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Healthcare: a complex adaptive system

Interrelating components

Adjust to stimuli in non-
linear, unpredictable

ways
Predictable, predicted i N
changes interwoven with I S e |
unexpected "
conseqguences N
A system’s components
interact from simple to

complex over time

High complexity o

Tan J, Wen HJ, Awad N. Health care and services delivery systems as complex adaptive systems. Examining chaos theory in action. Communications
of the ACM. 2005;48(5):37-44. 3
Dooley K. A complex adaptive systems model of organization change. Nonlinear Dynamics, Psychology, and Life Sciences. 1997;1(1).

Leading health I projects
In a complex environment

Leadership — the capacity to lead others to achieve
a shared goal

Communicate vision to others (followers)

The leadership context usually complex

Leaders rather than followers — attributes, styles,

competencies, attitudes
Leadership theories — charismatic, institutional,
instrumental, trait, contingency, behaviour,
emotional intelligence, competence approach

Embrace all theories
Emphasis = competences, attributes,
attitudes & intellect
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Project leadership for project success

Project management competence OR combination of
management and leadership to
Develop project team, effectiveness
Project process journey.
Track and contral project
Provide environment for project performance
Scope for convergence of disparate groups working| on the project
Commitment by all for successful cutcome
PM leadership competence is not critical success factor
Different styles for different situations, contexts, project types
Different leadership for different parts of the project

Others Influence projects

Broader,
_organisational
“_environment

Implementation
. environment




HINZ 2006
www.hinz.org.nz

Change

Health IT projects bring about change

Change response

Time

Elrod Il, P. D., & Tippett, D. D. (2002). The "death valley" of change. Journal of Organizational Change
Management, 15 (3), 273-291.

The project

* 2 ICT infrastructures

« Different strengths, issues, futures

DHB 1 DHB 2
ICT ICT

Internal form of

outsourcing of common

support services between Shared

two or more similar .

organisations Services
ICT

Information Services
division joins shared
services e Standardised processes, some automated

« Single ICT infrastructure

« Shared personnel

» Regional ICT strategy for both DHBs
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The project milestones

Preparations
1. WAN and LAN review
2. Server upgrade

3. Email exchange
alignment and
upgrade

Automation of
4. Server reporting and management
5. Application management and deployment

Desktop standardization
6.DHB 1
7.DHB 2

The research

Purpose

participate in and study the change
management, and

examine people’s responses to change

develop an understanding of the transition period of
the change process in order to facilitate future
change management.
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Action research

Action research

a process by which change

and understanding can be ?ﬁb’lfmy)%
pursued at one time. It is i

usually described as cyclic, : e
with action and critical If;'fé)% sy
reflection taking place in

turn. The reflection is used o

to review the previous action

and plan the next one

Dick, B. (2001). Action research: Action and research. In S. Shankar, B. Dick, R. Passfield & P. Swepson
(Eds.), Effective change management using action learning and action research. Lismore, NSW: Southern
Cross Press.

Data generation parallel to project

The infrastructure projects

Preparations
1. WAN and LAN review

2. Server upgrade
+Change assessment

+Change management plan
+Change workshops
*Action research diary
=Discussions
*Documents
*Project communications

3. Email exchange
alignment and
upgrade

Automation of
4. Server reporting and management
5. Application management and deployment

Desktop standardization Theme identification
6.DHB 1
7.DHB 2

Thematic analysis
of the data
for preliminary findings

Thomas, D. R. (2003). A general inductive approach for qualitative data analysis (11 screens).
, 14 March 2006(13 March 2006).
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Findings: the Capability Crisis

Characterised by 6 themes

1z Heightened sense of
ambiguity and uncertainty
Communication
paradox

_ Disproportionate
increase in workload

Peak in demand for
leadership
2 Trension between
guantity, guality and nature of My other Moment
resources

Predictions of failure

The leadership mix

Broader,
. » organisational
s = . environment

Implementation B Followers pick leaders with
\ environment e whom they resonate,
e regardless of commitment
to project success
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Describing desired project leadership

Findings

» What they don’t want to see in a leader
Perceived tone of leadership

People were actually: gonig to) ger it working and it
Was, a S/edgenamimer: approach. You do/it need to add.
mmorel stress. It would have been a i environment o
Work i anad. change but you: dont need. the Hiter
approacti saying, “we want s, s /s gonig. o
happen, we don't care’. | unaerstamnd wihy: ey
warnted to. say. that because basically: they, aiant want
tfiosel things: to. be: slid - under the table.

Different perceptions

%)

()
=
T
=
i

» Different people saw: different leadership
from the same leaders
Capable vs fundamentally unable

» Not see expected leadership

Nanagement te/l us they: are. telling us
everyning but we krow: that /sf't e oruth. We
don 't trust them: any, more. We:ieel that ey
were petraying theyr stalt: We reel abandoned:
by them.
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Resonate with available leadership

Findings

» Distant, incidental leadership

» Tangential leadership

[’ talkingl in. termis or “thie mari. 1as: a vis/ior
ana the 1man can: express fis vision:. /e really.
Was: a /masn of the worla. You want to peln thark
wora: ana work i that: worla. Hes a visionary:
Not unrealistic. But a vision. I want to. go. there.

Opportunity to lead

» Promoted or hope to be promoted

» Learn about leadership in difficult circumstances
Project with tight deadlines
Critical dependencies
Followers critical of leadership given
And it was good, I really. enjoyed i, I picked up thngs,
ney, How: to manpulate people, ‘I krow: weve gor 1o
PEDPIE, UL youre the iman,” You. krow; JUst get hm to

actually. do: stuff that hie hates dolng but, yean, ana. he
does It with a smille o/ his race.
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LLeadership Crucible

» If the leaders of a
project
not of the same mind
about it and their roles
. High complexity \\‘ Wlthln |t;
Asm° ... leadership competencies
g } were not similar or
Theunfalho?n':b(l): i Compatlble;
/ and the time when their

leadership is most needed
.. Lowcoffeuy is during a Capability: Crisis
on the cusp of the Zone of
Complexity.
» Then a Leadership
Crucible exists

Interactively simple

Melting pot of leadership

» Leaders of all types, styles, capabilities and maturity meet
in the Crucible, complete with: their different agendas and
followers

» Leadership competencies and capacity to collaborate, melt,
mingle and renew themselves, emerging with new gualities,
new agendas and new alliances

» Some form new alliances, others destroy

> [or'a wihile there I felt very, unsupporied. (The project
marnager) was over at. North Shiore. anad. (11y. boss) was: on.
Jeavein January, ana - wien ne came. back hie was trying to.
ger himsell up. to) aate and. I 1elt very . very, Unsupporteda.
That was quite a dark time for me. 1 don't think we
couldve adone Jt aifferently but I adon't think fhie (11y, boss)
nad.a reaj understanaing or whart I was: aealng with.
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Conclusions and recommendations

Capability crisis happens often as part of transition: in
changing world

Leadership plays an important role in our capacity to adapt
In a complex world

Leadership occurs in patterns, where more than one
individual' influences project outcomes collectively,
positively, directly (or indirectly)

At some point leaders meet in a Crucible in which their
combined effect melds to make or break a project

Using the Crucible of Leadership
Early diagnaosis
Manage the leaders’ Capability: Crisis
Convergence of leaders

Common vision,, use diverse achievements, leaders lead one
another

11



