
Leading 
Change

Sholeh Johnston

Julie’s Bicycle



Three Horizons

Source: https://www.h3uni.org/practices/foresight-three-horizons/

https://www.h3uni.org/practices/foresight-three-horizons/


Systems Thinking



Joanna Macy, The Great Turning

Source: https://workthatreconnects.org/spiral/the-great-turning/?highlight=hoding%20actions

https://workthatreconnects.org/spiral/the-great-turning/?highlight=hoding%20actions


Honing in on the change 
you can make



Defining your purpose

• What change do you want to make?

• What do you want the outcome to be?

• How will you know you’ve succeeded?

• Reality check: is it the right kind of change – i.e. will 

it have the biggest possible impact?

• Purpose focuses on ultimate outcomes rather than 

specific solutions, opening the floor for exploration. 



What do 
you want to 

improve?

Environmental conditions

Social outcomes

Source: https://www.bioregional.com/one-planet-living

https://www.bioregional.com/one-planet-living


What are the mental models you want to 
“rewire” to unlock change?



What’s within your control and influence?

Spend your time and energy here

(these can expand over time)

Rebecca also recommended SMARTIE (Inclusive and Equitable): 

http://www.managementcenter.org/resources/smartie-goals-worksheet/

http://www.managementcenter.org/resources/smartie-goals-worksheet/


Choosing the right 
approach



Key Principles

• Embody and demonstrate the 
values and behaviours that you 
seek to bring about to build 
integrity and trust

• Provide a clear vision and 
purpose – Inspire! “what if?”
• Facilitate the process, maintain 

focus

• Enable and empower people –
lead with questions and 
recognizing their expertise

• Create transparent 
accountability



Leading for Creativity

The explorer 

leading with vision and good questions

The gardener 

proactively cultivating a culture and an environment that 
encourages creativity, collaboration and trust

The coach 

advise and help a team to learn as much as it can from the 
experiences that its had, to ask are we really reaching far 
enough? Are we taking all of the appropriate constraints into 
account? Are we stepping back from the problem and 
understanding it in its completeness?

Source: Tim Brown, CEO of IDEO



Do you need to design a 
new solution, or engage 
people to implement an 
existing one?



Design-led Process

Assemble Architects | Granby Streets

Funding from a Jersey-based social investor, Steinbeck Studio, and 

Turner Prize



Top Tips

• Get curious, build empathy.

• Establish a learning culture – reframe failure. 
“Failing forward” = constant improvement. 
• There are no “bad” ideas. 
• Share power – the more diversity of thought, 

experience and expertise, the better the solutions. 

• Set evaluation criteria and make time for reflection 
and improvement. 

• Own experimentation – challenge “perfection”, 
especially where the answers don’t yet exist. 



Embedding Solutions
Arcola Theatre

• Climate change affects us all

• Executive director a scientist leading this 
change

• “Make Arcola the world’s first Carbon 
Neutral theatre”

• Green policy, visible displays, staff 
training

• Low hanging fruit – energy

• Creative challenge – engaging artists

• Continual innovation – Arcola Energy, 
building infrastructure, community 
engagement

• Part of the identity, mission and values 
of the organisation



Top Tips

• Reframe change as a creative challenge. 

• Make it manageable – people are generally more 
comfortable with small-scale change than they are with 
large-scale reform.

• Adjust your message to specific people and/or 
audiences. 

• Make it fit – be playful, invest the process with 
personality. 

• Connect small wins to the big picture to emphasise 
impact. 

• Timing matters – change during times of change. 



Engaging people



How you lead change 
depends on context, 
stakeholders and 
outcome



Telling – inform to empower

• Making action as simple 

as possible



Selling – persuasion

• Story of Tilikum a killer 
whale

• Shot for $76,000 and 
initially released in 5 
cinemas

• $2 million US box office

• The Beach Boys and 
other cancelled events 
at SeaWorld

• Pixar changed plot 
points in Finding Dory

• 50% drop in SeaWorld 
shares since 2013

• The company is in crisis 
management mode

• Facts, relevant 
storytelling, clear call 
to action.



Participating – critical mass

Single-issue, clear call to action, bring people together (day/event/moment), 
invite creativity, empower people to take active role in hosting/campaigning. 



Delegating –
distributing 
leadership

Source: http://neweconomyorganisers.org/wp-
content/uploads/2016/08/Leadership-Practice-
Model-NEON.pdf

http://neweconomyorganisers.org/wp-content/uploads/2016/08/Leadership-Practice-Model-NEON.pdf


Building support – go where the energy is

Geoffrey Moor’s Crossing The Chasm Innovation Adoption Curve



Measuring what matters

The people 

who matter 

(who 

experience or 

make the 

change)

The drivers –
what we 

invest or 

commit, or 

HOW we 

deliver

Deliver – the 

activity and 

participation, 

or WHAT we 

do

The difference we make – the 

outcomes, impact, value or 

WHY we are doing it

People Inputs Outputs Outcomes Vision

e.g. audiences, 

participants, 

workforce, 

cultural sector, 

community…

e.g. resources, 

time, 

investment, 

values, good 

practice…

Programme of 

activity, who 

it’s for, how 
many are 

involved…

e.g. 

environmental 

impact, 

different skills, 

attitudes or 

behaviours, 

achievements

Where you 

want to be in 3 

years, what 

you hope to 

mobilise

Data: qualitative and quantitative 

Important to know if change is working and data itself gives context and 

motivation and empowerment to build on…



Ecology of change

Individual efforts become bigger than the sum of 

their parts when they connect…



Celebrate and communicate…

• Sharing learning 
(success and failure)

• Tell the whole story –
we don’t have all the 
answers, open space 
for possibilities

• Shaping a narrative 
of change – making it 
visible





Discussion

• What have your biggest challenges been?

• What are the moments of success you can share?

• What helps us sustain momentum?

• How can we take care of ourselves in this process?


