measurement and 

evidence 

 improving clinical systems 

 reducing waste and 

variation in healthcare 

processes 

 redesigning pathways 

 

 creating a higher purpose and 

deeper meaning for the change 

process 

 building commitment to change 

 connecting with values 

 creating hope and optimism about 

the future 

 calling to action 

 Source: Bernard Crump & Helen Bevan 



Framing     

Is the process by which leaders construct, 

articulate and put across their message in a 

powerful and compelling way in order to win 

people to their cause and call them to action  

 

Snow D A and Benford R D (1992) 

     



Sustainable change will only happen if  

people are mobilised and organised for it 

Change will only happen if people are compelled to become 

active  

 

Without a strong message that connects with people, 

organising for improvement is fruitless: We make that 

connection by articulating our own values and connecting 

with people's concerns and the circumstances of their lives 

 

A good message combined with effective 

organising multiplies the power of individuals 

by organising them into a force for action 
 

Source: Wellstone Action 

 



“You can’t impose anything  

on anyone and expect them  

to be committed to it” 
Edgar Schein, Professor Emeritus  

MIT Sloan School 



Source: Helen Bevan 

Compliance 

States a minimum 

performance standard that 

everyone must achieve 

Uses hierarchy, systems 

and standard procedures 

for co-ordination and 

control 

Threat of penalties/ 

sanctions/ shame creates 

momentum for delivery 

Commitment 

Describes a collective goal 

that everyone can aspire to 

Based on shared goals, 

values and purpose (a 

sense of “us” rather than “us 

and them”) for co-ordination 

and control 

Commitment to a common 

purpose creates energy for 

delivery 



“Large scale change is fuelled by  

the passion that comes from the 

fundamental belief that there is 

something very different and better 

that is worth striving for” 

 
Leading Large Scale Change (2011) 

NHS Institute for Innovation and Improvement 



Source: Marshall Ganz 

Shared understanding  

leads to Action 

How did the great transformational  

leaders change the world? 
 

Strategy 

What? 

 

Narrative 

Why? 

 



If we want people to take action, we have 

to connect with their emotions through 

values 

action 

values 

emotion 

Source: Marshall Ganz 





But not all emotions are equal......... 

 
inertia urgency 

anger apathy 

solidarity isolation 

you can make 

a difference 
Self-doubt  

hope fear 

O
v

e
rc

o
m

e
 

Action motivators     Action inhibitors 

Source: Marshall Ganz 



Energy generators 

Connection 

How far someone sees and feels a connection between what matters to 

them and what matters to the organisation 
 

Content 

How far the actual role, job, task that someone does is enjoyable to them 

and challenges them 
 

Context 

How far the way that the organisation operates and the physical 

conditions within which someone works makes them feel supported 
 

Climate 

How far “the way we do things around here” encourages individuals and 

teams to give of their best 

 

Source: Stanton Marris 
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• Which of these four Cs 

generates the most 

energy for the 

healthcare workforce? 

 

• Which C is the most 

energy sapping? 



Four sources of energy 

Energy Description 

Intellectual Energy of analysis, logic, thinking, rationality. 

Drives curiosity, planning and focus 

Emotional Energy of human connection and 

relationships. Essential for teamwork, 

partnership, alignment and collaboration 

Spiritual Energy of vitality, passion, the future and 

sense of possibility. Brings hope and 

optimism and helps people feel more ready 

and confident to build the future 

Physical Energy of action, making things happen and 

getting them done. Key part of vitality, 

maintaining concentration and commitment 

Source: adapted from Steve Radcliffe 



• Tendency to focus on intellectual energy 

• connecting intellect to intellect keeps us in our 

comfort zone 

• it isn’t transformational 

• We will achieve greater results if we link 

physical energy to emotional and spiritual 

energy 

Conclusions about energies for  

quality and cost improvement in healthcare 



 “Society becomes more 
wholesome, more serene,  
and spiritually healthier, if it 
knows that its citizens have at the 
back of their consciousness the 
knowledge that not only 
themselves, but all their fellows, 
have access, when ill, to the best 
that medical skill can provide.”  

Aneurin Bevan, founder of the 
NHS 

Who understood the  

importance of spiritual energy? 



“The source of energy at work is 

not in control, it is in connection to 

purpose” 
Don Berwick, 28th February 2012 



“Money incentives do not create 

energy for change; the energy 

comes from connection to 

meaningful goals” 
 

Ann-Charlott Norman, Talking about improvements: 

discursive patterns and their conditions for learning, 

March 2012 



Discretionary effort 

is contractual 

is personal 





“A cynic, after all,  

is a passionate 

person who does  

not want to be 

disappointed again” 

 
Zander R and Zander B (2000) The 

art of possibility. Harvard Business 

School Press. As quoted by Steve 

Onyett 



Building commitment to change:  

what do we need to do? 

1. Tell a story 
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1. Tell a story 

2. Make it personal 

3. Be authentic 

4. Create a sense of “us” 

5. Build in a call for urgent action 

Building commitment to change:  

what do we need to do? 





The Bevans 

Name Dates  Place of birth Occupation 
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BEVAN 

1832-1879 Bristol, England 
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BEVAN 

1862-1926 Bristol, England 

 

Ernest Verry 

BEVAN 

1904-1981 Bristol, England 

 

Mervyn Ernest 

BEVAN 

1929 -  Bristol, England 

 

Helen Joyce 

BEVAN 

1960- Bristol, England 
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“You don’t need an engine when you 

have wind in your sails” 
 

Paul Bate 
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