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human-centered systems design. He applies this expertise to provide 
coaching and guidance, leading teams through the complexities of 
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Informed by a variety of leadership capacities locally and statewide, Jeremy 

brings a comprehensive perspective to creating sustainable systems.
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County Office of Education.  Nick believes the next challenge, the 
next performance gap, the next decision to make is always coming. 
Given that change is something we can predict, it is something we 

can therefore manage through a system-based framework. 
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Federal Programs for Shasta COE, supports staff in the Educational 
Support Services Department, including regional improvement efforts as 
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where students and staff can thrive.



Question:
When is a ‘good 
time’ to begin a 

response?



Change is Constant.
Maintenance is a Routine.



Improvement Science



*Improvement Science Collective



…We have observed teams use Improvement Science to 

unpack their complex systems and then fail to make change 

due to ineffective ideas put into the right place.

“Analysis Paralysis”



Implementation Science



How we get “what works” to 
the people who need it, with 
greater speed, fidelity, 
efficiency, quality, and 
relevant coverage.

-University of 
Washington



…We have also observed teams find effective ideas through 

Implementation Science tools and attempt to fit them into the 

wrong complex part of their system.

“We have another idea this year”



...Both of these attempts are frustrating for teams, 

take substantial time and resources, and lead to 

unwanted outcomes. 



OR…Both?
This playbook is an attempt to use these 

two powerful frameworks and tools to 

guide teams through the investigation 

of complex human-centered systems 

and the implementation of strong 

evidence-based practices.



This is version 1

Playbook Linkhttps://bit.ly/4pkQ1nz

https://www.canva.com/design/DAGr9EIO2js/vi-cWiA303DM2oxosrCFSg/view?utm_content=DAGr9EIO2js&utm_campaign=designshare&utm_medium=link2&utm_source=uniquelinks&utlId=h09d8920101


Thank you… 



What are the components of this 
Playbook?



Section Outlines



Section Outlines





Working through Human Centered Complex Problems in an 

Organization

This Playbook Does Not Use Any Compliance 

Acronyms



These are not once in a while tools. These can help 
solve daily challenges.

Phases 1, 2, 3
“We have a problem”

Phases 4, 5, 6
“We have an idea”



What is the Problem?

Parent survey came back. 

Pickup/dropoff was rated a 3/10 and a major 
area for improvement.



The Affinity Protocol

Parent survey came back. Pickup/dropoff was rated a 
3/10 and a major area for improvement.

In your opinion: What are the main challenges 
affecting pickup and dropoff at your site?

Use Post-It Notes. One thought per note. Volume 
game. 2 minutes tops.

[Please Note: The Prompt says ‘challenges’]



What are we already doing?

Enter the Initiative Inventory.



Where to Focus: The Fishbone Diagram

Challenge

PoP:
Pickup/dropoff 

cited as a 
major concern, 
rated 3/10 on 
parent survey.

Challenge Challenge

Challenge Challenge



The Fishbone Diagram

Challenge

PoP:
Bus routes 
are missing 

students and 
late to school.

Challenge Challenge

Challenge Challenge



The Fishbone Diagram

Challenge

PoP:
Literacy rates 

remain flat 
despite 
current 

intervention 
efforts.

Challenge Challenge

Challenge Challenge



The Fishbone Diagram

Challenge

PoP:
Current 

reinforcements 
aren’t working 

to drive 
positive 

behaviors on 
campus.

Challenge Challenge

Challenge Challenge



The Fishbone Diagram

Challenge

PoP:
Somebody 

keeps leaving 
their lasagna 

in the staff 
fridge.

Challenge Challenge

Challenge Challenge



Set a Goal: The Driver Diagram

AIM:
Measurable

Relevant
Timebound

Primary 
Driver

Primary 
Driver

Primary 
Driver

Primary 
Driver



The Driver Diagram

AIM:
Measurable

Relevant
Timebound

Primary 
Driver

Primary 
Driver

Primary 
Driver

Primary 
Driver How do we know 

these are correct?



The Driver Diagram

AIM:
Measurable

Relevant
Timebound

Primary 
Driver

Primary 
Driver

Primary 
Driver

Primary 
Driver How do we know 

these are correct?

Empathy Interviews

Data Observation 
Protocol

Root Cause Analysis

5 Whys



The Driver Diagram

AIM:
Measurable

Relevant
Timebound

Primary 
Driver

Primary 
Driver

Primary 
Driver

Primary 
Driver

Change Ideas: 
What are we actually 

going to do?



Here is where we run into a lot of problems. 

Make the room bigger.





Driver Diagram

AIM:
Measurable, 
Observable, 

Specific

Primary 
Driver

Secondary 
Driver

Primary 
Driver

Primary 
Driver

Change Idea

Primary 
Driver

Phases 4, 5, 6

Phases 1, 2, 3
Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea

Primary 
Driver

Secondary 
Driver

Secondary 
Driver



How do we know those ideas will work?



The Hexagon Tool

 USABILITY

EVIDENCE

  CAPACITY

FIT

 SUPPORTS

     
      NEED

IMPLEMENTATION 
SITE INDICATORS:

-Can we handle this 
change?

-Is this change 
targeted to our need, 
or just a good idea?

-Does this change 
align with where we 
are headed and 
invested?

PROGRAM 
INDICATORS:

-Is this a good idea? 
How do we know?

-What would we 
need to ensure our 
people are properly 
equipped to begin?

-What would 
success look like 
with this change?



How might we all use this Playbook?



You have teams.

Grade level teams.
Department Chair teams.

Safety teams.
Site Council teams.

PLC teams.
Literacy teams.

Party planning teams.
Compliance teams - CSI, DA, CIM



Your team has goals.

Are they the right goals? 
How do you propose to approach them?

How did you calculate your strategy?
What determines a success?

What needs do your people on the ground have to 
ensure these practices stick?

Where are the gaps in your organization’s 
leadership/training/feedback loops/data acquisition 

plans keeping you from reaching your goals?



Improvement and Implementation Science do not 
solve problems by themselves.

BUT:

They provide focus on next steps
Tools to structure your approach
Data to remove the guesswork



Future Plans of this 
Playbook



1.5 …. 2.0 …. 2.5 ….



Want to Learn More?

If you or your team are interested in learning more or receiving 
a full Improvement/Implementation Science training 

certification, let us know.

nsyrrist@shastacoe.org
jsawtelle@shastacoe.org

mailto:nsyrrist@shastacoe.org
mailto:jsawtelle@shastacoe.org


Questions?

Thank You!


