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How much influence do you feel 

you have on whole system 

change?

Please download and install the 

Slido app on all computers you use

ⓘ Start presenting to display the poll results on this slide.



Understand your power

“If you do not understand your role in the problem, it is 

difficult to be part of the solution”

David Stroh, system thinker

© Better Communication CIC, 2024

Davidson & Tennison, 2018

https://preventioncentre.org.au/wp-

content/uploads/2021/10/Systems-Change-
Overview-w-Practices.pdf
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Outcomes for today

• Importance of outcomes and impact as drivers for change

• Shared understanding of the possibilities of whole 

systems approaches

• Examples from children and young people and adult 

services through the lens of the Balanced System 

Framework

• Opportunity to reflect and action plan in own area of 

practice
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Why is it so hard?
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Defining the problem

“If I only had one hour to save the world, I would spend 55 

minutes defining the problem and only 5 minutes finding the 

solution”

Albert Einstein 
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Summarise in a short phrase or single 

word a system problem that is 

impacting your work

Please download and install the 

Slido app on all computers you use

ⓘ Start presenting to display the poll results on this slide.



Guesses in advance

– no particular order!

• Recruitment and retention

• Waiting lists

• Funding

• Collaboration across agencies, health, education, social 

care, justice
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Start at the end
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Outcomes and Impact

So what? and Prove It!

• So what?

– Are we able to explain why we put effort and resource into the 

things that we do?

– Are the system outcomes clear?

– Do we have a view as to ‘what good looks like’?

– How have we reached that view?

– Do we know the full range of participants that are needed to 

deliver these outcomes and why they are important?

© Better Communication CIC, 2024



cartoon by Virpi/Businessillustrator.com



Outcomes and Impact

So what? and Prove It!

• Prove It!

– Do we know what we are looking for to prove impact?

– How will we collect data that will evidence impact?

– Who determines what is impactful?

– What changed?

– What helped?

– How do you know?
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Level 1
Input

How much did we do?

Traditional measures of activity and inputs

Level 3
Implementation

How well did we do it?

Measuring whether the inputs were of a 
high quality

Level 2
Reach

Is anyone better off?

Measuring access to the inputs delivered

Level 4
Impact

Did it make a difference?

For the individual?
For a group?
For a population

QUANTITY

EF
FE

C
T

EF
FO

R
T

QUALITY

OUTCOME MEASUREMENT FRAMEWORK

After Freidman, 2005 and “Turning 
the Curve” (DCSF, 2008)
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Choose which level of evidence the 
statement demonstrates

Please download and install the Slido 
app on all computers you use

ⓘ Start presenting to display the poll results on this slide.



Taking a whole system approach

• Co-create the vision – should be ’more than’ the sum of 

the parts

• Define the shared system outcomes

• Clearly articulated impact measures

• Include range of ‘voices’

• Contribution of all system partners to outcomes delivery

• Build a flexible offer

• Continuous improvement cycle 
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The ‘what’?

The ‘how’?



The what?
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THE BALANCED SYSTEM® HIGH LEVEL OUTCOMES FOR SPEECH, LANGUAGE AND 
COMMUNICATION NEEDS



Transferability

• Multi-professional projects in Fife, Essex, Hereford & 

Worcestershire with CYP

• Test of Concept - People living with dementia

Commissioned by Scottish Government via

Alzheimer Scotland – test teams OT in Forth Valley and 

Inverclyde

• Discussions around wider adult services with Fife and 

Forth Valley
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Few

Some

All children and 
young people

Specialist

Targeted

Universal

Specialist

Enhanced 
skills in 

specific area

Wider 
workforce

Population of CYP WorkforceIntervention

RELATIONSHIP BETWEEN POPULATION, INTERVENTION AND 
WORKFORCE



The how?
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Understand Plan

DoReview

Principle 
Workstreams

Bring in Wider 
System

Action Plan 
led by 

Outcomes

Task and 
Finish Groups

Strategic 
Framework

Specification

Local 
Governance

Monitor

Evaluate

Adjust / 
Develop

Identify Need

Service 
Mapping

Gap Analysis
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Impact not Input
EQUITY VS Equality

DIFFERENT INPUTS REQUIRED TO ACHIEVE 
SIMILAR OUTCOMES



https://www.bettercommunication.org.uk/downloads/2022%2
0Equity%20for%20All%20Final%20for%20Publication.pdf







Core Delivery 
Principles

5.

Information

4.

Targeted

3.

Place 
Based

2. 

Access

1.
OUTCOMES MEASURED 

THROUGH IMPACT

Moving away from the 
‘refer – assess – treat’ 
paradigm towards easy 
access to the most 
immediate support even 
if more specific 
intervention may also be 
indicated 

Accessible high-quality 
information and resources 
from across the system
Eg 
https://pathway.thebalance
dsystem.org

Developed in Leicester, 
Nottingham and Derby

Therapists working at 
place where CYP need to 
use their communication 
skills for functional impact

https://pathway.thebalancedsystem.org/
https://pathway.thebalancedsystem.org/


Culture transformation

• Strategic leadership

– eg systems change owned by most senior governance 

partnership board including local authority; health 

commissioner, schools, NHS providers - chaired by DfE 

commissioner

• Operational development

– eg local system leaders specifically identified to support the 

transformation working with system partners



Culture transformation

• Practitioner confidence

– eg specific programme of engagement with practitioners to 

develop skills and confidence at whole system working

• Parents, carers, young people and service users

– eg representative involvement in all the strategic and 

operational groups; co-creating and advising on service 

transformation
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Away from PATHWAYS & TRAIN TRACKS 
towards STEPPING STONES

Outcome

A

B
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Create flexible system solutions

https://www.busin

essillustrator.com

/efficient-vs-

effective-public-

services-
animation/#



Sustainability

© Better Communication CIC, 2024



© Better Communication CIC, 2023

2003 - Children’s Integrated SLT Service for Hackney and the City

2011- Worcestershire

2021 - Forth Valley

2022 - Lancashire

2023 - East Kent, Dorset, 
Birmingham, Stockport 
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Sustainability challenges

• Ongoing ‘systems practice’ required as people, roles, 

structures change

• Ongoing collection of impact evidence

• Ongoing training and development for practitioners across 

the system

• Ongoing co-production and engagement with those that 

use our services

© Better Communication CIC, 2023
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Opportunities and next steps

Please download and install the 

Slido app on all computers you use

ⓘ Start presenting to display the poll results on this slide.



Last word

“Great big innovative world changing ideas are plentiful. 

People who take tiny baby steps towards them are rare”

Mike Dooley, philosopher

HOLD YOUR NERVE!

(Gascoigne, 2024)

© Better Communication CIC, 2024



Reference documents



A picture containing text, screenshot, 
website, web page

Description automatically generated

A picture containing text, person, 
screenshot, several

Description automatically generated

Graphical user interface, text, application, 
email

Description automatically generated

A diagram of a work force

Description automatically generated

Screen Shot 2017-06-06 at 11.38.13.png

Screen Shot 2017-06-06 at 11.17.30.png Screen Shot 2017-06-06 at 11.16.47.png

A child playing football

Description automatically generated with low 
confidence

A purple and blue cover with white text

Description automatically generated

2003 - 2023

https://eprints.ncl.ac.uk/file_store/production/242270/99F15C18-813F-4447-BE90-0BBDAA211E0C.pdf
https://www.researchgate.net/publication/228362103_Supporting_children_with_speech_language_and_communication_needs_within_integrated_children%27s_services
https://speechandlanguage.org.uk/media/3215/tct_talkingaboutageneration_report_online_update.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/931310/BSSLC_Guidance.pdf
https://www.thebalancedsystem.org/what-is-it/
https://earlyyearsmatters.co.uk/wp-content/uploads/2011/02/7771-DCSF-BERCOW-Summary.pdf
https://speechandlanguage.org.uk/media/3517/slcn_tools-intro_1_.pdf
https://www.bettercommunication.org.uk/Better%20Communication%20low%20res%20file.pdf
https://www.bettercommunication.org.uk/tct_commissioningreport_2014_final%20Sept.pdf
https://www.bettercommunication.org.uk/support-for-commissioners/commissioning-guide/digest-request/
http://www.bercow10yearson.com/wp-content/uploads/2018/03/337644-ICAN-Bercow-Report-WEB.pdf
https://www.bettercommunication.org.uk/downloads/2022%20Equity%20for%20All%20Final%20for%20Publication.pdf


Latest publication
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Gascoigne, Marie. "Meeting Speech, Language and 

Communication Needs: A Whole-Systems, Population-

Based Approach." Paediatrics and Child Health 34, no. 

7 (2024/07/01/ 2024): 201-10. 

https://doi.org/10.1016/j.paed.2024.04.001. 
https://www.sciencedirect.com/science/article/pii/S175

1722224000519.

https://doi.org/https:/doi.org/10.1016/j.paed.2024.04.001
https://www.sciencedirect.com/science/article/pii/S1751722224000519
https://www.sciencedirect.com/science/article/pii/S1751722224000519
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Delivery Principle 1: Focus on functional outcomes and 

measures of impact

The whole delivery model is underpinned by a focus on 

delivering functional outcomes – the ‘so what?’ and 

measuring impact not inputs rising to the ‘Prove It!’ 

challenge

• Child and young person or adult outcomes

• Family or carer outcomes

• School, setting, class or group outcomes

• Area cohort outcomes

• Population outcomes

Delivering the Balanced System® 
Principles in Practice

TIME
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Delivery Principle 2: Access

Simple and easy access to the right information, 

assessment and support for children, young people and 

their families, adults and those who care for them

• Early identification – meaning not only early in life but 

early in the emergence of need at any age

• Easy access – simplest route to support at the lowest 

level even if further progression through the system 

required

• Appropriate assessment - enquiry based process, with 

the option to signpost to appropriate support that may be 

part of the whole even if further assessment becomes 

indicated

Delivering the Balanced System® 
Principles in Practice
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Delivery Principle 3: Placed based support

Support is delivered in the most functionally appropriate 

and relevant place for the person

• Resources are allocated based on need – differential in 

either or both the nature of the offer or the volume of 

the offer based on evidence of need

• Link therapist – meaning a school or setting based 

key therapist whose time is consolidated into their 

schools and settings and who work regularly as part of 

the school or setting team

• Intervention focused on functional outcomes – the 

therapeutic offer must be focused on functional, ideally 

child and family or young person led, outcomes

Delivering the Balanced System® 
Principles in Practice
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Delivery Principle 4: Build the targeted offer as part of the 

continuum

Development of strong universal and targeted provision 

is key to facilitating access to specialist support as and 

when needed for a finite time

• Targeted offer – building a robust targeted offer across 

all five strands is key activity for all: therapy teams and 

wider workforce

Delivering the Balanced System® 
Principles in Practice
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Delivery Principle 5: Information

High quality, accessible and consistent information and 

advice are available in a range of media and culturally 

appropriate forms to enable parents and carers, young 

people, older adults and professionals to be well 

informed. These typically have been quality assured by 

the appropriate therapy professionals

Delivering the Balanced System® 
Principles in Practice



Better Communication CIC

• Better Communication CIC is a not-for-profit social 

enterprise established in 2011 

• We support system transformation across the UK using 

the Balanced System Framework and methodology



Contacts

Marie.Gascoigne@bettercommunication.org.uk

@BetterCommCIC

https://www.thebalancedsystem.org

https://www.bettercommunication.org.uk

https://proveit.thebalancedsystem.org

https://pathway.thebalancedsystem.org
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