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Creating an environment in which staff can #FlourishAtWork is key to maintaining our 
Outstanding care. Staff feeling valued at work and having the mechanisms in place to 
support them to do the best they possibly can in their roles, underpins all aspects of 
our performance.

It is the foundation of “the way we work around here”, supporting the best outcomes 
and experience of the care for our patients and the day to day experience of our staff. 

Although we are in a positive position at Newcastle Hospitals, continuing to respond 
to the challenges in health and social care and in society more broadly means that our 
operating framework must be fit for purpose.

To ensure it is, we need to respond to feedback from patients and staff and 
continuously review and refine our approach. Our future success depends on our 
ability to respond with agility and creativity and to take advantage of opportunities 
wherever they present themselves and to do this without sacrificing short term results 
or wearing out our workforce. 

Like other organisations we have a clear strategy underpinned by strong, positive 
values. These are supported by clear, robust governance structures and processes 
which help in the smooth running of our organisation. This paper describes our overall 
approach to organisational development and outlines the framework and approach 
we use.

The evidence is that strategy and good governance on their own are not enough to 
maximise our efficiency and productivity, and increase the quality of care we provide. 

What is more – and most important – is that without a clear approach to 
organisational development, it is difficult to lever and join up the gains from planned, 
systematic approach to continuous improvement, increased communication across 
our workforce, employee development, innovation and increased productivity.

During my time as a NHS CEO – I have used the #FlourishAtWork framework in 
a number of organisations and different settings. Of course each organisation 
is different and so each time the framework has been adapted for the specific 
requirements of the organisation. Newcastle Hospitals is unique and so the approach 
has been tailored to meet our requirements in continuing to deliver excellent 
healthcare.  

Frameworks such as this provide a model, an approach, a way of leading and 
operating. The #FlourishAtWork framework is based on many years of experience 
in using and adapting it. It is also rooted in evidence coming from behavioural 
psychology and social economics, leadership and management theory and with a 
good dose of common sense!

Uppermost in my mind when I joined Newcastle Hospitals was understanding how 
this approach might apply to an Outstanding organisation, which from a performance 
perspective was in a very different position from organisations that I have previously 
led. Our recent success with the CQC perhaps makes it even more important to 
continue leading for improvement – it’s essential that we don’t take our eye off the 
ball and that we strive to be the best we can be. For me, one of the most important 
aspects of this is adapting all elements of the #FlourishAtWork framework to meet the 
requirements here in Newcastle. 

Summary of the Framework

The Framework features three “domains” which are all connected - 

1. Leadership – developing the best you 

2. The strategy and governance Framework (system one) – aligning and delivering 
the priorities 

3. Developing networks of activity (system two) 

Domain one – Leadership – Developing the best you
Drawing on Performance psychology and behavioural science, this element of the 
framework supports leaders and teams to develop and maintain the best version of 
themselves at work and in life generally. 

It works through an understanding of how the brain and the body function and the 
tools and techniques leaders can use to get the best outcomes for themselves and 
those they work with. Importantly the tools and techniques used encourage leaders 
to operate in a “discovery” mindset – as opposed to a defensive one. This helps 
create a culture of innovation and creativity which is important in healthcare and 
business today. The all important connections between mind and body are exploited 
to positive effect, focusing on the pillars of exercise, nutrition, hydration, sleep and 
mental wellbeing.

We provide a wide range of leadership and management development programmes 
internally and have access to many opportunities externally. However the elements 
of the programme provided in our organisational development framework add to 
all these and are linked to our cornerstone programme “Flourish”. Through this we 
support the fundamental building blocks to support healthy mind and body and the 
vast array of tools available on a day to day basis. 

This approach supports leaders with the skills and knowledge to maximise their 
performance and equips them with tools to maintain and continue to improve. The 
evidence is compelling that leaders equipped with these tools perform better and feel 
better. Positive morale, motivation and results follow, spreading from leaders across 
the whole organisation.
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Domain two – The Strategy and Governance Framework (System one)
A purposely designed and tailored strategy and governance framework which is 
practical, easily navigable and explainable to staff at all levels in the organisation is 
the second domain. This element is based on industry best practice principles and 
aligns the organisation’s priorities under a clear operating framework.
A well designed governance framework and set of supporting processes – led with 
skill – help to organise the work we do in directorates and management teams 
throughout our (large) organisation. This clear structure and hierarchy allows us to 
sort out work into smaller units and teams where strong expertise is developed and 
nurtured, time tested processes and procedures are used and there are clear reporting 
lines and accountability. This must flow through and link to managerial processes that 
guide and co-ordinate the actions of our staff – this way of working lets people do 
what they know how to do exceptionally well. This governance and operating system 
is vitally important in our organisation working to best effect. 

This domain is driven by the CQC well led framework. It starts with our five year 
strategy and is underpinned by our values. Our compass points are our 5 “P’s” 
– Patients, People, Partnerships, Pioneers and Performance. This element of the 
framework also includes our: 

• Board assurance framework
• Performance management framework
• Financial planning and risk management processes

Domain three – Developing Networks of activity (System two) 
Creating networks of activity compliments the operating framework in system one. 
This structure is dynamic, initiatives and sub initiatives coalesce and disband as 
needed. Although a typical hierarchy tends not to change much year on year, this type 
of network activity typically morphs all the time and with ease.

Since it contains no bureaucratic layers or command and control prohibitions, the 
network permits a level of individualism, creativity and innovation. Populated by a 
diagonal slice of employees from all across the organisation and up and down its 
ranks, the network liberates information from silos and hierarchical layers and enables 
it to flow with far greater freedom and accelerated speed. 

It acts by “turbo charging” activity. This way of working attracts people who wouldn’t 
necessarily get involved and promotes and supports those people to become active 
agents of change. Once engaged they can become permanent accelerators creating a 
culture of agility and speed across the organisation.

This approach unleashes human potential and passion. Generally work organised 
in this way is lightly managed, without the bureaucratic processes which often slow 
things down. Staff will form communities of interest or practice around issues which 
interest and motivate them to get involved. This means accelerated performance, 
often achieving a greater spread of improvement with results seen faster. Staff report 
that working in this way enhances the individual and team sense of value and worth 
and their commitment increases. It results in a tangible “feel good factor”. 

It works well and meshes with system one, connected to and coordinated with it in a 
number of ways. Firstly the people who populated both systems. The executive team 
and senior leaders play a crucial role in steering and maintaining and supporting the 
network.

The model and its three interlinking “domains” is shown in the diagram below 

Liberating Our Potential
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1 (Kotter, 2012)

System one System two

It’s all about the people – 
creating momentum
So how does the Flourish framework work in practice?

“Healthcare at its best, with people at our heart”

Over the last few years I have developed a fascination about how to accelerate change 
and I’ve grown to appreciate that as leaders we must focus on two main operating 
systems. These are best described by John Kotter in “Accelerate”1

The idea in brief is …”that although traditional hierarchies and processes – which 
together form a company’s ‘operating system’- are optimised for day to day 
business, they can’t handle the challenges of mounting complexity and rapid 
change. The solution is a second operating system, devoted to the design and 
implementation of strategy, that uses an agile, network like structure and a 
very different set of processes. The new operating system assesses the business 
and reacts with greater agility, speed and creativity than the existing one. It 
complements rather than overburdens the hierarchy, thus freeing the latter to do 
what it’s optimised to do. It actually makes enterprises easier to run and accelerates 
change”. 

These two systems are illustrated in diagram two below.

I often refer to these two systems as the “art and the science”. System one is the 
science, ensuring there is an effective Board assurance framework in place, effective 
risk and performance management systems, tight financial controls etc. The prompts 
contained in each of the CQC domains and in particular the “well led” domain 
steer Boards and leadership teams through the mechanics of how to get these 
right. Effective governance systems are so important and in Newcastle, it was clear 
when I joined the organisation that system one needed to be updated. As we have 
strengthened the executive team, reviewed our governance and considered our new 
strategy we have made significant steps forward in developing system one to make it 
fit for purpose for the future. I don’t want to belittle system one operating systems as 
they are fundamental and require a lot of discipline, the appropriate structures and 
processes and continual maintenance and upgrading. 

However, evolving a vibrant “system two” – the art – is a wholly different challenge. 

I think I knew intuitively that supporting and encouraging this way of working was as 
important here in Newcastle as it has been in all my other roles. I knew from previous 
experience that simply putting in place the discipline and structure of system one 
would not be sufficient and would certainly not accelerate much change at pace. 

Day to day, there are lots of activities which take place in “system two” - the most 
important of these is our ‘#Flourish’ approach, which I will remain very close to. It is 
really important that we continue to remember that Flourish is not just about health 
and wellbeing. It is the approach by which we create the climate where every single 
member of staff is able to bring the very best of themselves to work.

When we first started to talk about #Flourish at Newcastle Hospitals staff identified 
three areas of work; health and wellbeing is one, but the other two – reward and 
recognition, and values and behaviours – are equally important.

As an executive team, we have identified that our operational managers at every level 
in the organisation need to be confident in understanding this new approach, and 
that we all need to act differently if Flourish is to be more than a fleeting campaign. 
Ensuring that these key managers are absolutely alighted to agreed values and 
behaviours is an area where we agree that we to focus so that we can continue to 
signal the change we wanted to see. 

What I have noticed about working in this way is that it gives us additional 
momentum. Not only that there is a “feel good factor” to day-to-day work – it creates 
a solidarity and joint commitment to improve even further. 
As a leadership team we need to constantly work on developing both system one 
and system two. A vibrant System two is really at the heart of what we mean by 
‘#OutstandingNewcastle’. It reflects the pride that we all feel, and embodies our 
values. Each year, as well as agreeing our operational delivery plan, we will also discuss 
the work which fits best in system two in order to strengthen our efforts. This requires 
us to continuously listen to staff and work with them to create new and innovative 
ways of meeting our goals. 
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Working with this framework
Having reflected on my experience I’ve pinpointed a number of important 
components about system two working. 

At the core of system two are social movements. They assert new values, support 
a shared vison, form new relationships and mobilise power to translate values into 
action. These structures of participation allow staff to celebrate collective identity and 
assert their voice. This will be so important given our organisational history. It gives the 
ability for staff to take control and create a different, more empowering future. 

Leadership is all important. We have quickly moved away from a centralist ‘control 
and command’ culture. Recent appointments have been made on the basis of our new 
way of working, skills and expertise but also on the values base that we want to foster. 

There are a number of other points worth highlighting about the approach to building 
system two. 

1.     The importance of building “relational fabric” (Marshall Ganz) – It is important 
        we do more than “engage” with our staff. Building real commitment between 
        individuals and teams to continue to make the improvements for our patients 
        is key. Establishing what issues matter to staff will bring about a deeper 
       connection and commitment to take action.

2.     The importance of telling our story. Storytelling is important. Stories provide 
        a framework to help us understand the choices we have in a moral context   
        based on values. It helps staff make sense of what is happening, and agree   
        and commit to making change. We need to engineer as many opportunities as 
        possible for different groups to come together and talk. Through the    
        discussions and “stories” we are educating and role modelling. We are using   
        them to make the point about how to act and to evoke a positive response.   
        Ultimately these stories will inspire action.

3.     The relevance of developing a public narrative to communicate what we stand 
        for and our commitment to excellence. 

4. Taking time to understand the significance of the “moments”. Timing is a really 
important part of strategy. Opportunities exist when the environmental context 
changes. Recent good examples of this are our second CQC Outstanding rating, 
our Celebrating Excellence Awards and our Pride Breakfast. Visible and meaning-
ful moments when we changed the expectations and celebrated our success. As 
we move forward and deliver our new strategy and launch our vision and values, 
we will create more moments like these which reinforce the values and behav-
iours we want to promote. 

5. Relentlessly keeping a Focus – given the past high clinical performance, it would 

have been easy to maintain the status quo in some areas, and this would be the 
wrong thing to do. Standing still is not an option, and I know that trust leaders 
share this view which is articulated in our strategy. 

6. Taking Action – mobilising and deploying resources to achieve outcomes is cru-
cial. Power may be built through the relational, motivational and strategic work 
– but the bottom line is action. Social movements are, in the end, about changing 
the world, not yearning for it or thinking about it.

Looking ahead there are a number of approaches which can add even more value 
in different ways, such as the following, and we are taking forward, developing, or 
continuing work in each: 

• #Flourish as our cornerstone strategic programme
• Creating a “Leadership and Behavioural Standards Framework”
• Leadership Congress
• Fortnightly Chief Exec message and social media presence
• Diversity and Inclusion champions and networks
• Patients safety briefings and summits
• Freedom to speak up guardian
• Sustainability and Transformation Programme
• Quality Faculty
• #Flourish Health and Wellbeing Champions
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The journey continues
Looking ahead to the next 5 years of our strategy, there will inevitably be further 
challenges and pressures, some new and some age old. 

Being supported by two mature operating systems, each working in concert and 
enhancing the benefits of both will give us confidence to tackle those challenges. 

In Newcastle, our Outstanding track record helps us to be even more assured that we 
provide the very best healthcare, whilst keeping our people firmly at our heart. This 
is “perpetual” and the work will never be done. Constantly reflecting, looking back, 
learning and applying that learning to change is what we do and must continue to do. 

Staff are moving to become more confident, vibrant, self-starting and with a “can do” 
mind set. They are enthusiastic about the future. We must be vigilant to the fragility of 
a staff group under pressure from many angles and should not underestimate the vital 
importance of supporting staff to be their best and Flourish at work.

This framework offers us a means of working on the things that matter, of organising 
our thinking and clarifying the priorities in our approach. Focusing on Leadership, our 
governance and operating system and also by creating networks of activity create the 
environment to liberate the full potential of our people

As we work together using and refining this framework - we will no doubt learn more 
about the opportunities available to us. 

“Great work is done by people who are not afraid to be great” [Fernando Flores]

Dame Jackie Daniel
Chief Executive Officer
The Newcastle upon Tyne Hospitals NHS Foundation Trust

14.1.2019




