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Leadership in complex environments

• Seven out of ten adults and a 
quarter of P1 children in North 
Ayrshire are above a healthy 
weight.

• Working as a mutualistic rather 
than a bureaucratic system
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Whole system approach 
• System thinking
• Learning culture
• Facilitative and adaptive 

leadership
• Purposeful engagement
• Governance and resourcing
• Sustainable collaborative 

working
• Place is important
• Creativity and innovation



North Ayrshire Landscape
Strategic:
• APSE/De Montfort University/What Works? – Collaborative Leadership
• Carnegie UK test site for Kindness
• ACEs/Trauma informed
• Scottish Government development site for Inclusive Growth Diagnostic

How we do it:
Step change within the CPP…relationships, whole system thinking, 
rotating chair of SMT, shadowing opportunities, training and OD, 
accessibility of Council Leader, CEO, Directors and Heads of Service, 
Fair for All, approach to Locality Planning…
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Fair for All and the whole system
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Responding to Inequalities 
No progress towards positive outcomes can or will be    
achieved without addressing the issue of inequality. 
(Equality & Human Rights Commission, 2011) 

Research demonstrates that a combination of 
approaches across three areas of the population is 
essential to       effectively tackle inequalities. 

These three approaches are: 
1. Targeting - Targeting the worst off in society 
2. Enhanced - Reducing the gap between groups 
3. Universal - Reducing the gradient across the 
population. 



Strengthening the whole system 

Health
• Children’s Services Strategic 

Partnership and Plan

• Children’s Services Improvement 
Board 

• Child Poverty Action Plan

• Dartington research: two phases 

• Focus on Early Years

• Working with Families

• Ayrshire Healthy Weight Strategy and 
Plans

• Green Health Partnership

• North Ayrshire Food Forum

• Financial Inclusion/BONA

• Holiday Hunger / school meals

• Ayrshire College Wellbeing Strategy

Physical Activity 
• Sportscotland national outcomes

• National legacy role and projects: 
KA/Mind and Be Active/Girl Make your 
Move/Thrive

• KA strategic agreement with HSCP re 
Exercise on Referral/Active North 
Ayrshire: Health and Wellbeing service

• Active Schools and Communities

• Active Travel/Smarter Choices funding/ 
Paths for All

• Daily Mile

• Fit 15 and schools

• Capital investment

Community Empowerment
• Community and Locality Planning

• Community Leadership Collective

• North Ayrshire Sports Academy

• Community Sport Hubs

• Volunteering

• ParkLives

• Community sports clubs

• Dignified food provision

And so on…
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North Ayrshire Active Communities 
Strategic Partnership

• Ambitious approach which promotes, engages and empowers local 
individuals and communities to play an active role in increasing activity 
levels for children, young people and adults

• Provides strategic leadership and direction to ensure that the strategic 
vision of “More people, more active, more often” is achieved in the next  
ten years

• Strategic Partnership is accountable to NA CPP and report directly to the 
CPP SMT

• Terms of Reference agreed to ensure accountability to CPP

• DrEAM Drop Everything and Move North Ayrshire!
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Healthy 
Weight 

Strategy 
(2014 – 2024) 

Vision:
To achieve the healthiest 
weight possible for everyone 
in Ayrshire and Arran 

Aim:
• To halt the rise in the levels 

of overweight and obesity 
among children and adults 
by 2024, and ultimately 
reduce them.  

Key themes:  
• Increased awareness, 

knowledge, skills and 
empowerment 

• Improved maternal and 
infant nutrition

• Availability and 
affordability of healthier 
food and drinks 

• Promotion of active 
travel and active 
workplaces 

• Built/natural 
environment and 
infrastructure for active 
travel 

• Physical activity 
• Weight management 



How can the whole, complex system work 
together? #DreamNA



Developing Picture

• North Ayrshire, with NHSA&A, is an early adopter of the Scottish 
Government Type 2 Diabetes Prevention Framework 

• “Special partnership status” with sportscotland – focusing on 
inactive children and families as identified through Acorn and 
related data, via place-based approaches

• SG whole systems “Early Adopter” site for Public Health 
“Healthy Weight” Priority 6: Focus on food environment and 
physical activity for early years and children.

North Ayrshire Council



What next?

North Ayrshire Council



Work with Scottish Government

• Commit to working together and in collaboration with other local and 
national partners to test a whole systems approach 

• Identify and agree a local problem to tackle: food and physical activity 
environment from a children and families perspective

• Establish appropriate working arrangements, with senior leadership 
engagement

• Undertake the whole systems approach learning and process to create an 
action plan, learning and refining as we go (supported by Leeds Beckett 
University).
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Proposed outcomes

• Understanding across partners of the drivers of poor diet and unhealthy 
weight, and  the contribution of those partners to the problem and its solution.  

• Understanding of what and how levers can be used to address the problem.
• Evidence of leadership and commitment by partners at all levels of their 

organisations.
• Evidence of new collaborations across local and national partners, and of 

innovation and impact.
• Generation of learning across the Early Adopters and for Scotland as a 

whole.
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Work with Scottish Government

• Commit to working together and in collaboration with other local and 
national partners to test a whole systems approach 

• Identify and agree a local problem to tackle: food and physical activity 
environment from a children and families perspective

• Establish appropriate working arrangements, with senior leadership 
engagement

• Undertake the whole systems approach process to create an action plan, 
learning and refining as we go. 
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