
 

Evidence Informed Change Model for Adult Social Care 
 
Organisation(s): Improving Adult Care Together Centre / University of Birmingham 

Country:  United Kingdom 

Contact: policy@esn-eu.org (we will function as an intermediary between you and interested 
organisations who want to learn more about the practice) 
Local contact: Professor Robin Miller r.s.miller@bham.ac.uk 
 

Theme:  Choose 
at least one option 

☐ Ageing & Care 

☐ Asylum & Migration 

☐ Young People 

☐ Support for Children & Families 

☐ Community Care 

☐ Integrated Care & Support  

☐ Co-Production 

☐ Disability 

☐ Housing & Homelessness 

☐ Artificial Intelligence 

☐ Digitalisation 

☐ Quality Care 

☐ Labour Market Inclusion  

☐ Social Inclusion 

☐ Technology 

☐ Workforce and Leadership  

☐ Social Benefits 

☐ EU Funding 

☐ Social Services’ Resilience 

☐ Mental Health 

☐ Person-Centred Care 

☒ Research & Use of Evidence 

☒ Management & Planning 

☒ Other, please specify: Change & 

Improvement 

Principles of the 
European Pillar 
of Social 
Rights: 
Which principles 
does your practice 
cover? Check the 
20 principles here. 

 

☐ 1. Education, training, life-long learning 

☐ 2. Gender equality 

☒ 3. Equal opportunities 

☐ 4. Active support to employment 

☐ 5. Secure and adaptable employment 

☐ 6. Fair Wages 

☐ 7. Transparent employment conditions  

☐ 8. Social dialogue 

☐ 9. Work-life balance 

☐ 10. Healthy, safe work environment 

☐ 11. Childcare and child support  

☐ 12. Social protection 

☐ 13. Unemployment benefits 

☐ 14. Minimum income 

☐ 15. Old age income and pensions 

☒ 16. Health care 

☒ 17. Inclusion of people with disabilities 

☒ 18. Long-term care 

☐ 19. Housing and assistance to homeless 

☐ 20. Access to essential services 

 

Current status 
of the practice: 
 

☐ Concept and Design Phase 

☐ Testing or pilot phase  

☐ Temporary practice that has terminated 

☐ Temporary practice that is ongoing and has a termination date 

☒ Established and ongoing practice 

☐ Scaling Up and Transformation Phase  

☐ Other (please specify): 

Summary:  
Please summarise 
the practice in 
maximum 3 
sentences. This 
will be the 

 

The Improving Adult Care Together Centre (IMPACT) is a cross-university and 
practice network which supports change and improvement in adult social services 
across the UK. Through our work with local, regional and national partners, we have 
developed a model which sets out the key principles which can inform change based 

mailto:policy@esn-eu.org
https://ec.europa.eu/info/strategy/priorities-2019-2024/economy-works-people/jobs-growth-and-investment/european-pillar-social-rights/european-pillar-social-rights-20-principles_en


 

disclaimer of your 
project on our 
website. Example 
here.  

on research evidence, practice knowledge and lived experience. The model is 
illustrated through social service examples with a range of resources to support its 
implementation in practice.  

Context/ Social 
issues 
addressed 
Please explain the 
problem you 
attempt to solve 
with your practice.  

 

Whilst there are numerous change and improvement models available, these have 
generally been developed within other sectors, in particular business and health 
care. Whilst they do have relevance to social services, the language, concepts and 
values which underpin them can seem unfamiliar, and the examples to support them 
are often from other practice areas. This change model responds to this gap through 
a developing a set of principles which would help social service systems to 
undertake and sustain change effectively, ethically and in collaboration with people 
and wider partners. 

Objectives: 
Please provide a 
maximum of 
three objectives in 
bullet points. 

1. To facilitate positive change and improvement in adult social services through 
insights from research, practice knowledge, and lived experience 

2. To understand how to put co-production with people with lived experience and 
communities at the heart of change 

3. To develop examples, tools and resources which could support change and 
improvement in adult social services. 
 

Activities:  
Please describe 
the activities put in 
place to achieve 
the objectives 
(maximum 400 
words). 
 

 

The IMPACT Centre has worked with over 80 adult social services projects since 
2023 which vary from improvement projects with a voluntary and community sector 
organisation within a local neighbourhood to strategic change within local authorities 
and/or at a regional and national level. The projects are structured around three 
approaches: Demonstrators employ a pair of Strategic Improvement Coaches to 
work in a local system for 12 months to lead a large, system-wide, change; 
Facilitators lead smaller, more bounded, bottom-up projects in a single agency 
setting; and Networks focus on complex but everyday practice issues, with local 
groups all over the UK working on the same practical issue and meeting to share 
challenges and potential solutions. All projects start with a review of available 
research evidence and then combine this with lived experience and practice 
knowledge to provide an accessible overview of what is know about the topic and 
how outcomes can be improved. There is also a strong emphasis on co-production 
with people and communities, both in how the overall IMPACT Centre is governed, 
and how local projects are designed and implemented. The individual projects are 
evaluated through the creation of a local theory of change with the overall IMPACT 
approach to change being evaluated through a central team. 
 
Through these projects and our collaboration with local sites, we have learnt that 
whilst each situation and opportunity is different, there are common challenges and 
obstacles which prevent improvements from being made and sustained in the long 
term. We have also found that whilst more general change and improvement tools 
can be useful, these do not always reflect the values, language and realities of social 
services. We have therefore used the learning from our projects to develop a set of 
core principles for evidence-informed change in social care. The core principles 
within the change model are as follows: 
 
Agreeing on the issues 
Mobilising the evidence 
Engaging with people 
Taking informed action 
Making co-production central 
Trying out in practice 

https://www.esn-eu.org/practices/living-home-digitally-enhanced-care-people-their-homes


 

Sustaining for the long-term 
Click on the stages to learn more. 
 
The model is supported with examples from practice within social services, useful 
resources and tools, prompt sheets and a virtual community of practice. 
 

Outcomes: 
Please explain 
what the results 
were/are so far and 
how you 
evaluated this (i.e. 
statistics, a study, 
or feedback) 

Each project has its own evaluation alongside an internal and external evaluation of 
the IMPACT centre as a whole – this is deploying mixed methodologies involving 
internal and external stakeholders and secondary project data to provide a 
summative report in 2028. There are already numerous examples of the benefits of 
the overall approach from the individual project which are detailed in the annual 
reports (see below for link). 
 
Learning to date includes:  
 
Adopting a process of co-creation that draws together evidence from research, 
practice and lived experience allows the creation of rich contextualised evidence 
that is applicable in the local context. This helps to ensure that implementation 
strategies and innovation reflect and are responsive to the social care systems they 
are working within. 
 
Relational approaches are crucial in social services where many diverse  
organisations are working together and relationships between individuals and  
organisations provide the glue that makes the system work. Successful change is 
supported by recognising the value of and adopting a relational approach and 
building trust and psychological safety through shared values and purpose. 
 
Introducing an independent informed voice free from organisational cultural norms  
and power dynamics provides external credibility, introduces new ideas and 
organisations into the conversation and supports innovation. 
 
There are many collaborative techniques and approaches that can be used to 
support evidence implementation and change in ASC through building relationships 
and improving capacity to engage with, collect and utilise evidence. These include 
training, mentoring, mediation, asset-mapping, ‘framing’ techniques, and project 
planning through visual maps and theory of change approaches.  
 

Funding Source EU Funds: ESF+ ☐   INTERREG ☐   ERDF ☐  ERASMUS☐   RRF ☐  other ☒  

☐ National Government Funds  

☐ Regional Government Funds  

☐ Local Government Funds  

☐ Private Sponsorship / Public-Private Partnership 

☐ Financial contribution of People using Services 

☒  Other, please define: Grant from National Research Body and Charitable Trust 

Links to 
supporting 
documents: 
e.g. project 
website or report of 
the practice, 
articles 

 
 
For more information on the IMPACT Centre:  Improving Adult Care Together 
Centre 
 
For more information on the IMPACT Change Model:  IMPACT Evidence Informed 
Change Model for Social Care 

https://impact.bham.ac.uk/our-mission/
https://impact.bham.ac.uk/our-mission/
https://impact.bham.ac.uk/our-mission/impact-change-model/
https://impact.bham.ac.uk/our-mission/impact-change-model/


 

 

 
For more information on emerging insights:  Lessons from Impact 2026 
 
 

Comments and 
tips i.e. for people 
willing to 
implement your 
Practice in their 
service 

There is often a pressure to move quickly into making practical changes, but to 
avoid changing the wrong things, it’s important everyone understands the current 
situation, opportunities and challenges.  
 
Evidence does not always provide a clear ‘answer’ – but often it gives you a sense 
of what might be fruitful, a starting point for dialogue and further questions to help 
you make progress together.  
 
There are often tensions between what is ideally hoped for in a change and what is 
feasible within the time and resources available – being realistic from the start helps 
to prevent people becoming disillusioned later.  
 
Being involved should not only help the process of change but also be beneficial for 
the person with lived experience through, for example, growing their networks and 
skills. 
 
It is important to be clear about which aspects of the process and/or impact are 
being explored when trying out in practice, and how these will be measured and 
understood.  

https://impact.bham.ac.uk/wp-content/uploads/2026/07/BCS11962-IMPACT-ANNUAL-REPORT-13.47.08.pdf

