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We reform health and public services by 
supporting organisations through digital 
transformation and design. 

We believe in the power of 21st-century 
organisations to deliver the highest 
quality, citizen-centred services that have a 
lasting impact for all.
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This talk is build from FutureGov’s 
collective experience of designing 
services, working with over 100 
government organisations.



11 years of transforming public services
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Adults’ Service

Children’s Service

Housing

Transport & Planning

Waste & Recycling

Revenue & Benefits

Employment & Skills

Digital 
Transformation



What people 
do, think, feel
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How things 
work

And as a designer, 
with a deep interest in human, places and 
the social constructs in between them.



Question:
How can we bring radical 
change to the public services 
and the ecosystem local 
government is part of?
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Question:
What can we learn from 
human-centred design to 
tackle some of the most 
pressing issues local 
government are facing?
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Question:
How can we organise local 
governments differently and 
deliver exponential growth?
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What is your 
experience with 
change?



What is your 
experience with 
change programmes?



70% of change 
programmes fail to 
achieve their goals, 
in large part due to 
employee resistance.

Mckinsey Estimation, 2015



Why is change 
so hard?
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Humans are 
not rational

Doubt 
“Will this work? 

We’ve been here 
before.”

Fear 
“What happens if it 

goes wrong? What if I 
can’t do it?”

Hard to adjust 
to new routine 
 “I know what I am doing and 

I don’t want to change my 
routine for the unknown.”

Losing 
control 

“I am worries that I 
won’t have an 

oversight anymore.”

Feeling 
left behind
“I am surprised and I 
don’t feel involved.”

Confusion 
“I don’t understand 

this. What is the 
purpose?”



It is not the strongest of the species that 
survives, nor the most intelligent, but 

the one most adaptable to change.

Charles Darwin



How to embrace 
change and be 
more adaptable?



We often ...
Incrementally change how 
we do things and make our 
operation more efficient. 
e.g. changing structure, practices, 
processes, culture and technology 



“You never change things by 
fighting the existing reality. 
To change something, 
build a new model that makes 
the existing model obsolete.”

Richard Buckminster Fuller (1895-1983)
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Don’t put all of our 
eggs in one basket.

To change, we have 
to twintrack 
transformation and 
improvement. 

Improvement —
Modernising Legacy Operations

Transformation —
Building a New Model

Long-term
Experimental
Deep change
Big rewards

Short-term
Point solution
Light change
Small rewards



“We are taking 21st century challenges, 
evaluating them with 20th century ideas 
and responding with 19th century tools.”

Madeleine Albright
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21st century 
challenges

Climate change

Automation  

Aging population
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We live in an 
internet-era
with raised 
expectations



Most of the public 
services are never 
designed.

● Consequence of a policy or a process

● Specific task 

● Meeting immediate need

● Disjointed & hard to navigate

EHCP Form.

Emergency department

Diagram: The services and tech systems available to a patient with urgent and emergency needs
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Staff aren’t 
supported with the 
right condition (i.e. 
tools, structure, 
practices, culture) to 
thrive and do the 
best job they can. 

These are the 
records of real 
lives, they do not 
belong to Local 
Authorities
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Organisation are 
constrained to 
produce designs 
which are copies of 
the organisation’s 
communication 
structures.
Conway’s Law 



We believe in 
organisations as the 
unit of change to 
radically improve 
outcomes



Organisation 
design matters



Org design is not just about...

Restructure/ 
Re-organisation

Culture change 
programme

Top-down 
change 

management 
and target 

operating model

Tweaking the 
‘as is’
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People

Place

Service

Capabilities 

Culture

Structure, Practices

Organisation

Organisation context

Organisation detail



Org design is about:
Improving and joining 
up employee and 
user experience 
which are deeply 
intertwined. 
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Above the line

Below the line



Org design is about:
Organising how 
people and things 
work and collaborate 
in response to the 
changing context
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Org design is about:
Rethinking the 
structures, practices, 
culture, incentives 
and business model. 
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Organisation 
as a machine

An organisation is a series of connected parts 
arranged in a logical order to 

produce repeatable output. 
E.g. Most government agencies and global 

corporations operate in this way.

Organisation 
as a family

An organisation that is culture and value driven 
within the classic pyramid structure.

 It places an emphasis on 
empowering individuals. 

E.g. Southwest Airlines, Ben & Jerry Cultural System
An organisation is a mini-society, with its own 

culture and subcultures defined by their values, 
norms, beliefs, and rituals.

Psychic Prison
An organisation is a collection of myths and 

stories that restrict people’s thoughts, ideas, and 
actions.

Flux and transformation
An organisation is an ever-changing system 

indivisible from its environment.

Organisation 
as a living organism

An organisation is a collective response to its 
environment and, to survive, 

must adapt as the environment changes. 
E.g. Buurtzorg 

Exploring new organising methapors



Putting human at 
the centre of our 
organisational 
design and change
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“If I want to go out, I just call Ken. I am 
flexible with when to travel. As long as I get 
to the shops, I don’t mind waiting for a bit.”

Regular bus passenger, Essex

“I used to be a brick cutter, but I like this 
job better. It’s more like a social club some 
days. I know my passenger very well. They 
bake me cake sometimes”

Volunteer dial-a-ride driver, Suffolk

“I get into care and my qualifications in my 
mid 40s after a recovery from a severe 
injury. Being ill made me realise, I want to 
help people and make them happy.”

Personal Carer, London

Design for all humans: resident, employee, provider, partner, etc
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We have a deficit 
model when it comes 
to running services, 
organisations or any 
change programme.

Strength based

Identify strength. See potential. Build 
on what is already there - maintain, 
reframe, repurpose, redirect or 
enhance.

Needs based

Focus on what is wrong or missing in 
people and situation. Identify moments 
where people’s needs and 
experiences are misaligned could 
open up space for innovation.

+



Human centred design recap 
A creative approach to 
problem-solving that starts 
with people and ends with 
innovative solutions that are 
tailor-made to suit their needs.



Human centred design 
Designing useful 
and usable product, 
service and 
organisation by 
meeting people’s 
needs, expectations 
and jobs to be done.
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Human centred design
Empowering 
individuals and 
teams to come up 
with creative ideas 
and self-organise 
the change.
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Not Hierarchy Holacracy
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Buurtzorg
Humanity over Bureaucracy



The traditional neighborhood nursing 
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Driven by accuracy, efficiency and 
economy of scale, roles and 
processes are highly specified.

In the 1990s, the sector was 
characterised by a lack of continuity 
of care and was faced with declining 
quality, rising costs, and a 
disillusioned nursing workforce.

Stills from film Sorry We Missed You,  2019, Director - Ken Loach



Distressing outcomes for patients and nurses
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The patient have become subjects 
to which products are applied.

The human connection is lost. Patient 
have lost the personal relationship they 
used to have with their nurse. 

No continuity in care. Every day, they 
have to re-tell their medical history to an 
unknot and hurried nurse who doesn’t 
have time to listen. 

Compromised medical quality 

Nurses find these working 
conditions degrading and these 
efficiency-driven practices makes 
mockery of their vocation to care 
for those in need. 

“The whole day, the electronic registration 
system that you have to carry with you is 
making you crazy. Some evenings I had to 
go and see 19 different patients.  You can 
never finish your work in a qualitative way. 
And when you go home, you keep 
thinking all the time - I hope the nurse that 
comes after me doesn’t forget to do this 
or that.”
- Neighborhood Nuse, 1990

People who work in the 
headquarters of these 
organisations don’t find work much 
more meaningful. 

The number of levels of management 
grow as the organisation grow. The 
management practice is largely 
supervising, reviewing, checking, 
ensuring. 



Start change from outside in

41

Jos de Blok, 
founded Buurtzorg in 2006, which caused a 
revolution in neighboured nursing.

10 years of being a nurse.

Climbed the ladder to assume management 
functions and staff roles.

Couldn’t effect change from the inside.

Started his own.



A new types of organisation - Buurtzorg
Reinventing neighborhood nursing
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Buurtzorg Principles & Operating Model

Joined-up care, meeting client’s physical, 
emotional, relational needs. Prevention is 
better than cure.

Build trusting client relationships and 
networks in the neighbourhood

Self-management teams 

Collective decision making 

No boss

Bare minimum staff functions



Positive results
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40%
Savings

40%
Fewer hours of care 

per clients

50%
Reduction of time on 
administering care

50%
Reduction of patient stay in 

with faster healing.

1/3
Of emergency hospital 
admissions are avoided

€2b
Would be saved in 

Netherland yearly if all 
home care organisations 

achieved their results.33%
lower staff turnover than 
traditional organisation



A new types of organisation - Buurtzorg
Reinventing neighborhood nursing
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Buurtzorg Principles & Operating Model

Joined-up care meeting client’s physical, 
emotional, relational needs. Prevention is 
better than cure.

Build trusting client relationships and 
networks in the neighbourhood

Self-management teams 

Collective decision making 

No boss

Bare minimum staff functions

What can we learn 
from Buurtzorg?



Putting human at the heart of 
org design and change
Twin-track building a new model
while modernising legacy operation

Taking a human-centred approach

Be mission driven

Build on strength

Make the most of your star players and allies

Fix the structure the last, not the first

Organising principles, not operating models

What resonate 
with you? 

What’s your story?



Lingjing@wearefuturegov.com
@YinLingjing

Thanks


