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Strategic Insights for Leading Through Change and System Innovation 

Executive Summary 

This briefing document synthesizes key concepts and frameworks from a series of leadership 
summits and governance proposals, primarily focused on "Leading the Movement" in sports 
and community development, as well as the establishment of a Youth Advisory Board (YAB) for 
Hartlepool’s "Pride in Place" initiative. 

The central thesis across these sources is that traditional "ordinary management"—
characterized by technical, rational decision-making—is insufficient for navigating complex 
systems and periods of significant change. Instead, leadership must evolve toward 
"extraordinary management," which embraces uncertainty, prioritizes social connectivity, and 
bridges the "knowing-doing" gap through innovation and co-creation. Key takeaways include the 
critical role of self-care as a leadership performance tool, the necessity of asset-based 
community development (ABCD), and the implementation of inclusive, representative 
governance structures that value lived experience alongside formal representation. 

--------------------------------------------------------------------------------   

I. Leadership in Complex Systems 

The sources distinguish between management in stable environments versus leadership within 
complex, uncertain systems. This transition is visualized through the Stacey Matrix and the 
concept of "Extraordinary Management." 

Ordinary vs. Extraordinary Management 

The Stacey Matrix illustrates the requirements for working in complex systems based on the 
level of agreement and certainty: 

• Ordinary Management: Best suited for conditions close to agreement and certainty. It 
relies on: 



o Technical and rational decision-making. 

o Simple structures and effective procedures. 

o Monitoring, coordination, and providing clear direction. 

• Extraordinary Management (Leadership): Required when conditions are far from 
agreement and certainty. Key behaviors include: 

o Saying "yes" to the mess: Embracing experiments and uncertainty. 

o Encouraging connectivity: Building networks and fostering conversation. 

o Focusing on purpose: Serving "wicked issues" and containing anxiety. 

o Power Dynamics: Amplifying differences and reducing power differentials while 
challenging existing habits and assumptions. 

System Innovation and Change 

System change does not occur in the center of bureaucracy but at the "edge." The sources use a 
landscape metaphor to describe this: 

• The Mountain of Bureaucracy: Where order, process, and ordinary management occur. 

• The Meadow of Disruption: A space of risk and innovation where ideas and creativity 
happen. 

• The Edge: The specific zone where system innovation and change are most likely to take 
root. Leaders are encouraged to commit time and space to visit "the edge" frequently. 

--------------------------------------------------------------------------------   

II. Principles for Leading Through Uncertainty 

Navigating systemic change requires a shift in mindset and operational principles. The 
documents outline several guiding pillars for this transition. 

Guiding Principles for Learning 

1. Trust-Based Progress: Progress moves at the speed of trust; building relationships 
cannot be skipped. 

2. Strategic Flexibility: Leaders should be "stubborn on the vision" but "flexible on the 
detail," letting investments be guided by need. 

3. Resilience of Nerve: Believing in the mission and staying true to goals is essential to 
prevent defaulting to old ways of working. 

4. Bridging the Empathy Gap: This involves pushing aside preconceptions and adapting 
communication to support changes emerging directly from communities. 

5. Non-Linear Problem Solving: Acknowledging that no simple answers exist and 
responding to evolving needs. 

6. Energy-Led Action: Going where the energy is and starting in places where common 
purpose and enthusiasm already exist. 



7. Mindset Shifts: Solving problems requires a different mindset than the one that created 
them; this includes challenging cultural rules regarding physical inactivity. 

8. Progress over Perfection: Focusing on real barriers to inactivity rather than rushing to 
provide "perfect" interventions. 

Myron’s Maxims for Change 

System change is driven by people and relationships rather than formal documents: 

• People own what they help create. 

• Real change happens in real work. 

• Those who do the work do the change. 

• Connect the system to more of itself. 

• Start anywhere, but follow it everywhere. 

• The process used to get to the future is the future. 
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III. Resilience and Self-Care 

Resilience is framed not just as an individual trait but as a collective and strategic necessity. 

The Community Resilience Framework 

Resilience in times of change depends on three core pillars: 

• Social Networks: The strength and breadth of connections. 

• Belonging: A shared sense of community identity. 

• Collective Resources: Access to shared assets and support. 

Self-Care as a Leadership Tool 

The documents explicitly state: "Self-care is not selfish, it is a leadership performance tool." 
Leaders in high-pressure environments like sport face constant scrutiny, rapid instability, and 
high emotional demands. 

Impact of Neglecting Self-Care Consequences for Leadership 

Decline in focus Poor decision-making 

Increased stress Heightened reactivity 

Decreased productivity Reduced team effectiveness 

--------------------------------------------------------------------------------   

IV. Structural Reform and the "Knowing-Doing" Gap 

Local Government Reform (LGR) and Devolution (Devo) are identified as catalysts for 
reimagining public services. 



• LGR and Devolution Vision: The government aims to replace two-tier systems with 
single-tier unitary councils. These are intended to be "close enough to care, but strong 
enough to reform public services." 

• The Knowing-Doing Gap: Organizations often have a good sense of the action needed 
to create change but find the execution difficult within complex systems. LGR provides 
an opportunity to "stop and think" and co-create better outcomes with communities. 

• Strategic Perspective (Balcony and Dance Floor): Leaders must alternate between the 
"dance floor" (the day-to-day activity) and the "balcony" (a higher-level perspective) to 
understand the full picture of the movement they are leading. 
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V. Governance Case Study: Youth Advisory Board (YAB) 

The Hartlepool "Pride in Place" initiative provides a blueprint for asset-based, inclusive 
governance through its Youth Advisory Board. 

Core Principles of the YAB 

• Asset-Based Focus: Starting with the strengths, skills, and knowledge of young people 
rather than using deficit-based language. 

• Representative Ecosystem: Bringing together diverse groups, including Youth 
Transformation, Sports Clubs, Uniformed Services (Scouts, Guides, Cadets), and the 
Youth Parliament. 

• Co-Creation: Moving beyond consultation to co-design and shared decision-making. 

• Mutual Accountability: Utilizing a "You said, we did" reporting structure to close the 
feedback loop. 

Membership Models: Delegate vs. Appointed Representative 

The YAB explores two primary models of participation: 

1. Delegate Model: Members are chosen by a group to speak on their behalf. 

o Pros: Clear mandate, high accountability, broad legitimacy. 

o Cons: Narrower perspective, slower decision-making, risk of tokenism. 

2. Appointed Representative (Individual Agency): Members are selected to contribute 
independently. 

o Pros: Greater flexibility, innovation-friendly, builds individual confidence. 

o Cons: Less direct accountability, potential representation gaps. 

The Hybrid Membership Model 

To maximize effectiveness, the YAB proposes a hybrid model: 

• Nominated Delegates: Represent key networks (schools, sports clubs, faith groups) but 
are empowered to contribute in their own voice. 



• Independent Members: A smaller number of seats reserved for individuals not 
affiliated with formal groups, particularly those from underrepresented backgrounds or 
with unique lived experiences. 

This hybrid approach ensures legitimacy while fostering the creativity and individual agency 
necessary for system innovation. 

 

 


