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Scenario



You have been trying to increase appropriate use of a community 
pharmacy service. You finally get five minutes with the practice manager. 
They say: “We’re already overwhelmed. Every new service seems to create 
more work for us, and I don’t think this is a priority at the moment.”

A typical scenario
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What happens in me in that situation?

Self management



Amygdala hijack

Neocortex Rational reaction

Emotional 
stimulus

Amygdala Emotional 
reaction

PAUSE

Strong 
emotional 
reaction

Sudden 
onset

Post-event 
realisation
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What interaction am I being pulled into?

The drama triangle



The drama triangle

The Drama 
Triangle

Rescuer Persecutor

Victim (Child)



Persecutor: “The problem is that practices do not understand what pharmacy can do.” 
Victim: “There is no point; they are not interested in working with us.” 
Rescuer: “Don't worry, we will sort everything out at the pharmacy.” 

“What happens to the relationship if I respond from each of these positions?”

“What would an adult-to-adult response sound like instead?”

Click to edit Master title style
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How do I respond in a way that changes the conversation?

Power dynamics



There are no separate systems. The world is a continuum. Where to draw 
a boundary around a system depends on the purpose of the discussion.

From: Thinking In Systems: A Primer by Donella H. Meadows

Discuss on your tables



Human and group dynamics under pressure: “us and them”

Is this at all familiar in our 
systems work together?

I must 
be the 

problem

They are the 
problem!

They never 
share 

anything

You cannot 
trust them

I did not do 
anything wrong

How could 
they expect 

me to do 
this



Predictable patterns of power

FAMILIAR & 
PREDICTABLE 

PRESSURES

FAMILIAR & 
PREDICTABLE

REFLEX RESPONSES

FAMILIAR & 
PREDICTABLE 
EXPERIENCES

OVERLOAD
(so much to do, so 
many demands)

Sucking up all the 
responsibility to myself 
and away from others

Feel burdened, alone, 
exposed, unsupported, 

overwhelmed

TEARING
 (everyone expecting a 

piece of me)

Splitting myself in all 
directions, trying to be 
all things to all people

Feel frazzled; ‘headless 
chicken’, stuck in the 

middle

DISREGARD
(my own needs not 

being met)

Blaming ‘them’,
criticising from afar, 

‘learned helplessness’

Feel undervalued, 
overlooked, 

unappreciated

Source: J. Hardacre



You want something from the GP practice.
What power might you be assuming they have?

What influence do you have that you may be overlooking?

Leading and enabling a “we together approach”



We could…

Empathise and inquire more

Notice self-protective responses

Encourage curiosity

Acknowledge pressure

Be open about our worries, doubts and hopes

Start with our “why?”



Shifting patterns of power – What else is possible?

FAMILIAR & 
PREDICTABLE 

PRESSURES
Instead of… SYSTEM SIGHTED 

LEADERSHIP means…

OVERLOAD
(so much to do, so 
many demands)

Sucking up all the 
responsibility to myself 
and away from others

Creating and sharing 
responsibility among 

all colleagues

TEARING
 (everyone expecting a 

piece of me)

Splitting myself in all 
directions, trying to be 
all things to all people

Enabling and 
connecting people to 

solve problems & 
innovate

DISREGARD
(my own needs not 

being met)

Blaming ‘them’,
criticising from afar, 

‘learned helplessness’

See all as part of 
solution. Behaving as 
partners, not judges

Source: J. Hardacre



From the judgment frame to the outcome frame

• What’s the problem?
• Why do we have this problem?
• Why haven’t we solved it yet?
• Whose fault is this problem?
• Why are they to blame?
• What do they need to do?

Judgment 
frame

• What do we want to achieve?
• What will we see / hear/ feel when we have 
achieved it?

• When we get there, what else will improve?
• What are we willing to do to reach a good 
outcome?

Outcome 
frame

Source: J. Hardacre
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Practice



In pairs

Think of one GP practice and one conversation you need 
to have. Write down: whom you need to speak to; what 
shared outcome you might start with; one question you 

will ask; and your first realistic next step.



Before
• What outcome do we both potentially care about? 
• What pressure might they be experiencing? 
• What tends to trigger me? 
In the conversation
• Notice my reaction. 
• Get curious rather than judge. 
• Stay adult-to-adult. 
• Ask about their reality. 
• Frame the issue around a shared outcome. 
Finish
• Agree one small next step.

Conversation recipe



PPL - Management consultancy with a difference

PPL on LinkedIn

info@ppl.org.uk

Laura.porro@ppl.org.uk

020 7692 4851

https://ppl.org.uk/
https://ppl.org.uk/
https://ppl.org.uk/
https://www.linkedin.com/company/private-public-ltd/posts/?feedView=all
mailto:info@ppl.org.uk
mailto:Laura.porro@ppl.org.uk
tel:02076924851
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