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1(a) Context and Conjuncture  

 We are facing a series of profound, 
simultaneous, systemic, global 
changes in the ecological, political 
economic, social, technological and 
organisational system (EPESTO)- a 
fundamental shifting of the tectonic 
plates. Systemic change. A crucial 
conjuncture/moment of opportunity.   
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 1(b) Context and Conjuncture    

 These structural changes are confronting 
the human species and societies with a 
series of complex cross-cutting problems 
to which we have no ready made 
answers. There is neither agreement 
about the nature or the causes of these 
problems, nor agreement about the 
responses or solutions required.  
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1(c ) Context and Conjuncture  

 Complex cross-cutting problems of this 
kind require not just minor adjustments 
in thinking and action, but a major 
paradigm shift : A Copernican 
revolution, which first de-centres and 
then re-frames our mindsets and 
practices, provoking transformational 
changes in our thinking and behaviours  
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1(d) Context and Conjuncture   

 This revolution requires a shift to counter-
balance “reductionist” thinking (analysing 
things in terms of their component parts) 
with “whole systems” thinking (synthesising 
things in terms of the whole inter-connected, 
complex, adaptive, self-regulating system, 
and focusing on the “emergent” properties of 
these systems, which cannot be predicted 
from the separate components).  
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1(e) Context and Conjuncture   

A “COPERNICAN” REVOLUTION IN MIND SETS AND BEHAVIOURS  

 

 Beyond linear thinking and action  – to complexity and inter-
connectivity 

 

 Beyond bi-polar opposites – to inter-dependence within 
complex adaptive whole systems 

 

 Beyond centralised mechanical control – to organic growth 
and movements of energy within self-regulating systems 
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1(f) Context and Conjuncture 

  “Whole systems” thinking and action 
requires new patterns of governance 
and leadership “across boundaries 
and beyond authority”, in networks 
with other organisations and actors 
in the public, private, voluntary and 
informal civil society sectors.     
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I(g): Context and Conjuncture 
 Crossing Boundaries  

 Between state, market and civil society  

 Between different levels of government 

 Between the political and the managerial 

 Between different services and silos 

 Between different professions  

 Between the citizen and the state     
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THE MARKET 

THE TRADITIONAL POST-WAR 
MODEL OF GOVERNMENT 

  
CENTRAL STATE 

 

 
  

LOCAL STATE 
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LEADERSHIP ACROSS 
BOUNDARIES AND  
BEYOND AUTHORITY 

State 
 

PEOPLE 
 
 

Civil Society 
 
 

Market 
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Leadership Across Boundaries – Polycentric Networked Governance (John Benington 2011)   

http://www.cheswick.com/map/index.html   Copyright © 1999 Lucent Technologies 
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2) Public Value : Theory and Practice 
 Creating Public Value  

Mark Moore,  Harvard University, (Harvard 1995) 

  

 Public Value : Theory and Practice  

John Benington and Mark Moore editors; (Palgrave, 2011) 

 

 Development and application of PV by Warwick University and others with 
Government Ministers, the Cabinet Office, Scottish Executive, Welsh Assembly 
Government, DCMS, Home Office Police Standards Unit, NHS Institute for 
Innovation and Improvement, National School of Government,  Audit Commission, 
CIPFA, Local Government Leadership Centre, Warwick University Local Authorities 
Research Consortium, and Health Service Partnership.  
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Competing Paradigms for Public Leadership and Management  
(Benington 2007)  
 

“TRADITIONAL” PUBLIC 
ADMINISTRATION 

“NEW” PUBLIC MANAGEMENT NETWORKED GOVERNANCE 

CONTEXT Stable Competitive Continuously Changing 

POPULATION Homogeneous Atomised Diverse 
NEEDS/ 
PROBLEMS 

Straight-forward, defined by 
professionals 

Wants, expressed through the 
market 

Complex, volatile and prone to 
risk 

STRATEGY State and producer centred Market and customer centred Shaped by civil society 

GOVERNANCE 
THROUGH: 

Hierarchies Markets Networks and Partnerships 

REGULATION BY: Voice Exit Loyalty 
ACTORS Public Servants Purchasers and providers.  Clients 

and contractors 
Civic leaders 

THEORY Public Goods Public Choice Public Value 
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WHAT IS PUBLIC VALUE? 

Two dimensions of public value: 

 

 What does the public most value? 

 

 What adds value to the public sphere? 

 

These are contested questions.  Who decides? 
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WHAT DO WE MEAN BY “PUBLIC”? 

 PUBLIC derives from the Latin “Pubes” – all people of pubic 
age.  It signifies “the whole community”. 

 

 PRIVATE derives from the Latin “Privare” – to deprive of access 
to the public sphere; excluded or separated from the public 
community. 
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WHERE AND WHAT IS “THE PUBLIC 
SPHERE”? 

 The PUBLIC sphere is not the same as the State.  The public 
sphere includes state, market and civil society. 

 

 The PUBLIC sphere is not given, but made – it has to be 
continuously (re)created and (re)constructed. 
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HOW DO WE JUDGE PUBLIC VALUE ? 

 Exchange value, labour value, use value 

 Economic value – adding value to the public realm thro the 
generation of economic activity and employment 

 Political value – adding value by stimulating and supporting 
democratic dialogue and participation 

 Social value – adding value by strengthening social capital, 
social cohesion, social relationships, culture 

 Ecological value – adding value to the sustainability of the 
planet and its ecosystem resources   
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WHO CREATES PUBLIC VALUE ? 

 Public value is not created by the public sector alone 

 

 Public value outcomes can be created by the state, the private 
market and/or civil society  

 

 One of the key roles of the state can be to harness the work of 
many different agencies (public, private, voluntary and 
neighbourhood organisations) behind clear public value goals 
and outcomes 
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HOW IS PUBLIC VALUE CREATED ? 

 The processes of public value creation vary depending on 
what kind of production process is involved – mass production 
? small batch production ? craft production ? flow ? re-
production ?   

 

 Public value is often “co-created” in the subtle inter-
relationships between public professionals and their clients 
and stakeholders – e.g teachers, pupils, and families; doctors, 
patients and carers; police, victims and neighbourhood 
communities      
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Public Value 
Stream  

 

ACTIVITIES 
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From John Benington and Mark Moore, Palgrave 2011 
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ANALYSING THE PUBLIC VALUE 
STREAM   

• Where in the process is public value being added ?  How do 
we support and strengthen this and concentrate resources 
here ?  How do we mobilise partners and co-producers ? 

 

• Where is public value being subtracted or destroyed ? How do 
we eliminate waste and leakage from the public value stream 
?  This is where most savings can be made   

 

• Where in the process is public value stagnant or idle ?  How 
do we remove the blockages and free up the flow ?  This is 
where increased quality, productivity, and VFM can be 
achieved   
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WHERE IS PUBLIC VALUE CREATED ? 

 The prime arenas for PV creation are often found at the front-
line of  the organisation, where there is the closest interaction 
with clients, citizens, communities and the changing  
environment 

 

  PV is increasingly produced not by a single organisation, but 
by inter-organisational partnerships and networks.  Dilemmas 
of steering, accountability and measurement 
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THE STRATEGIC TRIANGLE 
(Mark Moore) 

The Authorising 
Environment 

Operational Capacity 

Public Value, 

Strategic Goals 
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THE STRATEGIC TRIANGLE : 
ALIGNING 3 KEY QUESTIONS  
1) What specific public value outcomes are we trying to achieve in 

this programme ? What does the public most value (not the 
same as “want”) ? What will add most value to the public 
sphere ? 

2) Have we mobilised sufficient authorisation to achieve these 
outcomes? What coalitions do we need to create with other 
stakeholders ? Are they still in harness ? 

  

3) Are our operational resources (staffing skills,  finance, systems, 
technology and equipment) fit for purpose and aligned to 
achieve these public value outcomes ?     
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3(1) IMPLICATIONS FOR PUBLIC 
LEADERSHIP AND MANAGEMENT   
 
 FOCUS ON PV GOALS AND OUTCOMES   

 Sensitive antennae, constantly scanning changes in the 
ecological, political economic social and technological context 
(keeping an ear  close to the ground)  

 Envisaging and imagining alternative scenarios  

 Seeing and setting a clear strategic direction (seeing the wood 
for the trees) 

 Obsessional focus on goals and outcomes 

 Ruthless prioritisation – stopping doing less important things   
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3(2) IMPLICATIONS FOR PUBLIC 
LEADERSHIP AND MANAGEMENT  
  
 

MOBILISING AUTHORISING COALITIONS  
 

 Analyse and engage with a wide range of diverse stakeholders 
– across the public, private voluntary and community sectors 

 Leading with political awareness (PI) 

 Leadership of adaptive change (Heifetz R 1995) 

 Grasping difficult and painful nettles  

 Identifying differences and conflicts of interest  

 Negotiating and mobilising coalitions, fit for purpose 
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 3(3) IMPLICATIONS FOR PUBLIC 
LEADERSHIP AND MANAGEMENT  
DEPLOYING OPERATIONAL CAPABILITY  

 Selecting and harnessing the right people for the tasks 
(“getting the right people on the bus”)  

 Building loyalty and commitment  

 High performance and high energy teams 

 Raising and (re) deploying finance 

 “Creative”  accounting but strong sense of accountability 

 Combining hi-tech and hi-touch   



Warwick Business School 

Leadership to Tackle  
Complex Problems  
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Adaptive Technical 

With Authority Without Authority 

Leadership 
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Identify the adaptive challenge 

Regulate 

the distress 

Create the holding environment 

7 Principles for Leading Adaptive 
Work 

•   Create the heat 
•   Sequence & pace the work  
•   Regulate the distress 

Protect the voices of leadership from below 

•Use their knowledge  
•Support their efforts 

Get on the balcony 

Give back  

the work to the people who 
need to solve the problem 

•   Work avoidance 
•   Use conflict positively 
•   Keep people focussed 

•   Ensuring everyone's voice is heard is essential for willingness to experiment and learn 
•   Leaders have to provide cover to staff who point to the internal contradictions of the organisation 

•   May be a physical space in which adaptive work can be done 
•   The relationship or wider social space in which adaptive work can be accomplished 

•   A challenge for which there is no ready made technical answer 
•   A challenge which requires the gap between values, beliefs, attitudes and behaviours to be addressed 

•   A place from which to observe the patterns in the wider environment as well as what is over the horizon 
•Move continuously between the balcony and the battlefield 

Maintain  

disciplined attention 
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Adaptive work 

 “Adaptive work is required when our deeply held beliefs are 
challenged, when the values that made us successful become 
less relevant, and when competing perspectives emerge.” 
Heifetz, R. A. and Laurie D.L. (1994) pp173 
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Leadership Without Easy Answers 

 

 Distinguish “technical” problems from challenges requiring 
adaptation in thought and/or behaviour 

 

 Identify the adaptive challenge 

 

 Give the work back to the people with the problem (but at a 
rate they can stand) 

 

 Create a safe but challenging “holding environment” 

 

Heifetz R (1994), Harvard University Press 
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Leadership Without Easy Answers 
cont. 

 Regulate the distress – “cook the conflict” 

 

 Pay disciplined attention to the issues 

 

 Protect the voices of leadership without authority 

 

 Move continuously between the balcony and the dance-floor 
(between strategy and operations). 



Warwick Business School 

Leadership as Adaptive Work 

 Avoid colluding with the pressure from “followers” to become 
a heroic god or guru offering to solve other people’s problems 
for them 

  

 Help “followers” to take responsibility for confronting tough 
questions, complex dilemmas and crunch choices, and to carry 
out the painful “adaptive work” of accepting themselves as 
part of the problem as well as part of the solution. 
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The need to move continuously 
between the balcony and the 
dancefloor/battlefield 

 

Combining perspectives from both  

 The Balcony (offering a strategic overview of the 
whole system and of all the other players and 
stakeholders in the battlefield),  

 

 The Dancefloor/Battlefield (up to your eyes in the 
“muck and bullets”) 
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Public Leadership in Tough Times- 1    
 Focus on outcomes for citizens and communities 

 

 Look outwards, more than inwards or upwards   

  

 Don’t ask for permission; ask for forgiveness 

 

 Win hearts and minds. Mobilise energy & momentum 

      

 Think “public value” (Benington &Moore 2011), and 
“adaptive leadership” (Heifetz 1995)      

 



Warwick Business School 

Public Leadership In Tough Times - 2 
 “Place shielding” as well as “place shaping”. Create a 

broad heat- shield, and a safe but stretching “holding 
environment”, so people and communities can tackle 
tough problems together.  Re-creating a public realm.   

 Combine “pessimism of the intellect with optimism 
of the will” – analyse problems/risks/uncertainties 
critically, but act creatively and courageously   

 Lead with a compass and a torch – the maps may 
now be out of date; contours change during 
earthquakes; fogs obscure familiar landmarks. Focus 
on the horizon.  Keep checking & sharing knowledge 



Warwick Business School 

Public Leadership In Tough Times - 3 

 Practice The Art of War – Sun Tzu (“Metis”)  

 Draw on what is valuable from the past – knowledge, 
experience, practical wisdom (“Phronesis”) 

 Learn when best to use hierarchies, markets or 
networks effectively – a repertoire of methods 

 Manage uncertainties – don’t project them on to 
others ; avoid micro-management & blame cultures 

 Look after your own inner resources and resilience   
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Leadership Plain and Simple  
Steve Radcliffe 
1) Future :  

Where Do I Want To Go ? 

What Do I Want To Make Happen ? 

What Difference Do I Want To Make ? 

 

2)  Engage :  

Not Just 1-Way Communication 

Dialogue 

Relationship Building 

 

3)  Deliver  

Make It Happen (JFDI)   
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Keep in touch with Warwick’s work 
on public leadership and public 
value (in the UK and Africa )   

Please contact  

John Benington, Keith Grint, Jean Hartley, or Tina Kiefer  

International Centre for Governance and Public Management  

Warwick Business School  

University of Warwick  

 

J.Benington@warwick.ac.uk 


