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Module 3: Compassionate Leadership is Effective, Inclusive and Collective

Lesson Plan

	Time
	Aim
	Key Messages
	Content / Tutor information
	Resources & Processes

	
	Welcome & Introductions

Create a positive environment for learning
	
	Introductions and exploration of participant aims and objectives – what do participants want to get out of this session

Encourage questions, debate, and challenge. Be inclusive.
	· Slide 1 

	
	Provide a Programme overview and summarise the aims of module 3 – Compassionate Leadership is Effective, Inclusive and Collective
	This is module 3 (of 4) and part of a learning a learning pathway to help understand the role of compassionate leadership and help develop and consolidate compassionate behaviours in health and care staff.

Aims of this module: 

· To ensure compassionate leadership creates direction, alignment and commitment 
· To demonstrate how compassion, inclusion and valuing diversity can be integrated and applied 
· To develop skills for ensuring compassionate leadership is collective leadership 
	Many of the exercises are designed to encourage appreciate enquiry / group discussion and understanding of how Compassionate leadership includes being an effective, inclusive and collective leader in health and social care.

As tutor you require authenticity and to model compassionate leadership.

Highlight that Compassionate leadership subsumes effective leadership. Inclusive leadership and collective leadership using the figure on Slide 3. This is taken from page 3 of the Compassionate leadership Principles document. 

Repository - Gwella HEIW Leadership Portal for Wales - Leadership Principles for Health and Social Care in Wales
	· Slide 2








· Slide 3

	
	To introduce ‘DAC’ – Direction, Alignment, Commitment and effective leadership
	
· Compassionate leadership includes being effective as a leader in health and social care, in service of an inspiring vision by ensuring direction, alignment and commitment. 

· Good leadership is evident when direction, alignment and commitment are clear and powerful, whether this is in a team, department, organisation, or wider system.  

· Direction: A clear, shared, inspiring vision and 4- 6 clear, agreed, challenging goals
· Alignment: The efforts of people and teams aligned and springing from the vision 
· Commitment: Developing trust and motivation



Exercise 1 – Individual and then group work
	
Start with effective leadership – compassionate leaders are effective when they ensure DAC is present. 


Introduce concept of DAC and how it is needed for effective leadership



Individually ask participants complete the brief questionnaire from the Center for Creative Leadership on assessing DAC in teams. (link below or QR code on slide 5)
Direction, Alignment, and Commitment Assessment | CCL
Considering results from questionnaire - what can they, as compassionate leaders do, to ensure direction, alignment and commitment?
Work individually and then discuss in small groups - summarise key themes for feedback in plenary noting / summarising key themes emerging
Following exercise and feedback, run through the slides to explore what it looks like when DAC is and isn’t present in teams, organisations and systems.
Summarise section on Direction, Alignment and Commitment

Additional Resources:
The Center for Creative Leadership website (CCL)
Making DAC leadership happen – A paper from CCL on DAC leadership
An interactive session from the Shift Forward virtual conference on June 2020, with Katherine Pappa and Princess Cullum on DAC
Case examples and exercises from ‘Compassionate Leadership, sustaining wisdom, humanity and presence in Health and social care’ Michael A West:
· Collective Hospital Leadership, pp113-114, exercises and discussion questions p123 (Questions 1-3)

	
· Slide 4, 



· Slide 5, 

















· Exercise  sheet 1/ Slide 5





· Exercise sheet 1/ Slide 6






· Slide 7, 8, 9, 10, 11, 12


· Slide 13

	
	To demonstrate how compassion, inclusion and valuing diversity can be integrated and applied

	Review the slides exploring the following topics:

· Why should we be inclusive?
· Promoting equity and equality
· Valuing diversity
· Modelling inclusive leadership
· Compassionately managing conflict 

















































Exercise 2 – Individual and then work in pairs to identify goals




	Introduce the topic of inclusive leadership - if leadership is not inclusive, it is not compassionate
Explore why we should practise inclusive leadership: 
· Moral issue, 
· health inequalities,
· positively diverse teams and organisations are more productive and innovative.
· Better care quality and financial performance
· Four behaviours of CL core to inclusive leadership – helping involves creating equity not simply equality, everyone feeling included by leadership
Outline the difference between equality and equity and how the four behaviours of compassionate leadership helps us to ‘listen with fascination’ and genuinely understand and empathise with the challenges individuals face. This then provides the motivation to take the steps that create equity – ensuring fairness according to individual needs. 
Discuss how compassionate leadership values diversity:
· Seeing diversity as a positive in all its forms –professional background, and demographic factors.
· Diverse teams with positive climates and clear goals are more productive and innovative than other teams 
· Compassionate leadership requires ‘listening with fascination’ to and valuing the diverse contributions of team members 
· Being equally present with and supporting all team members 
Discuss how we can model inclusive leadership, and that this involves self-awareness to insure we understand, empathise and help all of those we lead, rather than those we are most comfortable with. 
Introduce the concept that compassionate leadership involves moving towards rather than away from conflict. Diversity creates the potential for conflict as much as creativity. 
Introduce the Amy Gallo’s four types of conflict at work: task, process, status and interpersonal conflict and link this back to DAC
Constructive controversy versus conflict: Exploration of opposing opinions; Open-minded consideration and understanding; Concern for integration of ideas; Concern with high-quality solutions; Valuing diversity.
Work individually to identify ways participants as compassionate leaders can better ensure:
· Their leadership is inclusive 
· Equity and equality
· They and their teams value diversity in all its forms
· Manage conflict more effectively within their teams

Then share in pairs and write four or five key goals (Clear and challenging) for themselves to strengthen their inclusive leadership over the next 12 months.
Additional Resources: 
Case examples and exercises from ‘Compassionate Leadership, sustaining wisdom, humanity and presence in Health and social care’ Michael A West:
· Being a compassionate inclusion ally as a leadr p138-139, North East London Foundation Trust pp 144-146
· See exercises, discussion questions, questionnaires and further reading pp 147 - 152

	· Slide 14,



· Slide 15, 









· Slide 16







· Slide 17













· Slide 18




· Slide 19














· Slide 20/ Exercise  sheet 2


	
	To develop skills for ensuring compassionate leadership is collective leadership
	
· Why collective leadership?
· Personalised vs Socialised Power
· Shared Leadership in Teams and promoting staff engagement
· Interdependent leadership - working together across boundaries
· Consistent Leadership Style




























































Exercise 3 – Individual and then group discussion








	Introduce the topic of collective leadership and why it is important. Run through slide 21. 

Note that in collective leadership cultures responsibility and accountability function simultaneously at both individual and collective levels. Command-and-control leadership cultures can lead to scapegoating and climates of fear and failure, rather than innovation. 

Play video from Kings Fund – Michael West: Compassionate and Inclusive leadership. Stop video at 3 mins 20 secs. 

Michael West: Compassionate and inclusive leadership (youtube.com)

Review collective leadership through the lens of personalised versus socialised power:

Leaders can use their privileged positions to acquire more power and limit others’ access to power. Compassionate leadership is the opposite of personalised power. Compassionate leadership involves seeking to share power and resources so that leadership is deployed


Outline that Collective leadership encourages shared leadership in teams and that everyone has leadership responsibility, regardless of rank, status band or title. 

Collective leadership focuses on ensuring dialogue and encouraging and enabling all staff to adopt leadership roles in their work, effectively promoting staff engagement.

Explore how how leaders can create the conditions for high levels of staff engagement through: Promoting a positive climate; Recognising staff contributions; Providing information relevant to people’s jobs Giving helpful feedback; Supporting staff innovation; Promoting fairness and transparency; Developing trusting relationships.
Evidence that shared leadership in teams consistently predicts team effectiveness; team based working is a means of reducing hierarchy and creating flatter structures.

Outline that collective involves working together across boundaries. Compassionate leaders work interdependently across boundaries, including with patients and the community, to prioritise overall health and social care services, rather than focusing only on their own areas of responsibility.

Explain collective Leadership requires a consistent leadership style across the organisation: authenticity, openness, humility, optimism, appreciativeness, compassion



· Individually, to review and rate your own team/ dept/ organisation 1 to 5 (5 being high) against the collective leadership measures on the worksheet


· As a group discuss how to reduce hierarchy, increase collective leadership and team-based working in their work areas, exploring command and control vs everyone has leadership responsibility, shared leadership in teams, interdependent leadership – working together across boundaries, consistent leadership styles

· How can they work with colleagues and all to improve collective leadership as compassionate leaders?

Additional Resources: 
Case examples and exercises from ‘Compassionate Leadership, sustaining wisdom, humanity and presence in Health and social care’ Michael A West:
· Lebanon GOAL partnership p 160, Bromley by Bow Centre p 160, Well Communities London p 161, Wrightington Wifan and Leigh NHS Foundation Trust p 162

· Exercise/ Discussion questions & Questionnaire pp164-165

Websites:

The Collective Leadership and Safety Cultures (Co-Lead) Programme

Health and Social Care Collective Leadership Strategy, Northern Ireland

The Collective Leadership Institute (CLI)

NHS England/ Improvement: Culture and Leadership resources

The Compassionate Leadership Interview
New Local

Videos: 

Collective leadership culture change in the NHS – Michael West 

Collective and compassionate leadership in public services – ‘Nurturing work cultures for people and performance’ – Michael west speaks to leaders from the Northern Ireland Civil Service

A CCL perspective on collective leadership – Rachael Hanley-Browne, CCL’s Regional Director UK & Ireland
	· Slide 21








· Slide 22 






· Slide 23










· Slide 24









· Slide 25











· Slide 26






· Slide 27






· Slide 28/ Exercise  sheet 3 Part 1

· Slide 29/ Exercise  sheet 3 Part 2





	
	Understand how to access further resources 
	
Explore the team resources available on Gwella 
	
Tutor to navigate to the HEIW free open access leadership portal Gwella and highlight the following:
· Direction, Alignment and Control resource 
· Compassionately Managing Conflict
· Collective Leadership Resources 
· Equality, Inclusion and Diversity resources through interactive leadership principles page
· Collective leadership resources, through interactive leadership principles page 
	· Slide 30 (screen shots)
· Gwella

	
	
Reflections and next steps
	
Participants to reflect on module and plan actions that can be taken on return to the workplace 
	
Reflections and next steps – explore with participants:

· What has struck a chord with you today?
· What action will you take back in the workplace to embed effective leadership through DAC
· What actions will you take back to embed collective and inclusive leadership?
· What further support do you require?
	· Slide 31
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