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The Art of Thinking



Agenda

Welcome Back

How do Leaders Think?
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Objectives
• To understand the importance of thoughts.
• To develop an awareness of how our thinking 

determines our outcomes.
• To understand the nature of strategic thinking.
• To acquire the skill of critical thinking.



The Rules of Feedback

1. Be specific versus general.

2. Describe versus evaluate.

3. Focus on the behaviour versus the person.

4. Maintain the relationship versus indulge in 
self-serving behaviour.



What’s on your mind?



Time to Think About The Way We 
Think About Things



A quick skill sharpener…..
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Beware the 
predictive 

power of your 
brain



Different Perspectives



A Prelude…..
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Changing Perspectives

How to deal 
with 

Latecomers To 
Appointments



How do you add value?

THE
STRATEGIST
MAPS THE FUTURE

THE
IMPLEMENTER

BUILDS THE FUTURE

THE
PLAY MAKER

ORCHESTRATES
THE FUTURE

THE
GAME 

CHANGER
TRANSFORMS
THE FUTURE

THE
POLISHER

CREATES A FUTURE
TO BE PROUD OF

“WHY ARE 
WE DOING THIS? 

WHAT’S THE 
PURPOSE ?”

“HOW DOES THIS 
FIT WITH OUR 
STRATEGY?”

“WHAT’S THE 
OUTCOME?”

“WHAT DO WE 
NEED TO 

ACHIEVE AND BY 
WHEN?”

“I CAN SEE A 
DIFFERENT WAY 

OF DOING THIS?”

“LET’S JUST DO IT 
A NEW WAY”

“I THINK THAT WE 
CAN IMPROVE ON 

THIS”

“WE’RE LETTING 
OURSELVES 

DOWN”

“WHO’S DOING 
WHAT?”

“IS EVERYONE 
CLEAR ABOUT 
THEIR ROLE?”



Your Mind Set Act As A Filter

ACTUAL REALITY

FITS CAN BE MADE 
TO FIT WON'T FIT

PERCEIVED REALITY

Prevailing
PARADIGM



Break Time



Competing Paradigms

Maier’s Law: If the facts do not conform to 
the theory,
they must be disposed of

Geo-Centric 
System

Helio -Centric 
System

Ionian & 
Greeks

Kepler & 
Copernicus

Tycho 
Brahe



Summary
• We all see the world through our 

own perspective
• Taking another perspective is 

possible however it takes a 
conscious effort 

• It is not a capability issue, we can 
all do it, but it is a habit that we 
need to practise and develop if we 
are to do great strategic work.



How does our thinking affect our outcomes?

Feelings are caused by thought in the moment. 
Thought and feeling cannot be separated.

Thought

Feeling

Behaviour

Outcome

Thought 
reinforced

Feeling

Behaviour



The Hierarchy of Work



Warning - Strategy Is Hard!
• Strategy means different things to different people
• It requires us to see the ‘big picture’, think long-
term and plug into future trends
• There is no proven mechanism to help you do the 
hard bit, you have to make the difficult decisions
• The process requires real thought and reflection 
and a good balance between facts + logic and 
emotion +commitment
• We get few real opportunities to practise
• The decisions we take involve real risk if the 
output is to matter
• Yet when we get it right it all looks so obvious!



Improved Sustainable 
Results

Better 
Actions

Better Quality 
Opportunities

Better Quality Ideas

Better Quality Conversations & 
Deeper Relationships

To deliver these
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The Challenge…



The Journey from ‘Good’ to ‘Great’ 
Work

l Bad Work - This type of work is not really for you, it saps your energy, 
does not play to your strengths and kills any passion you have. 

l Good Work – We have the skills and capabilities to do this work well 
but it is not future enhancing. Sure it will keep the wheels of the 
organisation turning, and some of this is clearly necessary, but this 
work has the capacity to trap us like hamsters on the operational 
treadmill.

l Great Work – This type of work plays to our unique strengths and 
talents and is future enhancing.  It stretches challenges and    takes us 
and our organisations towards our long term goals.

In order to do more ‘great’ work we have to stop doing so much ‘good’ work.



Strategic
• Creating a vision of the future
• Setting direction and generating energy to change
• Thinking and taking decisions that really matter
• Identifying threats and opportunities and developing plans to capitalise
• Appraising strengths and weaknesses and developing plans to mitigate
• Set and agree strategic long term targets
• Developing a story that inspires others to follow

Leadership   
• Setting and agreeing targets with others
• Motivating, inspiring and communicating
• Changing attitudes and developing real commitment
• Directing, supporting and coaching
• Creating the climate for change and helping others to succeed

Operational
• Short term planning, prioritising and organising tasks
• Monitoring current and recent performance & giving feedback
• Course correcting, trouble shooting and problem solving
• Carrying out transactional activities and doing value adding 

work

Hierarchy of Work

Operational work has a gravity, 
it can trap you



Operational Work

Leadership Work

Strategic Work

Strategic
Planning
HorizonNowThe Past

Time horizons
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Notional horizons

FIVE YEARS A YEAR A MONTH A WEEK

ENABLING
LEADERSHIP

CULTURE

Just do it

The Operational 
Treadmill

Strategic Enablement



Where are we now?
Our Challenge Landscape

What are the top 3 Adaptive and Technical challenges we face at this time?

Technical 
Challenges

Adaptive Challenges



Strategic •
•
•
•
•

Leadership   
•
•
•
•
•

Operational   
•
•
•
•
•

What are our top 5 challenges?



Discretionary Effort…Meet Bob….







• NHSE / NHSI
• Confidence, leadership, direction

• Citizens and Partners
• Demand confidence and reassurance

• Employees
• Can I / should I work here? Career, 

Confidence

• Leaders & Managers
• Guidance, Direction, Confidence
• The right thing @ ‘Moments of Truth’

Visions, Missions and All That Jazz…why bother?



• Purpose / Mission
– Why we exist, our overall aim and why this matters

• Vision / Ambition
– Where we want to be in the future a destination worth arriving at

• Values
– How we do things around here the behaviours that we will deploy on the 

journey

• Strategy
– How we intend to get to our Vision, the Must Win Battles we have to fight 

and win if we are to succeed, or Key Strategic Tasks that we simply have to 
deliver if we are to 

Visions, Missions and All That Jazz…why bother?



It’s your Vision - You 
can paint Heaven or 
you can paint Hell 

either way you have 
the brush

Dare to Dream!



�connecting people�

�To refresh the world �

�To put a man on the moon (by the end of the decade)�

�To be the most creative organisation in the world�

�To make sustainable living common place�

�Creating 1 million Changemakers�

Some Examples…
Our mission is to save and enhance the life of others





• How it looks
• How it feels
• What we do
• Our key challenges
• What we are proud of
• What we know we can 

do better

An exercise in Imagineering…create a destination 
worth the effort



Break Time



Your Strategic Journey



Creating A Plan on a Page

KST’s KST’s KST’s KST’s

Contribution Values

LT 
Dashboard

Vision and 
Purpose

Cohesive set of actions / projects that 
together make the link between your vision, 

purpose and your action plans



• Crafting new strategic thinking requires 
us to flex our minds and break out from 
our prevailing mind-set
• This is not easy, you will need to get 
some new thinking involved
• Recognise the shelf-life of the 
assumptions you are making and hold 
dear and prepare to let go….
• Chance favours the mind that is 
prepared – beware the Doom Loop
• The path to the future is littered with 
Cowdung so tread with care!



Create Openings For New Ideas

It can't be
done

We don't try
to do it

It doesn't get
done

Demonstrating
 things have to be

 this way

THE DOOM-LOOP

'A belief is not merely an idea the mind possesses.
 It is an idea which posseses the mind'  Robert Boulton



Strategy - Easy as Riding a Bike!

• Be brave
• Get on and start peddling
• Look up and forward
• Course correct quickly
• Take it steady
• Start with support then when 
you are ready go it alone





Critical Thinking

Data Knowledge Intelligence Insight Wisdom

Recall Comprehension Reflection
Evaluation
Prediction



Leadership Reflections

How can I use the learning from today to deliver more 
effectively in my role?
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