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Ar e a s  o f  Fo c u s

 Colle c t ive  Im p a c t

 Trus t  a nd  Re la t ions h ip s

 Inc lus ive  Pra c t ic e s

 Sh a re d  Goa ls  a nd

Outc om e s

 Sus ta in ing  Eng a g e m e n t

Lo r i C la r k e Ric h a r d  Kn e c h t C lo r in d a  Me r in o
Director, SPI In t e g ra t e d  Hu m a n  

Se rvic e s  Gro u p , LLC ,
Im p le m e n t a t io n  

Sp e c ia lis t , SPI

B-4 Synergy Unleashed - Mastering Whole System Alignment 15th Annual Early Childhood Mental Health Conference = We Can't Wait

2



Colle c t ive  Im p a c t
“…projects that build a necessary collaborative infrastructure for coordinated systems that focus 

on the needs of children and families.” 

“Example efforts include developing and designing a common agenda and shared measurement 

system to track progress, integrating activities across systems, and including families and 

communities in supporting youth behavioral health.”
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Unive rs a l CI Ing re d ie n ts /Ag re e m e n ts
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Coup le d  w ith  Im p le m e n ta t ion  Sc ie nc e  (IS), CI h e lp s  o rg a n iz e  a nd
s c a le  re fo rm  e ffo rt , re g a rd le s s  o f it s  loc a l fo rm /c om p os it ion .

Consolida te d  Fra m e work for Im ple m e n ta t ion  Re se a rch  (CFIR; Da m sch rode r e t  a l., 2009)
Gra ph ic a da p te d  from  Sm ith , Ashok, Dy, Wine s, & Te ixe ira -Poit , 2014

Im p le m e n t a t ion  Proce ss

Co lle ct ive  
im p a ct  

a t t e n d s  t o ...

Re la t ion sh ip s

Ou t e r  Co n t e x t  (Sys t e m )
In n e r  Co n t e x t

Te a m / In d iv id u a l 

Ch a r a c t e r is t ics

Ch a r a c t e r is t ics  o f

In t e r ve n t io n  o r  

St r a t e gy

Fid e lit y  a n d  

Im p le m e n t a t io n

Su cce s s

Ou t co m e s  fo r

Yo u t h  a n d  

Fa m ilie s
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Thre e  CI in te rd e p e nd e n t  e le m e n ts  le a d  to  s us ta ine d
t ra ns form a t ion…

1.A colle ct ive  Vis ion  for Wh ole  Ch ild ,
Whole  Fam ily Ca re --consisten t
awareness tha t  eve ryth ing I do  (in
m y system ) is  with in  a  m uch  la rge r
e co-syste m !

2.A s t ru ct u ra lly in tegra ted
re la t ionsh ip  to  hold  tha t  vision
(Organ iza t ion )

3.Key in tegra ted  se rvice  and  support
p roce sse s (Fu n ct ion a l)--m oney,
in form a tion /da ta , le ade rsh ip ,
te am ing, t ra in ing, ca re
coord ina t ion , e tc

Vision

Stru ctu reFunct ion
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Low  Le ve l Co lla b ora t ion

Age n cy-Focu se d

CI s up p ort s  No  Wrong  Door/One  Sys te m  Work
Com m u n ica t ion      Coop e ra t ion      Coord in a t ion      Coa lit ion     In t e gra t ion

• Lim it e d  o r  n o  fo rm a l a gre e m e n t

• Age n cie s  r e m a in  a u t on om ou s

• Work  t ow a rd  d iffe re n t  goa ls  & t a rge t s

• Age n cy m a in t a in s  con t ro l o f r e sou rce s  & fu n d in g

• St a ff m a n a ge d  b y in d ivid u a l se rvice

• Focu s  on  in d ivid u a l ca re

• De cis ion -m a kin g b y a ge n cy

• Colla b ora t ion  like ly t o  b e  vo lu n t a ry o r  w it h in

gu id a n ce

• Va r ia b le  p ra ct ice  d e p e n d e n t  on  in d ivid u a l

• Affilia t ion  t o  ow n  a ge n cy/ d iscip lin e

• Accou n t a b le  t o  a ge n cy

High  Le ve l Co lla b ora t ion

Colla b ora t ion -Focu se d

• Formal agreements

• Agencies sacrifice autonomy

• Work toward shared goals & targets

• Joint responsibility for resources and funding

• Staff managed by partnership

• Focus on whole service

• Joint decision -making

• Clear mandate for collaboration at government or

state level

• Specific focus of activity outlined in strategic plans

• Affiliation to partnership

• Accountable to partnership
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Trus t  a nd  Re la t ions h ip s
Un le a s h in g  Syn e r gy  Am o n g Pa r t n e r s

Sta rt  w ith  the  “Why” Re s u lt s - Proc e s s -
Re la t ions h ip

Ot t ’s  4  Dim e ns ions  o f
Cha ng e
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4  Dim e ns ions  o f Cha ng e

Source: Cen ter  for  Collective Wisdom

• Orient to the whole

• Welcome all that arises

• Nurture alignment of intention

Sus ta in  a  c om m it tm e n t  to :

• Embrace not knowing

• Deepen self-awareness

• Strengthen relationships

Sus ta in  a  c om m it tm e n t  to :

In te rio r Exte rio r
• Hold our stories lightly - Inquire of others - Focus on

interests
• Invite and receive other perspectives with gratitude -

Self inquiry - Journaling - Mindfulness
• Offer appreciation - Take responsibility for our

impact on others - Explore our motives toward
others

Ind ivid ua l p ra c t ic e s , including :

• See the whole - Hear the whole - Engage the whole

• Check-in - Safety check - Exclusion check

• Alignment check - Distinguish authority and power

- Gradients of agreement - Dialogue

Group practices, including :

G
ro

up
In

di
vi

du
al
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Dim e ns ions
of Suc c e s s

Source: In tera ction  Associa tes
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Source: In tera ction  Associa tes

Re la t io n s h ip Re s u lt s

Pr o ce s s
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Source: In tera ction  Associa tes

Ac t ivity
Once you find a partner…

1. Share your primary focus: Results,

Process, or Relationships)

2. How does your focus build synergy

3. What barrier to synergy could your

focus bring?
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0 1

0 2

Inc lus ive  
Pra c t ic e s

Othe rs : Co- p ow e ring

Inclusion invites a full and authentic 
sharing of decision-making power, which 
requires all of us to step back and make 
space/structure and function for parent 
and youth voice and choice. 

Se lf: J us t ic e , Lib e rty, a nd  Be long ing

Justice means fairness and equity for all in 
the context of freedom to make best, 
principled choices. Everyone deserves the 
chance to enjoy and cultivate a sense of 
mattering and belonging.
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• Un derstan d  you r h istory
• Notice  an d  nam e  a rea s of 

d iscom fort
• Recogn ize  tha t  iden tit ie s 

sh ape  act ion s, expe riences 
an d  b ia se s

• Priorit ize  we ll-be ing
• Acknowledge  in te rsect iona lity
• Con n ect  h ea ling to  iden tity
• Crea t ive  exp lora t ion

Self: Learning, Action, & Accountability

Active Learning 
Practices

• Disru p t  b ia se s
• Dem on stra te  cu riosity
• Cu lt iva te  in n e r we ll-be in g
• Deve lop  em otion a l 

awaren ess
• Pract ice  vu ln e rab ility
• Ch eck in  with  you rse lf
• Deve lop  se lf-ca re  p ract ice s

Intentional Action 
Practices

• In corpora te  se lf-re flect ion
• Defin e  feedback st ru ctu re s
• Assess h ow you  m it iga te  

b ia se s
• Sh arie  iden t ity le a rn in gs
• Crea te  space  an d  

accou n tab ility for growth  
an d  se lf-ca re

Accountability 
Practices
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Soc ia l Id e n t ity Ca te g orie s
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Whe e l o f Id e n t ity 
Ac t ivity

• Fill in 4 or more social 

identity categories

• Add in the specific identity 

you hold in each slice

Some social identity categories are: 
age, weight, class, disability, 
education, immigration status, 
nationality, (Something else)
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Othe rs : 
Co- Pow e ring  
Con t inuum  of 
Eng a g e m e n t
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Ma p p ing  th e  Ec os ys te m

Outc om e s  Ma p p ing

Sha re d  Goa ls  
a nd  Ou tc om e s
ALIGN IN G EFFO RTS ACRO SS 
DIFFEREN T SYSTEMS AN D 
O RGAN IZATIO N S TO  ACHIEVE 
CO MMO N  O BJECTIVES. 

• Keep it simple.
• Use existing/already available macro data.
• Orient partners to one another’s data and capacities.
• Don’t get stuck in differences; find the common 

elements.

• Functional Inventory or Asset Mapping
• Identify staff--QI/SME to “hold” the deliverable on 

behalf of the system/partnership, and conduct first 
level analysis (correlations)

• Agenda routine and consistent leadership 
updates/accountability

• Use the data—refine as you learn. 
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Example 1

Example 2

Shared Goals 
and Outcomes
Two quick examples

Investments in School-
Based Social Emotional 

and Mental Health 
services (MHSSA and 

SBHIP) increased 35%. 

-Home Visiting (Public 
Health) enrollees up from 

49 to 75 over 3 years+

-Respite Services 
(Regional Center) up 619 

to 4675 over same 3 
years, associates with…

- Placement Stability 
for Foster Youth 
(1.3% improved)

-Decreased use of 
crisis Mental Health 

services (MHP)

-Decrease in CWS Re Entry 
from 13.5% to 10.6%

-Decrease in Recurrence 
of Maltreatment in CWS 

from 10.3 to 9.6
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Eng a g e m e n t

Form a l Ag re e m e n t

Ut iliz ing  Da s hb oa rd s

Sus ta in ing  
Eng a g e m e n t
AP P RO ACHES TO  MAIN TAIN IN G 
LO N G-TERM CO MMITMEN T AN D 
ACTIVE P ARTICIP ATIO N  FRO M 
ALL CO LLABO RATO RS. 

- Results from leadership behaviors.
- Grace, empathy, self-accountability breeds 
collective accountability

- An MOU or formal agreement helps hold 
partnership through various cycles of change 
and fiscal pressure.

- Having a dashboard/outcomes where Return 
on Investment is consistently visible, allows 
partners to identify the value over the long haul

Copyright Webio
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In te g ra te d  Core  Pra c t ic e  Mod e l
B-4 Synergy Unleashed - Mastering Whole System Alignment 15th Annual Early Childhood Mental Health Conference = We Can't Wait

21



Mos t  Im p orta n t  
Ta ke a w a ys

• Starts and ends with relationships and a clear shared 

vision

• Leadership engagement and commitment

• Engagement of parents, youth, and community 

partners

• Identification of Return on Investment for each partner 

(outcomes/outputs)

• Build on past successes and lean into past challenges
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THANK YOU

September 2024

VISIT OUR WEBSITE

Lori Clarke Richard Knecht Clorinda Merino
lsclarke@sdsu.edu rknecht.integratedkids@gmail.com cmerino@sdsu.edu
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