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The Black Box
Approach -

Learning from Failure,
knowing what works and why!
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The Problem

If our aim is to get the Nation
Physically Active we are Failing.

Like most sectors we are afraid to
admit and report failure - Why?

Some of the answers were in Black
Box Thinking - Matthew Syed.
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Why #TheFWord

Andy Reed, Director of Sports Think Tank, said: "Having read Black Box Thinking and worked with some start-ups in the sport tech
sector | realised that Tailing fast’ was not just a cliché but something | admired in young entrepreneurs. Seeing Street League in their 2077
Annual Report admitting where they had not achieved everything they set out to do, | was keen to see more of this honesty. But this will

only happen if we can create a culture of trust between funders, projects, organisations and the media that understand that failure - The F
Word - is a necessary part of us making improvements in how we work.

“We want to moael this practise ourselves and create an environment where we openly discuss what we get wrong. The events, training

and resources we create are to help develop a new open culture - where we co-create the solutions for others to use and practise”.

The Word

Learning through Failure



We don’t do a good enough job of
sharing Best Practice across the
WHOLE sector.. So sharing Failure
needs a cultural shift and practical
tools to help



Addressing the Issue #TheFword

“It is exactly for these reasons that | am a big supporter of events like The F Word, led
by the Sports Think Tank and Upshot. Failure is unavoidable. It is those individuals
and institutions that have the resilience and flexibility to face up to failure, learn the
lessons and adapt which ultimately excel. And that is what this event is aiming to do.
Unfortunately | cannot be there but | hope this is the start of a wider movement for
the third sector.”

Matthew Syed
Author and Columnist



"Don't think of It as failure,
think of it as designing
experiments through which
you're going to learn.”



Mindset approach

Key to embracing this
your Mindset.

Which Are You?

“Failure is an
opportunity to grow”

GROWTH
MINDSET

“| can learn to do anything | want*

“Challenges help me to grow”

“My effort and attitude
determine my abilities”

“Feedback is constructive”

*l am inspired by the success of others”

“I like to try
new things”

“Failure is the
limit of my abilities”

FIXED
MINDSET

“I'm either good at it or I'm not”
“My abilities are unchanging”

"I don't like “I can either do it,

to be challenged” AR

“My potential is predetermined”
“When I'm frustrated,
| give up”

“Feedback and criticism
are personal

"| stick to what | know”



"Failure isn't fatal, but failure to change might be" - John Wooden
Everything you want is on the other side of fear." - Jack Canfield

Success is most often achieved by those who don't know that failure is inevitable.” - Coco
Chanel

Only those who dare to fail greatly can ever achieve greatly.” - Robert F. Kennedy

If you're not prepared to be wrong, you'll never come up with anything original.” - Ken
Robinson

“If you don'’t try at anything, you can’t fail... it takes back bone to lead the life you want” -
Richard Yates

. “Failure should be our teacher, not our undertaker. Failure is delay, not defeat. It is a
temporary detour, not a dead end. Failure is something we can avoid only by saying
nothing, doing nothing, and being nothing.” - Denis Waitley

Quotes - None of this is new!




Matthew Syed - Black Box Thinking




Barriers to embracing #TheFWord

e Cognitive dissonance - when mistakes are too
threatening to admit so we reframe or ignore.

e Even confronted by evidence we reframe or BUT
even ignore!
Failure is simply the opportunity to begin again,
e Emotionally we hate to fail. this time more intelligently

e But we are not born with a fear of failure.
Young children have no fear of failure.. We

instill it in them with cultural norms.

e Self -esteem and status



The solution-

Embrace
#TheFWord

Failure is an incredibly powerful tool
for learning. Designing experiments,

prototypes, and interactions and

testing them is at the heart of
human-centered design. So is an
understanding that not all of them
are going to work. As we seek to
solve big problems, we're bound to
fail. But if we adopt the right mindset,
we’ll inevitably learn something from
that failure.




The solution-

Embrace
#TheFWord

Human-centered design starts from

a place of not knowing what the

solution to a given design challenge
might be. Only by listening, thinking,
building, and refining our way to an
answer do we get something that will
work for the people we’re trying to

serve




Failure presents an opportunity to

review and adapt your plan. When

reviewing, ask yourself:

The solution- What happened

What did | learn from this?
Embrace Why did | fail?

#TheFWord What could | have done

differently?
Where do | need to improve to

succeed next time?




The solution-

Embrace
#TheFWord

The Streetleague
Experience

Inspired by Streetleague
Approach in their 2017 Annual
Report

But why was this such a seismic
shift in thinking and reporting -
Just being honest?

Combined cultural shift

internally, trust with funders and
Risk at Board



https://www.streetleague.co.uk/social-impact-analysis-young-peoples-journeys-ar17

Last year, Street League identified 109 young people that we weren't able
I H I s ' E A R w E to help - who left our programme early and who we lost contact with.

We were unable to understand why they disengaged.

'} -
w E R E N I A B L E In 2016/17, we had 111 young people disengage from Street League’s

programme who we have lost contact with (direct comparison to FY15/16).

I O H E L I 1 8 3 However, this year we have expanded our “disengaged” definition to
include young people who we decided were not suited to Street League’s
Yo U N G P E o P L E programmes or whose circumstances changed (details in analysis below).

By including these categories, our updated total of disengaged young
people is 183, This improved analysis allows us to focus efforts to reduce
early disengagement and ensure each young person’s individual support
plan is appropriate.

WHAT DISENGAGEMENT ANALYSIS
WE DID O

Disengaged but later re-joined and gained an outcome: 23 I

EXPANDED °
DEFINITION OF -
“DISENGAGED”
0 G PEO
+ ANALYSIS TO RE|
UNDERSTAND AB HE!
REASONS WHY NDERSTANDING
Lot for heathreasons: 19 |
mummnl
ndmdmnumruppvmmmmmnal
Removed
NEW OUTCOMES B No fonger seeking employment: 8 il
POLICY AND —
STAFF TRAINING ) ) Prison sentences for actions priortojoiningrdem
Included in the 206 total disengaged Moved away from the area: 2 =
are 23 young people who later re-joined Caring responsibilities prevented completion:-1-—

and gained an outcome. These 23
young people are hence excluded from
those who we weren't able to help.




Our Three Golden Rules

We believe in complete transparency and a robust approach to impact

measurement. We have created our three golden rules:
1. We will never over-claim what we do.
2. All percentages include sample sizes to avoid being misleading.

3. We have evidence to prove all of our outcomes.

READ ABOUT TRANSPAR >




Data updated on 7 December from our intemal database (Hanlon)

young people

from
our programmes over the past
twelve months.

Why did they disengage?

Prison

Childcare commilments \

Removed for behavourial i

No lenger wishes to .,

Engaging with an...

Unstable perso

Unable to Contact

Filter by GENDER

Female Male Other England

Hint Sedect buttons above to filter our data and more detaded analysis

Filter by COUNTRY

Scotland

young people progressed into jobs,

1709 education or further training over the
past twelve months.

How many are still in work after six months?
57%

04%

What's our female participation rate?

0% 100%

14%
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Intelligent Failure Assessment
Is your organization maximizing learning, innovation, and resilience?
Highlight the sections below that most sound like you. How well do you do?

Organizational Component]

Environment
Clients, Customers, Competitors

Resources
Employees, Capital, Info, Reputation

Key Decisions, Past Failures

Tasks

Workflow,
Expected
Actions

HR Practices

Needs & demands of
competitors and
clients do not
influence our work

Failures are hidden
for fearing of losing
access to resources

I have no knowledge
of past failures in my
organization

Our strategies focus
on what has worked
in the past;
the status quo

We can not take risks
or do something new
in our work

There are no
expected tasks for
responding to failure

Failure is punished
when discovered

*

Clients and
customers are
frequently asked
for feedback

We discuss failure
with the goal of
minimizing losses

Our stories of past
failure focus on the
punishment

Innovation and
learning are
considered in our
strategies

Some testing & risk
taking is okay, if we
mitigate the risks

Our response to failure
is often inadequate
or inappropriate

Responses to
failures are varied
and often not
transparent

Wk

This feedback is
collected early and
often used to make

improvements

Failures are openly
discussed
regardless of the
impact on resources

Our stories compare
expectations to
results and share
what was learned

Innovation, learning,

and adaptation are

significant aspects
of our strategies

We consider the risk
of staying the same
when evaluating ideas

Our response allows
us to share learning
& make changes

We acknowledge
that not all failures
are equal & always

respond accordingly

1 Nadler, David A., and Michael L. Tushman (1980) A Model for diagnosing organizational behaviour. Organizational Dynamics, 9(2) 35-51

2 Edmondson, Amy C. (2011) Strategies for Learning from Failure. https://hbr.org/2011/04/strategies-for-learning-from-failure

* kW

Needs & demands are

constantly assessed

and used to inform &
inspire innovation

We share failures
externally, which
increases our access
to resources

Our stories focus on
what was learned,
celebrate courage,

and never blame

Testing, maximizing
learning from
success & failure
is our strategy

We're tasked to create
new ideas; smart risks
are rewarded

We right-size our
response to failure
and share learning

Evaluations reward
effort & learning - we
talk about blame- vs.
praiseworthy? failure



Milestones

We are at the start of this journey

NET) Feb Mar Apr May

/
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June 2019

Loughborough
Conference

July 2019

Examples shared via
www.thefailureword.com/

Word

Learning through Failure

October 2019

Workshops and
Training delivered




Conclusion

We are handing #TheFWord to
the sector to embrace the
cultural shift and take the
practical steps to engage in
reporting and sharing Failure

Together

Practical Steps
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Thank You
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