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A Proverb

“The best laid schemes o' mice an' 
men, gang aft agley

An' lea'e us nought but grief an' 
pain, for promis'd joy!” 

– Robert Burns, Scottish Poet

Clear outcome --
Clear plan

`

Clear outcome --
Implementing the Clear Plan

Understanding the challenge…
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The CELCIS Journey 

Are we making a difference in the 
lives of vulnerable children?

www.celcis.org

Experimental Data Show These Methods, When 
Used Alone, Are Insufficient:
– Implementation by laws/mandates/regulations 

– Implementation by providing funding or incentives

– Implementation without changing supporting roles

– Diffusion/dissemination of information 

– Training alone, no matter how well done

Data: 5% to 15% Realize Intended Outcomes

Fixsen, Naoom, Blase, Friedman, Wallace, 2005   

Does our approach deliver the 
desired improvements?
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The CELCIS Journey 

Are we making a difference in the lives of vulnerable children?

… but our partners are often asking us for the improvement 
approaches that are not supported by the evidence… for 
example,

• Draft guidelines to ‘implement policy’
• Provide bespoke learning and development (‘training’)
• Undertake, review and disseminate research 
• Support measurement of process and outcome data

www.celcis.org

What gets in the way?

Reasons for failed efforts:

– Design Failures

– Implementation Failures

– Sustainability Failures

Foster-Fishman and Watson, 2011 (based on Foster-Fishman and                                                  
Long, 2008; Foster-Fishman, Nowell, and Yang, 2007; Kubish, et al.,                                                            
2010; Trent and Chavis, 2008)



24/05/2018

5

Design Failures
- Disconnect between goals (desired results) and selected strategies
- Unrealistic expectations/time frames
- Insufficient scale and scope
- Insufficient attention to systems characteristics and dynamics

Implementation Failures
- Lack of capacity
- Ineffective coordination and collaboration
- Insufficient attention to feedback and continuous improvement
- Insufficient attention to the process of change

Sustainability Failures
- Lack of attention to sustainability
- Lack of secured, sustained resources

Foster-Fishman and Watson, 2011 (based on Foster-Fishman and Long, 2008; Foster-Fishman, 
Nowell, and Yang, 2007; Kubish, et al., 2010; Trent and Chavis, 2008)

We know a lot about what limits our success…We know a lot about what limits our success…

PLUS –

Our context is full of adaptive challenges and                                          
wicked problems:
• Legitimate, yet competing, perspectives
• The definition of the problem itself is                                                 

unclear
• Solutions and implementation is unclear                                                     

and requires learning
• The primary locus of responsibility is                                                              

not a formal leader or a single entity

AND we often fail to recognise adaptive challenges as such and attempt to 
respond using traditional, technical approaches.

Adapted from Heifetz, 1996

We know a lot about what limits our success…We know a lot about what limits our success…
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PLUS –
• Technical and Adaptive work will be 

necessary at multiple levels of the 
system -- simultaneously

• Government Policy

• Local Administration

• Operational Guidance

• Practice skills

• Measurement Systems need to support and inform multi-level                            
change processes

We know a lot about what limits our success…We know a lot about what limits our success…

www.celcis.org

Adding to the Challenge:                                
Lack of Meaningful Data to Support Decision-Making

Currently, decisions are often made based on: 
• Proxy measures and implied linkages between activities and 

outcomes.
• Incomplete data (e.g. with limited individual-level and outcomes 

data).
• Data with timelags in their reporting.
• The (subjective) quality of technical interpretation and analysis of 

data, as opposed to having data that ‘speaks for itself’.
• Opinions and anecdotal information.
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Adding to the Challenge:                                
Lack of Meaningful Data to Support Decision-Making

Decision-makers at all levels in the system are constrained by the lack of 
readily available, timely and meaningful data that:

– Practitioners 
• can use to reflect on and improve their practice.
• can use to assess whether children and parents’ wellbeing is improving.

– Managers and supervisors can use to make decisions about recruitment, 
training, coaching and resourcing.

– Senior managers can assess to understand the effectiveness of services
• including knowing where improvements are being made, across all parts of the system, 

and where further improvements are needed.
– Evaluators can use to inform evaluation exercises.
– All partners 

• can use to understand what practices really make the difference.
• can use to better understand children, young people and 

parents’ views and experiences of the support they receive.

www.celcis.org www.celcis.org

What will it take:                                                    
Building the Infrastructure for Change

Government Policy

Administration

Operational Guidelines

Practice skills

“…we cannot skip links in the chain of logic and expect to 
achieve outcomes without the intervening steps.”
http://tapartnership.org/enterprise/docs/RESOURCE%20BANK/RB-
SOC%20APPROACH,%20DEFINITION,%20HISTORY/General%20Resources/Updating_SOC_Stroul_Blau_NTAC_2010.pdf

© Melissa Van Dyke, 2015
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Why is that?
• “Mental models 

are deeply held 
internal images of 
how the world 
works, images that 
limit us to familiar 
ways of thinking 
and acting. Very 
often, we are not 
consciously aware 
of our mental 
models or the 
effects they have 
on our behaviour.”  

(Senge, 1990)

…we keep relying on strategies that aren’t delivering……we keep relying on strategies that aren’t delivering…
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We act as if we have to pick sides:
• Transformation or Improvement?
• Evidence or experience?
• Science-based or relationship-based?
• Improved services or strengthened 

communities?
• Top-down or bottom-up?
• Technical approach or adaptive approach?

How do we make sense of local successes?
• Leadership
• Resources

Yes, and, … but what else?

Our minds seek simple answer…Our minds seek simple answer…

• The science and practice of implementation tells us we must 
hold multiple variables in our mind simultaneously –

Yes, and, … but what else?Yes, and, … but what else?
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Socially 
Significant 
Outcomes

Effective 
Innovations

Effective 
Implementation 

Methods 

Enabling  
Contexts 

Impact Factors

www.celcis.org

Socially 
Significant 
Outcomes

Effective 
Innovations

People cannot 
benefit from 
innovations 
they do not 
experience

Enabling  Contexts 

Impact Factors 
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Implementation defined

• Implement = Use

• Implementation Science = The study of factors that influence the 
full and effective use of innovations in practice

• The goal is not to answer factual questions about what is, but 
to determine what is required (mission driven)

• From asking “What can we do with what we have?” to                              
asking “What will it take to do what needs to be done?” 
(William Foege, 2011)

www.celcis.org www.celcis.org

Are we 
questioning 
what is and 

creating what 
we desire? 

Are we 
tinkering 

around the 
edges of a not-
so-functional 

system?

Are we 
finding levers 
in the system 

that shift 
paradigms 
and power? 

CELCIS wanted to ask the right questions…

The CELCIS Journey 
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Solutions to Problems

• Frameworks provide guidance for purposeful and 
effective action in complex community and human 
service environments

Adapted from the National Implementation Research Network

Active Implementation Frameworks
• INNOVATIONS

– Well defined, effective interventions that are teachable, 
learnable, doable, and readily assessable

• STAGES
– Developmental implementation guidance

• DRIVERS
– Critical program and organizational supports that are needed 

to implement and scale-up effective practices 

• TEAMS
– The group that guides and manages the implementation and 

scale-up process

• IMPROVEMENT CYCLES
– The processes that support teams and organizations 

efficiently to solve problems and get better
©Copyright Dean Fixsen and Karen Blase

Innovations

Stages

Drivers

Improvement Cycles

Teams
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What are your thoughts?

• What challenges resonate with your experience?

– Design Failures

– Implementation Failures

– Sustainability Failures

• What mental models may be facilitating or inhibiting the use of 
an evidence-informed approach to implementation and 
improvement in your area?

• How might you build readiness for a healthy debate about ‘what 
works’ to produce and sustain socially significant improvements?

Share your thoughts with a colleague at your table.

www.celcis.org www.celcis.org

The CELCIS Journey 

• The Scottish Government asked CELCIS to lead on the 
development of an improvement programme to address neglect.

• CELCIS decided to apply the science and practice of 
implementation to the development and execution of this 
programme.

• In the process, CELCIS hoped to build its own implementation 
capacity and consider the value of this approach to other 
aspects of CELCIS’s work.
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The CELCIS Journey:                     
Working alongside local areas 

CELCIS offered to guide a process that promotes: 
• A deeper understanding of the current system of supports 

within a local area for families of children experiencing 
neglect

• The development of a strategic approach to intervene earlier 
and more effectively with children experiencing neglect 

• The development of additional local capacity (to enhance the 
skill set of the existing workforce) to support complex change 
and continuous improvement – for this initiative and beyond.

www.celcis.org www.celcis.org

Context to the work
“In the context of the UK 

government’s inquiries into historic 
child sexual abuse, and the desire of 

the Scottish Government to ensure 
the Scottish approach to 

safeguarding children and young 
people, not least by promoting their 

wider wellbeing, is as robust as 
possible, the Cabinet Secretary is 

asking Jackie Brock (as Chief 
Executive of Children in Scotland) to 
report to him on the matter” (Brock, 

2016; 3)
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Getting It Right For Every Child 

www.celcis.org www.celcis.org

Mutual Selection

• The goal of the Programme of Improvement aligns with one of the area’s top priority for 
change.

• There is a history of collaboration across key children and family service system partners.

• There is committed leadership within each of the key children and family service system 
partners.

• There is a commitment to use of best evidence to inform, design, and implement the 
necessary system changes.

• There is willingness and the ability to hire, re-direct funds, or re-design positions to 
engage two, carefully selected individuals (at least .5 FTE each) as implementation 
specialists to coordinate the implementation effort.

• There is willingness to participate in and contribute to community of practice.

• There is willingness to collect and use data related to the implementation, progress, 
and outcomes of this effort.



24/05/2018

16

www.celcis.org www.celcis.org

Three areas

Community Planning 
Partnerships, 

• Strategic multi-agency 
partnership

• Defined by local 
authority geographical 
boundaries

• Incorporating portions of 
two health boards32 local authorities

14 health boards
1 police force

www.celcis.org www.celcis.org

Who will guide the implementation 
process in each local area?  

The implementation team is 
authorised to guide the change 
process through each of the stages, 
to ensure that the change actually 
happens, not just by a few motivated 
individuals, but consistently, by all 
who need to be involved.

The implementation team assesses 
and strengthens the implementation 
infrastructure (implementation 
drivers) to ensure the competence 
and confidence of the workforce, as 
well as the organisational and 
systems context to sustain the 
improvement. 
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Implementation Stages

2 - 4 Years2 - 4 Years

• Assess needs
• Examine 

intervention 
components

• Consider 
Implementation 
Drivers

• Assess Fit

• Acquire 
Resources

• Prepare 
Organisation

• Prepare 
Implementation 
Drivers

• Prepare Staff

• Adjust
Implementation 
Drivers

• Manage Change
• Deploy Data 

Systems
• Initiate 

Improvement 
Cycles

• Monitor & 
Manage 
Implementation 
Drivers

• Achieve Fidelity & 
Outcome 
Benchmarks

• Further Improve 
Fidelity & 
Outcomes

Exploration Installation
Initial 

Implementation
Full 

Implementation

©Copyright Dean Fixsen and Karen Blase

www.celcis.org www.celcis.org

Exploration

• Community nurses (health visitors, CPNs, school)
• Allied health professionals 
• Early years practitioners offering family support and pre-school 

childcare 
• Teachers, pupil support workers, and community link workers 
• Family support practitioners offering peripatetic support 
• Social housing providers 
• Welfare rights officers and advisers 
• Social workers within children and adult services 
• Parents with experience of community resources, universal and targeted 

services
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Implementation Stages

2 - 4 Years2 - 4 Years

• Assess needs
• Examine 

intervention 
components

• Consider 
Implementation 
Drivers

• Assess Fit

• Acquire 
Resources

• Prepare 
Organisation

• Prepare 
Implementation 
Drivers

• Prepare Staff

• Adjust
Implementation 
Drivers

• Manage Change
• Deploy Data 

Systems
• Initiate 

Improvement 
Cycles

• Monitor & 
Manage 
Implementation 
Drivers

• Achieve Fidelity & 
Outcome 
Benchmarks

• Further Improve 
Fidelity & 
Outcomes

Exploration Installation
Initial 

Implementation
Full 

Implementation

©Copyright Dean Fixsen and Karen Blase
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GIRFEC Implementation in Dundee
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National guidance, National Practice Model, Legislation, 
Learning from Pathfinder Communities, plus…
• Consultation and coaching for Named Persons
• Coordinated approach to ensure direct and rapid access to resources 

to assess and address unmet needs
• Method for engaging children and parents                                  as full 

partners

All of the to Get It Right for Every ChildAll of the to Get It Right for Every Child

www.celcis.org www.celcis.org

Socially 
Significant 
Outcomes

Effective 
Innovations

Effective 
Implementation 

Methods 

Enabling  
Contexts 

Impact Factors
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Why does this matter? 

The lack of adequately 
defined innovations/ 
practices/programs is an 
impediment to their use with 
good outcomes (e.g., Vernez and 
colleagues, 2006).

• “People copy the most 
visible, obvious, and 
frequently least important 
practices”
(Pfeffer & Sutton, 2006, Hard Facts, 
Dangerous Half-Truths, and Total 
Nonsense)

Effective and Usable InnovationsEffective and Usable Innovations

“Teachable, 
Learnable, 

Doable, 
Assessable”

“teachable, learnable, doable, and readily assessable”

• Clear description of the approach

• Philosophy, values, principles (guidance)

• Inclusion – exclusion criteria (beneficiaries)

• Clear essential functions that define 
the program (core components)

• Operational definitions of essential 
functions (practice profiles; do, say)

• Practical performance assessment

Usable Innovation



24/05/2018

21

How usable is your innovation? Think about your own 
professional practice or an intervention/innovation with 
which you are very familiar…

– Are the core components of your innovation/practice clearly 
articulated?

– Are you able to easily describe what ‘change agents’ are 
‘saying’ and ‘doing’ when they are using this innovation?

– Using the usable innovation example at your table as a 
reference, how might this type of ‘practice profile’ support 
the development of new change agent?  

– Share your reflections with a colleague at your table.

What are your thoughts?

• What does effective 
Named Persons practice 
look like?

• What are Named 
Persons and 
‘Engagement Buddies’ 
saying and doing to 
engage children and 
parents as full partners

Effective and Usable InnovationsEffective and Usable Innovations

“Teachable, 
Learnable, 

Doable, 
Assessable”
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©Copyright Dean Fixsen and Karen Blase

Fidelity

Coaching

Training

Selection

Integrated & 
Compensatory

Systems           
Intervention

Facilitative
Administration

Decision Support
Data System

Leadership Drivers

Reliable Benefits 

Integrated  & 
Compensatory

Adaptive             Technical 

“Teachable, 
Doable, 

Learnable, 
Assessable”

With a well-defined (usable) and effective approach in hand, an 
implementation infrastructure can be developed. Think about 
your own professional practice or an intervention/innovation 
with which you are very familiar…

– Using the IMPLEMENTATION DRIVERS handout at your table as 
a reference, identify a couple of strong drivers in your 
implementation infrastructure, as well as a couple of drivers 
that might be in need of a bit of additional attention.

– Share your reflections with a colleague at your table.

What are your thoughts?
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Start Small, Get Better

Now what?Now what?

We have started working in one area of Dundee, the first ‘Transformation Zone’ 
- in three primary schools –

• To support the assessment and development of all of the ‘puzzle pieces’ 
for the full and effective implementation of ‘Getting it Right for Every 
Child’

Based on the learning in Lochee –
• Dundee City will know what it will take to spread and sustain all of the 

‘puzzle pieces’ for the full and effective implementation of ‘Girfec’ 
across all of Dundee

• Dundee City will have built significant capacity to support the spread and 
sustainment of the full and effective implementation of ‘Girfec’ across 
every area of the city
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Senior Management 
Team

Dundee
Implementation Team

School
Implementation Teams

Cascading System of SupportsCascading System of Supports

Parents and ChildrenHead Teachers,                 
Health Visitors, etc. 

Policy Makers/ 
Executive 
Leaders 

Practitioners

P
ra

c
ti

c
e

 In
fo

rm
e

d
 P

o
li

c
y

O
rg

a
n

iz
e

d
, E

x
p

e
rt

 A
s

s
is

ta
n

c
e

P
o

lic
y E

n
a

b
le

d
  P

ra
c

tic
e

Implementation 
Team

S
ys

te
m

 

C
h

a
n

g
e

©Copyright Dean Fixsen and Karen Blase

Enabling Context – Under What ConditionsEnabling Context – Under What Conditions
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What does scale-up look like in Dundee?

Dundee Core Implementation 
Team

Dundee Community Planning 
Partnership

First 
Transformation 

Zone
The children who attend three Lochee primary schools (Camperdown, Tayview, Ancrum
Road) and their families, supporting and working along all of the professionals who are 

engaged with  those families

Is it the 
right 

thing to 
do?

Can we 
do it the 

right 
way?

Does it make a 
meaningful difference for 

children and families?

What does scale-up look like in Dundee?

Dundee Core Implementation 
Team

Dundee Community Planning 
Partnership

Expand First 
Transformation 

Zone

Second 
Transformation 

Zone

Are partners 
able to 

implement 
the more 
effective 

practices to 
good effect?

Are the 
implementation 

supports 
keeping up with 

the spread?

All children in Lochee and their families, supporting and 
working along all of the professionals who are engaged 

with  those families

The children who attend three primary schools in the next ward 
and their families, supporting and working along all of the 

professionals who are engaged with  those families
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What does scale-up look like in Dundee?

Dundee Core Implementation 
Team

Dundee Community Planning 
Partnership

Transformation 
Zone

Transformation 
Zone

Transformation 
Zone

Transformation 
Zone

Lochee GIRFEC 
Implementation 

Team 

Next Ward GIRFEC 
Implementation 

Team 

Next Ward GIRFEC 
Implementation 

Team 

Next Ward GIRFEC 
Implementation 

Team 

Scale-up requires 
Implementation 

Capacity

Without 
Implementation 
Capacity, Scale-
up efforts fail

The children who attend all primary schools in each  Dundee ward and their families, 
supporting and working along all of the professionals who are engaged with  those families

What are your thoughts?

What are the enablers and the barriers to applying the 
science and practice of implementation to your 
implementation and improvement efforts?

Take a few moments to share your thoughts with the 
colleagues at your table.

Innovations Stages Drivers Improvement CyclesTeams
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For more information

GIC 2019 will be in Scotland!


