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Which of these two images do you think best captures 
the notion of “implementation to impact”? 
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Image credit: https://www.asianscientist.com/2016/07/features/grand-challenges-for-science-21st-century-ntu-singapore/  

Science (noun) The intellectual and practical activity encompassing 
the systematic study of the structure and behaviour of the physical 
and natural world through observation and experiment 
  



Art (noun) The expression or application of human creative skill and 
imagination, typically in a visual form such as painting or sculpture 
  

Image credit: https://en.wikipedia.org/wiki/Vitruvian_Man  



Implementation to impact has two faces 
according to the objective 
  

Image credit: https://www.britannica.com/topic/Janus-Roman-god   

Science – if 
the objective 

is the 
systematic 
study of the 

structure and 
behaviour in 
organisations 
and systems 

Art – if the 
objective is the 
application of 

human creative 
skill and 

imagination to 
envisage and 

implement 
change 



Implementation science provides some useful 
tools (Nielsen 2015) 

Nielsen 2015 https://doi.org/10.1186/s13012-015-0242-0                    Image credit: https://www.amazon.com/US-Art-Supply-21-Piece-Brushes/dp/B00LV4PC9I 

•  Process models: specify steps in 
the process of translating 
research into practice 

•  Determinant frameworks: 
specify barriers to and facilitators 
of successful implementation 

•  Classic (physiological, 
sociological and organisational 
theories) and implementation 
theories: provide understanding/
explanation of aspects of 
implementation  

•  Evaluation frameworks: specify 
aspects of implementation that 
could be evaluated to determine 
implementation success 



Successful implementation requires tools but 
ultimately depends on the capabilities of staff  

BBC News https://www.bbc.co.uk/news/world-europe-19349921     
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SIMPLE 
 
Straightforward 
Predictable 
Few components 

COMPLICATED 
 
Multiple interacting 
components or 
issues 

Slide credit: Greenhalgh T “Implementing change in complex systems” , Oxford, 16 May 2019 
Image credit: https://en.maillard.co/products/levitts-montreal-smoked-meat https://www.nasa.gov/returntoflight/system/system_STS_prt.htm  

Harder than rocket science 

COMPLEX 
 
Dynamic, unpredictable, 
everything is inter-
dependent and changing 
 



Implementation in complex systems 

•  Continuous interaction 
creates a system-level 
organisation with the whole 
greater than the sum of its 
components  

•  Positive feedback 
process in which outcomes 
of the process are 
necessary for the process 
itself  

•  Dynamic adaptation in 
response to changes in the 
local context and external 
environment 

•  Non-liner and 
unpredictable logic of 
change 

Image credit: https://www.cqc.org.uk/publications/major-report/state-care Greenhalgh & Papoutsi https://doi.org/10.1136/bmj.l2068     



MODERNISING  
INFORMATING 
INTEGRATING 

MEDICINE’s 
DICKENSIAN 

PAST 

HEALTHCARE’S 
UTOPIAN 
FUTURE 

THE OLD SYSTEM 
 

•  Inconsistent 
 

•  Error-prone 
•  Fragmented 

 

•  Unaccountable 
 

•  Inefficient 
•  Doctor-centred 
•  Reactive 

THE NEW SYSTEM 
 

•  Evidence-based 
 

•  Safe 
•  Connected 

 

•  Accountable 
 

•  Efficient 
•  Patient-centred 
•  Proactive 

 
 
 

 
 
 

 
NEW  

TECHNOLOGY 
 

 

Slide credit: Greenhalgh T “Implementing change in complex systems” , Oxford, 16 May 2019 

We can’t simply make a plan and “implement” it! 



Nonadoption, Abandonment, and Challenges to the 
Scale-Up, Spread, and Sustainability (NASSS) framework 

Greenhalgh et al. https://www.jmir.org/2017/11/e367/   



Lanham et al Soc Sci Med 2013; 93:194-202       Greenhalgh & Papoutsi BMJ 2019; 365:l2068  

Acknowledge 
unpredictability 

Contemplate 
multiple possible 
futures 

Recognise self-
organisation 

Expect local 
teams to tinker 
and adapt 

Facilitate 
interdependencies 

Assess strength of 
interdependencies; 
facilitate new ones 

Encourage 
sensemaking 

Encourage teams 
to admit ignorance, 
explore paradoxes, 
reflect collectively 

Develop adaptive 
capability in staff 

Ability to make 
judgements 
when faced with 
incomplete data 

Attend to human 
relationships 

Teams work 
together to solve 
problems using 
give-and-take 

Harness conflict 
productively 

Multifaceted 
solutions born of 
‘conflicting’ views 

Principles of organisational change under 
conditions of complexity 

Slide credit: Greenhalgh T “Implementing change in complex systems” , Oxford, 16 May 2019 
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Nature 402, C81 (1999) https://dx.doi.org/10.1038/35011576  



A business strategy to engage multiple 
stakeholders in the co-creation of value 

Key activities: 
• Engagement of individuals 
(in which people who will be 
key to the enterprise are 
engaged and offered support 
and open-source resources); 
and 
• Support for enterprise, 
which brings organisations 
together to work on particular 
projects and programmes 
and provides a range of 
resources for this purpose. 



Greenhalgh et al https://doi.org/10.1186/s12961-017-0237-1   



Key principles 

•  Stakeholders will not wholeheartedly participate in 
the co-creation process unless it produces value for 
them 

•  The best way to co-create value is to focus on the 
experiences of all stakeholders 

•  Stakeholders must be able to interact directly with 
one another (preferably face to face at least some of 
the time) 

•  Engagement platforms are needed that allow 
stakeholders to interact and share their experiences 
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Key messages 

1. Implementation to impact is more of an art than a 
science: there are many useful tools, but implementation 
success ultimately depends on the capabilities of local staff to 
operate in complex systems 

2. Develop local implementation staff with adaptive 
capabilities: complex systems are context-specific, inter-
dependent, dynamically changing, and unpredictable 

3. Bring people from different parts of the system together: 
if people can see value for themselves and stay engaged they 
can work together to resolve inevitable conflicts between 
different parts of the system and find solutions 



Thank you 
 

pavel.ovseiko@medsci.ox.ac.uk 
 

Oscar Wilde [on Brexit]: “We are all in the 
gutter, but some of us are looking at the stars” 


