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Australian Institute 

of Health Innovationôs mission 

Our mission is to enhance local, institutional 

and international health system decision-

making through evidence; and use 

systems sciences and translational 

approaches to provide innovative, 

evidence-based solutions to specified 

health care delivery problems.

http://www.med.unsw.edu.au/medweb.nsf/page/ihi
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Background - the Centre

The Centre for Clinical Governance 

Research undertakes strategic research, 

evaluations and research-based 

projects of national and international 

standing with a core interest to 

investigate health sector issues of 

policy, culture, systems, governance 

and leadership.
http://www.med.unsw.edu.au/medweb.nsf/page/ClinGov_About
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First things first: what do we 

mean by leadership and 

management?
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What we mean

ÅFormal and informal aspects

ÅFormal: a designated leadership or 

management role in the organisation eg

head of ward or unit, director of service, 

or head of a division, all the way to CEO

ÅInformal: working, managing with 

others; opinion leader or provider of 

expertise to others, input to projects, etc

[Braithwaite: search date 4 May 2010]
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A preliminary question: what 

does the literature say about 

these topics?
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Answer to the preliminary question

ÅGoogle óclinical management and 

leadershipô: 1,880,000 hits

ÅPubmed: 2,925 articles

ÅCochrane Effective Practice and 

Organisation of Care [EPOC]: Nil

ÅMeaning? Lots of talk, not much 

evidence, no strong evidence

[Braithwaite: search date 4 May 2010]
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Answer to the preliminary question

ÅGoogle óhealth care cultureô: 2,610,000 

hits

ÅPubmed: 49,779 articles

ÅCochrane Effective Practice and 

Organisation of Care [EPOC]: Nil

ÅMeaning? Lots of talk, not much 

evidence, no strong evidence

[Braithwaite: search date 4 May 2010]
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A second question: are clinical 

leadership and management the 

same thing?
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The same ïlargely 

overlapping constructs?

Leadership
Management
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Different ïon a continuum?

Leader
ship

Manag
-ement
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Overlapping constructs 

ïbut largely distinct?

Leadership
Management
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Answer: you have your own view 

ïIôll give mine later
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Question: if leadership and 

management are the solution, 

whatôs the problem? 

Letôs take two ...
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1. The quality and safety problem

ÅOne in ten [itôs probably more] hospital 
admissions experiences an adverse 
event of some kind [CCGR data averaged across studies 

in Australia, Canada, Denmark, New Zealand, UK and USA]

ÅOne in twenty patients experience a 
complication from a medication or drug 
[Andrews et al, 1997]

ÅOne in thirty develops a hospital 
acquired infection [Pittet et al, 2005]



1. The quality and safety problem

ÅProportion of recommended care 
delivered to adults in the United States 
of America: 54.9% [95% CI 54.3-
55.5%] [McGlynn et al NEJM 2003]

ÅProportion of indicated care delivered 
to children in ambulatory settings in 
the United States of America: 46.5% 
[95% CI 44.5-48.4%] [Mangione-Smith et al NEJM 2003]
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2. The people leaders and 

managers are responsible for are 

challenging é and tribal
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2. Characteristics of clinicians 

ÅClinicians are:
ïDriven by professional values 

ïHighly skilled

ïMotivated to achieve excellence

ïStimulated to achieve professional-level incomes

ïRelatively autonomous

ïSelf-esteem and status-directed

ïTribal
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2. Characteristics of clinicians 

ÅDoctors ïpersonal traits:

ïIQ, individualist

ïPerfectionist

ÅDoctors ïoccupational traits:

ïIncome

ïMobile then stable

ïDecision-making role

ïAble to work with risk, uncertainty
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2. Characteristics of clinicians 

ÅNurses ïpersonal traits:

ïHands on

ïCaring

ÅNurses ïoccupational traits:

ïBecoming

ïMore mobile than in the past

ïCaring, compassion meets technology

ïCognitively collective
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2. Characteristics of clinicians 

ÅAllied health professionals - traits:

ïCompassionate

ïEmpathetic

ÅAllied health ïoccupational traits:

ïConstrued in small-scale units

ïLoyal

ïLess obvious power structures

ïLess certain
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2. Characteristics of clinicians 

[Source: Braithwaite and Westbrook; several studies]

Doctors tend to respond 

here or here, decisively

Nurses tend to 
respond in a block 
here or here or here

AHPs tend to 

respond here
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More tribalism

[Creswick, Westbrook and 

Braithwaite, 2009]
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More tribalism

[Creswick, Westbrook and 

Braithwaite, 2009]
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More tribalism

[Creswick, Westbrook and 

Braithwaite, 2009]
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Those are two things leaders and 

managers do ïattend to quality 

and safety issues, and deal with 

the characteristics of clinicians. 

But what about leaders and 

managers themselves?

Letôs look at two aspects ... 
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3. Lots of leaders and managers 

think the health systemôs a rock 

not a bird

29



y = x2ïb

f = ma

?
[Source: Paul Plsek, 
from Richard Dawkins]

A rock or a bird? Inanimate object or 

complex system 

3. Rock or bird?
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3. Rock or bird?

ÅIf you think the health system is a 
rock, an inanimate object, it is able to 
be predicted, and definitively analysed 
and calculated. That thinking leads to 
attempts to restructure and control it.

ÅIf you think the health system is a bird, 
a complex system with a mind of its 
own, it needs to be fed, nurtured, and 
developed  
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4. Leaders and project managers 

underestimate the time frames 

for most activities
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4. Underestimating timeframes

[Source: Bunce 2007]

6 to 9 months: 
stop right here!

Energy

Denial

Anger

Understanding

Learning

Continuous 
improvement

Despair

Fun?

Lost

Clues

Start

Time
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Luckily, there are responses to 

each of these challenges:

1. Quality and safety

2. Challenging, tribal people

3. Mechanistic, rock-like thinking

4. People underestimating time 

frames
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1. Quality and safety: do these 

things really well
ÅSafety improvement 

programs [training]

ÅRoot cause analyses

ÅIncident monitoring

ÅAccreditation

ÅCredentialling

ÅStandards

ÅPolicy

ÅGuidelines

ÅProcedures

ÅChecklists

ÅMETs/RRSs

ÅLearn from othersô 

good strategies

ÅEngage clinicians

ÅInfluence cultures
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2. Challenging, tribal people: 

promote teamwork
ÅPeople respond to positive workplaces 

[Braithwaite et al, 2005]

ÅThey enjoy working in teams [Borril, 2001; Hindle, 
Braithwaite, Travaglia, Iedema, 2006] 

ÅBut they often donôt belong to sufficiently 
well-performing teams

ÅSo create more team-oriented care
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2. Challenging, tribal people: 

promote collaborative cultures
ÅThere is variation in cultures

ÅOur work on contrasting hospitals 
showed this [Braithwaite et al, 2005]

ÅThere are also sub-cultural and 
professional differences [Braithwaite and Westbrook, 
2005]
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2. Challenging, tribal people: 

promote constructive politics
ÅThe health system is constituted as 

tribes who mark out their territories 
[Braithwaite and Westbrook, 2005]

ÅThis can be a strength [Braithwaite, 2006] 

ÅIt means things are highly political

ÅWithin-tribal politics

ÅAcross-tribal politics
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3. Mechanistic, rock-like 

thinking: do these
ÅAvoid restructuring people as a ósolutionô 

[Braithwaite, 2005; 2006; 2007]

ÅTop down solutions are ineffective 
without bottom up involvement [Braithwaite, 2006] 

ÅEngage clinicians in the decision-making 
processes

ÅUse naturally occurring networks of 
clinicians [Braithwaite, Runciman and Merry, 2009]
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