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Critical review of the impact of leadership development initiatives on individual and organisational performance – A case study of Hywel Dda University Health Board (HDUHB) and Health Services in Wales and England.

1) Why this research?

Performance in HDUHB is unsatisfactory. 
· £51.1m overspend (HDUHB, 2025a) 
· Welsh Government rating for leadership of needing ‘enhanced monitoring’ and for performance of ‘targeted intervention’.

This research is needed to understand how best, individually and collectively, Workforce and OD can support managers, clinicians and all staff to deliver a compassionate service that meets organisational performance requirements.

2) Research Questions

· What is the relationship between leadership, leadership development and performance?
· How does leadership development affect performance?
· What are the views of senior leaders about the nature of leadership and performance?
· How to improve the effectiveness of leadership development activities?

3) Methodology – use of Saunders (2019) ‘research onion’ as a broad template: -
· The primary qualitative research has been collated using semi-structured interviews with purposive sampling (Tajik, et al., 2024) of eight senior leaders from across HDUHB (finance, operations, nursing, medical, workforce, planning, quality and improvement)
· A thematic analysis of common views was conducted (Ahmed, et al., 2025).
· The secondary research involved examining already existing evaluation material from a recent leadership development initiative (LEAP) to explore its impact on performance.
· A literature review explored the concepts of leadership and performance and informed the conduct of the research.

Limitations
The validity of this research is influenced by the absence of accepted definitions, researcher bias (mitigated by self-awareness and reflexivity (Karcher, et al., 2024)), and the objective of the recent leadership development initiative was not directly to improve performance.

4) Key findings

· Literature review: -
· An absence of agreed definitions of ‘leadership’ and ‘performance’ makes studying the effect of leadership development on performance challenging (Barends, et al., 2023).
· Leadership is reported to be vital to achieving high performance (De Waal, 2012; Barends, et al., 2023; Bonini, et al., 2024).
· Kaplan and Norton (1992; 1996a) created a widely used balanced scorecard model that accommodates differing perceptions of what performance is. It is widely used and valid today (Tawse and Tabesh, 2023).
· The purpose and structure of leadership development activity will largely affect the outcome (Barends, et al., 2023).
· Sandhu (2017) and Kempster (2006) identified that using current issues and experiences of delegates improve the impact of leadership development.
· Holm et al. (2025) found that content and facilitation programmes must be based on the organisation’s strategic and operational challenges to be effective.
· Hudson (2025) concluded that a balance between depth of content, length and number of participants must be achieved to create organisational change.
· Dawson (2003) concluded that changes in structure, systems and processes alongside behaviour are needed to improve performance.

· Primary and Secondary Research Findings – 5 Themes have emerged: -
· Participants: -
1. Were disappointed with HDUHB’s performance and way of working. 
2. Had hope that performance and culture can be improved.
3. Identified gaps to be closed if performance and culture is to be improved for example, poor teamwork, system inefficiency.
4. Understood the factors affecting organisational sustainability for example waste, poor, budget management, poor clinical engagement.
5. Had a good understanding of how leadership can improve performance and culture for example, listen to and empower staff develop teamwork between leaders (collaboration), help staff deal with their circumstances, model desired behaviour, and ensure staff know ‘why’ they are doing ‘what’ they are doing.

5) Analysis – The research confirmed: -
· The findings of the literature review.
· That Leadership is vital to achieving high performance (Bonini, et al., 2024).
· That relationship and confidence between leaders and with staff affect performance (Fisher and Phillips, 2021).
· That the effect of leadership development on performance depends on the definitions and metrics used (Barends et al., 2023).
· There was an absence of shared definition of leadership and performance in HDUHB to guide behaviour and action.
· The LEAP programme met its declared objective of promoting compassionate leadership. Performance improvement was not directly addressed as it was not a declared objective.
· Delegates were asked to apply self-determined learning on return to work with mixed support and success.
· Delegates appreciated content that addressed current work issues and lived experience.
· Non training barriers are not always addressed (Dawson, 2003), for example, poor technology or disinterested line managers.

6) Conclusions

· Leadership development initiatives will have limited impact on organisational performance unless: - 
· improving organisational performance is a declared priority (Karauri and Kyongo, 2024).
· shared definitions are established and used in organisations (Deng, et al., 2023).
· the content of the development activity assists balancing the needs of task/objectives with needs of staff (Day, et al., 2021) utilising delegates lived experiences (Moldoveanu and Narayandas, 2019).
· Delegates feelings of hope should be understood and nurtured to accelerate performance improvement (Zulfqar, et al., 2021). 
· Delegates feelings should be explored and influenced (Goleman, 2020).
· A programmes length and depth must be balanced with number of participants needed to create organisational change (Hudson, 2025).

· Barriers that reduce the impact of leadership development initiatives on performance should be addressed (Barends, et al., 2023; Geerts, 2024) for example: - 
· the confidence gap between senior leaders and the front line, 
· engaging clinicians; and 
· poor technology.

(864 words)



Supplementary Notes

Contents
Executive Summary	6
Introduction and Rationale	8
Literature Review	8
What is leadership?	9
What is organisational performance?	9
What is the link between leadership, leadership development and organisational performance?	10
What is happening in Hywel Dda concerning performance and leadership?	10
Conclusion	11
Research design: methodology	11
Philosophy	12
Research Project Aims and Objectives (Approach and Strategy)	12
Research Method (choices and time horizons)	12
How primary research participants were chosen	13
Reliability, validity and research limitations	13
How the research data was analysed (Technology and Procedures)	14
Findings (results and analysis)	14
Theme 1 – Disappointment with performance and way of working	15
Theme 2 – Signs of Hope	16
Theme 3 – Gaps to be closed	17
Theme 4 – Threats to Organisational Sustainability	18
Theme 5 – The Future	20
Conclusion	21
Appendix A – Literature Review	22
Appendix B – Write up of Pilot Primary Research Interview	29
References	31



[bookmark: _Toc209976181]Executive Summary

Post the Francis report (2013) concerning the death of many patients, there has been a constant drive to establish compassionate leadership across the NHS to support the delivery of high-quality and continuously improving care. Hywel Dda University Health Board (HBUHB) is enthusiastically supporting this initiative as a strategic aim.

Organisational performance in HDUHB is however unsatisfactory, for example a financial deficit of £51.1m in 2024/2025 (HDUHB, 2025a) and a Welsh government rating of ‘enhanced monitoring’ (level 3) for leadership and ‘targeted intervention’ (level 4) for performance and outcomes.

HDUHB provides leadership development initiatives (HDUHB, 2025b). In view of HDUHB performance, the contribution of current initiatives needed to be analysed, conclusions drawn and recommendations made to improve the impact of all leadership development initiatives.
 
This research has explored the relationship between leadership, leadership development and performance. Primary research ascertained the views of senior leaders through semi structured discussions. Secondary research analysed the contribution of a current leadership development initiative on performance, before drawing conclusions and making recommendations. A literature review explored the concepts of leadership and performance and informed the conduct of the research.

The research has confirmed that leadership is vital to achieving high performance (Bonini, et al., 2024). Mutual confidence between leaders and teams (Fisher and Phillips, 2021), together with shared priorities, definitions and metrics (Barends, et al., 2023) also affects performance. Leadership development initiatives need to balance the needs of the organisation and the needs of the staff (Day, et al., 2021). It is concluded that current leadership programmes are achieving their present objectives and their contribution to improving performance can be enhanced by adjusting objectives and content without losing compassion and current strengths of the programme.
 
The research offers 4 recommendations: -

1) If performance improvement is a Board priority, then this should be included as a clear leadership development objective and outcome (Karauri and Kyongo, 2024).

2) Leadership development initiatives devote time and resources to develop shared definitions of ‘leadership’, ‘performance’, ‘quality’ and ‘resource management’ (Deng, et al., 2023).

3) The content of leadership development initiatives should balance the needs of staff with the needs of the Organisation (Day, et al., 2021; Avado, 2025)

4) The impact of Leadership Development initiatives on performance will be enhanced by further research that examines the impact of establishing a compassionate culture on performance.



[bookmark: _Toc209976182]Introduction and Rationale

Leadership development in the public sector is crucial for effective governance and quality of service delivery (Legas, 2022) and is necessary under the sustainable development principle of current legislation (Well-being of Future Generations (Wales) Act, 2015). Leadership is a key determinant of culture (Cote, 2023). Hywel Dda University Health Board (HDUHB) is supporting NHS Wales’ cultivation of a compassionate culture through initiatives, including leadership development.

The drive, in both England and Wales, concerning compassionate cultures started with the Francis Report (2013) which found that the culture in Mid Staffs did not allow staff to speak up, challenge each other, work collaboratively and that imposed financial targets dominated. This resulted in the unnecessary deaths of many patients. The report called for a compassionate work culture to be established.

The Welsh Government assesses and rates HDUHB’s performance (Welsh Government, 2024a).  HDUHB’s current rating is ‘enhanced monitoring’ (level 3) for Leadership and ‘targeted intervention’ (level 4) for performance and outcomes. Finances are unsatisfactory with a deficit of £51.1m from 2024/2025 (HDUHB, 2025a).

HDUHB has invested significant resources to promote a compassionate culture. Given HDUHB’s rating and financial challenges, it is essential that the support offered to managers, contributes to the delivery of a compassionate service, that meets HDUHB’s performance requirements. 

This research will critically evaluate the impact of leadership development initiatives on performance, gather views concerning current performance, and the best way leaders can make savings and retain the commitment of staff in challenging times.

[bookmark: _Toc209976183]Literature Review
To provide a conceptual framework for this research a literature review was conducted to explore ‘leadership’ and ‘performance’ and how they link. 

[bookmark: _Toc209976184]What is leadership?

[bookmark: _Hlk204509869]The findings indicated that there is no universally accepted definition of leadership (Barends, et al., 2023). This creates difficulty in understanding what it entails, what it must achieve, and varying views can create discord in organisations. Many academics have put forward their views of the definition (Yukl, 2013; Northouse, 2010; West, 2021; Schein and Schein, 2016; Sinek, 2011). The consensus of these views about leadership can be summarised as ‘the ability to compassionately influence the individual and collective behaviour and actions of others to create a culture that continuously improves the achievement of a common goal or purpose and promotes individual and collective wellbeing’. This summary has guided this research.
	
[bookmark: _Toc209976185]What is organisational performance?

There is not an accepted definition of performance, and the definition depends on the activities that are included in any review (Gutterman, 2023). CIPD did a meta-analysis of evidence and concluded there is little evidence that performance is dependent on culture (Barends and Rousseau, 2022). It should be noted however, that the authors do not offer a definition of performance. Different perspectives regarding what performance is can make individual and organisational performance conversations difficult.
 
Kaplan and Norton (1992; 1996a) created a widely adopted balanced scorecard approach to take account of the varying perceptions of what performance is. Tawse and Tabesh (2023) noted that the balanced scorecard approach has remained relevant. Indeed, Welsh Government uses this approach by triangulating and balancing quality, planning (inclusive of finance and workforce) and delivery (inclusive of quality and performance) (Welsh Government, 2024a).

[bookmark: _Toc209976186]What is the link between leadership, leadership development and organisational performance?
 
[bookmark: _Hlk204510059]Modern literature illuminate’s the importance of leadership development contributions to both individual and organisational performance, although evaluating its impact is complicated by varying definitions and expectations (Barends, et al., 2023). Effective initiatives seem aligned with organisational goals, are tailored to different leadership levels, and assessed over time (Foster, 2024). Evidence suggests these efforts enhance financial outcomes (Center for Creative Leadership, 2025) and drive performance through skill-building and capacity development (Douglas, et al., 2022). Leadership itself is consistently seen as a critical factor in achieving high organisational, team and individual performance, with scholars widely agreeing on its intrinsic link to successful outcomes (De Waal, 2012; Barends, et al., 2023; Bonini, et al., 2024).

Modern leadership development programmes support the development of a compassionate leadership culture. For example, HDUHB’s LEAP programme includes modules on: -
1. Leading Self: Developing personal qualities and resilience.
2. Leading Others with Kindness and Compassion: Fostering a supportive and compassionate work environment.
3. Leader as Coach: Equipping leaders to develop and empower others.
4. Leading strategically: Enhancing the ability to make informed and effective decisions.
5. Leading for the Future: Focusing on sustainable change and future orientated leadership.

[bookmark: _Toc209976187]What is happening in Hywel Dda concerning performance and leadership?

A recent report (HDUHB, 2025b), illuminated the challenges of implementing a compassionate leadership and values centred culture, where financial pressures, efficiency savings and patient safety need also be achieved. The escalation by Welsh Government to level 4 has added further complexity to developing leadership and culture (HDUHB, 2025b).

[bookmark: _Toc209976188]Conclusion

[bookmark: _Hlk204510129]Previous research has shown that there are no universally accepted definitions of leadership (Barends, et al., 2023) or people performance or how to measure it (Barends, et al., 2022). Yet, there is wide acceptance that leadership is intrinsically linked to high performance (Barends and Rousseau, 2022). Organisational performance is complex as organisations must satisfy several conflicting dimensions for example, outputs, efficiency, effectiveness, responsiveness and democratic outcomes (Boyne, 2002). This research has taken account of the problem of differing perceptions of definitions and the challenges of measuring performance.

[bookmark: _Toc209976189]Research design: methodology

Using the ‘research onion’ (Saunders, et al., 2019) (Fig 1) as a broad design template, the following methodology was chosen.
[image: ]
[bookmark: _Toc209976190]Philosophy

The researcher’s values and assumptions affect the way the research is conducted.  A researcher must be aware of their own impact on the research project by being reflexive (reflecting on how their own assumptions affect the project) (Trundle, et al., 2025). 

The HARP assessment (Saunders, et al., 2019) helps identify the underlying assumptions and research philosophy. This researcher is a Qualitative Researcher who is an interpretive, pragmatist and critical realist. The methodology and validity of this research is influenced by these characteristics.

[bookmark: _Toc209976191]Research Project Aims and Objectives (Approach and Strategy)

This research critically reviewed the impact of leadership development initiatives on individual and organisational performance, by using a deductive approach to test the hypothesis that leadership can impact significantly on performance, and had the following objectives: -
· [bookmark: _Hlk204509418]Analyse relevant and up to date literature to establish theoretical and practical links between leadership, leadership development and performance.
· Conducted secondary research to analyse already existing evaluation data from a recent leadership development initiative (LEAP), to explore the impact of such initiatives on performance. 
· Conducted primary research through qualitative interviews with senior leaders, from a range of services across HDUHB to explore their perceptions of organisational performance and desired impact of leadership development. 
· Drew on findings to identify recommendations (to be presented at conference) to enhance the impact of all future leadership development initiatives on performance.
[bookmark: _Toc209976192]Research Method (choices and time horizons)

The primary qualitative research used ‘one off’ semi-structured interviews with eight senior leaders from across HDUHB. Pilot studies are often used in quantitative research (Arnold, et al., 2009) and often underutilised and undervalued in qualitative research despite their ability to enhance methodological rigor (Malmqvist, et al., 2019). Pilot interviews can provide a clearer understanding of the topic under investigation and explore the best way to conduct interviews (Muasya and Mulwa, 2023). They also aid researcher reflexivity (Malmqvist, et al., 2019). In this research, a pilot interview was undertaken, and the results influenced the conduct of the remaining interviews, by identifying relevant issues, guiding question choices and improving active listening and notation skills.

[bookmark: _Toc209976193]How primary research participants were chosen

Qualitative research often relies on a deliberately chosen, limited sample size of participants (Miles and Huberman, 1994) based on their relevance to the research focus to yield useful results (Kelly, 2010). This purposive sampling enables a deeper understanding of specific issues and is cost effective (Tajik, et al., 2024)

[bookmark: _Hlk204509788]In this research, purposive sampling was used with eight senior leader volunteers with whom the researcher has a productive working relationship, good reputation and have supported people through leadership development initiatives. These volunteers are from across HDUHB to achieve balanced, valid and in-depth results. The research collected views from senior leaders from finance, operations, nursing, medical, workforce, planning, quality and improvement.

[bookmark: _Toc209976194]Reliability, validity and research limitations

The primary research method was selected for two reasons. Firstly, to mitigate the risk of corporate, non-personal responses being received. Secondly, the use of questionnaires was discounted as the participation rate in HDUHB is low. The Staff Survey in 2024 had a 12% response rate (HEIW, 2024). 

Validity of the interviews was enhanced by using volunteers and communicating the areas to be explored in advance. Anonymity and confidentiality were assured to encourage participants to speak freely. There was no use of electronic recording.

A researcher’s definitions, plus their philosophy may influence the outcome of conversations. The self-awareness and reflexivity of the researcher, together with a plan that complies with best practice will significantly mitigate any researcher bias or failing to achieve research saturation (Karcher, et al., 2024). The researcher was mindful of these principles throughout.

The secondary research has limitations. The original evaluation process was not aimed at assessing the specific impact on organisational performance. It focussed on generic impact on behaviour and culture. Reports of impact on organisational performance was limited.

There is a large volume of research material concerning Leadership and Organisational performance (Barends, et al., 2023). The lack of agreed definitions and preferences of readers makes evaluation of the impact of leadership development challenging (Barends, et al., 2023).
[bookmark: _Toc209976195]How the research data was analysed (Technology and Procedures)

During the semi-structured interviews, time was put aside for the researcher to summarise responses to check accuracy and avoid listener bias (Brinkmann, 2020). 

Qualitative research interviews are often analysed by thematic means where the researcher identifies patterns and common threads in data. This approach is suitable for small samples, enables the researcher to be reflexive and does not require the production of theory as an outcome (Ahmed, et al., 2025). For these reasons, a thematic analysis of the interview data was conducted.
[bookmark: _Toc209976196]Findings (results and analysis)

Five themes have been identified by a thematic analysis of the interview data. The secondary research analysis, and findings of the literature review, support these themes.

[bookmark: _Toc209976197]Theme 1 – Disappointment with performance and way of working
[image: A close-up of words

AI-generated content may be incorrect.]
 
Primary research data revealed a shared sense of dissatisfaction, disappointment and emotional strain for staff concerning current organisational performance (see figure 2). This can be damaging to feelings of value, employee motivation and sense of wellbeing (De Neve, et al., 2024).

In addition, the secondary research identified disappointment in the quality of relationships between leaders and their staff. Poor relationships at work affect well-being and productivity (Fisher and Phillips, 2021).

Feelings of leaders and staff will impact on the effectiveness of leadership and leadership development on performance (Goleman, 2020). Leadership development initiatives must address this if performance is to be improved (Muss, et al., 2025) 

[bookmark: _Toc209976198]Theme 2 – Signs of Hope 
[image: A close-up of words
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Despite evident challenges and negative feelings, the primary research identified some hope and a strong collective desire for improvement “we all want the same thing – quality care” and there was consensus that “everybody has the duty to act”. There is ambition, a desire to change and innovate and support a change to culture.

The secondary research also identified hope. The delegates of LEAP felt that the programme was creating a compassionate culture, which is seen as being essential for delivery of quality and continuously improving health care (West, 2021). Delegates completing LEAP also report a significant improvement in their confidence as a leader. This improvement may indirectly improve performance through better decision-making, communication, and team leadership (Barends, et al., 2023).  Well-designed leadership development initiatives can enhance self-efficacy and confidence, which in turn improves leadership effectiveness and organisational outcomes (Geerts, 2024).   

The impact of leadership development on performance can be improved further if the hopes of delegates are more formally identified and built on (Zulfqar, et al., 2021)

[bookmark: _Toc209976199]Theme 3 – Gaps to be closed
[image: A circle with black and white text
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The challenges were clearly identified in the interviews for example, deteriorating performance, poor performance, poor teamwork, system inefficiency (see figure 4). 

The aim of the LEAP programme analysed in the secondary research did not include improving performance. HDUHB performance is not optimum (HDUHB, 2025a). Barends et al. (2023) identified that the purpose and structure of leadership development activity will largely affect the outcome. Holm et al. (2025) found that content and facilitation of programmes must be based on the strategic and operational challenges to be effective. These may change during the life of the initiative and new operational and strategic challenges may emerge. Leadership development therefore, in HDUHB, should have improving performance and meeting changing priorities as a declared aim.

The primary research also identified perceptions of the reasons for poor performance for example poor teamwork, silo working, lack of an effective community model and system inefficiency. The secondary research indicated that the current design of LEAP does not directly focus on addressing these perceptions of leaders. These perceptions need to be influenced if initiatives are to have a greater impact on performance. Dawson (2003) concluded that changes in structure, systems and processes alongside behaviour are needed to improve performance.

The absence of agreed definitions of leadership or performance is reflected in the primary research as participants looked at performance through their own specialty or philosophical lens which led to little agreement concerning the best way to tackle performance and leadership issues. Leadership is reported to be vital to achieving high performance (De Waal, 2012; Barends, et al., 2023; Bonini, et al., 2024). The impact of leadership development could be enhanced if initiatives included sessions to promote and agree definitions to provide a shared basis for discussion and planning.

[bookmark: _Toc209976200]Theme 4 – Threats to Organisational Sustainability
[image: A yellow circle with black text
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The primary research identified factors that put sustainability at risk for example the lack of plans, excessive waste, poor budget management, poor clinical engagement in decision making, pressure and fatigue (see figure 5).

Leadership is integral to achieving financial balance and sustainability and to compassionately help staff navigate the challenge. Leadership (and its development) must appropriately balance the concern with the task (saving money) with the concern for people trying to do it – one will not be achieved without the other. Hence, when setting objectives for leadership development, concern for the task, such as improving performance must be balanced with compassion for people (Avado, 2025). Leadership programmes should balance the needs of staff with the needs of the organisation (Day, et al., 2021).

Interviewees were passionate about patient care but felt standards and targets were ill defined. Leadership development sessions to agree definitions and methods of measurement would improve leadership impact on performance.

The impact of leadership development would be greater if the dilemmas meeting quality, performance and resource management were addressed. This would assist the achievement of quality, planning and delivery (Welsh Government, 2024a). 

[bookmark: _Toc209976201]Theme 5 – The Future
[image: A close up of words
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Primary research identified how leadership can enhance individual and organisational performance (see figure 6). For example, leaders must establish a desired culture, listen to and empower staff, collaborate, reflect and learn from experience, help staff deal with their circumstances, role model and ensure staff know ‘why’ they are doing ‘what’ they are doing. It was suggested that everyone is a leader, who must be aligned with HDUHB’s direction of travel.

The secondary research indicated that whilst the current LEAP programme addresses role modelling, reflection and listening to staff, there seems to be a gap between what is learnt on the programme and the implementation of learning in the workplace. Delegates were asked to work out for themselves how to apply the learning.

Issues such as devolution, use of clinicians, helping staff with their world needs more emphasis. Delegates lived experience as learning material should improve the impact on performance. This notion is supported by Sandhu (2017) and Kempster (2006).

Leadership development programmes must ensure sufficient delegates are equipped to create organisational change. HDUHB has approximately two thousand managers eligible for LEAP. It will take 28 years to cover existing staff, ignoring retention and turnover, with the current 13-day programme which runs 4 times per year consisting of 18 delegates per cohort. It is doubtful this will be sufficient to create collective impact. All leadership programmes must be designed to balance the depth of coverage and the need for collective impact (Hudson, 2025). 

Interviewees wanted development earlier in their career “to set foundation for the rest of careers”. Also help to address their real leadership challenges “We need to know how to listen to staff, devolve power and role model” “how to lead change and reduce waste” “how to influence culture” “how to reduce pressure on staff” “We need better engagement with staff. Clinicians are not involved”. Leadership development initiatives should be designed to meet these needs.
[bookmark: _Toc209976202]Conclusion
This research has critically reviewed the impact of leadership development initiatives on individual and organisational performance. It can be concluded that leadership is indeed vital to achieving high performance (Bonini, et al., 2024). The absence of shared definitions of leadership and performance can create challenges in the design, delivery and evaluation of impact of leadership programmes on performance. 

[bookmark: _Hlk204509089]It is also concluded that leadership development initiatives will have limited impact on organisational performance unless improving organisational performance is a declared priority (Karauri and Kyongo, 2024), shared definitions are established and used in organisations (Deng, et al., 2023), and the content of the programme reflects the programme objectives and uses delegates lived experiences (Moldoveanu and Narayandas, 2019). It is necessary to address barriers that reduce the impact of leadership development initiatives (Geerts, 2024), for example the confidence gap between managers and directors, engaging clinicians and poor technology.

If leadership programmes are to have greater impact on performance, programmes must provide practical help to delegates about how to deliver performance, quality and resource management in a compassionate and people centred way.

Whilst this research has focussed on a case study (HDUHB) it is suggested the findings and recommendations apply universally, especially in the public sector.

(2,985 words)

(Total words – 2,985+864 = 3,849) Maximum = 3,850 words

[bookmark: _Toc204507079][bookmark: _Toc209976203]Appendix A – Literature Review

Literature Review for Driving Change Research Paper

Critical review of the impact of leadership development initiatives on individual and organisational performance.

What is Leadership?

· There is no universally accepted definition of leadership. There are databases with more than 15,000 peer reviewed articles on the subject and Amazon has thousands of books with ‘leadership’ in the title (Barends, et al., 2023). This creates difficulty in understanding what it entails, what it must achieve and can create discord between managers, staff and support services in organisations.
· A pragmatic and widely used definition of culture is “the way we do things around here” (Deal and Kennedy, 1982, p. 49; Balogun and Johnson, 2004). These behaviours and processes will affect outcomes (performance). 
· CIPD suggest that it is understanding people to influence them to achieve a common goal (CIPD, 2024)
· Gary Yukl (2013) defines leadership as “the process of facilitating individual and collective efforts to understand and influence the people to realize what is to be done and how and to realize the shared objectives”.
· A successful leader displays emotional intelligence, self-awareness, self-regulation, motivation and social skills (Goleman, 2004). Effective leaders must flex their style according to situations (Goleman, 2000; Prewitt, et al., 2011) from democratic to autocratic to laisse faire. Knowing what style to adopt in differing situations is a key skill needed by leaders. 
· Peter Northouse (2010) defines leadership as “a process whereby an individual influences a group of individuals to achieve a common goal”
· Leadership is seen as essential to make change happen (Burke, 2023; Kotter, 1996; Nadler and Tushman, 1990) by for example setting vision, strategy, structure, influencing behaviour and monitoring. Surprisingly little empirical evidence exists for this conclusion (Ford, et al., 2017).
· The rapidly changing, more competitive world has led to the development of Transformational leaders who stimulate and inspire followers to continuously deliver new and better results and develop the follower’s leadership ability (Bass and Riggio, 2006).
· My Review of the consensus of the views about leadership contained within the literature has led to the definition of leadership to be used in this research being ‘the ability to compassionately influence the individual and collective behaviour and actions of others to create a culture that continuously improves the achievement of a common goal or purpose and promotes individual and collective wellbeing’

What is Organisational Performance?

· Bourguignon (2000) defines performance as the ability to achieve goals and describes performance as a measurable financial outcome. This is a narrow definition but is the more traditional approach.
· CIPD did a meta-analysis of evidence and concluded there is little evidence that performance is dependent on culture (Barends and Rousseau, 2022). It should be noted however, that the authors do not define what they mean by performance.
· There is not an accepted definition of performance and the definition depends on the activities that are included in any review (Gutterman, 2023) for example finance people tend to be interested in financial outcomes, customer facing staff in customer perceptions, HR focus on good work and policy. These different perspectives can make performance conversations at the individual, team and organisation level difficult to conduct.
· Kaplan and Norton (1992; 1996a) created a widely adopted balanced scorecard (BSC) that attempts to include 4 key perceptions about performance. These are financial, customer, internal processes and learning and growth. This model enables attempts to ‘measure’ performance and progress towards strategies (Kaplan and Norton, 1996b)
· BSC is a tool for continuous improvement and learning which is needed as it is a challenge to choose metrics for desired outcomes and collate results (Capelo and Dias, 2009; De Geuser, et al., 2009).
· Like all models BSC is not a panacea, other models exist that attempt to add non-financial elements to understanding performance, for example, EFQM Excellence Model (2013), Triple Bottom Line (Elkington and Rowlands, 1999). It is important despite the difficulties of agreeing measures and collating results to take a holistic view of performance to respond to the strategic influences (economic, social and political) impacting on the organisation.
· For the primary and secondary research, the following definition of organisational performance will be used ‘meeting diverse and sometimes conflicting organisational goals and purpose’ (for example costs v service v morale)

What is a high performing organisation?

· A high performing organisation consistently outperforms its peers over a period of time. High performance is built through focus on specific components rather than following a rigid blueprint (De Waal, 2012).
· Relationships between team members (trust, safety and social cohesion) seem equally important to creating and sustaining performance as the skillsets of the individuals (Barends, et al., 2023).
· The definition of high-performing organisation in the primary and secondary research will be ‘consistently meets stakeholder needs and diverse organisational goals and purpose over a sustained period of time’.

What does modern literature say about the contribution of leadership development to individual and organisational performance?

· The lack of widely accepted definitions and what leadership involves complicates evaluation of the impact of leadership development initiatives due to the use of wide-ranging definitions and associated attributes (Barends, et al., 2023)
· Foster (2024) concludes: -
· Leadership development is most impactful when it focuses on performance outcomes that support an organisational goal
· It should be tailored to suit different levels of leadership.
· Data should be collected before, during and after to help measure impact
· Leadership development improves financial performance (Center for Creative Leadership, 2025)
· Leadership development initiatives contribute to organisational performance through skills development, building capacity and internal and external impacts (Douglas, et al., 2022)

What is the link between leadership and organisational performance?

· Leadership is a key enabler of organisational performance (Bonini, et al., 2024).
· Leadership is fundamental to high performance (De Waal, 2012)
· Most scholars and practitioners agree that Leadership is intrinsically linked to high performance (Barends, et al., 2023)
· The assumption used in this research is that effective leadership is essential to achieving and improving performance criteria.

How is Organisational Performance Assessed in NHS Wales?

· Governmental agencies such as the NHS are complex and need to satisfy a range of stakeholders, for example, Service users, politicians, other agencies in the system, professional bodies, the electorate and their staff. Each stakeholder may want/need different outcomes. 
· Performance measurement must therefore have a range of dimensions that assess the impact of activity on the stakeholders. A form of balanced score card is often used. For Welsh Government, the focus of the scorecard is different to those used in the for-profit sector. The approach focuses on organisational structure (including the workforce and the workplace), functions (such as IT and procurement) and processes (such as impact assessments, FOI, and data security) (Welsh Government, 2025)
· Welsh NHS performance is assessed through numerous frameworks and measures including NHS Wales Performance Framework (Welsh Government, 2024b). This is a type of balanced score card. 
· The Welsh Government monitors performance by issuing annual operating framework which sets out national targets and expectations (Welsh Government, 2024b). This aligns to the performance definition in the earlier paragraph.
· [bookmark: _Hlk200874151]It could be argued that there are too many performance indicators (86 in 2025) that can change each year, making it difficult to assess overall success.
· People have different views based on their thinking and values about what organisational performance is. This makes it difficult for leaders to achieve shared acceptance of what they are trying to achieve (Demeke and Tao, 2020).

What is happening in Hywel Dda concerning performance and leadership? What does the literature search illuminate?

· The recent report to the People, Organisational Development and Culture Committee (PODCC) reported that efforts were continuing to create a culture that delivers staff retention and performance. The report identified the challenges of implementing a values centred culture in a situation where financial pressures, efficiency savings and patient safety need also be achieved. The escalation by Welsh Government to level 4 has added further complexity to developing leadership and culture (HDUHB, 2025b).
· Hywel Dda has developed several initiatives in effort to build leadership capacity and enhance performance (HDUHB, 2025b). In summary: -
· Talent acquisition process – a systematic and evidence-based approach to identify leadership potential and ‘fit’ for senior leadership roles. By early identification of development needs, leaders are effectively integrated into role and supported to enhance performance.
· LEAP – Development programme to empower leaders to build on personal and team’s strength to develop individual and collective performance.
· New Consultants Programme – An important relationship building space.
· Coaching – There are two levers which are the delivery of the Coach Approach Workshop to develop a coaching style to everyday leadership and management and staff access to one-to-one coaching via the internal coaching network. Both levers operate with a view to improving individual and collective performance.
· PADR – promoting the need for regular performance conversations is integral to building our compassionate leadership culture to effectively manage performance of individuals, teams and our Health Board.  
· However, the responsibility for the delivery of the PADR workshops sits with a different team to the other four initiatives mentioned above. Silo working is real issue in Hywel Dda (HDUHB, 2023), which is damaging to performance (Jeske and Olson, 2025). Are the benefits of these initiatives being maximised or is further work required to ‘join up’ the offer through more effective collaborative working?   
· The conclusion drawn is that whilst the literature mentions leadership and performance, it ultimately depends on what metric of performance is being considered to identify how leadership supports performance. The in-house literature is not conclusive about specifically how leadership supports performance but is clear that the two are linked. This supports the earlier conclusion that people have different views based on their thinking and values about what organisational performance is.

How can the contribution of leadership to improving individual and organisational performance be assessed?

· The purpose of leadership is to achieve the enterprises’ purpose, objectives and duties (getting the job done). The effectiveness of achieving this task depends on the leadership’s understanding of performance (Sonmez Cakir and Adiguzel, 2020).
· There is a plethora of methods for assessing the impact of leadership on organisational and individual performance. These can include quantitative and qualitative measurers including: -
· Key Performance Indicators (KPI) e.g. waiting lists, finance measures, escalation status, retention rates, staff engagement scores.
· Culture Assessments
· Leadership assessments such as Psychometric assessments
· 360 degree feedback such at the NHS Leadership Academy Healthcare Model
· Staff survey   
· Foster (2024) assimilates that leadership development success is determined by comparing baseline metrics with post-training results, ensuring leadership development programs drive measurable improvements. Organisations should evaluate leadership impact through feedback mechanisms, performance reviews, and engagement surveys.
· Beer (2016) suggests that leadership development is not worth the return on investment as the learning does not improve organisational performance as people revert to usual ways of working shortly after the initiative. 
· When linking the impact of leadership development to performance a difficulty arises when the measure is taken some time after the intervention as it poses the question, how can the achievement (or not) of the performance metric be directly attributable to the development intervention? (Page, et al., 2006).
Ultimately, the issue remains that the impact of leadership on performance depends on the understanding of what is meant by leadership, performance and the measure being used.

[bookmark: _Toc209976204]Appendix B – Write up of Pilot Primary Research Interview

Interview Senior Manager 1 (Pilot)
A. Feelings about the current performance in Hywel Dda
Prompts
· How do you feel about the situation?
· Who has the duty to act to change the situation?
· Do you feel Hywel Dda is a high performing Organisation – does it need to be?

Participant Response
· “A disappointing place to be” 
· “We have been here before, but this feels more real, I feel more exposed and experiencing more pressure”
· “It is not all our fault – feels like a multi-agency problem”
· “We definitely need to be high performing”

B. Reasons for current performance
Prompts
· What is your view of how we got into this situation?

Participant Response
· “This was always going to happen – Covid accelerated it”
· “Problem caused by rising people’s expectations for service which has increased demand”
· “The infrastructure has not kept up with the situation” 
· “Lots of inefficiency and waste”
· “Too much competition between teams”
· Too much duplication and red tape (“people don’t bother”)
· “There is a gap between the workforce and the Board”
· Insufficient power on the frontline (“Power is centralised and not close to the patient”)

C. Where Leadership can help
How Leaders get the best from staff
Prompts
· What actions do you take to get the best from staff?
· Culture is the way we think and do things; can you describe the culture needed to get and stay out of targeted intervention whilst maximising staff contributions?
· Hywel Dda has a set of values are these sufficient if deployed to get the best out of staff and achieve organisation priorities – what is missing?
· What Qualities and Behaviours will Leaders need to display over the next 3 – 5 years to address targeted intervention and maximise the contribution of staff?

Participant Response
· “There is a need to promote the celebration of success”
· Leaders need to promote collaboration (“there is work to be done to improve collaboration”)
· Leaders need to involve Clinicians (“Clinicians are delivering care and spending the money”)
· “Leaders need to harness staff that are up for the challenges”

D. How do we mobilize the 5% savings?
Prompts
· Why do we need to make 5% savings year on year?
· Is there much waste of resources in Hywel Dda? Any examples?
· Who needs to act to ensure the savings are made?
· What needs to happen to make the savings – is there a plan?
· Are staff ‘up’ for the challenge? Why or why not?

Key messages heard
· We need to reduce waste (“there is loads of waste”)
· We need to be clinically led as they deliver the service and spend the money
· We need to ensure “clinicians have a seat at the table of decision makers however I don’t think they want to have a seat – they only want to see patients”  
· We need to use our domestic services staff more effectively
· “Everyone needs to act to make savings”
· “Staff are up for the challenge but they are tired – they are always being asked to do stuff” 

E. How do we sustain current standards?
Prompts
Standards are ‘things’ that must be achieved.
Targets are ‘things’ we aim to achieve 
· Does Hywel Dda make a distinction between a target and a standard?
· What are the Quality Standards and Targets as you see them in Hywel Dda?
· What do you understand by the term Performance in Hywel Dda – how is it measured?
· What standards and targets need to be sustained whilst we save 5% year on year and close the capacity gap?
· How can the impact of plans to save 5% and manage capacity and demand be assessed on Quality and Performance Standards and Targets?
· How can the negative impact of Resource Management on Quality and Performance be mitigated?

Participant Response
· “Always have had quality issues”
· “We don’t have standards”
· “Quality is difficult to measure”
· “We are however passionate about care”
· “There is a tolerance to quality across the organisation”

F. Improving the impact of Leadership Development?
Prompts
· What training and development needs do Leaders have, to equip them to get the best out of staff and improve impact on organisational performance?
Participant Response

· “How to manage Quality – achieving balance between Quality, Performance and Resource management”.
· “How to engage with clinicians” 
· “How to work with the Board to close the gap between them and the front line”.
· “How to get decision making closer to the patient”
· “How to reduce waste and inefficiency”
· “How to harness the passion of staff”
· “How to help staff with their tiredness”
· “How to get the most from other teams – collaboration”
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Figure 3 - Theme 2 word cloud summarising participant views on thoughts for improvemen
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