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Intro by Larry:  This is part of a series of calls we’ve been running for the last year and a half, and will continue to run.  Our guest today is Dean Fixsen.  There will be a short presentation by Dean, and then we’ll have a conversation. 

PRESENTATION BY DEAN FIXSEN

Dean:
Please see the Powerpoint that was sent to you.  The first 2 slides talk about what does not work in implementation.  Getting lots of info out to folks and doing one-shot trainings are only minimally helpful for scaling up.  

Systems do trump programs.  We’ve seen examples of great things happening at the school or district level, but if the state doesn’t buy into it, nothing happens.  The system has to change.

Once you start trying to change systems, effects will pop up unexpectedly; it’s one whole, with interactive parts that must be paid attention to simultaneously.

Systems thinking:  No one is the boss.  All parts rely on all other parts.  We can’t know the whole all at once.  Defining the problems is difficult.  Scaling up requires a systems view.

Ralph Stacey graphic: Where there is a lot of agreement and certainty, those are simple problems.  Moving away from certainty and agreement, things become complex.  This is the norm for most current education reform, involving implementation, scaling up, evidence-based interventions.  

Tame and Wicked Problems:  Tame problems have known dimensions, are solvable, and fit more into the Stacey ‘simple’ quadrant.  Education seems to face wicked problems:  hard to define, ambiguous, in the ‘complexity’ realm of the Stacey chart, involving moral, political and professional issues.  These problems have strong stakeholders, are societal/organizational in nature.  

Instead of thinking ‘solution’ for wicked problems, we need to think REsolution.  Many generations may continue to work on the issues.  

Requisite Variety:  ‘Only variety absorbs variety.’  Business tends to restrict flow of information (centralized authority) as problems in the external environment become more complex.  That hasn’t worked well in human services (more complexity in the external environment=need for larger repertoire of behavior).  

Systems Transformation:  As we are trying to change the system as we are still running it, to do the new as we manage the old.  Initiate and manage change means thought goes in on the front end about how to approach change, and deal with issues that will arise along the way.  Takes a lot of prep (time, money, commitment).  Implement Innovations:  We’ve talked about this before.  Sustainable Infrastructure:  This is often the missing piece.  (We expect that if we do something one time, it’ll sustain itself.)  This is capacity building, TA effort.

Policy/Practice/Feedback:  Scaling up doesn’t simply mean making it bigger, or more.  There need to be fundamental changes in the entire system.  How to start down that path is the issue.  You start with the innovation/practice as best you can in the real environment (Do).  Feedback happens, things come up that are counter to what you’re attempting; and the policy folks (Plan) have to get involved.  Systems have a certain tolerance for deviance, but once you do it enough times, you get reaction.  Eventually the procedural parts at the practice level become clearer and people get better at it, and at the policy level it becomes obvious that the structure has to change.  In all, people are becoming smarter about the process of change, and you can begin to anticipate issues before they arise.  Capacity forms (Form Following Function) as people figure out who needs to be doing what, and how.  Dramatic change begins.  


QUESTIONS & ANSWERS

Q:
Do you have suggestions for how to bring others on board the RtI initiative, to make it collaborative?

A:
Whenever there’s change, people need more information.  You provide the info (what is RtI, what isn’t it, what does it mean to you, here’s what we know/don’t know).  In stages of implementation, we talk about the Exploration stage, and that’s where you’ll be with RtI for a while.  Rogers’ Diffusion of Info:  believability/authority/stature of folks delivering the info; being able to look at it (“trialability”).  Some folks will like the info, others not.  Change always engenders concern, but the more info the better.

Q:
Can you give examples of how an organization changed to accept innovation?

A:
We’ve been working on implementation of evidence-based programs for a long while.  Vision and common elements are always talked about.  Once implementation of innovation is up and running in an organization, and it’s built into the system, people see the effects and fully get behind it (the vision has become clear); everybody is trained and coached.  Some colleagues who are working on change theory visited organizations who had implemented change, and those who hadn’t.  Goals and visions differed between practitioners and others in the organizations that hadn’t implemented change.  In the organizations that had, the vision and goals were common across the levels.  Once the organization at the full implementation stage (in 2 to 4 years), it is capable of amazing things.

Q:
We’re still learning what infrastructure is required to carry out systems change.  As students progress and require more intensive services, we’re still learning what it takes.  

A:
You’re in the middle of the wicked problem, and in the practice/policy feedback loop.  Five years ago you couldn’t have said ‘these are the issues we’ll face’.  You had to build up to where you are now to recognize the problems.  You’re bumping into issues that need to be taken on now, that you were unaware of before, yet they have become essential to the enterprise.  Form begins to follow function.  We can give you some info based on our 40 years of study and practice, as to what you’ll face at 10 years, 20 years, etc.  But you will begin to figure out who needs to be in what roles to make this work.  You are on target.  

We need to look at ways to evaluate the feedback, in order to determine what infrastructure we need; we don’t know as yet how to determine which infrastructure is bloated and needs trimming; but we’ll get to know it.  Most of what we know about scaling up is focused on particular interventions; so we learn how to do that on a national scale, with fidelity, and over and over.  But we’re also learning about developing capacity to do lots of different interventions.  Someone will still have to know the content exactly, but there’s bound to be a more generalizable set of skills that can go into the infrastructure.  

Q:
In this hour you have given me hope about a couple projects, one being introducing universal design at the higher ed level.  When we first announced the trainings, there was little response.  We began to cultivate awareness, and we’re in that process now.  It’s good to know this is a recognizable stage, and that it’s okay to be there.  What you’ve said today helps me feel it’s worth the effort.  Also, we have a SAMHSA grant about PBIS and high fidelity wrap-around.  We’re beginning to do this in early childhood ed too.  They are funded through two different state departments, which entails some wrestling.  We’ve just done some awareness raising, and it’s moved us to the next level.

A:
Thanks for the examples.  You describe practice level affecting policy level.  In some states the change starts at the policy level, in others at the practice level, but in any case, at some point the 2 need to get together.  The front end of program development across a wide variety of fields demonstrates that 10 years/10 million dollars is a typical investment.

Q:
RE: where scaling up starts—In my state it started at the grassroots level in districts.  We had to prepare the state department.  Our current SPDG is focused on making resources available for scaling up, equitably.  We’re working to keep up with the demand that comes from people who have already been convinced that the change is good.  

A:
If a system is truly a system, you can start anywhere in it, and you’ll wind up being everywhere in it.  In your case, you find yourself at a juncture where early success nearly guarantees failure, because it has given hope to folks, who then expect great things, right away.  This is where development of sustainable infrastructure is critical for scale up.  As we go through the practice/policy/practice feedback cycle, we have to pay lots of attention to the people in the system doing the change, who will be leading in future.  We need to think ahead.

Q:
Re: Innovation Zones:  We’ve funded model demo projects for about 30 years, and typically we funded an idea in 4 or 5 places in the hope that it would magically spread (systems change grants), but they frequently weren’t successful.  What’s the greatest impediment to scale up?

A:
What are we doing when we do a demonstration project?  Part is to demonstrate the feasibility of something (the efficacy).  The purpose of the demo grants were therefore satisfied.  The problem comes when people want this to be the beginning of a whole new wave (going beyond proof of principle).  There is a need to invest in implementation, etc., where you look at HOW you go about something, so as to replicate.  Then you fund with implementation, not demonstration, in mind.  The new goal is that they be useful on a broader scale.  (Congress wants to see return on investment.)  But we had to go through the last 20 years to figure out the questions to ask, and we’re better prepared to go down the implementation path now.  Definition of the problem is 90% of the solution, and we’re getting to a new definition of the problem now.  

Q:
Do you find that an entity needs to change where they direct resources, as they move through implementation stages?  Or is it always a matter of more resources?  

A:
Depends on what the state is trying to do.  If the goals are narrowly focused, it’s more about redirection of funds.  We find this at the school and district level, where they start out exploring a particular idea, finally arriving at a place where they decide to do something specific, at which time they move through the stages of implementation.  For capacity building, there will always be an element of exploration going on.  Installation phase gives us info on what exactly we do need, the resources required to pull it off.  Full implementation stages go back and forth, and functions will move, and with turnover you may go back into a previous stage.  Innovation is interesting because everyone has a role in it, and new positions and departments will be formed.  So, it may start out in the redirection mode, and go into the additive mode (for sustainability).  Organizations that have gone through the process show that savings can be had in the administration, while their effectiveness has gone up.  But costs for training and coaching usually go up.  In general, in the beginning it will cost more because we’re trying to do new things while still doing old things.  This is why innovation zones are important, to build efficiency into the initial stages of change.  

Q:
Overseeing the SIG program, I see states wanting to implement some research-based practice sort of like a vaccine.  Once proven by research, states seem to accept it as doable.  Yet when they want to scale up in their own state, they say ‘we have to show it works in our state’.  It seems that regardless of the research base, there needs to be exploration in their particular environment.  Would you agree?

A:
Yes.  When we meet with purveyors of evidence-based programs, they say they get this input often.  They need to see it works at the local level.  Usually there’s enough commonality that you can provide some data that’s useful to move forward.  In the world of real vaccines it’s a bit different, because the manufacturer of the vaccine can guarantee the efficacy of their product.  We are far from that in human services.  That’s a tame problem.  We are dealing with wicked ones, with pushback involved.  It behooves the audience to make us prove we can do it again and again.  That’s where scale up is important; people need to be prepared to become implementers, so we can someday guarantee our product.  But we have to do this one person at a time.

Closing Comments

Larry:  This was incredibly useful, very edifying; you are a great resource.  Thanks to all participants.

· Notes from this call will appear, along with the handouts, on the SIGnetwork.org website. http://www.signetwork.org/notes.shtml
· Also, see "S" curve: http://www.hsdent.com/scurve.html 
