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Introduction

The public sector is facing structural and financial changes on a scale unprecedented 
in the past 60 years. All of us who work in and around the sector are acutely aware 
of this. While for some it is threatening, many of us feel excited and energised by 
this opportunity and challenge.  

What I am most passionate about – and what I have spent the past ten years 
exploring, refining and delivering – is helping facilitate the cultural change that is 
needed at both a local and system level. This change impacts on how people work 
and behave, and on the delivery of efficient and effective services. It is change that 
improves lives. 

We are all aware, of course, that we are blessed with many excellent public servants 
and services. It is clear then that the potential for successful change in the sector 
is very much here. Many of us are, though, concerned by the prevalent culture of 
command and control and excessive bureaucracy. This has cascaded down through 
the system so that we are now in a position where many people do not know what 
it means to take up their own authority. This has created inefficiencies and, all too 
often, low service morale and ineffectiveness. 
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The challenge we all face is to change this culture 
and realise the potential that is undoubtedly 
already within our pubic services. At the heart 
of this challenge is the need, after a decade 
of significant growth in personnel in public 
services (and a consequent widening of their 
perceived role), to re-identify the core purpose 
of each service and to work in the most efficient 
way to achieve that purpose.

Changing leadership

I believe strongly that the emergence of 
the current culture can be traced back to a 
traditional and limited approach to leadership, 
inappropriate structures and inefficient 
processes, rather than deficient staff. When you 
change the role of leaders you change, in turn, 
the whole culture of an organisation. 

It is leaders who set strategy and direction, and 
changes in an organisation are down to their 
willingness to adapt. It is often very hard and 
painful for them to discard ways of working 
that they have developed over many years and 
that have served them well in the past. They 
not only have to recognise and make personal 
changes but, in order for their organisations to 
thrive, they have to find ways of encouraging 
employees’ passion, initiative and creativity.

Most of us are all too aware of this necessity. 
In fact, there is rarely an article on leadership 
and management that does not mention the 
pace of change in the world and the need to 
be adaptable. 

The difficulty lies in turning words into practice 
– how to bring about sustainable change is 
rarely mentioned, other than in vague terms. I 
believe that in every organisation there already 
exists the potential to address this through 
improved leadership and engaging more 
employees in tackling key challenges.

Sustainable change

As we all recognise, current structural and 
financial changes mean that schools, hospitals, 
social services and other public organisations 
have to do things differently. We may or may 
not welcome it, but we have a once-in-a-
generation opportunity to really change the 
way the public sector is led, how it works and 
thinks about itself and its role in society. 

Without a coherent and structured approach 
to change, though, I am concerned that we 
will miss this opportunity and end up with less, 
rather than more for less. Our public sector 
organisations need to address how they are 
doing things, in a way that delivers more for 
less and ensures the greater involvement of all 
staff in the running of their organisations, as 
well as a better service for clients.

At the heart of this approach is evolving and 
enhancing the role of leaders. Changing the way 
in which leaders lead facilitates the development 
of organisations that thrive on an ‘autonomy’ 
culture of trust, interdependency and mutual 
respect, rather than organisations that operate, 
as they do too often now, on a ‘dependency’ 
culture of management command and control, 
and on staff rigidity and resistance to change. 

We all know from personal experience that 
the way in which leaders lead or resist change, 
and how they engage with their staff, sets the 
climate of an organisation that either promotes 
trust and innovation or reinforces rigidity and 
resistance to change. This sounds like common 
sense (well, it is common sense), but is often 
deeply counter-cultural in the public sector.

At its heart, the development of an autonomy 
culture involves embedding a system of 
distributed leadership 

 ■ that empowers the whole workforce 
(including leaders);

 ■ where all staff are encouraged to contribute 
fully, to use their initiative and take 
responsibility;

 ■ where feedback is honest, welcome and 
constructive; and 

When you change the role of leaders you change,  
in turn, the whole culture of an organisation. 
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 ■ where meaningful aims and outcomes are 
defined across organisations and measurable 
at both a system and organisation level. 

Pivotal role

Leaders still have the pivotal role in this new 
way of working. They continue to 

 ■ set the direction of their organisations;

 ■ ensure that the right people are in the right 
jobs;

 ■ de f ine  manager ia l  au thor i ty  and 
accountability, explicitly;

 ■ articulate measurable outcomes clearly; and 

 ■ reward effort appropriately. 

Leaders still lead but, crucially, the way in which 
they lead undergoes changes. By engaging staff 
in critical decisions and the implementation 
of change, leaders build authority within 
individuals and increase leadership capacity 
and capability at all levels. This frees everyone 
to work at their full potential, including leaders 
themselves, creating increased efficiency, 
effectiveness and motivation. 

The alternative (which really is no alternative 
at all) is retaining a dependency model, where a 
lack of discretionary effort and an unwillingness 
to take risks mean that at best organisations 

maintain the status quo; at worst their standards 
fall and clients suffer. This erosion of individual 
responsibility and trust also has a significant 
negative financial implication.

It is important to understand that an autonomy 
culture is not about leaders giving their power 
away; rather it is about them getting the 
balance right between control and freedom and, 
ultimately, becoming far more effective leaders. 
The challenge is that when under pressure 
people usually revert to a command and control 
leadership style. 

What then is needed is a robust change process 
that contains the anxiety of leaders and others 
engaged in change, so that real work and 
innovation can take place and ideas are allowed 
to flourish (see Figure 1).

Evolutionary change

I am not advocating revolutionary change, 
but rather evolutionary change, through 
experimentation and learning by doing. 
Control, discipline and the alignment of goals 
are extremely important, but not to the extent 
that they sacrifice creativity. A certain level of 
failure and a great deal of trust is the price that 
has to be paid for innovation.

Figure 1. The dependency/maintenance and autonomy/innovation alternatives

Source: Home page at www.creatingtomorrow.org.uk/CT_products.html
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Inevitably when cuts are deep there is uncertainty 
and fear, and this is often a time when leaders 
retreat to their offices rather than leading from 
the front. So, having a change process that 
promotes transparency and honesty is essential. 

With a robust change process in place, leaders 
are able to support their staff to develop 
a shared view of the future, encourage the 
analysis and benchmarking of performance, 
and give them the opportunity to introduce 
new ways of working. 

I do not believe you can learn about leading 
change from a book: you have to actually do 
it. However, it is commonly acknowledged 
that up to eighty per cent of change initiatives 
fail, and the reasons for this have been well 
documented. Such a high failure rate means 
that existing ways of managing change do not 
address these reasons.

Change

The approach I have found to work, which I 
have refined with others over the past decade, 
facilitates a change in the way leaders lead 
and, as a consequence, changes ways of 
working across organisations. This six-step 
change process (Training and Professional 
Development Agency, 2007) uses tools and 
techniques that, rather than being prescriptive, 
allow organisations to tackle their challenges in 
the way most appropriate for them. 

Central to this approach to change is the 
concept of learning by doing. When leaders and  
staff work together on real problems in new 
ways the culture of their organisation will 
change. 

To be effective any change process must include: 
appropriate governance and social partnership; 
robust quality control; independent monitoring 
and evaluation of progress; unambiguous 
measures of performance; and efficient online 
systems of data capture, analysis and reporting. 
This ensures that all changes are based on 
evidence, that they have a measurable impact 
and that they are sustainable.

Any effective change process also needs to 
challenge the status quo directly – the ‘how 
things are done around here’. This includes 
addressing

 ■ how decisions are made;

 ■ how problems are identified and solved;

 ■ how people show trust and respect for one 
another;

 ■ how people communicate with one another;

 ■ how people deal with change;

 ■ how people are developed;

 ■ how responsibility and accountability are 
assigned; and

 ■ how authority is shared.

Challenging the status quo in this way raises 
fundamental questions about leadership, 
‘followership’ and self. During a period of 
disruption, having the right structure and 
clear accountabilities is central to effective and 
sustainable change. A robust change process 
clearly defines roles, contains anxiety and 
allows learning to take place.

Interdependence is and ought to be as much 
the ideal of man as self-sufficiency.  

(Gandhi, 1929) 

Everyone involved in change, wherever they 
are in an organisation’s hierarchy, will have 
people above them who will delegate authority 
to them and people below who will sanction 
their position. They will all face the challenge 
of taking up their own authority. 

Getting this right means the motivation for 
change and the skills to bring it about are 
distributed throughout the organisation and 
whole system. This facilitates a change in 
culture through the process of change itself, and 
embeds effective distributed leadership into an 
organisation in a natural and experiential way. 
Figure 2 provides an illustration of elements in 
this process.
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Distributed Leadership 
Development 

There is a lot written about distributed 
leadership and the need to promote and 
develop authority and accountability at all 
levels. Certainly leading and being involved 
in change can provide a unique opportunity 
for professional development as well as 
organisational development. 

Professional development is often understood 
as an activity undertaken by an individual to 
improve his or her own performance. 

Professional development consists of 
reflective activity designed to improve 
an individual’s attributes, knowledge, 
understanding and skills. It supports 
individual needs and improves professional 
practice. 

(The Training and Development Agency, 2007)

Organisational development is much more 
focused on organisational problem solving 
through interventions based upon behavioural 
science. 

Organisational Development is a planned 
and systematic approach to enabling 
sustained organisation performance through 
the involvement of its people.

(Chartered Institute of Personnel and 
Development, 2011)

An effective change process must incorporate 
professional and organisational development. 
This ensures it is characterised by a focus 
on learning by doing, learning from each 
other, with each other and for each other. 
This ensures staff involvement and support 
and leads to sustainable change. We call this 
model Distributed Leadership Development 
(see Figure 3).

Figure 2. The focus of leadership

Source: Creating Tomorrow diagram, 2010, www.creatingtomorrow.org.uk/

Figure 3. The Distributed Leadership 
Development model

Source: 
Home page at www.creatingtomorrow.org.uk/CT_products.html. 
Model adapted from Obholzer and Roberts, 1994.
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Authority from above 

The rational description of authority is that  
leaders have certain rights over their subordinates, 
including giving orders, rewards and discipline. 
At the same time, however, they are accountable 
for both their own actions and those of their 
subordinates. For their part, subordinates 
are obliged to carry out the commands of 
their superiors, provided they fit with the 
organisation’s impersonal system of rules. Thus 
from the rational point of view authority and 
accountability are not attached to individuals 
but invested in positions within a hierarchy. 

The change process allows leaders at every level 
to experience and develop the skills of

 ■ sponsorship;

 ■ delegation;

 ■ boundary management;

 ■ setting clear objectives; and

 ■ providing challenge and support.

Authority from below

Followership, or sanctioned authority, although 
always important, has become even more 
crucial with the advent of the information age 
and dramatic changes in the workplace. The 
political and emotional aspects of change play 
an important role. Individuals are more inclined 
to follow leaders who inspire self-confidence 
and encourage people to take up their own 
authority, rather than to submit to arbitrary 
rules and regulations. 

The change process illustrates and provides 
opportunities to practise

 ■ creating and communicating a shared vision;

 ■ consulting with a wide variety of stakeholders;

 ■ collaborating with others;

 ■ overcoming resistance; and 

 ■ cross-functional team working. 

Authority from within

Individuals may be appointed to positions of 
authority, sanctioned from below, yet still be 
unable to exercise authority competently, on 
account of being either undermined by their 
own self doubt or having an inflated picture 
of themselves – resulting in authoritarian 
attitudes and behaviour. Our change process 
is designed in such a way that individuals have 
the opportunity to reflect upon their learning, 
receive feedback from their peers and test new 
ways of being. 

The change process develops individuals 
through

 ■ reflective practice;

 ■ giving and receiving feedback;

 ■ taking up their own authority;

 ■ promoting resilience, confidence and new 
skills; and

 ■ dealing with difficult situations.

In a short space of time a well-structured 
change process can not only deliver strategic 
and operational objectives but also bring about 
cultural and behavioural change at all levels in 
an organisation. 

By involving board members, the leader and 
his/her leadership team, a wide cross-section of 
managers and staff as well as other stakeholders, 
the process can deliver simultaneous multilevel 
development – truly the learning organisation. 
For an example, see Box 1. 

Feedback

Giving and receiving constructive feedback 
is an important, and sometimes underrated, 
constituent of the development of distributed 
leadership. Without it, and without the 
development of a culture where it is welcome, it 
is impossible to create a truly effective system of 
distributed leadership. How else can a learning 
organisation be constructed, if we are unable to 
create an open flow of communication?

from the rational point of view authority and 
accountability are not attached to individuals  
but invested in positions within a hierarchy. 
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While the qualities traditionally associated 
with leadership such as intelligence, toughness, 
determination, and vision are required for 
success, they are insufficient. Truly effective 
leaders are also distinguished by a high 
degree of emotional intelligence, which  
includes self-awareness, self-regulation, 
motivation, empathy, and social skill. 

(Goleman, 2004)

Box 1. Example of a well-structured change process

Change at City College, Norwich 
The focus of leadership

We want our staff to be informed risk takers, collaborative, entrepreneurial and customer focused 
and our Change Team initiative is already making real strides towards achieving those goals. 
Dick Palmer, Principal and Chief Executive, City College, Norwich, UK

City College Norwich wanted to develop a 21st century workforce that was much more responsive to employers’ 
needs. They decided to have eight staff trained as facilitators, so they could deliver five change workshops 
themselves, with the support of a consultant acting as a coach.

The eight facilitators worked in pairs, with change teams of ten to fifteen people each – drawn from across 
the college. This enabled them to work on four sub-projects and meant that sixty people were engaged in the 
process. The teams developed

 ■ systems to enable staff to become more adaptive and flexible in their working practices;

 ■ a more collaborative culture, where leaders at all levels demonstrated a high degree of commitment, belief 
and pride in the college and its vision;

 ■ a strategic, standardised and personalised college induction that is effective, cohesive and moderated; and

 ■ processes to improve communication, recording and reporting, as well as supporting the continuous 
professional development appraisal system.

The steering committee, which met three times, consisted of ten members, including the Principal, Governors 
and three external partners.

We hoped that the programme would be a methodology for enabling the College to achieve the 
aspirational aims we set out in our strategy. Well, we are not disappointed!

Dick Palmer, Principal and Chief Executive

Source: Creating Tomorrow case study, 2010, www.creatingtomorrow.org.uk/

Giving and receiving feedback is not a simple 
transaction, it implies judgement and this has 
profound implications for our self-esteem (see 
Figure 4). If we get it right it can be incredibly 
constructive and empowering. If we get it 
wrong it can destroy confidence and encourage 
dysfunction and stasis in an organisation.

Figure 4. Receiving and giving feedback

Source: Creating Tomorrow diagram, 2011, www.creatingtomorrow.org.uk/

Receiving feedback Giving feedback

Threats to our esteem in the eyes of others are so 
potent they can literally feel like threats to our survival

Fear that our judgement will annihilate the other person

Can lead to a fight/flight response where we have  
to defend ourselves

Fear that our feedback will provoke an aggressive 
response
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We all know experientially, though, that 
many people find feedback confronting and 
threatening, especially when it is between 
peers, rather than between a manager and a 
subordinate. There have been many attempts to 
overcome this, based either on anonymity, for 
example ‘multi-rate’ 360-degree feedback, or on 
‘scientific testing’, such as scaled competencies. 

However both approaches treat the symptom 
and not the cause. They avoid the fundamental 
developmental issue of interacting as an adult 
with another adult. The challenge that we face 
is to place healthy human relations at the centre 
of the debate and encourage a culture of open 
and constructive feedback, facilitating a real 
and sustainable change from dependency to 
autonomy within organisations.

Personal and  
organisational freedom  

Developing excellent communication processes 
enables leaders to focus on working with 
their staff to change their organisations, 
rather than ineffectively trying to change their 
employees. By changing organisations I mean 
the structures, roles, relationships, policies 
and ways of working – areas often considered 
management’s prerogative. 

This movement from a dependency culture, of 
command and control, to an organisation-wide 
autonomy culture, of distributed leadership and 
open feedback, is fundamental to successful 
and sustainable change. The personal and 
organisational freedom it encourages helps 
release creativity and ensures that the staff 
members feel both that they are working on 
something fundamentally worthwhile and that 
they are being treated as adults. 

What does this change look like in practice? 

From dependency to  
autonomy and beyond 

Up until the late 1970s most public service 
institutions were dominated by a dependency 
culture, in which an individual’s relationship 
to the state and his/her employer was similar 
to that of an infant to its mother. When times 
became tough, individuals and organisations 
would revert to co-dependent behaviour, 
rebelling against their enforced dependence 
rather like badly behaved teenagers. 

Our maturity model (see Figure 5) describes 
the characteristics of the co-dependent and 
dependent individual or team, but applies 
equally to organisations and even whole sectors. 
The last thirty years have seen institutions 
coming to terms with this failed dependency 
culture by becoming more independent and 
most recently interdependent.

Initially, in the private sector, this meant many 
organisations simply going out of business. 
There was a surge in outsourcing, off-shoring 
and self employment. In the public sector the 
pace of change has been slower but no less 
radical. Wherever I go in the world I see similar 
challenges, the need to do more for less, to use 
new technology creatively and for individuals 
to take up their own authority and go the extra 
mile.  

Education sector

In education, one of the most significant changes 
is the growth in schools working together and 
with other agencies. Although this is nothing 
new, it is happening to a much greater extent 
today than ever before. 

In the UK, for example, the Department 
for Education is clear there are significant 
educational benefits to be gained from 
promoting and supporting collaboration. It has 
funded initiatives such as London Challenge, 
National Leaders of Education, Federations, 
Teaching Schools and the National Schools 
Linking Programme. 

Developing excellent communication processes 
enables leaders to focus on working with their 
staff to change their organisations, rather than 
ineffectively trying to change their employees. 
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Similar initiatives are to be found in the USA 
and in many other countries around the world. 
They all aim to improve the educational 
experience of students and reverse some of 
the worst tendencies of the past. There are 
many other benefits too, such as professional 
development for staff, knowledge transfer, 
raising standards and helping schools that are 
in difficulty. 

Strong networked learning communities 
that have a compelling sense of purpose 
and work within clear parameters of 
collective, multiple and light touch forms 
of accountability, are one of the many 
strategies for restoring the rich diversity 
that years of standardisation have depleted 
or destroyed. 

(Hargreaves and Fink, 2006)

A school working with other schools is just 
one type of collaboration. Another example is 
schools collaborating with other agencies. 

The Every Child Matters agenda in the 
UK, for example, had a focus on schools 
working closely with other agencies. Other 
examples include vertical integration, where 
a headteacher has responsibility from nursery 
right through to nineteen, and schools working 
more closely with their local communities and 
parents (see Figure 6). 

All of this has profound implications for 
leadership. The transition from being the leader 
of a school to leading a complex interaction of 
relationships is very challenging. 

Any movement towards collaborative and 
integrated working involves not only rational 
issues such as structure and funding, but 
political issues of status and power, and 
emotional issues of loss and ego. The benefits 
are so compelling, however, that new ways of 
developing leaders with the skills to work in 
this way have become critical. 

Figure 6. Types of school collaboration

Source: Creating Tomorrow diagram, 2010, www.creatingtomorrow.org.uk/

Figure 5. Co-dependence and dependence

Co-dependence Dependence Independence Interdependence

System focus Confused Centralised Localised Personalised
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Approach to change Status Quo Reactive Proactive Creative

Workforce response Denial Compliance Development Professionalism

Maturity of the individual, team, organisation and sector
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Other agencies, 
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and universities
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employers

School

Source:  
Home page at www.creatingtomorrow.org.uk/CT_products.html
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Fullan (2004) puts it like this: 

A new kind of leadership is necessary for 
breaking through the status quo. Systemic 
forces, sometimes called inertia, have the 
upper hand in preventing system shifts. 
Therefore it will take powerful, proactive 
forces to change the existing system. ... 
To change organisations and systems will 
require leaders to get experience in linking 
to other parts of the system. These leaders in 
turn must develop other leaders with similar 
characteristics. 

Responsibility for the whole

Interdependence is less about command and 
control and more about working within 
complex and diverse systems. The reductionist 
view of leadership, which simply looks at 
competencies and individual traits, and ignores 
systemic thinking and relationships, results in 
structures where individuals play their part 
without taking responsibility for the whole. 

The leadership of the future will not be 
provided simply by individuals but by 
groups, institutions, communities and 
networks. One of the road blocks for 
groups moving forward now is thinking that 
they have to wait for a leader to emerge: 
someone who embodies the future path … 
We have to nurture a new form of leadership 
that doesn’t depend on extraordinary 
individuals. 

(Senge et al, 2004).

Interdependence also involves rethinking what 
success means. It is not simply being interested 
in the outcomes for your own organisation 
but for the wider system as a whole. It is 
recognising, for example in England, that a 
school cannot be held solely accountable for 
results such as ‘Stay safe’, one of the desired 
outcomes of Every Child Matters. 

Accountability

Naturally, schools are in part accountable, but 
to hold them solely responsible and therefore 
accountable for this would of course be 
counterproductive. Broad numbers of partners 
and stakeholders need to become involved 
for achieving such ends. The responsibility of 
the school is therefore to work with a team 
of partners to create a strategy that makes all 
children as safe as possible.

For alliances to work, there needs to be 
agreement between partners on what they wish 
to achieve for a particular group and how they 
will know that they have delivered it. 

They need to focus on

 ■ outcomes rather than ouputs;

 ■ aligning vision and values;

 ■ strategies that are data-driven;

 ■ dialogue and engagement; and

 ■ organisational adaptability.

Change on this scale cannot be left to chance. 
The question is: ‘How do you bring about 
system-wide change, school-by-school, so that 
the results are context-specific and designed 
locally?’ 

At Creating Tomorrow  we believe the answer 
lies not in providing solutions but in building 
capacity and capability at a local level, so 
schools can develop the networks that meet 
their needs. 

Measuring the impact  
of change 

For change to be successful and sustainable 
there has to be a compelling reason to change, a 
clear vision of where you want to be, a coherent 
plan for getting there ... and a way of measuring 
and monitoring changes on an ongoing basis. 
Without all of this in place new collaborative 
ways of working are unlikely to be successful. 

Absolutely vital to measuring and monitoring 
change is measuring what is truly important, 
not just measuring what is easy to quantify. 

The reductionist view of leadership ... results 
in structures where individuals play their part 
without taking responsibility for the whole. 
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As Simon Edkins my co-director at Creating 
Tomorrow says, it is about 

measuring what counts rather than counting 
what can be measured.

(HEFCE, 2008) 

I am also particularly struck by the prescience 
of what Henry Mintzberg (1996) has to say 
about this challenge, when he comments that: 

many activities are in the public sector 
precisely because of measurement problems: 
if everything was so crystal clear and every 
benefit so easily attributable, these activities 
would have been in the private sector long 
ago. 

For over 30 years a key driver in the public 
sector has been the need to become more 
accountable and responsive to clients, and the 
past decade has seen the public sector having to 
deal with an increasingly complex measurement 
environment. Some would argue that there 
is a risk that centrally imposed performance 
measures could even distract people and 
resources from the very activities they are 
supposed to encourage. 

It is crucial to recognise this dichotomy and 
develop simple yet robust ways to measure 
the impact of changes, at both system and 
organisational levels, and so provide meaningful 
information at the right time to the right people. 

At Creating Tomorrow we achieve this by 
clearly identifying the primary objective at the 
outset and then making sure that everything 
done subsequently has a direct or indirect 

impact on the desired outcome. Progress along 
the way is carefully monitored by a steering 
committee. 

Participants identify and deliver project 
objectives as measured by Key Performance 
Indicators (KPIs) that meet their organisation’s 
strategic objectives. This focuses attention on 
describing and documenting the logic of their 
organisation’s projects as illustrated in Table 1. 
This is scrutinised by a Steering Committee in 
order to reveal assumptions, so that differences 
within and around the project team can be 
aired, consensus achieved and the internal logic 
of the project enhanced.

The flexibility of this process makes it easy to 
incorporate any relevant and useful measures 
of performance.

Impact not inputs

Measuring whether services are delivering the 
outcomes that will really make a difference 
to people and performance is sometimes 
called results-based (or outcomes-based) 
accountability. It recognises that not all 
performance measures are of equal importance. 
In my view the two types that are the most 
important are:

1. KPIs that show whether a service and its 
related functions are done well. 

These ‘quality of effort standards’ are used to 
manage the work of a program and are usually 
well established, eg, application processing time.  
This can be described as the managerial focus. 

Source: Creating Tomorrow diagram, 2009; adapted from Results-based Accountability, www.creatingtomorrow.org.uk/

Table 1. Identification and delivery of project objectives – the process

Objective Benefits Deliverables Activities
Key 

performance 
indicators

(KPIs)

Critical 
success 
factors
(CSFs)

What is it we are 
trying to achieve?

Why it is 
important – what 
will be different 
and for whom?

What will we get? How will it be 
achieved?

How will we 
measure success?

What is needed 
to succeed?
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These measures include those shown in Table 2.

2. KPIs that tell whether clients or customers 
are better off as a consequence of receiving 
their service.

These ‘quality of effect standards’ gauge the 
effect of a service on people’s lives and are 
almost always emergent, eg, employment 
placement and retention rates. This can be 
described as the leadership focus.

These measures include those shown in Table 3.

An effective change process requires that 
participants, perhaps organised in change teams 
and steering committees, ask the following 
searching questions.

 ■ Who are we doing this for?

 ■ What result do we want for them?

 ■ What will it look like?

 ■ What data have we got?

 ■ What do we know works?

 ■ How will we know whether we did it well?

This provides a pragmatic approach to 
accountability, directly linked to outcomes. 
It is this rigorous approach to continuous 
improvement, self-regulation and measurement 
that ensures a ‘quality culture’ in any 
organisation. 

Source: Creating Tomorrow diagram, 2009; adapted from Results-based Accountability, www.creatingtomorrow.org.uk/

Table 2. Examples of ‘quality of effort standards’

Measure For example

Efficiency Time to respond to customer inquiries

Administrative overhead Cost of support versus delivery

Unit cost Cost per transaction

Staffing ratios Teaching to non-teaching staff

Staff morale As measured by survey

Customer satisfaction As measured by survey

Table 3. Examples of ‘quality of effect standards’

Source: Creating Tomorrow www.creatingtomorrow.org.uk/

Measure For example

Return on investment Cost of percentage change in the target population 

Outcomes, eg, for students Number of students reaching Level 3

Value-added productivity Not simply doing more but achieving more

Degree of cultural change As measured before and after the intervention

Distributed leadership Social network analysis

Customer satisfaction As measured by survey
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A culture for the future

We are all united in our aim to develop a 
culture appropriate for 21st century public 
service provision. This is a culture that is client-
focused, flexible and self-regulating, and which 
delivers services of the highest standards, with 
value for money and outstanding performance. 

Achieving this is dependent upon continuous 
improvement from each member of staff, 
whatever their role, taking full responsibility 
for what they do and being committed to the 
values of their organisation. 

This does not, incidentally, mean that public 
services need to become ‘more like a business’. 
As Jim Collins (2005) notes, this is not the 
answer, and I agree. He points out that many 
accepted business practices correlate with 
mediocrity rather than ‘greatness’ and that the 
real distinction is not between ‘business and 
social’ organisations but between ‘good and 
great’ ones. 

Our aim must be to create great organisations – 
organisations that deliver superior performance 
and make a distinctive impact over a long 
period of time, organisations that are managed 
well, which are rewarding to work for, and 
which provide the best service possible for 
their clients.

Dame Patricia Collarbone can be contacted  
by email at 
pat.collarbone@creatingtomorrow.org.uk

Endnote
1. For details of the work of the organisation, its 

personnel, news, case studies and products, see 
the website at www.creatingtomorrow.org.uk/.
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