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resilience, knowledge, 
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the oldest living culture on 
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Nations Elders past, 

present and emerging.
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Place-based change



Cultivating change in an ecosystem



5Burkett & McNeill (2024). Should we move beyond field building? Towards 

cultivating change ecosystems in place.



Field Building for Population Level Change

6
The Bridgespan Group (2020)



Adapted by Cabaj (2025) (forthcoming)7

Roles and the Two Loop model



Observations and lessons about roles and 
conditions to support scaling place-based 
change (up – out – deep – with care) 



Enabling conditions for collaborative design in an ecosystem
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• IP arrangements that enable 

networked working & bring 

diverse players to the table

• Commissioning 

arrangements enabling early 
engagement with the field

• Funding arrangements 

enabling networked working 

• Transparency & shared 

understanding of current & 

future state funding 
arrangements

• Making space for visionary 

conversations & future-

oriented scenarios

• Collective interrogation of 

assumptions and data
• Time for learning & 

reflection across all parts

• Transparency protocols & 

feedback loops

• Sharing (as much as 
possible) policy and political 

imperatives & constraints

• Comfort in wearing and 

separating individual, 

organisational and system 
hats 

POLICIES RESOURCE FLOWS PRACTICES
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• Networked/collaborative 

governance, with sufficient 

levels of readiness & 

resourcing

• Feedback loops to the 
ecosystem, sharing out real-

time learnings, constraints 

and decision-making criteria

• Clearly articulate roles and 

relationship to governance 
and decision-making

• Nurture and maintain 

relational trust

• Active consideration of 

whose voices are being 

heard and not heard (and 

who is meant by 'community' 

and who is speaking for 
who)

• Keep returning to purpose 

and have mechanisms to 

hold accountability to the 

ecosystem (not just to 
funders)

• Spend time on power 

awareness literacy to avoid 

replicating power dynamics

• Build a shared 

understanding of 

transformative change, the 

purpose of the project 

• Build mindsets (and 
incentives) for partnering 

organisations to prioritise 

the purpose of the wider 

system, at times over their 

own organisational interest
• Shared mental models or 

understandings around 

place-based change

• Move beyond binary 

polarisations

RELATIONSHIPS POWER DYNAMICS MENTAL MODELS



Implications for evaluating systems 
transformation



Shifting Policy, Research and Evaluation mindsets: from ‘Top Down’ to ‘Bottom Up’

12Institute for Social Science Research

Attributes ‘Top Down’ ‘Bottom Up’

Governance mode Managerial & Expert Collaborative & Devolved

Policy focus/objectives Singular & Narrow System change & Strategy 

Culture Control & Supervision Ad hoc coalitions 

Skills, Mindsets & Practices Technical expertise Empathy, Negotiation & 
Curiosity 

Implementation strategies Contracts & Reporting Networks & Partnerships

Authority & Accountabilities Limited & state centric Interdependence of 
systems inc. `active` state 
& `engaged  ̀civil society 
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