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The Challenge
Three years ago, the Bedfordshire and Luton Community NHS
Trust was in trouble. The organisation was beset with financial
problems, and service quality was rated poor. Employee turnover
figures and vacancies were running at an all-time high, and
recruitment was proving difficult. Enquiries and investigations into
performance had been carried out by external organisations, and
there was real concern surrounding how the Trust was operating.

A new Chief Executive was appointed along with new board
members at the same time the Trust was looking to move into
partnership with social care staff working in the mental health and
learning disability field. It was clear a period of considerable
change was occuring. Gary Lees, Assistant Director of Learning and
Development, was responsible for looking for initiatives to change
the culture of the organisation, so that managers and staff would
develope more positive attitudes toward future change and
improvement. He also wanted to improve staff motivation and
provide more support for frontline management.

The Solution
The Ken Blanchard Companies® Gung Ho!® organisational change
process was chosen to underpin the planned culture change. Gary
had read Ken Blanchard’s Gung Ho! and Managing by Values®

books, and these gave him some ideas about how a culture change
might be possible. When he discovered that the Gung Ho!
programme incorporates principles from both publications, he
booked Blanchard® trainer Garry Demerest to deliver a week-long
Training for Trainers session. This served as the launchpad for
rolling out training in-house.

The Approach
It was crucial for Gary Lees to secure top management buy in for
the Gung Ho! programme. Therefore, he requested that six senior
leaders join the programme, learning alongside the three
facilitators who were to lead the in-house training.
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“I’d thought Gung Ho!
would be a small

proportion of a wider
programme we wanted to
put together for the Trust,

but during the course of
that week I realised the

programme was
addressing more and

more of the issues that
concerned us. It was a far

more substantial
programme than I had

imagined-going well
beyond the scope of the
books that inspired my

initial interest.”



Gary says it became clear almost immediately that
Gung Ho! had far greater potential than he had
first imagined. “I’d thought Gung Ho! would be a
small proportion of a wider programme we wanted
to put together for the Trust, but during the
course of that week I realised the programme was
addressing more and more of the issues that
concerned us. It was a far more substantial
programme than I had imagined—going well
beyond the scope of the books that inspired my
initial interest.”

The Training for Trainers was so successful that
Gung Ho! was made mandatory for everyone with
leadership or management responsibilities,
including clinical leaders. This was a first. Previous
mandatory progammes had been reserved for
health and safety or diversity training rather than
management or leadership skills.

“We were trying to make people aware that we
thought management and leadership training was
crucial,” says Gary. “Historically, the way managers
have arrived at their positions within the NHS has
been because they have risen through the ranks,
perhaps from being a nurse or a doctor. They have
usually had little or no training for their
managerial roles. Our new message was that it’s
not possible to become a good manager
automatically; you have be trained to do the job.”

Initially, Gary targeted 112 people for training. It
was not to be. Word got out about “this great new
training course” and double that number applied
for Gung Ho! Training—including the Chief
Executive and the entire board of directors. Even
some doctors squeezed the training into their tight
schedules. Once one consultant took the course,
positive feedback and word of mouth meant others
soon followed.

The Trust made only one customised change to
Gung Ho!—the title. Otherwise, training was
delivered the training precisely as The Ken
Blanchard Companies devised it.

“We changed the name to ‘Leadership 4 Tomorrow’
when we were advertising the programme,” explains
Gary, “because Gung Ho! has certain connotations
in the UK which some people at senior
management had questioned. We didn’t want the
name to be a barrier to people attending. We kept
the name during delivery though, and now people
talk about ‘Gung Ho!’ quite happily; we just felt it
might be an issue at first.”

The Results
The results of introducing Gung Ho! into the Trust
have been remarkable.

Organisational Impact
At an organisational level, employee turnover has
decreased and the number of unfilled vacancies has
dropped from 30% to 11%. The earlier recruitment
problem has all but disappeared. “We’re now having
trouble taking all the nursing students who are
qualifying from the local university,” says Gary.

“We’ve recently been assessed as part of the NHS
Improving Working Lives programme,” he adds, “and
were told that the Leadership 4 Tomorrow
programme contributed significantly to our positive
assessment. We’ve also moved up to what is called the
‘practice plus’ level of HR expertise. The assessors felt
the Leadership 4 Tomorrow programme was a
significant part of our ability to demonstrate that we
were trying to create better managers who treated
their staff better so they were motivated and more
likely to stay with the organisation.”

“While it’s not possible to say Gung Ho! was
responsible for all this positive change,” says Gary, “I
do know that people who have applied for jobs say
they did so because they believe the Trust is now a
great place to work. There is no way people would
have been saying this three years ago. The rest of the
NHS would have been well aware of the mess we were
in then. So I do believe Gung Ho! has made a
difference to our reputation.”
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Impact on Management
“As far as management goes, people have told
me they see people doing things differently
now,” reports Gary. “I’ve certainly come across
managers I felt were not the greatest in the
system who are behaving very differently now—
talking about the kind of relationships they want
to foster within the team, for example.

“We wanted to change the way the management
worked and make training ‘stick’. One of the
ways we did this was post all 223 action plans
individual delegates had drafted during training
on public display in the conference area at our
HQ building. This enables team members to see
what their managers had put on their action
plan and assess whether they were progressing
with it.

“We’ve also made our Values and Mission
statements paramount and put them on plaques
that are going up everywhere. We’ve also
changed our appraisal documentation to ask
questions about behaviours that represent the
values of the organisation.”

Gary has identified five key leader behaviour
changes that he feels have contributed most to
the more positive culture:

• Teams sharing personal values and purpose
to build relationships

• Leaders setting SMART goals

• Leaders challenging those who are not
supporting or following the Trust’s values

• New induction process

• Leaders becoming coaches

Managers have also agreed to staff requests to
start sharing clear visions that trickle down
through the organisation and to start giving
them the whole picture about changes affecting
staff, team members, or service users. To ensure
they stay true to their word, one team has
introduced regular coffee mornings with staff to
ensure they are briefed about any developments.

Impact on the Individual
Gung Ho! has affected many individuals on a personal
level. Gary Lees has received many letters from
colleagues who can’t praise Gung Ho! enough. Here are
some examples from those letters:

“I can’t stop talking about this course and how it has
inspired me to stay with the Trust, as things are going to
change for the better and we, at last, will be singing
from the same hymn sheet.”

“The first thing I did when I returned from the course
was laminate the Trust Mission and Values and display it
on the notice board. I have also, as part of my one-to-one
with my staff, started to discuss not only the Trust Mission
and Values but also the Gung Ho! concept and how it
interfaces with our purpose and values. Now that I know
what the Trust stands for, I have been inspired to stay.”

“I really enjoyed the two-day course. It helped me to
refocus on the leadership role, which I had always
assumed was to tell people what to do. Now I
understand that I had it all wrong. My role is much like
a captain of a ship. I can’t be everywhere at once and I
must trust the team to steer when I am not on the boat.
I have to ensure that they are ready to man it on their
own by letting them find their way with my support and
gently guide each of them in the right direction. Thank
you for this lightbulb moment.”

Conclusion
“Gung Ho! has clearly had a wide impact on
management,” concludes Gary Lees. “We try and ‘catch
people doing things right’ now, and adopt a ‘can do’
attitude. We also try harder to reward performance. We
hope that because managers are treating staff better,
staff will treat patients better.”

Interestingly, he claims, Gung Ho! has a ripple effect on
neighbouring NHS Trusts.

“Many organisatons in the NHS are going through
modernisation work at the moment,” he explains. “My
own belief is that you can modernise and redesign how
your service works, but unless your people have the
right attitudes and the right motivation, these initiatives
will probably fail in the end. I feel Gung Ho! underpins
and supports this work around modernisation. We’ve
been talking to neighbouring NHS Trusts going
through the same process and they are saying: ‘Yes, we
need some of this leadership and management stuff too.
We can see how it would help people get into the right
frame of mind to make it work.’”



Gung Ho!
Gung Ho! is an organisational change and leadership programme rooted in Ken
Blanchard’s book of the same name. The book is a business parable about how one
company was turned around when it embraced three elements of Native American
wisdom: The Spirit of the Squirrel, The Way of the Beaver, and The Gift of the
Goose. Each element is a metaphor that reflects different ways of working. The
programme delivers four key results:

• Creates involvement and buy in for change throughout the organisation

• Creates accountability for creating and sustaining the culture

• Increases organisational alignment and focus

• Aligns performance expectations, values, and rewards systems

The Trust’s Mission and Values Statement

Mission Statement

We will improve the health and well-being of our diverse communities, enabling
choice, recovery, independence, and social inclusion by providing life changing
services and support through staff dedicated to achieving excellence.

Values
Developing Excellence—We believe in continually improving our services through
the professional and personal development of our staff.

People Centred—We believe that all we achieve is brought about through positive
relationships we build together.

Interaction House, South Co. Dublin Business Park, Dublin 18, Ireland

www.BlanchardInternational.ie

Tel: +35315237514  Fax:  +35312898636



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /SyntheticBoldness 1.00
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveEPSInfo true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile (None)
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /DownsampleColorImages false
  /ColorImageDownsampleType /Average
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages false
  /ColorImageFilter /None
  /AutoFilterColorImages false
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /Unknown

  /Description <<
    /JPN <FEFF3053306e8a2d5b9a306f30019ad889e350cf5ea6753b50cf3092542b308030d730ea30d730ec30b9537052377528306e00200050004400460020658766f830924f5c62103059308b3068304d306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103057305f00200050004400460020658766f8306f0020004100630072006f0062006100740020304a30883073002000520065006100640065007200200035002e003000204ee5964d30678868793a3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /FRA <>
    /DEU <>
    /PTB <>
    /DAN <>
    /NLD <>
    /ESP <>
    /SUO <>
    /ITA <>
    /NOR <>
    /SVE <>
    /ENU <>
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


