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The modern world of 

organisations 

“Most simply, to innovate and grow as the 

structure and economy of the traditional 

corporation ceases to be attractive, firms not 

only need a specialized expertise; they need 

a collaborative capability.”  

Shuman J & Twombley J, 2009 

 



The Dilemma 

What the NHS Experiences 

• Increasing complexity 

• Desire to create control 

and simple solutions 

• The need for certainty in 

an uncertain environment 

Based on experience in 

leading in transactional 

cultures 

 

What the NHS needs  

• Adaptive capability 

• Creative solutions 

• New capacity and 

resources  

• Experimentation 

Requiring leadership 

through relational culture 



Three Forms of Organising 

Hierarchies Markets 

Networks 



Company organisational chart 



What do hierarchies do well? 
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 Hierarchies 

Predictable but not adaptive 

TARGETS 





J P Kotter HBR Nov 2012 



What do networks do well? 
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Self-organising networks 

High performing where improvement 

and innovation needed 
 

PURPOSE & PRINCIPLES 



Ref: Berwick, DM, James, BC and Coye, M.  The connections between quality measurement 

and improvement.  Medical Care 2003; 41(1) 30-39 (Jan) 



Two scenarios 

CVD 

30% chest pain outpatients 

at LTHT have no clinical 

symptoms of heart 

conditions 

#NoF 

Its entirely predictable how 

many people with #NoF will 

come to you’re A&E and 

what time they will present 

Is this best solved through the performance management 

system or the professional system? 



“Many organisations, including my own are wrestling 

with the challenge of running their business on two 

fronts.  One, the formal hierarchy, which is necessary 

for effective governance, resource deployment and 

decision making, the other being the network (or 

networks) which enable the organisation to work at 

greater speed within what is becoming an ever more 

complex and multi-dimensional world.” NHS CEO  



Shuman and Twombly 2009  



Both and 
Two operating systems, one organisation 

• Day to day 
business 

Hierarchy 

• Agile for rapid 
adaption to 
complex 
environment 

Network 



Hierarchies organise through Networks organise through 

• Clear purpose and expectations 

• Allocates responsibility for functions 

(operational, administrative and 

management) 

• Delegates authority to designated 

levels 

• Clarifies discretionary decision making 

• Specifies spans of control 

• Specifies milestones for delivery  

• Performance Management as a 

process for accountability (not as a 

process for sense-making) with 

rewards and punishments 

• Power based on expertise and 

legitimate authority. 
 

• Clarifying shared purpose (what can 

we only do together that we can’t do 

on our own) 

• Equal peer relationships based on 

generosity and reciprocity (of time, 

skills, information, resources) – 

everyone must have something to 

offer 

• Requests and offers (not necessarily 

on the same issue) 

• Actively seeking diversity  

• Clear rules of engagement 

(membership) 

• Peer working and review 

• Member resourcefulness and mutual 

trust 

• Trying things out iteratively. 
 



Hierarchy 
• Management 

• Day to day business 

• QA services/accredited programmes 

• Governance and risk management 

• Financial processes 

• Looking after our staff 

• Project management 

• Default mode: What we know how to do 

Network 
• Leadership 

• Agile strategy 

• Bespoke services 

• Generating ideas and knowledge 

• Horizon scanning and future proofing 

• Creating new learning opportunities 

• Volunteer army 

• Default mode: change 

Information/Activity 







Networks are: 



• Community-building: The network functions to promote and 

sustain the values of the individuals or groups 

• Filtering: The network functions to organize and manage relevant 

information for members 

• Amplifying: The network functions to help take new, little-known, 

or little-understood ideas and makes them public, gives them 

weight, or makes them understandable 

• Facilitating: The network functions to help members carry out their 

activities more efficiently and effectively 

• Investing/providing: The network functions to offer a means to 

provide members with the resources they need to carry out their 

main activities 

• Convening: The network functions to bring together different, 

distinct people, or groups of people with distinct strategies to 

support them. 

Functions of networks 



The distinctiveness of networks lies in:  
 
 
• Their ability to be innovative and creative and their 

reliance on diversity 

• The distribution of power and leadership across 

members 

• Reciprocity and exchange as the defining relationship 

between members based on mutual interest around a 

common purpose 

• Fluctuations in their member engagement and impact 

• Their adaptability to survive and thrive 

• The centrality of the knowledge function 

 



Key features of effective networks 
•Shared purpose and identity: members of effective networks display strong network awareness. They 

feel ownership and they know why the network exists. They have a shared purpose. Members also share 

a common language and collective narrative. 

•Address big issues/ have a compelling purpose: effective work-based networks that sustain 

themselves normally address big/ compelling issues that are a high priority for key ‘sponsors’ or 

stakeholders/ members. They are focused on issues that keep network leaders awake at night and 

therefore - are likely to receive support. 

•Meet member needs: while effective networks generally address big issues, they also have to be of day-

to-day benefit to members in the network. Ultimately, they either have to help members to do their job or 

help them to create a change they are passionate about. 

•Adapted leadership: leadership of networks is different to other forms of leadership. Power does not 

come from organisational hierarchy. Effective networks benefit from leaders who have well-developed 

skills and the time to perform their role.  

•Strong relationships and ties: effective networks are characterised by strong personal relationships, 

high levels of trust and awareness between members. Leaders can play a key role in developing trust and 

a culture of sharing, using face-to-face to maintain relationships and ties. 

•Generate helpful outputs: as well as ‘connecting people’, effective networks tend to generate outputs 

that are helpful to other network members. Outputs are often developed or co-created based on 

experience ‘on the ground’. 



Network leadership is:  

• Facilitative  

• Distributed 

• Democratic and inclusive 

• Whilst making the most of difference for creative ends.  
 

Networks need to be managed but in collaborative, non-hierarchical ways. 

 

Leading in networks 



Network leadership involves: 

• Brokerage  

• Spanning boundaries  

• Working with knowledge  

• Maintaining a constant dialogue with members of the 

network  

• Facilitating peer relationships  

• Modelling transparency, commitment and mutual respect 

• Good negotiation skills and being comfortable with 

conflict and difference. 

 

 



Top tips for running networks 

 Connect with what exists. Networks already exist out there. We are all 
part of multiple networks so they’re already out there to be utilised. 

 Set simple rules. Recognise you need to design so you can evolve and 
change over time.  

 Keep animated. Focus on action and energy. Recognise that networks 
have times when they’re active, with a lot going on, and other times when 
they dissipate. The ebb and flow of energy is perfectly normal in a network. 
The issue is to know why you are at a certain point, which is often to do with 
context. 

 Learn from difference and conflict. It’s a normal part of bringing different 
communities and types of knowledge together that some of the energy you 
want will come from differences of view. 

 Keep a focus on impact. 

 


