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Welcome!

Anna Randle
Anna is the Chief Executive of 
Collaborate and an expert in 

systems change and the design of 
collaborative public services. She 
has a background in policy and 

practice in central and local 
government and has worked as a 

Special Advisor in two central 
government departments.

Elle Dodd
Elle is a Senior Head of Practice at 
Collaborate. She has experience in 
policy making and system change 

in both local and national 
government and was posted to 

the UN where she negotiated the 
Sustainable Development Goals. 

Jeff Masters
Jeff is a Senior Head of Practice at 

Collaborate. In almost two 
decades of work in public policy 
he has worked at the intersection 
of policy, politics and academia as 

a civil servant, in think tanks, in 
politics and for academics. 



Purpose of the Course
● Equip staff at all levels with the knowledge and skills they need to become 

effective system leaders.

● Build on existing knowledge to deepen and strengthen understanding of the core 
ideas, and help to translate these ideas into practical action in new ways.

● Develop your personal approach to change and an ability to build collaborative 
action.

● Provide an opportunity to pause, reflect and connect with peers

● To help to tackle the complex challenge of creating the conditions for an active 
nation together



Our Learning Journey

A: The foundations of systems leadership 

1. Thinking in systems
2. Your role in leading change 
3. Understanding your system 

B: Becoming a system activist 

4. Skills and behaviours for systems leadership 

Skills sessions: 
● Relationship building; developing empathy
● Understanding biases; valuing difference
● Storytelling; change conversations; 

influencing
● Negotiation 

C: Building collaborative capacity and taking 
collaborative action

5. Building collaborative capacity  
6. Partnering across difference 
7. Changing systems through collaborative 

action 

D: Learning as a driver of systems change

8. Developing good learning habits and 
culture; measurement and impact



Learning Together
Overall
● Arrive on time
● Reduce distractions

Break out groups
● Use gallery view on Zoom 
● Listen actively
● Speak up
● Help each other learn
● Cameras on if you can
● Keep confidences

Main session
● Use speaker view on Zoom
● Use the chat for ideas or questions
● Keep mics off during presentations

Guest Speakers
● Listen actively
● Use the chat for ideas or 

questions



Personal Learning
You are the person who most cares about your learning

Tools to help you in the skills repository 
● Video: 10 top tips to maximise your learning experience
● Guide to creating learning impact goals
● Guide to personal learning logs



Thinking in Systems



Closing

Personal Reflection

Starting Today

A: The foundations of systems leadership 

1. Thinking in systems

2. Your role in leading change 
Follow up peer led session

3. Understanding your system 
Follow up peer led session

Complex  Challenges and System 
Leadership

Applying the Learning

Learning from the Network: 
Jason Fergus

Systems and Systems Change

Introduction

2 hours



Key learning

What are systems?

What is systems change? 

How to engage with complex challenges?

What do we mean by systems leadership?



Systems



What is a System?

A system is a set of things—people, cells, molecules, or whatever—interconnected in 
such a way that they produce their own pattern of behaviour over time. 

Donella Meadows, 2008



Observing Systems

Widen your view to see 
what is happening 

beyond your immediate 
view, and discover how 

other people see it 

Move from analysis of 
points, events, people, to 
synthesis of wider trends 

and patterns

Consider how the 
parts of the system, 
present and historic, 

influence current 
outcomes.

See the whole See connections See relationships



Observing Systems

task

activity

mission

values
“You have to remember that any 
boundary is a useful fiction.”

-Buckminster Fuller.

The boundaries of a system are 
permeable

Start where you can see and work in or 
out from there as you discover more.



Systems Change



Systems change 

“Systems change aims to bring about lasting change by altering underlying structures 
and supporting mechanisms which make the system operate in a particular way. These 
can include policies, routines, relationships, resources, power structures and values”

Pennie Foster-Fishman

“Both the process by which we create change systemically, and the outcome of the shift 
in the structure of pattern that you want to see”

Collaborate / Forum for the Future

“Shifting the conditions holding a problem in place”

FSG



Systems change 

Policies Practices Resources

Relationships Power 
Dynamics

Mental 
Models

Explicit

Implicit

Structural 
Change

Relational 
Change

Transformative 
Change

FSG, The Water of Systems Change



Questions



Learning from the Network



Guest Speaker - Jason Fergus

Jason is the director of Active Essex, the Sport & 
Physical Active Partnership for Greater Essex,  
and has spent the last 20 years developing his 
career in the sport and physical activity sector. As 
director of Active Essex, Jason has worked with 
partners to develop the 2017-2021 Active Essex 
strategy to change 1 million lives by tackling 
inactivity and making physical activity part of 
everyday life. The strategy is focused on 
improving the outcomes for people’s long term 
health and wellbeing by working collaboratively 
with and through local organisations across 
Greater Essex. Jason Fergus

Director of Active Essex



Applying the Learning



Group Work

Then we have a 5 minute break and return at 10:50

Policies Practices Resources

Relationships Power 
Dynamics

Mental 
Models

In your groups consider the mission of 
your Active Partnership.

What policies, practices, resources, 
relationships, power dynamics and 
mental models are relevant to this 
mission? These are the ‘conditions’. 

Which conditions make it easier to tackle 
physical inactivity?

Which conditions make it more difficult?  
(Or which factors are holding the 
problem of physical inactivity in place?)



Share back



Complex Challenges



Types of Challenges

Cynefin Framework: Dave Snowdon

Complex

Chaotic

Complicated

Clear

Disorder

Relationship between cause 
and effect is disputed or 
only known in hindsight

No apparent relationship 
between cause and effect

Relationship between cause 
and effect requires analysis

Relationship between cause 
and effect is obvious and 
agreed

Good practice

Best practice

Emergent practice

Novel practice



Types of Challenges

Ronald Heifetz

Type of Work Problem Solution Response Locus of Work

Technical Clearly defined Clear and known. 
Requires application 
of procedures and 

expertise 

Rational, logical and 
thorough

Led by authority

Adaptive Not clear, requires 
discovery

Unknown. Requires 
learning

Evokes an emotional 
response, issues are 

avoided

Requires 
engagement of 
stakeholders



Types of challenges

Are these challenges Technical or Adaptive?

Type of Work Problem Solution Response Locus of Work

Technical Clearly defined Clear and known. 
Requires application 
of procedures and 

expertise 

Rational, logical and 
thorough

Led by authority

Adaptive Not clear, requires 
discovery

Unknown. Requires 
learning

Evokes an emotional 
response, issues are 

avoided

Requires 
engagement of 
stakeholders

● Treating addiction

● Reducing physical inactivity

● Building a racing car 

● Creating a new bike lane



Systems Leadership



Mobilising change across a system 

Systems leadership

Systems leadership is a team sport

It requires collaboration and interdependence with others in the system

Systems leadership is an activity

It’s about mobilising people to tackle adaptive challenges 

Systems leadership takes you beyond your authority

It requires you to see the whole system, including your role in it



Personal Reflection



Leadership requires learning

Observe

Intervene Interpret

Watch and listen to the 
events and patterns 

around you. 

Form multiple 
hypotheses of the 

underlying challenges

Design appropriate 
ways to address the 

challenges



Personal Reflection 

Observe

Intervene Interpret

Reflection Activity

Over the next few days observe your own work, the 
stories you hear in the news or from family… 

Try to identify the technical and adaptive 
challenges, and think about what kind of responses 
they are generating.

If you’re not sure what kind of challenge it is, what 
questions you ask to help you find out?

We’re going to practice each of these skills over the next three modules



Closing



Key learning

What are systems?

What is systems change? 

How to engage with complex systems?

What do we mean by systems leadership?



Key learning

Systems produce their own patterns of behaviour and outcomes

Systems change is about shifting the conditions that maintain those outcomes

Complex systems generate adaptive challenges

Adaptive challenges require learning and cannot be solved by executive authority alone 

System leadership is the activity of mobilising change across a system



Next Steps
A: The foundations of systems leadership 

1. Thinking in systems

2. Your role in leading change 
Follow up peer led session

3. Understanding your system 
Follow up peer led session




