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Introduction

In November2018,First 5 | A Government Strategy for Babies, Young Children and their

Families 201:2028wasjointly launched byn Taoiseach, Leo Varadkar TD, Minister for

Children and Youth Affairs, Ratherine Zappone TD, Minister for Health, Simon Harris TD,

FYR aAyAaaSNI 2F {dFGS 4 GKS 5SLINIGYSyd 2F 9
It contained a number of actions relating to parenting support.

A Parenting Support Policy Unit wasabshed in the (then) Department of Children and
Youth Affairs to provide creg®vernment ceordination of policy direction, activity and
performance relating to parenting support initiativége unit was tasked with leading the
development of a nationanodel of parentingupportservices

In February 2020, the Department of Children, Equality, Disability, Integration and Youth
(DCEDIY) contracted the Centre for Effective Sei\i&3jo help ceordinate and support
the What Works Programme. Parttbis workprogrammeinvolved supporting the
development of tis nationalmodel. What Works is an initiative led by the DCEDIY, with
funding from Dormant Accounts, to support a move towards evidarioened prevention
and early intervention services forilchen, young people and their families. This includes
enhancing the use and availability of data and evidence; supporting learning and
development; and ensuring quality at the levels of policy, service and proVisiomeport
was commissioned by the BOIY and supported through the What Works Programme.

The CES is a npnofit, all island organisation which works with government departments and
service providerso design, develop, implement and evaluate public policies and sefiees.
CESvorkedin partnershipwith the Parenting Support Policy Unit to plan and lead the
development of nationalmodel of parenting support services

In 2020, following engagement with providers of parenting support services and a review of
international approaches to panting support servicesg, collaborative process to develop
the model was plannedhe collaborative working groestablishechad 12 members
consisting ofepresentativegrom the Department, the ehlth ServiceExecutive Children
and Young People SerescCommitteesTusla Child and Family Agen@and community and
voluntary providers of parenting support services. A core project tédive people
consisting ottaff fromthe Parenting Support Policy Unit and @E®ommenced planning a
processwvhich mirrored that of previous pathfinder projettmdertaken in Irelandhcluding
the Young People Mental Health Profextd a review of Sexual Assault Treatment Units
undertaken by the Department of Heaftl primary objective of those pathfinders was to
build the policy development capacdithe civil service.

Following the introduction of public health restrictions du€®VIEL9, the approach had to

be adapted to reéict the requirement for online working. The commencement of the project
and research with Irish parents were also delaygmhnresearch into suitable online

platforms and collaboration tools, the project tearas abléo commence the meetings of

the colldorative working group in October 2020. Online workshops of 2 hours duration were

1 For pathfinder reports and toolkiteshttps.//www.effectiveservices.org/resources/taysa-story-about
collaborativeproblem-solvingin-publicservices
2Seehttps:/lwww.gov.ie/en/publication/11752@ationatyouth-mentathealthtaskforce-report-2017/.

3 Seehttps://www.gov.ie/en/publication/e9ee88epartmentof-healthpolicyreviewoi-the-nationatsexual
assauktr/.



https://www.effectiveservices.org/resources/15-days-a-story-about-collaborative-problem-solving-in-public-services
https://www.effectiveservices.org/resources/15-days-a-story-about-collaborative-problem-solving-in-public-services
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https://www.gov.ie/en/publication/e9ee89-department-of-health-policy-review-of-the-national-sexual-assault-tr/
https://www.gov.ie/en/publication/e9ee89-department-of-health-policy-review-of-the-national-sexual-assault-tr/

usually held every two weeks. The project team faced two key challetegaing the
development of a model and managing a new way of working.

The following report sets owur reflections on what worked well and what we would change
in the future. We hope it will assist others who are tasked with developing policy and wish to
do so in a collaborative manner.
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The aim of this report

This reporidraws out the immediatelessons and insights frotine collaborative policy
developmentprojectthat led to thenational model oparenting supporservices The target
audience for the report istherswho areusing,or considering using, collaborative
approach that builds on the experiences, strengths and insights of a diverse group of
practitioners (referredto hereinasthe pathfinder approagh

This report draws on:

1 Alearningworkshop withthe @llaborativeWorkingGroup (CWGJincluding a
pre-workshop questionnaire)

1 A workshop with the core team
T One to One interviews with the core teaamd with somanembers of the CWG
and theChallenge Panel
This reportaims to

9 Explain the distinctive characteristics of the pathfinder appraachthe
prerequisites for taking this approach.

91 Desribe the key activities of eagihaseof a pathfinder projectincludingtop tips
for eachphase

1 Reflectonthe success factors for this approactuaet outsomeof the key
challenges you are likely to face.

9 Descibe the practicalities of carrying out the project entirely online during a
pandemicandi KS (S YQa O2NB fSINyAy3a FTNRBY (KL
1 Provide some suggestions and links to resources that will help you in shaping your
own pathfinder project.

The charactastics of the pathfinder approach

The characteristics of this approach differ from typical potiai<ing. They are derived from

the principles of open policy making, system thinking and research into the characteristics of
successful policy makihg

Apathfinder project is:

9 Carried out by a collaborative working group who are workingrad, with a
diversity of experience and perspective

1 Supported by a core project team thatcredible, open, brave and ambitiqus

1 Able to balancgace and urgency thi the need to create space to think, and
allows people to participate whilst continuing their day jobs;

1 Qutward looking and open to new or different thinkmgith a strong focus on
service user experience, analogous settings and external practice;

1 Prepared to use carefully adapteddstructured problerrsolving tools and
collaborative methods;

4 See: Policy making in the real world, IfG; Systemastiship, IfG



1 Aprocess of careation, through the involvement aftakeholderscross
governmental and negovernmentabystems; and,

1 Undertaken with asystem stewarship mindset; government and policy makers
are facilitators and enablers rather than controllers.

Thecore team comprisedf three civilservantdrom the lead policynit, a CESProject
Specialisanda CES5raduate Intern Two of the civil servants fmothe lead policy unit were
full-time, while the final core team member worked roughly 2 days a week on the pildject
CES core team members worked approximately 1 day aeasebkn the project. The core
teammirrored the projec® underlyingorinciples of collaboratioto manage and suppothe
whole processgathering evidence, facilitating workshops &aking the lead on production
of the outputs

The Q@llaborative Working Grougonsisted ofi2 members drawn from different areas across

the DCEDIY, Tusla, the HSE, Children and Young People Services Committees, and community
and voluntary organisations working directly with parents. They met in workshop sessions

every two weeks for two hourg addition tareviewing outputs and reports thatformed

the development of the model3 workshops were held between October 2020 and August
2021.The Collaborative Working Group members also worked in smaller subgroups

conducting interviews and focus groups as part of the fieldwork element of thetproje

TheChallenge Panglas made up of6 senior managers from across the civil service, public
service and organisations working directly with pareftigy met three times through the
project foronline workshop#asting 2zhours each.

Whenyou should ta& a different approach to policy making

Whilst the pathfinder approach is not a quick figaih bequickerand more effectivéhan

the normal policy development processowever it requires substantial investment of time
and resources a core team.It asks a lot from other key players across the system. It is not
an approach to undertake lightlhere ardawo essentiaprerequisites

Prerequisite 1.1t isacomplex policyssuethat cuts across existing systems

Supporting parents to deliver theest outcomes for children and familiss complex

policy and operational challenge that arises across many different policy larsas
issuethat goesbeyond the capacity of any one organisation to understanchddoess
andthere is often disageament about the causes of problems and the best way to tackle
them. Developing a solution often requires an understanding of the functions of different
organisationsSuch issuetend to bethe subject toa large wlume of priorities and

initiatives and aumber of different government actors and agenciag. the context of

the issues also mattersthe realpolitik of an issue at the heart of a crisis or scandal rarely
permits the timeor spaceo think differently and get to root causes.

Prerequisite 2There is prmissiveand bravedepartmentalleadership

Conventional plicydevelopmentfails more often tha it succeeds othese complex
issues.flwe have the same people as usual working on policy, in the same way, why would
we expect the outcome to keny differenP Seniorleaderswho takethe pathfinder
approachmust accepthat no one person caanderstand the systersufficientlyand

OSNI I A yf & alRigarswetdThey|myis adlow the core team aosssystem



working groupo exploreand agust the scope, outputsand solutionsn an unconstrained
way as theget to the heart of the issu@hey need to see the role of the civil service as a
facilitatorratherthan atop-down controller.

Thesevenphaseof a pathfinder project

Figure 1. Thphasef a pathfinder project
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Thereare seven distincphaseof a pathfinder project. The CWG at the heart of the project
operates from the 2 to the 6" phase The first and lagthasesare run by the core project
teamwith limited input from the CWG

Phasel. Ground clearing anskt-up

Understandindghe landscape of poligndwhat has been learneglsewhereo providethe
fuelfor the next stage is essentiahi$work alsahelps you to identify stakeholders and
potentialworkinggroup membersWho youinvite to participaten the CWGandChallenge
Panelarecritical

Key activities

A Asseml# core information pack: provision survey, demographic data on pagents,
literature review of parenting supports in Irelagrahdarapid review of the literature
on international parenting support policy and practice.

A Establish an overall scope: what is in play and vghaeyond the scope of the
project?

A Design and plan projectupported by coaching sessions for core team and advice
from colleaguesn pathfinder methods

A Identify, recruitand briefCWGand Challenge Panetembers
A Design and initiateser researcrsoit is availablevhen the CW@eeds it most
Top tips

A D2 y @vérspecifythe focusandnature of outputsn this stage; the CWGmustown
theseandtheywill evolve during fieldworlnd analysis.

A Spend time ugront coaching theore projectteam on using the trickier tootd
workingthroughthe optimalpace andhythm ofthe project plan.

A Try to have a mix of capabilities in B&/G good connectors with wide networks;
facilitators and brokers; perspectives from different parts of the sysé@d good
team players.

Phase2. Kicking &: forming the groupandgetting a focus

An essential part of establishing the CW@itrgy to knowS | O K 2xXpdctatleds a
experienceand uncertaintiesThis requires careful desi@f theinitial CWGessionso work
on content while building team relationships.

By using thénformation packrom the ground clearingtageand the experiences of the
CWG memberasfuel, youshouldmove quickly to an initial structuring of the problem using
an issue treeAn issudree (sometimes called a logic tree or problem structiga)graphical
breakdown of a question that vertically dissects it into its different components. The tree
progresses into detail as it reads to the riggge BoxX below formore about this tool)This is
the core problem solving tool that suppsthe pathfinder approach. At this point yauill
alsosharpen the scope and test the boundaries of the project with the CWG.

Formulating the correct initial scope for the project msaat. Some policyssues are so broad,
the methodology can potentially get lost or deliver findings that are too general. The scope
mustbe narrow enough to bmanageablget cover enough ground to explore theot



causes antteycomplicationsToo oftenpolicymakers camush to chase implicit solutions
without taking the time to stand back and understand the context and system.

Key activities

A
A

Introductions expectationstelationship building and establishiways of working

Initial project overview o$cope definitions governancemethods,and way of
working Do this in a way thatsesthe collaborationtools (especially those you intend
to use online)

Engage withhe information pack and literature review findingsfuel an nitial
brainstorm on issues. Use that to test and refireoutlineof the issue tree

Identify stakeholdersa/ho youneed to engage witthroughoutthe project

Prioritise the issue tree and agree initial key lines of enquiry and key questions for
fieldwork in each subgroup

Usethe firstChallenge Pan#b testyour scope, definitionsand keyissues in current
provision Find out what their expectations aretbé outputs and the model.

Top tips

A

Share expectations of the projesithin the CWGDiscussyourroles andS I OK 2 (1 K S NI ¢
perspectives on the issugou want CWG members tbleast understand and respect
theseevenif theycannot all beeconcilal [see key lessons later]

52y QG FaadzyS GKI G SOSNBXYy 2 (IKSNDE INRR Sdzy FF
on this topig particularly when working in different organisatioBsve people time to

get to know each otheaind appreciate the diversity of experience within the group

Be upfront. Let people know that some ambiguity and fuzzisescessarground

scope workstreamsand outputsin the first phase to allow the CWG to shape the
project later.Thismight feeluncomfortable bugoes with the territory of a pathfinder
project.

Listen carefully to each other and look for common ground that connects the different
perspectives within the team

5 2 ya&ibii circuit the discussion of scopad problem structuréthe issue tree§, A U Q &
your foundation If the groupare nothappy with their first effortspause, discuss why

it seems hard, and reconvene later to allow pedpétimeto think Alternatively,

you canget subgroupsto do some work on it before the next CWiGrkshop

Accept that some people will firiructuredproblemsolvingtools hard- it is fine to
rely on other team membemshofind this approach easier.

1C



Box 1. Issue trees

Issue trees help you to structure and focus your analysis by providing a link between your
problem statement and the questions you most need to explore through your fieldwork.

You use them:

1. To break a problem into component parts so that problem solving work can be
divided into manageable pieces.

2. To give you a strong framework and structure for thinking about the problem and
how you solve it:

* Solving the parts will solve the problem.
* The branches of your tree cover all the potential issues and do not overlap.

3. To build common understanding of the problem structure amongst your team
through the process of creating and using the tree.

This pathfinder used miro to produce an initial draft issue tree which the CWG then
developed, refined and prioritised. Part of their first cut is shown below.

we dont have service models that would meet their needs
fragmented system with many providers
its no-ones job to have the
overview
limited coordination multiple funders and
the right services are not of supply of services commissioners of services
available in their area nationally and locally
dont know what needs parents have and how those are
different across the country
development of services is ad hoc

lack of promotion by the provider of the specific service locally
they are not aware of among the targeted group
parents who the services that would
would benefit meet their needs
from it may require a multidisciplinary approach, where to link in

first, which body co-ordinates the service, navigates for parent

parenting
support
services do

lack of search engine specific to the issue, reverse search

not access )
based on attributes of problem

them

their point of contact in the system doesnt know how to
access the services

they are unable to
access the services that
would meet their needs

lack of visibility of the full range of support available

providers or intermediaries dont understand when and how
parents try to access help

health and social factors impacting on parents ability to engage

not culturally sensitive,
eg ethnic minorities

Source: Peter Thomas



Phase8. Field workdigging into the issuliroughinterviews, workshops angser
research

If you wantto take a fresh look at lorgtanding challengegpuhave to look differently at the
problem and understand the perspectives of other people in the system. To support this
project, theDepartmenthadalready ommissionedr completed

A A consultaibn with young people (aged 48 years) and children (aged.8)
gathering their thoughts and views on family, relationships and parent support needs.

A A consultation with parents which explored their experiences, needs and preferences
in relation to soures of parenting support.

Al adaNIBSe 2F K2dzaSK2fRaA gA0K OKAfRNBY dzyRS
usage and experience of parenting support services.

A A iterature review of parenting support in Ireland.

A A rapid review of literature on internatiohparenting support policy and practice.

Working together to meet with and listen to service providers and users is a key feature of
this approachField worlis areallyenergizingphase othe project It helps to build
relationships ambition and commitmeramongsthe CWGEven when done virtually,fitels
informalreflectionand discussion about emerging isswesich is crucial preparation for later
phasesin faceto-face fieldwork, it is often the train journey or walk to aernwnew that

allows CWG colleaguesdrchangeerspectives antbrmulatetheir insightsFieldwork is
delivered by sudgroupswho, in turn, divide into paifer each activity.

Key activities
A Map the different kinds of parental suppadtie variouskeystakeholdes,and then
establish darget list for interviews and focus groups.
A Prioritise and refine the issue tree to pick out the isswesmost need to explore
with differentstakeholderand players in the system.

A Subgroups work thragh their respectivéieldworkplans and agree what they want
to ask of wiom ¢ their keylines of enquiryThese lines anquiry should reflect your
prioritisation of the issue tree.

A A mix of interviewandfocusgroupscarriedout by CWG members in theib-
groups Commission anwfther userand comparativeesearctthat is necessary
Top tips

A Make time for discussion and reflectiaithin the teamwhilst doing the field work
informalchatsafter interviews andsimple routines like taking 5 minutafier each
interview tojot down the key 6 or 7 points that struck yiowan interview

A Respect the people and organisations you are meetiisten and try to clarify and
understand what they are sayiri§e clear abut the purpose of this engagement.

A Be flexible with your lines of enquiryhey are prompts, not blinkers. If something
new or interesting arisesfollow it up Ask open guestionsleave space for people to
say what is on their mind

12
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groups and workshopstwo perspectives will get more from an interview ainel
subsequentiscussiorbetween the interviewers helps formulateand make sense
of emerging issues.

Phasel. Analysismaking sense of thigeldwork findingsprioritising the issuet®
work on

This is a pivotal point in the project. Working in smaller teamtbe fieldworlcreatesthe

challenge of how best to come back together podl whatyou havedone.You have to

make time toshare what you found, listen carefully and claifit S / 2 DQa dzy RSNA G I
the issues to be addressedou need aextended CWG workshdy@cause liis takes at least

90 minutes for each sulgroup, langer if you allow thevhole group to reflect and make
connectionsThenthe group needs timéo pick out the patterns, contradictions and insights

that informthe initial thinking around solutiong.hisprocessanay take two or even three

extended sessions withe CWG The issuéree providesthe structure forholdinga single

story together about the findings.

Key activities
A Each subgroupplays backvhat fieldworkthey did and what they found

A The whole group tads time tobuild a shared view of whétey learned andhe story
theyare telling against each arm of our issue tree

A Add in andeflect onfindings fromuser engagement and consultatiand how they
confirm or challenggour own findings from fieldwork

A Second challenge panel.

A Produce a roughifst cut of ideas for actions and solutions to the key isgaesare
identifying

A In light of the themes from fieldworkiser research and trsecondChallenge Panel,
the CW@rioritises what further fieldwork and researds needed

A Take stock of hoWG memberteel about where they aria the projectand how
productivelyyouare working togetherAgree any adjustments that are needed.

Top tips

A Thisphaserequires a longer whole group sessiorallow time for findings to breathe,
and for people taliscussand reflect.You will needt leastone alldayworkshop(if in-
person is possible) ar3-to-4-hour online sessiorfSometimes/ou may neednore
than one Anticipatethis in your project plan.

A If there is a valuable discussion emerging around a fsbick, with it¢ that discussion
will help peopldo process the findingsndto generateideas for common themes and
solutions.

A Be flexible about timing. You need to get to a good enough point to move on after
each step. If yogannotc stop,take a break for coffee to allow people teg@up If
you get stuck reflect on why you are stuckd reconvene on a later datéou can
form subgroups to work futter on tricky issues and come back with their ideas to the
next CWG.

13



A Acceptthat this can be the messiesnostdifficult to manage phaseyouneed to be
brave enough to stopause reflect,and usethe wholegroup to make sense of what
has come from the research and where you need to ga next

A DRyQia GNB G2 toddai®y artnplicatigngaNdipOténtdaNsslutions
allowworkstreamdor solutions and actiorsmergeand thenstand backo see what
they add up to.

A Do keep using your issue treehelp reflect on the emerging story and the extent to
which/how wellyouhave answered key questions or tesuesyou prioritised.

A 5 2 yn@sie time drafting or revising outputs inghihase; capture the information
but focus team energy on generating insgyht

Phaseb. Developingambition and objectives fa@hange starting toidentify outline
solutions

This phase stastby standing back andskngwhat success would look like and hgow

should frame your objectives for changéenyouget morespecificaboutwho could do
what to achieve those objective§he discipline of setting out a limited number of objectives
for change providea powerfulbasis for generating and challenging potential actions.

This isa tough phasas it exposes quite different experiences and bedibéaithow change
happens and what governments can do to make change hgpperfurther discussion of this
point later in thecomplications and challenges sectidif)rouglout this phaseyouneed to
really challengwhether initial ideas on solutions make sense and address the key issues
identified bythe research andtakeholderengagement.

a o (ticksy art was adonsc it washard to get concrete actiondhey often start as
very generat W g S tg isy@deeQBut wemustgetto alevel of detaiaboutwhat
the changasthat is going to come out of ib Lorefeam)

In parallelyoubegn to draft the key components gbur producs. Youmustbuild a strong
argument that rungrom: the problemto why it mattersandwhatactionwill most likely
unlock improvement.

Key activities

A Frame your ambition for the impact of the projaghat are the objectives for
change?

A Prioritizeand refineinitial ideas on solutiong est how fathey address the issue tree
andyour objectives for change.

A Test the storyouare telling against each armyafur issue tree; build a strong
argumentfor the changeneeded, and what iseeded tomake those changes happen.

A Review and test the next iteration of the moitelight ofthe third Challenge Panel
session refinethe key objectivesor changerequired tomove towardghe vision set
out in the model.

Top tips

A Think about how you will communicate the story as well as finalising what the story is.
Use PowerPoint or other digital tools to make the story visual in presentation format,
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even if you need to turn it into prosatér. Sart with the scaffoldingof your argument
and build the storgnto this.

A 1tis hardhaving youideas and propossithallengedespeciallpy the Challenge
Panel Even if you might disagreeath points they makeyou need to clarify and
understandwhy people react tadeas as they dadrhis enables yao work out how to
change or improve yowolutionsor the argumentsyou make® 5 2 y Q dnidgas @ S
just because they get challertye but do think about how taeframe or reformulate
them to be more copelling

A Keep sing youruser research ttest andchallenge theambition,the objectives for
change andhe emergingsolutions

A When engaging with th€hallenge Panahd other stakeholdersisemembers of
CWG to articulate theasefor change and thdraft solutions This reduces the danger
of everything falling upon the core teeat this point,whichin turnriskslosing the
engagemenbdf the CWGCivil service voices agenerallyless persuasivio
stakeholdersthan themore diversevoices of the CWGnembers

Phaseb. Finalie products:more engagemenandaddress feedbackackling
dilemmasandcontentious issues

This is a tough period of reviand refinement There is antinued engagemento challenge,
test and improve botlthe argument for change arttie proposals on how to changéhe

core teamisworkingveryhardin between CWG sessiwriting upthe revisecelementsof

the model and reportCWG members aigvingl-to-1 comments and viesvon products and
tricky issuesThis project used stdroups to try to resolve some of the more contentious or

dzLJ

difficult issues from the Challenge Panel, CWG discussion and consultation with stakeholders.

Akeychallengeor the core teams to keep the @G engaged and productias the working
rhythm change$rom plenaryto more 1-to -1 discussionand offlinereview of products

a Me had lots of back and forth, lots of input from the group. We brought it back a
few times to them, probably more thawduld have liked tqQ but people were very

LI aaAz2ylFidSs GKSe& gt yadSR (2 Oobfetdad] a dzNBS
GLG 61 & S NBewl®dRdrdup villZdykhéysdd $h&ir input reflected in
their actions, we were very conscious of th&oreteam]

Therewill besome contentious issues within the CWG about tactics for change and how
granularthe actionsneed to be if they are to stick.

Key activities

A ChallengéPanelsession prioritizing the thers¢éhey think will havethe most impact,
and challenging how outline actions are framed.

A Testingand refining thestory and emerging proposals with stakeholders and decision
makersg through a mix ofl-to-1 interviewsand focus groups.

A Taking time for the CWG teflecting on feedback fromngagementlooking ahead
to the formal process that products nonovetowards.

A Going back agato the feedback from research with parents and young petiple
really challenge whether we have heard and responded to their aiegvs
experiencesWhat story would we repottackto those we consulted?
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A Identifyingremainingtensions and dilemmas that need further thoughtithe useof
sub-groupsto workontricky issues.

A CWG individually reviewirmgnd providingfeedback ordetailsof the draft model.

A Running adrmal closedown of the active CWG phase of the projeatjuding a
project review session reflecting on lesstaant
Top tips
1 Use theCWGnN selfselectingsubgroupsand to-1Q @ help resolve knotty issues
rather than defaulingto the core team.

1 The engagement of the CWG is supportedheir continued involvemerit
discussioawith stakeholders that are testimgactions to the model and outline
action plan.

1 Beexplicitabout the change in mode the end of this phase of CWG
engagementSet out theopportunities there will be to stay touch and
contribute.

1 Make time for thewholegroup to reflect on the experience and share their
thoughts on what worked well and whaduld be done differently.

1 Managing the end of the active phasdlu CWGneedsto be carefully thought
out ¢ in different imes,a faceto-faceeventor social ocasion with senior
sponsors to thank the CWG woulduseful

Phaser. Formalconsultation, reporting and approvals

This extendedtageis often unavoidable in governmerut it is important that CWG
members andChallenge Panatembers feel included in what is happening sedlatest
drafts of themodel Youwant them to remairadvocatesfor andbe supportiveof the
proposals, but they can only do thathty are keptup-to-date, however informallyThis can
be uncomfortable for policy makers as it is a more gg@proachto this stageof policy
approvalthan would normally be thease.
Key actions

1 Prepare a revisedraft of the Model
Seek initiaiministerial approval
Complete formatonsultationwith departments and agencies
Finalise tharaft document
SeelkMinister@approval
Prepare theMemo forGovernment
Develop the Model implementatigrian

== =4 =4 4 A -

Top tips
1 This can beamysteriougphasefor those outside government, and there is a
danger that they lose confidengethe processKeengthem aware and updated
on what is happening and Wwqeople are reacting is important.

1 Talk withthe CWGabout how theycanstay connecte@nd helpas the project
moves from decisiemaking to implementatiorThey are a credible and
persuasive asset for ptementation.
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Project ouputsand what is happening next

This report isi0t intended asn evaluatiorof the impact of the projectthe outputs have
only just been publishedt. is designed to capture and share what has been learnt about
workingcollaboratively on poliegnaking

Creating and maintaining cregevernment crossagency and crossectoralinterest and
engagement in the model will be a challenge. The model, aadtitss, offer a means to
contribute to the achievement of wider policy goals and improved outcomes in the lives of
children and families, e.g., education, health, community safety, etc.

A five year implementation plan has been developed which will b&pdure that the

FOGA2Yya LINRPBLRASR NS RStAGSNBR FyR S@Ifdz SR
implementation has been secured and priority actions are underway -@yessnmental

policies and initiatives such as these must take account of bstingxactions and be

adaptable to support new parenting support initiatives and actions in the future.

What we learned about success factorsgmjects like this.

Drawing ora long list obuccesg$actors identified by participants previouspathfinders, the
CWGpicked out sventhat resonated most strongly with therithey are reviewed below
order ofthe importanceplaced on them by the CWG

1. Core team capacitgapabilityand mindset

Thecore team iital. Theymustdesign andun the process Theymusthaveor acquire the
capacity to us&ey problemssolving and collaboration toolEhey need avide enoughview d
the systemin which thepolicy issuexists

Thecoreteam werevery committed to runninghe projectin a different way fsm standard
policymaking Thisreflected theinvolvementof the team leader in th€hallenge Panébr a
previouspathfinder.Shehad seen how this approach could work from a different asdle.
knew they needed to empower the CWG talead the projecandco-produce theoutputs
Shewas committed te@xposing early thinking and proposalshte Challenge Panéi a way
that can feel very uncomfortable for civil servants.

Theproject was manged by the policy team who own tlgslicy area in their day jobs

The balance of skills and experience in the core team worked well, with one newer to the civil
service alongside an experienced policy mak#io had a trackecord in this policy aredhe

team was augmented biywo members fronthe CESvho broughtexperience from outside
government

The @pacity and continuityof the core teanwas a challenge, exacerbateddwerambitious
scheduling othe middle phase of the projecthe loss oddministrative support part way
through the project increased the burden on the anmg members. Carrying much of the
burden ofco-facilitation and design, alongside project management, iseasiblefor any
singleteam member.

& he ofthe thingsl found challengingvas that dual role dfacilitatingand
participating was really diffiqullf | did it again maybe more externally facilitated
session at certain timéCoreteam]
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Part waythroughthe project, the team leader increaskdr commitmentto the project,

going from 2.5 days to 3.5 days. Running and suipga@tproject like thisvasa part- time,
non-hierarchicabnd supportivdaeamwhich played to the strengths of its members, making
time toreflectand download, plan and revidgiwoughoutthe project They were open to
challenge andjuestioning from each other, as well as from the CWG an@llalenge Panel

d wid S Y wdsgly 6pEnNaBd flexible, we might have differepinions but we

hashedthem out rather than imposing hierarchie worked really well together, very

open todoingthingsdifferently- sometimesny manageRA Ry Qi a4 3%% YS{iK2R
madness but went with)t  { waSeally experienced drknowledgeablegood to

g 2N)] Edorgiekndé

They found it useful to receigipport coachingandchallengehrough theexternal
expertise sourced VIBES

& S E ipadhRiddérexpert] input was invaluabla@he sessions planning how we
would manage the next piece were very helpful for clarttyoaghtandanticipating
potentialpitfallsandthingsii K & YA 3IK{d 065 Ror@dgarOdz G (2 YIy

2. Strongparentfocus.

A defining characteristic of this kind of projedhat it looksat the worldthroughthe eyes of
parents front-line staffand others with a personal stake in the system. This requireéS\W@
to talkwith people and listen without imposing a set agendapeciallyearly in the process

This projectommissionedboth quantitative and qualitative research with parents, which
providedvaluableinsights that were used tshape andhallenge key issues aimform
solutionsas they evolvedihe CWG needs these insights and challenges at the right time to
fuel their work.

However, partly because of leadtimesfor such researcland partly due to f the lack of
time scheduledo reflect on some key inputs in the middle part of the projsaimepeople
in both the CWG and the core tedeit they did not gethe full value fronthis research.

GL ¢g2dzZ R KI @S coMsal@at®dm miidk SarliediandBrgated apportunity
forustoengageg A 0 K QWG G ®¢
a . April we hadill the user researcimputs?But thechallengevas howyougive them
adzf TA OAGofeieamfi A YSDE
Asalways, engagg withparentsandfront-line voices through fieldwork was a hiigfmt for
CWG members.

LG KFra dlQdAKaG YS GKFdG AG A& ONRGAONE G2
I N Ay Of dzZRSR Ay lyeé g2N] fA1S GKAaA Y2@QAy3
G D2 2 R by Rublircéngic | enjoyed hearing perspectives from the different
sectorshgencies w/ 2 D8

Sy
'..l

a karing the views and diverse perspective was great learning that broadened my
LISNELISOUA®SE 2F LINBYIGAYy3d FyR OKFfftSyaSR Y

One benefiof the requirement to workvirtuallywasthat the logisticalproblemsof talkingto
stakeholders and frontlinstaff furthest from Dublin wereemoved Beyond the pandemic,
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the CW5and core team agreetthat the best approach to fieldwork would be to haaix of
virtual and faceo-faceinterviews and workshops

3. Openandpermissiveproject leadership from the department.

A pathfinder project demands bravery and the ambition to make a differ&hegoroject
leadersneed to be open tdifferent perspectivesnd ideasandpreparedto expose workn
progresgo externalchallenge.
a¢KSNB A& | 0Nl @S Niom dlikifledghviicntent to Bhatteef £ 2 6 LIS 2 LI
O2YLJ SEAGE YR YI 1S &addz33SadAiz2ya | o62dzi K2g |
GCNRY (GKS 06S3IAYyYyAy3da L FStG @FtdzSR +a Fy Sl
departmental groups where it feel likéiek box exercide ¢ KSNB (G KS LI NI YSG S
engagement have been pdetermined and prescriptive. It was evident {leate team
leader]F YR O2ft f S 3dzSa 3ASydzaySteée g yiaSR 2dz2NJ OA S
member]
GD2OBSNYYSyid O2yadzZ (I (A 2 givemdyouzeedbatkiod Y KSNBE .
YSOSNI KSEFNJ FIFAYX L KFER yS@SNfiod Seoutsey 02t &S
AG o1+ a o0SAyYy3a LINBaASYGSR Fa 6SAy3a || @OSNE 2L
The core project team an@WGequirepermission to explore differemipproaches and
solutions. They cannot be tied to the defensive baggage of the policy that has gone before.
@oo2 FiSy ¢S R2y Qi Fff2¢ LIS2LXS aLl OS G2 R?
Thereis a lot of creativity but designed out of people have become too risk
aversed¢é¢ OLINRP 2SO0 alLlRyaz2Ns
GQura SYA2NJ £ S RSNB g1 a @GSNE 2 LdSeftrustZromy Sg 4|
upthelinecl YR I OSNIFAYy I|Cotelyili 2F FTNBSR2Y®PE
In this project, it helped that the department and the policy team were relatively new and
there was no existing crog®vernment policy on parenting support.

4. Way of workingvirtual collaboraton andproblemsolving nethods

The heart of tk pathfinderapproach is a set @iroblemsolvingtools and method$or
collaborativeworking These toolgrioritise effort to where the worlcanachievethe greatest
impact.Theyenable productiveollaborationamongst a group of people who have never
worked together before andchave demanding day jobs

CWG memberstrondy endorsel these tools and methods.
G! LIR2GSNFdzf NBEYAYRINAGRF R yOAMBNIRHSIzI & R2 B 02
member]

G¢KS t23A0 GUNBS 62N]J SR ¢Sttod LU ¢Fa&a 3I22R ¢
F2NJ ONBI {Ay3 GKAy3Ja Ceréteayl] ' YR adleAy3 T20dz.
A lée most intensive collaboration | have partitéol in in my career so far. Thera litle

G2A0S Ay @2dz2NJ KSIFIR aleéAy3a AG g2dd R 0S |
GKAY3 (G2 KI @S R2ySs Al [Bdekednail RYQl 06S R2Y
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GLQY dzadzl £ & | buHe MBoprblemsoidisMipiodcl {asSrékRy

KSEtLISR YS (2 LAYLRAYG 6KSY LQY KFYaldSNI gKS

Y2NBE STFFSOGAGDS @nenb¥tdzy A O G2 NPE /2D
GES 2OSNIf f -ANIOWNVAE UWNBENRIYOKQ $2N) StRatg St f

I
GKS OoONBIFRIK YR @2f dzySmenibef INRdzy R 6S 02 OSNBF

G¢KS FFEOAEAGEFG2NAR YIRS { KdbuiltadRoGgSandeoSy 22| 0 f

O2ff 02N GA2YyDPE w/ 2D YSYOSNB

This project was the most successful of the thpathfinderstyleprojedsin Ireland so farta
creating and using an issue treehtp focus and structure their work throughdbe
project It allowed them to make an effortless pivot from structuring the problem to
structuringthe key issuerad objectives for changdhe smmthness of that pivot reflecthe
gualityof multiple iterationsof the initial issue tregvith the CWG.

Another interesting feature dhis project was how swiftly the core team acquired the
confidenceand abilityto usekeytools.

They had seen and used soslementsof the approachpreviously, but they alsalkedwith
colleaguesn the Department oHealthwho had establishednaactionlearning network for
accelerated problensolving.The Civil Service Innovation Network also igexvintroductions
to colleagues with experience of digital collaborative tools which was very hétul.
externallyprovidedsessiorgavethe core teansufficient confidence to start working with the
tools, followed up withsome further review anlight touch coachingn facilitation plans for
CWG andcChallengesroup.

a9t SYSyida 27F Al [|Hdahh ayicktditheyp&oplabinvéved irathddrevdousi 2
ones, looked at the documents produced, there was a reasonable road map to follow. We
had to adap and fit the approach to our purposes, but there was a lot of information out
GKSNBE yR Al 3+ @3S dza | 3I22R &Cbréftlen@] 2F G KI
Gl FGAYy3 GKS &dzLJL2 NI FyR 3JdzA Rl y O8havdingBad (0 KS
thata SG Y S dzLJ A yColeteamP 2 R a LI OSdé

Whilst there were points during the project where additional external facilitébiospecific
CWG sessions would haalowed the core team to participate more fully in the issues

themselves, this project has sho@r? dz R2 y Qi vy S S Rdediggand$aéiliiaoNdf | £ A & S

a pathfinder

A particularchallengeor this project was adaptingstablishedaceto-facemethods to
virtual working. V& reflectmore on the impact of virtual workirgter in this report

The discipline of capturing amplicklysharing back inputndoutputs from every session is a
crucial part othe pathfinder approacthat creates a strong sense of momenturhe
outputs were pepared very efficiently and supported the procdde visual nature of the

f M\

outputs meangpeople recognise their inputs from the worksioy’ | ¢l & GKI G GKS@

if there had beerstandard civil servicminutes of the workshopBut this does impose ge a
heavy workload with quick turnaround times for the core team. Hence, it is important to have
sufficientsupport within the teanand ensure your planning allows enough time between
workshops

G¢CKS ljdzl A
Ol LJGi dzNB @JA
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Gwl LIAR GdzNYyIF NRPdzy R 2F 2dziLdzi LI O01a YSIyid GK
more upto-speed. Specifically, by the time that you had had a chance to absorb the

outputs of meeting 1, the agenda and any-wak for meeting 2 had landed@his

continually reinforedlearnings and hega usto develop and refineur thoughts over

GAYS®éE ®/ 2D6
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5. CWGcomposition

The collaborative working grougp the vital, defining characteristic of a pathfinder. The group
musthave certaircharacteristicscrosssysem, frontlineand operations stafkey state

bodies who own/fund key parts of the systeam,well ayoluntary sector and frodtne
perspectives. Yomustdesign the group to includdiverse perspectives and experiences.

You needa connected and credie core teamto identify the right peoplen this project hey
soughtout organisationsvith differentconnections networksand perspectiveom their
own andasked them to helplentify the right people.

To recruit members of the CWG, the core ta@mded a clear pitch on what therojectwas
about, whatprospective members wouldting to it andwhat they wouldyet from it. This is
also the first step in inducticend managing expectationsYoumuststart gettingacrosshat
this isdifferentfrom the usual government consultation exercise.

People were prepared to join the CWG and@iallenge Pangrimarilybecause they knew
and trusted the core team and tligepartmentsponsor.

The project team discussed the option of having parents as membities ajfllaborative

working group. However, this presented challenges in terms of how parents/participants
would be selected. There is no national organisation led by parents themselves to represent
and advocate on behalf of parents.

CWGandChallenge Paimemberg stayed engaged to a remarkable extent despite the
pandemic pressures) large parbecause the project was run true to the promise of genuine
collaboration.

a! i iBeR Mwnidréied it wabecomingess openwasableto havedirect
conversations with the core teanh€élr commitmentopenness and nodefensivaess
was very important to the whole procdss w/ 2 D8

Collaboration does not mean consendgplewill disagree and challenge through the
project But what matters ighat theyfeellisteredto, respecéd andare open tdearnng
from the perspectiveof others Then, they arenore likely toaccept the choices that the
CWGmustmaketo proceed.Honesty and trusare critical tothe functioningof the CWG.

Complications and challenges

1. Paceandtiming

Pathfindermrojects usepace andirgencyto drive progressnd force prioritisationBut there
arephasesvhere it is essential to creagme timeto stand bacland reflect

In January021,the second vaveof COVIDorced apausein what felt like arelentlesscycle
of workshopssupported by the core teanThe break in proceedings was fortuitolieecore
teamfelt they hadtoo little time andinsufficientcapacityover Christmago reflect and think
aboutthe crucialpivot fromanalysigo productsandsolutions

If they had their time ovethe core team and the CWG members waedhrasethis middle
part of theproject. To allow people to reallypnake sense of the findings andadr out the
implications for products and solutiory®uneedat least one, if not twayhole day
workshopsThese are sessisthat you would prioritise as face to face in qmandemic
times.
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a 2e had gathered some much really good information from suahge of people | am
really haopy with how that part of the preéigcwent WS RARY Qi KIF @S GAYS s
itproperli)Xg S O2dzZ R KI @S Réargedm Y2NBE A GK AG DE

a ¢ts of the pause was about reassessingptiopectand what the final output wasthe
LJ dz& S & aCometdf f Al yidé o

Othertiming pointsthat the CWG and core team reflected on in intervievetuded:

1 Two weeksetween CVEworkshopswvastoo tight to alow the core team to
turnaround outputs from the previous workshop and prepare for the next.
However, regular meetings generated momentum, so perhaps three weeks in
between sessions would work best.

1 You need to varthe length ofworkshops to match what eels doing, wittsome
long half days anethole daysLonger,dce to facesessionsre essential at key
points suchasthe first meeting and when ahing the initial findings from
fieldwork.

2. Clarity ofpurpose, outputstoles and expectationsf the CWG

By design, a pathfindergjed aims to work differently from the normal routines of
government. This means it is important to share, understand lanflyeexpectationslt is
hard to overestimate howowerfulthe tendeny is to default to normal rituals for meetings
and standaraconventiondor productsand consultationSo much policy is initiated with the
solutionsimpliedand constrained.

Whilst the overall purpose and scope waslglshed in thefirst CWG meetingshe nature of

the outputscould not emerge untivell into theNew YearBy therthe teamcouldaddress

0KS ljdzSadA2yyY gKIG R2Sa (GKS WY2RSfQ ySSR G2
going tomake the case for change, and articulate the change required. This was the right time

to answer that questignbut the ambiguityof outputsup tothis pointwill always be a

challenge for a significant proportion of the CW&rly discussion and regular discussion are
NBEIljdzZANSBR (G2 SyadaNB || aKFNBR dzyRSNERGFYRAYy3a 27

G 2ejustcaY S 6 A O K toHav8  yYRSRBirik dheéworkig group reallstruggled

with that a lot,theyfound it very hard to see what tfi@al outputs were and where we

g SNB dcore tgamr ¢  ©

Gt SNKILJA GKSNB O2dzZ R KIF@S 06SSy Y2NB Of I NA G
managing theexpectationg a model in theory is not the same as a model itself. There was

an expectation that we would be producing the actual mbae! it would operate, be
implementedand evaluated. This did cause some frustrati@ay dzY o SNJ 2 F aS&aaaA2
[CWG]

Managing these tensians tough for thecore team too.

LG ¢ Frustratingadddigappointingowards the endh the last few workshopsve

320 az2yS O02YYSyida aleAay3da gKIO.IwasredllKk Aa Y2RSH
guestioning myself, had wetnmroperlyarticulatedwhat the end point waAnd what it

might look like. Worry should wehavedone more about expectatioasthe outsetb £oreo

team]
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Some people thrive on uncertainty, but others find it stressful. The core team must support
and reasure those who are finding it difficulthecoreteamreflectedthat more %to-1
checkinswith individualsat regularpointsthroughoutthe processwvould have been helpful,

to monitar expectations andeehow people were feeling

3. TheChallenge Paneklhat it is for and how it worksest

TheChallenge Pandé a distinctive and potentially uncomfortalelement of the design of a
pathfinder projectThe core team found it invaluablBven whensessions werdifficult, it
provided valuable challenge and deahem re-think certain choices madd#his reflects the
02 NB (S| YaammitmiiNGopeyireds, listening and challenge.

a ather than here is a proposal on a piece of paper, you have to consider the panel as a
safespaceto be honesd | 2 dakeitpgi<diallyseniorpeople like thepportunityto
engage verbally even if it is reactive top of the head stuff andikealsticismb fCore

team]

G ¢ KeSondChallenge Panelas a bit ofa car cra$. Reoplewere reacting so negatively
to some othethingstheyg SNB LINBSaAaSYy(iSR 6A(KZTordedni GKIFG 61

a lée Challenge Panglouphelped CWG}ake more ownership and respornikiip ¢
becauseCWG membeitsad to articulateour workand receivehallenge; something they
would have never done befoithisis NB I f f & dzy[@oraiebn] Ryl YA OdE

SeveraCWG members struggled with the challengrugrand its role. They fattwasgoing
over old ground and were unsure it was working well enoug@iailenge Panetembers.
The pointmade previouslpbout testing and clarifying expectations applied especially to
those outside government, who ansed to a very different style of engageménm
government

GOiKSANB SELISO I i theyyhaughs theyBhould beédsigring Bffiol F S NB y i
something or review a document so | am not sure | clearly commuriicatede of the
panelb € orevtdam]

The compositionrange of perspectiveendengagemenbf the panel was goodPanel
membersvalued making newonnectionsand hearing different perspectiveshey
appreciatedhat they were not burdened with large agendas and rep&#sior government
participantssaidattendance fronother governmentdepartmentswas more senior and
engagedhan they had seen before.

G{2YS 2F GKS LidRdlyth&e wefe therglikeBheNdtdrial Parents
Counciland notin the standard role so they broughdi&ferent outside perspectivéhat
made us rore parent centrethan LINE @A R S NCo@tSanfi NERPE o

GL RARY QU 1 yangintefatiniothérfise ivéulsl Mave only been with
governmern departmentsit was interestingo hear theirLJS NA& LJS Cliakedps Badied @

Some panel memberstruggledn the absence of papers to read before finst panel. This
was adjustedor later meetings buteflects an intrinsic tensian the desire to minimise the
burdenon panel members, whikeielling panel membefontributions withpre-meeting
stimulus
G2 BSNBY QU aSyid I ye . Tha Wagréahdifficaltzbgtauseyseverd O y OS

-

times wherwe wereasked¥hat about this that and theoth@ S KI Ry Qi KIFIR I O
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digestthe inpusX By the econdandthird meeting that was addressaddwe got
information inadvance &hatlenge Panel

a likednot having reams of paper beforehahdely on instinct a bit more, often based on

personal experiences. If you want a real exchange of ideas it is useful not to drown people

Ay LI Anifiengefariel

a @eryone is playing a different role from usddlere ii0 time commitment other than

coming to the meetingSane external people sa® 2 dz RA RY QU 3Jha@lS dza & G d
how could we prepafébutL At | R ¢ SCoreed®y QUG ®é¢

There is another tension between keeping meetings short and allswifigienttime for
discussiontefledion and challenge, which pvwes therealvaluefrom the Challenge Panel

a kereis a difficultbalancebetween using time and wanting to get most out of people,

GAYSa L FStd ¢S RARYQG NBIFffte 3S4G d2 R2 (K|
Sometimes more tim@as neededo discuss what we had heard and think about its

I LILIX A OChdlldge Pahd

a eading thedocumentsn advancesimportant butit isonly through the discussion that
we began to understand what the thig I a@hallenge Pariel

a @ do the critical friend well, what we needed was to come back the next day or week
havingbeen taken through stuff, then having had the chance to understand and think
about it¢ trying to do it all in the space of two hours was i NB 1 OK ®¢ @/ 2 D8

The short time period between CWG and panel meetings did not help. In additiQ©QYHB
pause left a big gap that interrupted the planned flow of meetings.

& . S Fhe tiRIChAllenge Panétere was a longer gapwith some ofChallenge Panel
dl@Ay3 WK2¢ RAR @ofteanPid (2 OGKIFIG LRAYIKE

Onevaluableinnovation in this project was thaby virtue of having a member on the CWG as
well as one on th€hallenge Panebnelarge(representativeyoluntaryorganisatiorcreated

an internal reference group. At this grotipe CWG an@€hallenge Panatembersfrom that
organisatiorwould have befing and discussion sesssanith keystakeholdersn their
organisation. Tis Challenge Panetember reflected that tis mechanismhelped her to stay
engagedwith the projectand delve deeper into thissues.

Thereactions and reflectionsf the Challenge Panahd the CWG membepint to several
waysthat thispanel could be best supportéalfuture projects

1 Greater clarity for all on the respective and distinct roles of the CWG and the
Challenge Panel.

1 More pre-meetingbriefing materia(but not report draftg to provide stimulus and
thinking time This in turn requires more time between CWG workshops that
generate content and th€hallenge Pan#tat engages witthat content.

1 Schedule an addition@hallenge Paneheetingin close succession to another
the middle ofthe projectto allowthe Challenge Panslufficient timeto immerse
themselves irthe emergingfindingsand objectivesfor changeto providesome
sulstantive chdlengeback to the CW@ather than feel they were having to wing
it in the momeny.
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4. Balance between working in plenary and working inggohips

This project made lessaiof subgroups of the CWG in the early stagesitbtner
pathfinders.NonethelessCWG members and the core teagreedthat sub-groups worked
wellin the fieldwork stage

a h the fieldworkhe subgroupsverevery effective, and really helped buiklgood
relationship between group membefhe workthat was done in those stgroupswas
very helpfulproducinga lot of material coming from a varietysourced ¢ w/ 2 D8

In order to make more use of sghoups, it would make sense to form the fieldwork-sub

groups early on and use those as Hasisfor someof the breakouts in plenaigessionsThis

creates the possibility of askiago-groupsto work on some issues like scodefinitionsand

problemstructuresoutside ofthe plenary CWG sessions.
aL 6AaK ¢S KIFIR YIRS Y2 N& indza SWRbetwderkK S S E LIS NJi /
YSSiAy3ax 2SS gSNB LISNKILA (22 O2yaoOAz2dza 27
0KS LI yYRSYAOZI YR 2F SOSNER Coketeamp ¥ (G KSY 2 dzi:

Later in the project, at the difficult point of trying to pin dosaiuions,the subgroups were

helpful both in terms of solving difficudsues anih cementinghe engagement of th€WG

in the final outputs of the projecKey toeffective facilitation by the core team is holding their

nerve in throwing back keghallengsand contradictions to the CWG to resotvesing the

power of the group rather than resolving issues themselves. This egslled®rative co

production rather thara conventional governmerttonsultation exercis&Vhile the use of

subgroups wasvelcomed, tiwould have beemore effectivefor all subgroups to have an

opportunity to present their findings to the full CWAHowing sufficient time for sugroup

feedback is important when planning.

OWedecided to ask subgroups to take the issueyivand try to figure it out without
core team influence. They put energy into it and it worked really well. They spent time
OKAY1Ay3a NBFffteé GKNRdAZAK a2YSGKAy3 | yR 02y Of
work here. For some CWG members who paigntiereRA & Sy 3 3Ay 3 | 6A G X .
ONAY 3 GKSY o6FO1 YR NBIffeé KSEtdaddR dza dzy RSN
&2 S R ARlRostasiaratierthoughtc but it would have been better to have ddhe
SFNXIASNI Ia | Yarétddm]LX  yYYSR gl & d¢

5. How government works for outsidesmadhow change getdeliveredin a complex

system

An inevitableconsequence of having a diverse, cross system i€\differences in
expectationsand experience of how government can make changpdrap

In traditional policy making|l that is usually offeretb those outside governmeit a chance
to make drafting comment#s a resultthanystakeholdersvill understandablygee success
as gettig recommendations and specifictions includedh a report, orevenbetter, a
commitment thatex million will be devoted to an initiative.

One of the areas where the core team needed to push back most onthesegpectations of
CWG members fa directive model, with very specific recommendations.
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G ¢ K S NX ighwlével of frustfatioamongst some external CWG memlikes we

KFRYy Qi RS@St2LISR Y2NBE RANBOUAGScthaptheret 2F G
needstobetd I f OXgrétedBf ¢ ©

a éme people thoughwe could just come up with a policy and atlvesuldhave to

follow it¢ Thatwasa (i NA O ECorétdlarNIi & ¢

a Yart of thatdesirefor granular actionsrbom CWG@Q; is maybe a lack of trust that if it is
not written down it 2 yh@ppeni.e.A T ¢S R2y Qd 3S4G | RSGFAf SR
will weholdthesecivila SN y (i & | CoetRada/ G 6 f SPE W

But the failure of governments to deliver on their policy committadellsa quitea different

storyof what helps change happehhereason forconstructinga pathfinder project is the

realisation thasuccessful change in a compégstemdemands collaboratigrcocreation

and shard ownership.

G 2ewere already consapda O Kl 0 GKAA&a LI2fAO& AaadzS Odzia |
within our direct contrat instead wemustl G G SYLJG G2 Ay T dzBygjé@S | y R
sponsor]

G. & Ay@2ft gAy3 LIS2LI S5 &2dz | NB THegaeflign G KSY
RSTAYAGSte Y2NB tA1Sfeé& (2 0SS adzZAilR2ZNIAGS |y
O2YYlIYR IFyR O2y(iNRfd® !a LRtAOE YI{SNA 6S R
happasqclLIS2 LX S 6K2 ¢2NJ] Ay GKS aeédeedy ySSR {2

G¢CKS Y2NB L 221 |G &4dz00Saaftdz LRtAOe YI A
between what is there already andvitregthe model as the framewotkat draws

parameters and lubricate their actioght RA Ry Qi ( ®arlyfdcomingddtions2 ¥ G K S
O2YAYy3a GKNRdzZZK ¢gSNB 3I2Ay 3 BrgecEbnsorjdza (12 6KS

Using CWGub-groups to workon the mostcontentioussolutions helpedo create better
solutions But hereremaired somefrustrations and differences of views about the way the
final productswere pitched.

a !modelis meaninglessvithout animplementation plan, and glan is meaningless
without a budget; we werereassured that at some point in the process there would be a

pt | yYOWE] ©
Thischallenge takes usack to the importance dhe core teanmbeing upfront about
expectationsandaddressing what we know will surface latemight help if there was some
inputto the CWG early oimom others in the systerwho have been stewards of successful
change in complex systems.

G2 S v $eBdgnisa that there are variations in expectatiassyss the grougPerhaps

we needed an earlier discussion within the CWG about where power and influence lie
acrossthesystemL 'Y @OSNEBR O2yaOAizdza 2F GKS fAYAGI O
Qi Stf LIS2LXCbrgeam]KI 0 (2 R2®¢

G2 KSy @&2dz &l NIocusing anihatysachidvablétys hard/WR had to

work hard at times not to lose the CWG members wharttadradicalexpectation® €

[Coreteam]

27



6. Communication and staying in touefth CWG members

Working entirely online made it much harder to gauge particgpp@odand develop
relationships, particularly when CWG group members had not previously workezhehth
other. Whereasn previous pathfinder projectiaceto-face workshopgrovidedplenty of
informalopportunitiesto chat oneto-one and get feedback drow people were finding the
projectwas progressing he core team reflected tha future there is aneed to paymore
attentionto checking the mad of the group collectively anddividuallyas the project
progressesThis would help knangwhento adjustthe way theprojectisworkingandreveal
concernghat need be addressed.

This would best be done in two ways:

1 Using Mentimeter ratings and commerasthe close oplenary sessi@to check
overall where people werand see if there were issues of congeand,

f Schedulingnformaloneto-2 y SMBCWG members alifferent points
throughout the process.

When the CWG finishes its formal phaseytieed updateso keepthem engaged as
ambassadors for thproducts Those whoexpressednterest instaying involvedould be
invaluable as the work moves into implementation after government decisions are taken.

Given their significant personal engagement and commitment to the project at that point, it
can feel odd for CWG memberstosufde@ 6S SEOf dZRSR FTNRBY (KS LINE
go into formal government consultation and decisioaking.

GL R2y Qij[thg fih@ groddchsliké ¢ like handing the child over tbe parent and

hope they bring it up wellhope itisanopenR 2 LJG A 2y @ | 2 LIS 2 dzNJ LINE R dzC
NBIffe FStdG Y& @2A0S KIR 06SSy KSFENR FyR 61 2
[CWG
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Collaboratingonline duringa pandemic

Box 2. The key online tools used by the project

Source: Petefhomas
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