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NYC Administration for Children’s Services: 
Senior Leadership Engagement Session 

MEETING NOTES  
WELCOME & FRAMING 
Systemic change is a focus beyond the 
symptoms of social problems. 

This is systems change work where equity is 
at the center. 

There has been systems change work where 
there was a lot of changes happening but 
not much difference. And then there has 
been activist work on how to challenge 
power, with a focus on inclusion and 
participation. The Outside is seeking to 
bridge the two. 

A system is comprised of organizations. An 
organization is defined by how people 
interact with one another. A big part of the 
work is shifting at the personal level. 

PURPOSE OF THE SESSION 
‣ Establish a mandate and scope; 
‣ Establish areas of inquiry to guide this 

leadership team and the larger project; 
‣ Continue to build capacity in a 

participatory / systemic approach. 

ACTIVITY: WHAT IS LIKE TO LEAD 
CHANGE AT ACS WI AND JSA?  

Emerging themes: 
‣ Needing trust 
‣ Getting it done 
‣ Silos 
‣ Relationships 
‣ Humor 

TWO LOOPS MODEL OF SYSTEMS 
CHANGE 
Systems change models have traditionally 
come from old white male academics. The 
Outside’s model was developed by an 
international cohort of young leaders doing 
change work.  

The TWO LOOPS model, in short – things are 
born, they peak, they die. 

Model is rooted in the natural world. We as 
people are of nature. Don’t get too attached 
to systems. The things that die fertilize the 
next birth. However, you must attend to that 
death, because it matters. 
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Trailblazing often comes from people high 
enough to see a view of the system but they 
are not at the top top because those people 
are heavily invested in keeping the dominant 
system alive. 

Trailblazers need to be mindful of co-opting 
and institutionalizing. 

Often, we are performing incremental 
changes on the existing systems that isn’t 
working. 

We hire and value people for their ability to 
adhere to and support the existing system. 

Trailblazing can be a place of privilege 
because you can fail and not lose 
everything. Or you are trailblazing from the 
bottom because you have nothing to lose. 

A dominant system will place downward 
pressure on the new one for it to fail. 

The dominant system is built for self-
preservation. 

Stewards can be in a position of maintaining 
the existing system while nurturing the 
trailblazing. 

The TWO LOOPS Model is value neutral. 
Even the new system being trailblazed will 
eventually peak and die as times goes on. 
That’s ok. 

Shifting from one loop to the next requires a 
death in belief, not just an evolution. It will 
be a powerful shift to mark a non-
continuation. 

Where we are right now is not the only 
option. Incremental change is not the only 
option. 

Everyone is not trailblazing. You only need 
10% of people to shift to a new system for it 
to be born. 

Not having control is not the same thing as 
not having influence or impact. 

The actors are important but the system is 
also bigger than the actors. <St. Lucia govt 
example> 

The only way for people to address the 
complexity is for people willing to come 
together without necessarily knowing the 
answer and not necessarily liking each 
other. 

It has to be all levels, all the time. 

ACTIVITY: HOW CAN WE PROTECT, 
SUPPORT, AND NOURISH THIS WORK 
AS LEADERS? 

Stewarding Activities (themes) 
‣ Self-assessment 
‣ Mutual respect (expertise vs title; 

hearing all voices) 
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‣  Promoting individual self-worth 
‣ Fostering an environment that allows for 

failure 
‣ Giving space to recognize staff 

frustration 
‣ Strategies and time to process and learn 

from failure 
‣ Being aware of the ego in the collective 

journey 

It’s less important to articulate a shared 
vision for the future and how we are going to 
get there, than to have a shared 
understanding of the current state and 
current reality so that we can create the 
future. Thinking and feeling the same is 
counter to equity. 

ACTIVITY: WHAT ARE THE QUESTIONS 
WE NEED TO KEEP COMING BACK TO, 
TO BEST SUPPORT THIS WORK? 

Key Inquiries: 
‣ How do we make space to learn and 

communicate? 
‣ What are the conditions for participatory 

process to work? 
‣ What are our shared and common 

understandings? 
‣ How has trauma impacted your sense of 

self-efficacy? 
‣ How do we measure success and model 

what we teach? 

NEXT STEPS 

‣ Leadership Team to work on non-
negotiables.  
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