Implementing GIRFEC with the ‘maturity model’

What is the ‘maturity model’?

It’s a way of supporting organisations track their progress with implementing the ‘Getting it right for every child’ (GIRFEC) approach

Where did it come from?

The Scottish Government has developed this as a way for organisations to see some of the key steps in implementing GIRFEC but to carry out self-assessment GIRFEC reviews.

Do I have to use it?

It is intended as a positive contribution to support organisations working towards making the culture, systems and practice changes that will allow them to fully embed the approach, and ensure they are getting it right for every child. We would encourage you to provide feedback on how useful you find it and are entirley open about your adopting in any way shape or form that suits your needs

This short guide gives you some more information about how to get the best out of the GIRFEC maturity model – and sets some of the context behind its development. The top-level statements in the maturity model are – by necessity – very brief and the model needs to be used in conjunction with these key references:

· The GIRFEC ten core components

· The Scottish Government’s Strategic Objectives

· Local single outcome agreements

· A guide to implementing Getting it right for every child: Messages from pathfinders and learning partners (Scottish Government 2010)
The maturity model and the ten core components are ‘living’ documents which will be updated in line with the legislative framework, changes in Scottish Government and local strategic priorities as well as new and emerging research and lessons learned from other organisations. 

The maturity model is intended as a guide to best practice and will need to be interpreted and adapted to meet the specific business needs of individual organisations.

Implementing GIRFEC

The maturity model – which links to the National Performance Framework – can be the basis for anyone creating a GIRFEC implementation strategy. 
It is up to individual organisations which level of maturity they aspire to but it is worth noting that effective performance improvement controls (as part of business critical systems) are introduced at level 3. There are also some other very important steps that only come at level 4 – particularly relating to effective performance measures as part of the Single Outcome Agreement and reporting requirements of Community Planning Partnerships. Without these, senior management may be hindered in their ability to take decisions.

The maturity model (and the National Performance Framework) includes a range of internal reporting and compliance mechanisms aimed at establishing and maintaining clear management responsibility and accountability for implementing GIRFEC. These should support the collection of information required annually by the Scottish Government for inclusion in the Single Outcome Agreement and Community Planning Partnership reports. (Appendix 4)
Strategic approach to the maturity model

The maturity model’s development has been based on a strategic approach:

· Policy – a policy addresses an issue of concern.

· Strategy – a strategy shows how a policy (or number of policies) is to be enacted in the business over time.

· Programme – there is a programme of work in place under formal programme management controls to bring about the changes in the strategy.

· Compliance – an established compliance regime assures senior management that the strategic approach is achieving the desired outcomes in the business.

· Audit – both internal and external audit are used to assure the effectiveness of the compliance regime.

The reason for adopting this more strategic approach is because a more piecemeal system:

· Does not normally give senior management an accurate picture of the information risk the organisation is taking.

· Can conceal significant systemic, organisation-wide information risks.

· Does not usually provide sufficient evidence to support strategic investment in performance improvement.

· Tends to prevent organisations from making savings through economies of scale.

More about the maturity model
The model is organised into five themes which were agreed by the GIRFEC Programme Board in September 2011. They are:

· Identifying a Named Person for every child and young person in the universal services.
· Identifying protocols and governance for Lead Professional.
· Supporting partnerships to take a proportionate approach to managing all concerns and risks.
· Redesign business processes to secure a single planning process for all children and young people supporting a single plan.

· Ensuring the use of the National Practice Model.

Crucially, it also incorporates the ‘voice of the child’, a principle which says that all agencies, organisations, staff and volunteers working with children should be actively seeking and reflecting the views and opinions of children and young people in all aspects of service delivery – including service design and governance.
Underpinning the maturity model are the ten core components of GIRFEC. These reflect and build on good practice across the country and have been informed by the findings of the GIRFEC pathfinder www.scotland.gov.uk/Resource/Doc/238985/0065815
What can the maturity model do?
The maturity model supports partners to meet three main goals:

1. Embedding GIRFEC within your organisation
· Ensuring that GIRFEC is a key business asset and is embedded within the organisation’s culture.

· Puts procedures in place to allow chief officers to understand and manage any risks the organisation is exposed to.

· Reaching agreement with external stakeholders about implementing GIRFEC – particularly when their business impacts on the delivery of children’s services and Scottish Government objectives.
2. Implementing best practice

Long-term measures are in place to ensure GIRFEC is implemented sustainably, keeping pace with changes in process and systems while ensuring their organisation is aware of any risks and unintended consequences.
3. Effective compliance

· The organisation and its partners have an effective compliance regime ensuring the organisation complies with legislation and national policy and standards.

· Internal and external review provides independent assurance to chief officers that compliance processes are working effectively.

Working towards the three goals
Organisations will achieve maturity by using the model to work towards these three goals. The model will enable organisations to have more trust in their systems and processes – both internally and across organisational boundaries.

This will be particularly important when it comes to managing concerns, and data sharing.

How the maturity model works

Each of the five themed section of the model has five levels of achievement. Each level designed to build on the achievement of the preceding levels so that the measures are cumulative. (Appendix 1)
Level 1 – initial

At this level, chief officers are aware that implementing GIRFEC is critical to their business and its legal requirements. As a result, the organisation has begun to address areas of immediate weakness and has policies in place to guide an improvement process. It is also applying the policy to all new children’s services. 
Level 1 includes most policy statements and links to area Single Outcome Agreements. There are a few of these in Level 2, but these are the ones that require more time for implementation before an organisation can be fully compliant.

Putting in place measures to deliver this first level of GIRFEC maturity links to the delivery of the Scottish Government’s five strategic objectives – Wealthier & Fairer, Healthier, Safer & Stronger, Smarter and Greener.

Level 2 – established

In most organisations, progress to Level 2 will take considerable and concerted effort.

At this level, GIRFEC processes are institutionalised in the organisation and its partners. Chief officers have endorsed the adoption of a strategic approach to improving the organisation’s ‘GIRFEC maturity’. A programme of targeted GIRFEC education and training has been started and work to develop a GIRFEC culture has begun.

The organisation has a clear idea of how far GIRFEC is already embedded and what more needs to be done. The chief officer has endorsed a definitive list of business-critical GIRFEC processes. Based on this list, and the clear knowledge of how far GIRFEC is already embedded, there is one fundamental requirement at level 2. This is for designated senior officers to have made – and had approved – a business case to chief officers for a targeted programme of work to improve the understanding and control of GIRFEC implementation. 
Level 3 – business enabling

At level 3, GIRFEC awareness across the organisation has increased and this has led to a measured improvement and/or changes in behaviours at all levels in the organisation.

Building on the GIRFEC processes established at level 2, level 3 will be achieved when all critical areas of the business have a robust GIRFEC regime in place.

Level 4 – quantitatively managed

There is evidence that staff attitudes and behaviours towards GIRFEC are aligned to the needs of the business. The regime extended at level 3 for critical areas of the business now embraces the whole business. As a result, chief officers are able to take an informed approach to managing risk and ensuring compliance.
Level 5 – optimised

Level 5 is achieved when GIRFEC is fully integrated as a part of normal business, and the business culture means that all levels of management see GIRFEC as a ‘business enabler’.
Excel Spreadsheet (Appendix 2)

The excel spreadsheet is an additional tool that will enable users to score via a “Red”, “Amber” and “Green” - RAG system each level (1-5) of the Five Key Themes of the model. All of the points in the process have been represented on the spreadsheet. Users respond “Yes” or “No” to answer each of the points at each level on each theme. The default position is “No”. A “Yes” response indicates that the point in the process has been completed. The model does not allow for gradations of responses (i.e. partially completed). Once the responses have been entered the spreadsheet aggregates the scores and automatically converts the grid on the “Summary” sheet into its corresponding RAG score at each level across each of the Five Key Themes. 

NB It is not possible to add or delete items on this spreadsheet as the formulae that converts the responses into the RAG scoring on the summary sheet is fixed and any alteration will invalidate the scoring.

The bigger picture: how the maturity model contributes to public sector improvement
Against a backdrop of change across Scotland’s public services, the maturity model can be used to demonstrate improvement in performance. As an approach it seeks to emphasise:
· Clear aims.

· Improvement priorities designed explicitly to achieve those aims.

· Transparent measurement of progress and benchmarking.

· Building stronger improvement capability.

· Spreading innovation and best practice across the public sector.

The Improvement Framework for Scotland’s Public Services (www.scotland.gov.uk/Publications/2007/11/13092240/9) sets out the measures that Scotland’s public service organisations are expected to have in place – these match the ‘maturity statements’ in the maturity model.
The Improvement Framework in turn links to Renewing Scotland’s Public Services: Priorities for Reform in Response to the Christie Commission, which sets out the Scottish Government’s long-term approach to public sector reform. It reflects the key themes and aims of the Christie Commission’s report, and its four pillars:

· A decisive shift towards prevention.

· Greater integration of public services at a local level, driven by better partnership, collaboration and effective local delivery.

· Greater investment in the people who deliver services through enhanced workforce development and effective leadership.
· A sharp focus on improving performance through greater transparency, innovation and use of digital technology.

The implementation of GIRFEC is at the heart of all four – and the Scottish Government is introducing new legislation that will ensure GIRFEC is implemented nationwide.
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