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Five Levers for Implementing Whole Systems Change Worksheet

Introduction

Advancing Recovery, a recent NIATx project, sought to increase the use of evidence-based practices (EBPs) in addiction treatment. Payers and providers worked together to identify and address systemic barriers to this implementation. Advancing Recovery recognized that change across an entire system, or “whole systems change” was necessary to increase the use of EBPs. Over the course of the project, five factors emerged as pivot points or “levers” that influence whole systems change. The Five Levers can apply to any whole systems change effort, not just the adoption of evidence-based practices.  
The Five Levers of Whole Systems Change
· Financial Lever: the cost and funding source for the change

· Purchasing and Contracting Lever: the way a system administrator/funder purchases services

· Regulatory Lever: the regulations that promote or impede the proposed change

· Inter-Organizational Capability Lever: How the system administrator/funder engages with other systems and manages the relationships between members of the system that (s)he oversees

· Internal Operations Lever: the ability to change internal processes to promote the hoped for change

The Five Levers for Whole Systems Change Model is intended for governmental agencies and payers who are responsible for a system of care that includes multiple providers. The model is designed to promote change in a whole system of care. 

These levers identify barriers to change and provide a framework for designing change cycles that overcome these barriers. The Five Levers can help funders and regulators develop plans for quality improvement efforts. They are not mutually exclusive—one lever may affect another. 

This worksheet will help you identify aspects of your system that either promote or hinder change, and will help you outline a strategic plan for addressing systems level change. 
Who should use this worksheet?

System administrators/funders working on a system-level change project should use this worksheet. Complete it as a group activity with all members of the work team who can address how each lever affects the system.

When to use this worksheet 

Use this worksheet when you are preparing to adopt new practices, change policy, or deliver new services. 

What you need to complete this worksheet

· Ample time to consider each question and record responses from all participants

· Several members of your organizational team
· A setting that encourages creative and critical thinking

· Appropriate tools (flip charts, markers, sticky notes, etc.) for recording responses 
Consider using flip charts to record responses. Then assign someone to complete the worksheet after the team exercise.

Intended outcome of using this worksheet

Using this worksheet will help you to design a change project that employs one or more of the five levers to implement a change. Once your team completes the form, prioritize the list of change project ideas. Select at least one change that you think you can accomplish quickly. Follow with additional changes to promote whole systems change. For more information on whole systems change, visit the NIATx System-Level Toolkit.
Instructions

Answer the questions below to determine how one or all of the Five Levers for Whole Systems Change can help your team identify the processes within the system that you need to change. 

1. Financial Lever

· What services do you purchase?      
· Where does your money come from?      
· Which of the above sources have flexibility?      
· How does what you purchase need to change so you can achieve your change project aim?      
· What new sources of revenue might be appropriate to pursue given the needs you have identified?      
Name one change project you could pilot test:        

2. Purchasing and Contracting Lever

· How do you set contract deliverables or milestones?      
· Do you have performance expectations? How do you enforce them?       
· How do you purchase services? (Cost-based, grant plus or minus incentive, fee for service, fee for service with hold back or incentive payments, or other?)
     
Considering your answers to the questions above: 

· What adjustments will you need to make to improve the process within your system?      
· Are these regulatory or contractual changes?      
· If so, what is the regulatory/contract cycle and what preliminary work do you need to accomplish to meet that cycle?      
Of the changes listed above, which one do you want to pilot test first?      
3. Regulatory Lever

· What measures do you view to monitor quality?      
· How do you enforce quality in your regulatory process? (Quality improvement, quality assurance)?      
· How do you get provider and patient feedback on which regulations hinder improvement?      
· How do you get provider and patient feedback on what is needed to promote improvement?      
· What is the regulatory cycle and what preliminary work do you need to accomplish in order to meet that cycle?      
Considering your answers to the questions above, what adjustments will you need to make to improve the process within your system?      
Name one change project you could pilot test:      
4. Inter-Organizational Capability Lever

· Do you manage a system or a set of services?      
· If you manage a set of services, what ideas do you have for moving toward a more systemic model of care?      
· How can you use the interest of the criminal justice, child welfare, mental health etc. systems to meet your needs?      
· What relationships do you have with other systems that can support or enhance your efforts?      
Considering your answers to the questions above, what adjustments will you need to make to improve the process within your system?      
Name one change project you could pilot test:      
5. Internal Operations Levers

· How do you lead by example?       

· What internal processes of the systems administrator/funder hinder quality patient care?      
· How can you simplify work processes to engage your own staff in improving patient care?      
Considering your answer to the questions above, what adjustments will you need to make to improve the process within your system?        
Name one change project you could pilot test:      
� Cost-based: payment is based on what the provider costs are


Grant: A fixed dollar amount that doesn’t change


Grant plus or minus incentive: fixed dollar with incentives; provider will receive additional funds for meeting certain criteria, or will lose funds for not meeting criteria


Fee-for-service: provider is paid on a per unit service basis


Fee for service with hold back or incentive payments:  provider is paid on a per unit basis with a hold back of funds or an additional incentive payment based on meeting performance criteria


Capitation: provider is responsible for providing all care for a specific population for a fixed dollar amount and is required to provide that care regardless of cost (provider at risk)


Case Rate: provider paid a per patient rate that covers all costs for all services necessary for that patient
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