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About the Project 
Sponsors 

Commissioned by HealthCareCAN  

in partnership with Health PEI 

 

Purpose 

A LEADS based tool for healthcare boards  

to support and promote governance development & excellence 

 

Application 

Supporting resource for the HealthCareCAN  

“Governance Development Program” 

 

 

 



Healthcare Boards – What Difference? 

A challenging question  

Are Healthcare Boards even relevant now?   

 

Complexity and Change  

Complexity requires that Boards do different things,   

… And do things differently.  

 

LEADS in a Caring Environment 

A leadership framework for health by health –  

a lens to discover hidden promise and potential  

for board leadership. 

 

 



Complex Governance Environment 

• Industry “shift” -  
– Health care 2.0 to 3.0 

 

• Commonwealth Study 
– Navigation Gap 

 

• Board Trends 
– Change…  turbulence  

 

• Governance reform 
– Failures & Reforms 



The GDP Model of 
Governance Leadership  

• Fiduciary 
– Stewardship focus. Oversee Management 

– Concerned with boundaries of ethics & prudence to 
control risk (means) 

 

• Strategic 
– Future focused, in partnership with management 

– “Analytical, shapes strategy, review performance” 

 

• Generative 
– “Sense Maker – source of leadership for the 

organization” (Trower2013, P. 16) 

– “Reconcile value propositions; manage accountability, 
discern & frame adaptive issues; think collectively; 
make sense of circumstances”. 

 

(Chait et al. 2005,  p. 132, referenced in Trower2013, P. 16.) 

 



Complexity requires leaders to do 
different things,  and do things differently. 

• “… sense making, learning and 
improvisation   ...  instead of 
command, control, and planning when 
managers recognize the fact that 
organizations are complex adaptive 
systems” (McDaniel, 2014, p.28). 

 

• Distributed leadership practices in 
complex adaptive systems are 
essential practices, with “existing 
leaders … willing to make room for new 
leadership, wherever in the system that 
it emerges (McKenzie, 2014, p. 8).   

 



Complexity and Leadership 

Stacey/Zimmerman Agreement/Certainty Matrix 



Complexity requires Boards to do 
different things,  and to do things 

differently.  

Fiduciary Focus 

Strategic Focus Generative Focus 

Control /  
Compliance 

Strategy / 
Performance Sense-maker 



  Lead Self 

• Self-aware: Awareness of dual role – guided by their 
own personal values while acting on behalf of those 
served by the Board –current and future generations. 

• Manage Self: Demonstrates self-regard and emotional 
strength while giving difficult issues their due.   

• Develop Self: self-responsibility for personal 
development as a governor in the context of the 
learning needs of the board as a whole. 

• Demonstrate Character: Members act ethically, make 
decisions consistently with their own values in concert 
with the values of the board, and promote the values 
of governance excellence.  
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Engage Others 

• Foster Development of Others: The Board supports its own 
development as a group, of its individual members, its CEO and 
management cadre. 

• Contribute to organization health: In the Boardroom, trustees are 
engaged and treat each other with civility and respect. The Board  
directs the CEO to ensure that workplaces are healthy and safe and 
that healthy workplace behaviours are supported and encouraged.   

• Communicate effectively:   The Board listens deeply and 
encourages an open exchange of information and ideas using 
appropriate communication media in the team environments and 
contexts within which it must operate.  

• Build Teams:  The Board has in place structures and processes 
which build trust by supporting constructive group behaviours, 
utilizes processes to engender creativity and innovative thinking, 
and has clearly understood processes to resolve conflict.  
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Achieve Results 

• Set Direction:  The Board, jointly with senior management,  in line with 
the policy direction of government, and consistent with the needs of local 
ownership, sets the strategic direction for the organization, including the 
vision, mission, values and strategic goals and identifies, establishes, and 
communicates its expectations and outcomes to management in a clear 
and meaningful way.  

• Align Decisions:  The Board utilizes its vision, values and priorities, and 
best available evidence, to design and utilize strategic decision making 
processes that are consistent with the strategic plan, provide guidance to 
the CEO, and provide ongoing advice to government on policy direction.  

• Take Action:  As required, the Board clarifies the rationale underlying its 
strategic direction, and as required in the face of new and compelling 
evidence, makes adjustments. 

• Assess & Evaluate:  The Board establishes monitoring measures, evaluates 
outcomes, holds themselves and others accountable for results achieved 
against benchmarks and correct the course as appropriate.  The Board 
communicates results to its funders, the general public, and key partners. 
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Develop Coalitions 

• Purposefully Build Partnerships and Networks to Create Results: The Board 
creates connections of trust and shared meaning with individuals and stakeholder 
groups across the spectrum of their geographical footprint, building coalitions to 
promote and support population health outcomes and system performance in line 
with its strategic direction. 

• Demonstrate a Commitment to Customers and service:  The Board uses a range of 
means and methods to learn about the patient / client experience as a resource to 
help define its expectations concerning patient / client experience and clearly 
communicate those expectations to the CEO.   

• Mobilize knowledge:  The Board employs methods to gather intelligence, 
encourage open exchange of information, and use quality evidence to influence 
action across the full system, spanning policy, governance, management, public, 
partner, and community levels. As a knowledge mobilizer, the Board may act as a 
catalyst for constructive conversations among multiple partners. 

• Socio-political navigation:  The Board is knowledgeable of political realities and 
trends, government processes, global policy direction, and community / public 
sentiments; is viewed as a credible body, able to respond to competing priorities in 
an objective way that respects operational realities and organizational mission. 
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Systems Transformation 

• Systems / critical thinking:  The Board thinks analytically and conceptually, questioning and challenging 
the status quo, to identify issues, solve problems and design and implement effective processes across 
systems and stakeholders.  The board understands that healthcare is a dynamic, interactive and mutually 
interdependent system comprised of a complex array of stakeholders, community groups, and citizens. 

 

• Encourage and Support Innovation: The Board creates a climate of continuous improvement and 
creativity aimed at systemic change. It requires the CEO to employ strategies to enable creative and 
innovative thinking internally to meet the health needs of its ownership; and encourages the ownership to 
generate productive change and reform commensurate with the its health needs.  

 

• Orient Themselves Strategically to the Future:  The Board operates with a future focus: i.e., it is dedicated 
to creating a healthcare future for its ownership which will respond to emergent trends, challenges, and 
demands within its area of responsibility. This approach does not preclude its fiduciary and strategic 
responsibilities, but emphasizes a desire to co-create a sustainable healthcare system for current and 
future generations.  

 

• Champion and Orchestrate Change:  The Board employs processes and techniques to ensure that the 
organization, in collaboration with outside stakeholders, works together to design and carry out 
appropriate roles and responsibilities for change.  They stimulate and support co-creative approaches to 
change commensurate with the needs of the ownership. 
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Lead  

Self 

Personal 
Learning Plan - 

Board 

Capability Matrix 

Self-assessment: 
EI, personality / 
Communication 

styles 

Code of Conduct 

Engage  

Others 

Board Capability 
Profile / Culture 

Assessment 

Annual Board 
Development 

Plan 

Team Charter / 
ethical decision 

making 
framework 

 Achieve 
Results 

Strategic Plan, 
Score card and 

monitoring 
schedule 

Enterprise Risk 
Framework & 

Monitoring 
Process 

CEO Evaluation 
process 

 Develop 
Coalitions 

Defined patient 
engagement role 

and process 

Public 
Engagement 
framework & 
capabilities 

Familiar with 
how government 
works and builds 
key relationships 

Systems 
Transform-

ation 

Applies systems 
thinking in 
analysis, 

discussions, & 
decision making 

Curiosity, 
0penness to 
learning in / 
from groups, 
sense making 

Dialogic / 
conversational  

methods used in 
engagement 
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Healthcare Boards – What Difference? 

A challenging question  

Healthcare Boards  - more relevant than ever 

 

Complexity and Change  

Complexity requires generative leadership approaches …  

And Boards have a special leadership role 

 

LEADS in a Caring Environment 

Foundation for Development - 

Catalyst for Transformation 




