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• How is an outcome made?

• Learning as the management strategy 

to achieve outcomes

• Leadership as Systems Stewardship

• Who else is doing this?

Overview

Questions:

How can public 

service help people to 

create real outcomes 

in their lives?

How should it be 

managed to enable 

that?
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My key message:

If we want to achieve real outcomes, 

we need to do public management 

very differently
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A shared starting point

The purpose of public service is to help people to 

create good outcomes in their lives
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How is an outcome created?
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Vandenbroeck, P., Goossens, J. and Clemens, M. (2007), Foresight Tackling Obesities:

Future Choices – Building the Obesity System Map, London: Government Office for

Science

295153/07-1177-obesity-system-atlas.pdf
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Implications for public management
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Implications for public management

A “delivery” mindset is not helpful for creating 

outcomes

You cannot contract an organisation/programme to 

“deliver” an outcome

Contracting and performance managing for outcomes 

holds people accountable for things they cannot control

Setting outcomes targets creates “gaming”
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Question:

If organisations want to help people to 

create real outcomes, what should they do?

Embrace the complex reality of how 

outcomes are made
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www.humanlearning.systems
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How is a desirable outcome created

in each person’s life?

Each person’s life is a unique complex system 

that creates outcomes
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How can public management respond 

to this reality?

Learning as a management strategy
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How could we 

help someone 

who experiences 

chronic pain?

Running a 

Learning Cycle 

with each person 

= Bespoke public 

service
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Learning as a management strategy at 

different system scales
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• What are maximum case loads 

for workers?

• What information systems do 

we need?

• What shared reflective 

practice spaces?

• What staff capabilities?

Questions for “organisation” 

system scale:

Te
a
m

P
e
rso

n

Challenge to 

‘Business as Usual’ Change to ‘BaU’
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A connected “stack” of 
Learning Cycles



19

The role of leaders is to create, manage and govern these 

Learning Cycles

Requires from you:

• Creating a commitment to curiosity across leadership 

teams

• Changing the focus of management roles

• Being a learning role model – creating and running 

your own Learning Cycles

• Building capability

• Bravery 

Reframing ‘Leadership’ as ‘Systems Stewardship’
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A few of the other Local Authorities developing this approach:

• Plymouth

• Gateshead

• Lancashire

National Scale:

• Scottish Government - Healthcare Improvement 

Scotland

• Finnish National Agency for Education

Global Scale:

• United Nations Development Programme

You are pioneers, but you’re not alone
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www.humanlearning.systems




