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Introduction 

Welcome to your booklet on creating the conditions for change using systems and complexity 

thinking.  

Who am I? 

My name is Pauline Roberts. I am a Systems Practitioner and Management Consultant. I have 
worked with a wide range of organisations, such as the NHS, Local Authorities, Ministry of 
Defence, pharmaceutical industry, charities and voluntary groups, applying Systems thinking to 
identify areas for change and improvement. 

I am a Visiting Lecturer at CASS Business School, City University, London, and an Associate 
Lecturer with the Open University.  

Importantly, my materials have been developed from my actual experiences, not just from 
consulting academic texts. I use the Viable System Model as the base for my work and I also work 
with a range of other systems and complexity thinking concepts and ideas. I have tried them out, 
failed, tried again, found some things that are really useful, found out what things to avoid and I 
have captured my learning in these materials. 

What is this guide about? 

This guide is a supplementary narrative to support the Systems Thinking Change Wheel and 

action cards. The Change Wheel, which you will meet in the next section, includes six areas to 

focus on that will help you create the conditions for change and, as I have found out, it is 

particularly useful when engaging with systems change. The sections align with Stafford Beer’s 

Viable System Model and I draw upon his work throughout. 

The guide then gives a summary of the actions, giving a little more detail and additional advice 

about putting those actions into practice. 

This guide is not meant to be a heavy academic guide. It is more about what will help you, on the 

ground, as you start to create the conditions for change for yourself. 

Why is it important to create the conditions for change? 

Change isn’t all about going in and ‘doing something’ to someone and then leaving them to it. It 

is a whole lot more than that. Building the conditions for change is as important as the change 

itself. But, what do I mean by that? Well, you can ‘diagnose’ a situation and discover what is not 

working so well. There are many different approaches for doing that, all of which might uncover 

similar things about the situation. You can design something from scratch, ignoring what is 

happening now and starting afresh. But there is another piece of work required and that is about 

helping people to build the conditions that will allow changes to be made not just now, as you 

need them at this point in time, but on an ongoing basis, in a co-evolutionary kind of way. One 

off change often doesn’t ‘stick’ longer term. You might initially get a financial saving or economies 

of flow etc. but unless you create the right conditions that enable changes to flourish on an 

ongoing basis, your ‘win’ may be short and sharp and it is likely that the situation will, at some 

point, rebound right back to where it started.  
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The Systems Thinking Change Wheel introduces six areas (shown in the different colours) to 

consider when creating the conditions for change. These are based on my work, which is 

informed by Stafford beer’s Viable System Model: 

Self-organising/ self-referencing teams – in operational teams there is a fine balance between 

allowing autonomy and having control. This is one area that needs exploring and an appropriate 

balance found. Teams should be able to make decisions - within reason - to enable them to 

respond to the complexity they face, without having to constantly consult with higher 

management. Devolved decision making, autonomy, authority to act and accountability are key 

things to consider here.  

Teams should be allowed to investigate and implement appropriate changes, within the 

boundaries of their autonomy. They should be able to engage in small scale prototyping of 

potential changes and be encouraged to be innovative.  
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One downfall of teams in systems is that they can end up in competition with each other, which 

sometimes does not help but hinders the performance of the whole. Collaboration should be 

understood as being more valuable than competition (where appropriate) and peer to peer 

collaboration, particularly across traditional boundaries, should be encouraged. 

Co-ordination, collaboration, support - The system needs mechanisms in place that are going to 

co-ordinate and support activities, without creating over-burdening top-down controls. Some of 

the outlined actions for this section are around building internal system coherence, to prevent 

one area flourishing at the expense of another. It is also important to consider community, 

networks, collaboration and co-production. And by co-production I do not mean a one-off 

workshop. I mean an ongoing relationship of working together as the norm. 

Resource bargaining and managing performance – This should be done by a process of joint 

decisions about what resources are required and provided and what level of performance is 

considered appropriate for that level of resource. The people who do the actual work should be 

included in these discussions and some thought should be given to bringing humanity back into 

the work. There should be an appropriate balance of work that does not cause ‘burn out’. Burnt 

out people being pushed to do ever more is no good for anyone. 

Monitoring and system ‘health checks’ - All systems need some level of monitoring, but this 

should not be over-burdensome and should be aimed at the right things. These actions outline 

some of the things that can be included, which may be different to what is usually monitored. 

Monitoring should be aimed at ensuring effective system characteristics are present and should 

also check for congruence between the systems’ vision and the behaviour it is producing. 

Trend spotting and fitting with the external environment – This is key to the ongoing adaptation 

of the system. The system needs to be able to bring in external intelligence and use it to evolve 

internal processes and system characteristics, so that it is able to respond to future trends. This 

function is essential for survival. The system needs to be able to ‘pivot’ quickly enough, should it 

need to. i.e. change what it is doing or maybe respond in a different way. If the system cannot 

pivot and adapt, if and when required, chances are it will suffer and potentially decline. 

Joint vision, purpose, meaning, identity and goals – These things sound obvious, but rarely 

happen. Different players in the system often have different visions and goals, which can cause 

the system to have a confused purpose and identity. If people in the system have not created 

joint meaning (i.e. not gone through a process of social learning together), the system may 

ultimately suffer as it can start to fight against itself. People in the system can become 

disorientated and often demoralised. A strong identity can help to avoid such confusion. 

The central element is learning, change and adaptability. Every section of the wheel should 

include at least double-loop learning, and this should be built into the very heart of the system 

structure, the way it operates and the way in which it is managed. Change will always happen. It 

should not be seen as a ‘one-off’ but a way of life, where everyone has their own part to play 

that they are accountable for. 
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What and why: Working across teams is as important as working in teams. If you do not 

work effectively across teams, different silos cannot communicate or co-operate with each 

other. Teams often default to competing with each other, rather than collaborating. The more 

teams can collaborate and share, the stronger the system can become because of it. 

Participative working and collaboration can help you to co-create a joint way forward. 

Collaborating isn’t easy, though. You need to be able to be honest with each other, so you can 

build up trust. So, this area of focus is about building community between stakeholders and 

teams and encouraging self-organisation/ self-referencing. It is also about exploring and 

exploiting any opportunities for innovation. 

At the highest level, you can purposefully create reciprocation strategies between teams in 

one organisation, or between teams in different organisations who work together. Build the 

strategies into policy documents, protocols etc and actively enable them, if you need to. Make 

reciprocation become the norm. What can you agree in advance that would make life easier 

when times get tough? Spend time thinking and talking about this. Find reciprocation 

strategies that both sides can live with. They may not meet everyone’s needs all of the time, 

but they should be the best possible fit for all (acknowledging that some compromise will 

always be required). 

It is important to focus on inter-relationships and interconnections. Purposefully build up 

relationships (especially with teams outside of your immediate system) and be the enabler of 

effective communication. Don’t discourage it or see it as something that is ‘secondary’. You 

have to actively work at communication. Consider those you normally fight with and seek to 

change the nature of those relationships. Talk about strengths and weaknesses openly, 

engage in reflective conversations and positive challenge and consider people’s feelings. If 

you are in a system that is struggling, it is likely that everyone is feeling some degree of fear 

or anxiety and they are probably overwhelmed. Consider those feelings and actively coach 

and support one another. Allow vulnerability and learn together. Use that vulnerability and 

your humanity to make connections. After all, you are all human! Don’t go too fast or put 

unreasonable expectations on people, though. Keep it simple but do push outside of your own 

emotional comfort zone so that new norms can form and be supportive of others who are 

trying to do the same. Keep it simple, be authentic, maintain your integrity and actively 

engage in self-referencing. 

When you engage in this different type of relationship, you start to re-create a different 

identity. One that is more supportive and collaborative, possibly more in line with your own 

ethics and values, but someone has to make the first move. Check yourself. Are you creating 

any boundaries to defend or preserve yourself or your own power base? If something is 

obstructing the way forward, find out why. Even if that means looking closely at yourself. 

Section 1: Co-create – self organising or self-referencing teams 

Peer to peer accountability/ Investigate and implement change within the 

span of your autonomy 
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When the systems is coherent, it has a greater capacity to create (especially something new). 

Letting go of power can make some people feel vulnerable. This is where the trust comes in. 

You need to build relationships with enough trust so that you can allow the vulnerability and 

let go of the power a little. This will give you much more flexibility and if people agree to be 

accountable for their actions there is no reason to tightly control them beyond what is 

necessary for safety and quality reasons. 

Consider purpose. The purpose of the system and your personal purpose. Are they aligned? If 

they aren’t, try and work out why. Can that be reconciled? If so, how? And how might this be 

raised with the management so that those purposes can be aligned? Let managers know how 

the world can be different because of you and your role. Show them the possibilities that they 

might not have considered.  

When working in and across teams it is important to get a balance of generalist and specialist 

roles. Are your specialists doing things that a generalist should or could be doing. If so, why? 

Is it historical? If there is no good reason, then check again what the best balance of specialism 

and generalism is for your area of work. Do not let individuals build empires or maintain 

inappropriate power bases, just because it is what they are used to. Generalist roles can often 

enable flexibility and pivoting (i.e. changing the nature of the role quickly when needed). This 

adaptability is part of what makes a system viable, so it is important and requires discussion.  

As a collaborative of teams, you can explore, experiment, fail, and learn together. Small scale 

prototyping can help this process, which enables great learning. Explore together to find out 

what obstructs, disrupts, delays or diverts your work then disturb the system in positive ways. 

Make sure people know how to innovate. Make sure as many people as possible have open 

access to information. Up-skill individuals and teams so they understand prototyping and 

innovation and know how to try it out, if they want to. Don’t leave these things exclusively for 

one or two people only to do. Allow everyone to initiate innovation. Find a way that ideas can 

be heard and tried out. If you learn something new yourself, teach others. Keeping it to 

yourself does not serve the system. Think beyond the individual.  

What skills or roles support this category: Be the supporter, the activist, the 

autonomous generalist, the supportive specialist, the professional, the contextualiser, the 

innovator and the coach. 
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What and why: Now on to co-ordination, the vitally important, yet often-overlooked 

element of systems. It needs to be considered explicitly and not just expected to happen. I 

like to call it the ‘invisible glue’ - the things that hold everything together in a coherent way. 

This area of focus is about enabling feedback and information exchanges and effectively 

supporting interdependencies and interconnections. Ignore it at your peril! Get it right and it 

can significantly enhance your capacity and capability, often at very little or no cost. Do not 

under-estimate the value that getting this element right can bring.  

The trick here is to make sure that teams who are working together and operations that are 

ongoing alongside each other are not causing chaos for one another. Not only do you need to 

create the standard things like protocols, rules, guidance, schedules etc you also need to give 

some attention to generating and sharing information freely, building connections, 

communities and networks and sharing collaboratively. Loops of mutual influence can be 

particularly effective. It’s harder than it sounds but it can be done. It just takes a little bit of 

persistence. 

One thing I have found to be extremely important is something I have called ‘relationship-

enablers’. These are the things you can put in place and/ or the mindset you can adopt that 

supports the dynamic connectedness in the system. The other extremely important thing here 

is what I call ‘interaction channels’ to enable collaboration. So, what are these things?  

Relationship enablers are exactly how they sound. They are things that enable relationships. 

This can be as simple as a clause in a joint protocol that considers something from more than 

one point of view to something more elaborate, like a process for discussing and agreeing 

difficult decisions between a number of stakeholders. They are the things that give permission 

for the collaboration to occur. They can help to enable proactive dialogue, negotiation and 

agreements and enable relationships in the longer term.  

Interaction channels might be mechanisms created to enable reflective conversations – do you 

ever have a joint meeting with another team/ department/ organisation specifically to reflect 

and learn from the work you do? Do you discuss problems and issues and seek to implement 

improvements together? Do you have a culture of positive challenge and learning? You can 

develop your internal structures so that people have enough freedom to enable collaborative 

working. Shadowing another team, for example, should not be seen as wasting time, but a 

valuable interaction channel and relationship enabler that can open up the support for 

ongoing collaboration and learning. Do your current structures allow for interaction, 

collaboration and smaller teams to work together? Particularly across boundaries? Or is there 

interference and control from above? More control does not necessarily mean better results 

and in some cases, it can make things considerably worse.  

Section 2: Co-ordinate – co-ordination, collaboration and support 

Communities, networks, collaborative relationships and co-production 
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Another important part of this element is enabling something called ‘feedback loops’ and 

checking if they are working. Consider the process that occurs when a message is shared with 

another party. It is important that the message is received as it was intended, interpreted as 

it was intended and some kind of action is taken. Feedback from that action then needs to be 

given to all relevant parties and further actions, in response, taken. Very often, messages are 

lost or misunderstood. When you have a message for another team or group of stakeholders, 

how do you know that they will hear your message? How do you know that the message will 

be heard and interpreted as you want it to be interpreted? How do you know they will respond 

to it appropriately? Will the action taken be as you expected? And how will you know that the 

action has been effective? These are all very important things to consider. Getting this 

interaction working is a key element of making your system viable. And remember to create 

and share information that is capable of bringing new life into the system, rather than creating 

and sharing information that just confirms what already is. 

Learning and growing is a huge part of this element. Building in supporting mechanisms to 

enable learning is vital. This does not have to be formal mechanisms. Encouraging dialogue 

and sharing is often enough to motivate people. Get the feedback loops working well and you 

might well find that learning follows. 

At all levels of the system you can develop collaborative strategies and contracts (formal and 

informal) that enable longer-term collaboration. These are all relationship enablers and 

negotiating them via an interaction channel can support the system to work effectively. 

One of your collaboration strategies might be co-production. But is yours nothing more than 

a single workshop with no further follow up? Co-production should be an ongoing process of 

collaboration, rather than a one-off activity. See it as working together longer term and build 

it into your working routine until it becomes a habit. Use stories, share stories, even the bad 

ones. Sharing a story of when something went wrong is not something to be ashamed of. It is 

a key way to learn and should be encouraged. Be open. Talk a lot. Share a lot. Get out from 

behind computer screens and go and look at what is happening in reality. Do not rely only on 

figures on a computer, they often miss the real point. Go out and look at how things happen 

in context. Look for patterns of recurring system behaviour. Do the system behaviours need 

to change, or do they need more encouragement?  

What skills or roles support this category: You need a clear focus on autonomy, 

accountability, respect, trust, transparency and reciprocity. Be the storyteller, the recorder, 

the information sharer, the meeting facilitator, the relationship builder, the innovator, the 

networker, the enabler, the orchestrator, the scheduler, the contextualiser. 
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What and why: This area of focus is about supporting the internal system to work 

effectively. We don’t just talk about resources and expected performance, though. We also 

aim to bring the humanity back into the work. One of the things we consider here is ensuring 

as many people as feasibly possible have been involved in decisions about how things will 

work and in setting goals, to prevent them feeling coerced. Remember that many people will 

also want their own professional values reflected in the work that they do. It is also important 

that once decisions have been made, you gain commitment to them. 

Do not overload staff, though. They will never work at their best if they are in a state of frantic 

panic all day, every day. Aim for meaningful work for people. Make them feel good about 

themselves and make sure you consider their wellbeing. Trust your teams. Do not micro-

manage. Remain hands off. Allow people to have their own peer to peer performance 

meetings. Let peers hold each other to account. Encourage them to share ideas to help the 

teams that are falling behind. Have a rolling host for the meetings, so no-one assumes 

ultimate power and/ or control. Give the teams the structure within which they can 

collaborate to enhance performance. Lead by example by demonstrating different behaviours 

and think about the language you use. Use language of encouragement that pushes people 

out of their comfort zone in a supportive way. Allow them to fail (within reason) and learn 

without embarrassment and punishment. Promote joint decision making throughout the 

system, so that effective prioritisation can occur. If you do have conflicts – and you are bound 

to have them – do not avoid them. Help people to use conflict creatively to listen to others’ 

points of view. Hold exploratory conversations, facilitate participation and listening.  

Identify where there is confusion, conflict, disruption or chaos. These are not bad things but 

powerful indicators of places where you can intervene to make positive changes. They are 

opportunities. Do not complain about them, monopolise on them.  

Everyone should be able to engage in reflective conversations and be skilled in conflict 

resolution. These are key skills that all team members should be supported to learn. And by 

that, I don’t mean a one-off online course. I mean show people how it really plays out in the 

workplace and demonstrate how to work with it in a positive way. 

If you end up with a power imbalance anywhere in your system – maybe someone is holding 

onto some power inappropriately – do not fight it. You will just end up in an eternal battle of 

the wills. Instead, turn it into something else. How might you harness that power in a different 

way? How might you give others more power to even the imbalance out? Change the nature 

of the relationships so they are not so power orientated. Encourage individual autonomy and 

accountability, keeping things fairly simple and do not go too fast. I am not a fan of ‘big bang’ 

changes. They usually have big unintended consequences with them. Yes, sometimes things 

Section 3: Deliver – Resource bargaining and managing 

performance 

Humanity and balance in working relationships. Joint decisions and goal 

setting around resources, performance and goals 
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do need dismantling and starting afresh, but make sure others in the system are bought into 

that process, if at all possible.  

Aim to make sure people in the system feel empowered to act. If they do not feel empowered, 

find out why. If you are a manager do not use your power to dominate, control and micro-

manage. Take your power by creating the conditions to allow people to empower themselves 

more easily. Co-create these conditions with others and you might find that you start to build 

capacity and capabilities in areas you never thought of. Allow people the autonomy to 

prototype new ideas and see this as a key skill for everyone in the system.  

Support others in understanding the importance of focussing on effectiveness, not just 

efficiencies. Effectiveness can often bring about efficiencies you never thought of, so do not 

focus narrowly on financial savings or only making things ‘lean’.  

It also helps to develop ways for the system to be a better observer of itself. Decide how the 

system will be observed in the here and now and make sure that people have access to these 

insights. 

But, how do you support the right habits to form? One way is to develop ways of appraising 

people that praise for sharing, collaborating, empowering others, coaching and supporting 

peers. Actively encourage people to form the habits that demonstrate leadership in complex 

contexts. 

There are two other things to mention here. One is that if you are responsible for overseeing 

some of this area of focus, then you need to make sure any standard instructions and 

corporate standards are also incorporated into the above. They cannot and should not be 

ignored and there should be ways to embed them quickly and easily, if and when required. 

Give some thought to how this can be done. Do you have a culture of ignoring new corporate 

instructions? Or embedding them so slowly that they are almost out of date by the time they 

become common practice? Then you need to strengthen both your mechanisms for 

dissemination and how new instructions are reacted to. This will become critical when it is 

linked to the requirements of the future. There may be times when you need to make changes 

quickly. Make sure you have the structures, the dynamics and the relationships in place to 

allow this to happen. If you cannot change quickly enough, when needed, you may find 

yourself, your team or your wider system (or all three) obsolete.  

What skills or roles support this category: be the destroyer of barriers and the 

motivator for change. Be the enabler, the supporter, the resource negotiator, the empowerer, 

the recruiter, the teacher, the negotiator, the coach, the contextualiser and the prototyper.  

 

 



13 
 

 

What and why: This area of focus is about monitoring your system, making it visible to itself 

and being able to see, understand and change the things that make the system work in a more 

innovative way. Traditionally, organisations use things like key performance indicators or 

operational targets. You might keep some element of those, or you may not be able to get rid 

of them completely. However, they are not the things that will tell you how healthy your 

system is. The trick here is to monitor the internal context for the advocated system 

characteristics and monitor for high quality.  

Look to see if your structures are facilitating the work, rather than interfering with it. You will 

have to work out a way of doing this that is specific to your context – listen to complaints and 

compliments from your teams. What are they telling you? 

Monitor for congruence between the system and its vision. Does your glossy brochure really 

reflect the everyday reality? Promoting the corporate message is often expected but 

sometimes it is not helpful. Be truthful. If something is not working, then face it. 

If the systems is suffering, look to see if it is lacking information about itself. Has it lost clarity 

about who it is? Has it got troubled relationships? Is it ignoring those with valuable insights? 

You can do something about all of these things. Find out about how things are working 

operationally in a way that does not come through formal channels – go and have a look.  

You can also check that information, particularly new information, is being used as 

nourishment, not a power tool. That co-production is occurring on an ongoing basis. That co-

creation is happening across traditional boundaries. That reciprocation is happening. Monitor 

the ability to flex, adapt, pivot, enable change and respond to the changing environment. If 

change usually takes 2-3 years to happen and it needs to happen in 6 months, that is a good 

indicator that you are not as adaptable as you need to be.  

Make sure you have a way of ‘deep diving’ quickly if something is going wrong. Do not leave 

it to spiral out of control because you haven’t got the skills or don’t know how to go about 

looking at it. If you cannot do it yourself then find out who can, even if that means bringing 

someone in at short notice to do it for you. Who would that person be? And can that be 

mobilised quickly? 

Do not just look at things when you are at the point of crisis. Use system ‘health checks’ or 

early warning systems to indicate the health of your system. Know when your system is 

starting to get sick. Catch it when it has a cold, not pneumonia. 

What skills or roles support this category: Be the ‘systems health check’ monitor. 

Learn to recognise the things that indicate when things are not going well. Learn to see the 

symptoms at an early stage, before they spiral out of control. 

Section 4: Monitor – system health checks 

Monitor for signs of effective system characteristics. Monitor for congruence 

between the system and the vision. 
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What and why: This area of focus is concerned with how you explore the interface between 

your system and the wider context, identify future emerging trends and bring that external 

information into the system and share it to help develop structures and practices that will be 

fit for the future.  

Scan the environment for new models of doing and bring them into the organisation to 

encourage innovation.  

You can use simulation models to help you look at critical variables to support you in deciding 

what needs to change as you move forwards. Evaluate what you are currently doing and work 

to prevent a focus on inappropriate activities. Check that there is an actual need for what you 

are doing, and it is not built on false demand that has been created for the wrong reasons. 

Think about your purpose(s). Are you picking up work because no-one else can/ wants to do 

it? It’s surprising how many systems ‘keep on doing’ just because they always have. Take 

active steps to make sure the things you do are what is required going forward. Will your 

system be relevant in the future? You might need to stop doing certain things. Loss may be 

necessary to create new order. 

If you have decided that some change is necessary, in line with future trends and external 

requirements then work with operational managers to discuss those requirements. Plan 

together how the future of your system might work. Implement change in a way that does 

not disrupt the ability of the system to function now. This is where small scale prototyping can 

come into play, as you learn your way forward together.  

At the same time, you might want to consider something called ‘structural couplings’- what is 

it in your environment that you react with in such a way that you change it and it changes 

you? How are you co-evolving together? Are you? Do you need to? Do you need to stop co-

evolving together? Think about the relationships, not the things and how might you work with 

that relationship to bring about positive change? 

Form the relationships you need to with external agencies and make sure relationships, 

influence and partnerships are explicitly considered and as important as any other element in 

the system. This is another place where you can build your reciprocation strategies, with 

outside organisations or other systems. 

What skills or roles support this category: Be the trend spotter, the opportunity 

seeker, the strategist, the contextualiser, the risk taker and the enabler. Know your external 

environment, as much as you can, and do not get stuck in yesterday (unless that is potentially 

beneficial for you).  

Section 5: Adapt – trend spotting and fitting with the changing 

environment 

Enable ‘pivoting’. Build external relationships and develop intelligence 

about the environment 
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What and why: You will often find it is the senior teams or the Board that considers this 

area of focus. That said, there is no reason why others cannot also be involved. This area of 

focus is about working to develop collective vision, purpose, meaning, identity and goals. It is 

also about devolving autonomy and power and making sure your system is fit for purpose. 

Does your system have a strong and appropriate identity? Does everyone agree what it is? 

Take care that improvements and new ideas are in line with that identity and not just in 

response to something that one single person, with their own agenda, wants to do. You should 

also be prepared to allow the system’s identity to change over time, if necessary. Check the 

system is working in line with its intended purposes and guide the system in the right direction 

if it isn’t. Try to ensure that no inappropriate selfish goals predominate. 

Make sure power can be shifted to allow autonomy and effective decision making and that 

your system can enact multiple responses in different ways, when it needs to.  

Seek to ensure fluctuations and changes can be used positively, rather than being seen as 

something to be avoided. Try not to force a false stability. Change will always happen. 

Fluctuations will always happen. Instead of resisting, ensure the system has the agility and 

intelligence it requires to adapt quickly, if necessary. Aim for adaptability and flexibility, rather 

than over burdensome long-term rigid planning, that is inappropriate in complex situations. 

The aim here is to somewhat move away from a chain of command and move towards being 

a network of influence. To support this, your internal policies might include strategies for 

sharing, empowering, collaborating and enabling others and they should be implemented at 

all levels of the system. 

You also need to check if your system has a good balance between looking at the here and 

now (the things you need to do to survive today) and the outside and future of the system. 

Make sure that both of these contexts are being explored and relevant information is being 

shared to appropriately fulfil the needs that your system is seeking to meet.  

Thinking about your external partners, stakeholders and allies - iteratively critique your 

system boundary and purposefully build strategies of reciprocation with other systems.  

Encourage a culture of providing energy and speaking truthfully. Create shared purpose, 

meaning, intent and vision. Support risk taking and create a web of influence. Ensure a sense 

of curiosity and innovation is fostered throughout the system and ensure sharing information 

and skill sharing becomes standard practice. Support people to embrace multiple perspectives 

and use those perspectives to re-frame situations, to gain greater insights. Reduce the focus 

on intervention and transaction and turn it into support instead. 

Section 6: Shift power, create new structures and set identity – 

have a joint vision, purpose, meaning, identity and goals 

Devolve accountability and support autonomy. Seek to ensure that an old 

paradigm doesn’t hinder the new. 
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Have governing principles related to values, vision, beliefs and use them as a self-reference 

for the system. Embody the principles and make them standard. Make them into a habit.  

What skills or roles support this category: Be the empowerer, the collaborator, the 

converger, the evolutionary, the purpose builder, the fear alleviator, the supporter of 

autonomy and devolved decisions making and the builder of trust. Empower, collaborate, 

share and enable. Trust the people in your system and seek to utilise their individual and 

collective expertise (without causing them ‘burn-out’).  
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Final words 

It is important that it is the people in your system who devise the specific actions to create 

these conditions. Your situation will be similar to, but also very different from, others. This 

means that you cannot ‘lift and shift’ a model from elsewhere and expect it to work exactly 

the same for you. Apply the same values and principles and follow the same ethos but do not 

expect someone else to do the hard work for you. Diagnose your own system. Understand 

how it works. Synthesise the information and co-create your future together.  Do this 

iteratively. There is no start and finish, just an ongoing process.  

 

A key way to make real improvements is to form relationships and learn your 

way forward together. 
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