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To develop a common understanding of 'Implementation
Science'

To explore implementation concepts in relation
to CYPSGHongsideCYPS@embers from other counties

To consider how eacYPSCan apply the learning for
better implementation

To reflect on how Implementation Science can be applied
to eachCYPS@ember's 'day job'
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A new websitevww.cypsc.iawhich promotes the work of

| KAt RNBY |yR  2dzy3 t S2L)X SQa
around the country is now live. This website hosts a range
of resources for local CYPSCs and for people interested in

services for children, young people and families and in
Interagency working.

WwWw.cypsc.idhas information on:
9 OK O2dzyideQa [, t{/
Local and national CYPSC events
Resources to support and help develop and improve the work of CYPSC

Government publications and policy documents which give further detail
on the role of CYPSC 4
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Introduction to
Implementation Science

Katie Burke, Senior Manager, Centre for Effective Services
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At its simplest, implementation can be described as the carryincg
out of a plan for doing something. It focuses on operationalising

the planc it is about theHow, as well as thaVhat.
CES Introductory Guide to Implementation (2012)

Implementation refers tdhe art and science®f incorporating
Innovations into typical service settings to benefit clients
(children, families, adults and communities)

NIRN Implementation Brief (2009)
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*1 think yvou should be more explicit here in
step two.” 7
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Science to Service
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Implementation: A universal challenge

Agriculture and forestry Education and Training Manufacturing and engineering

All encounter similar
Implementation issues and
opportunities!

.dzaAySaa I yR LCD¢9<D X ¢

Health

Adapted from Implementation Masterclass, Dublin, May 2011, K. Blase and D. Fixsen
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Why bother with implementation?

Effective Positive
Innovation Outcomes for
ALONE Clients

We use the terminnovation to refer to any Outcomesare changes that occur in a perso
evidenceinformed policy, practice, service o group, organisation or population, which co
programmebeing implemented, be it a about as a result of something else having

change to arexistingpolicy, practice, service changed or been provided (e.g. an
or programme, or aew innovation intervention, a service or an initiative). They
can be shorterm, mediumterm or longterm.

10

Adapted from Implementation Masterclass, Dublin, May 2011, K. Blase and D. Fixsen
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Why bother with Implementation?

Effective Effective
Interventions \x/ Implementation \x/ Enabling
The WHAT The HOW

.
] Socially Significant
Outcomes

11

Adapted from Implementation Masterclass, Dublin, May 2011, K. Blase and D. Fixsen
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Enabling Context for Implementation

nternational Context

National Context

3§ )
w Service Service
Provider

Media - Mainstream and

Social 12
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There arestages of the implementation procesgach
requiring different activities and facilitated by distinct
conditions. Research indicates four stages.

Each stage has a setafablers also known as
facilitators, drivers, core components

Implementation takes time, typicall+4 years

Implementationrequiresmulti-disciplinary teamworking

13
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Drivers/Enablers of Implementation

Implementation Enablers Stages of Implementation

1. 2. 3. 4,
Exploring& Planning&  Implementing&  Business as
Preparing  Resourcing Cperationalising Usual

Stakeholder consultation and buy-in

Leadership

Resources

Implementation teams

Implementation plan

Staff capacity

Organisational support

Supportive organisational culture

Communication

Monitoring and evaluation

14

Learning from experience




i)

out CYPSC

CHILDREN & YOUNG PEOPLE'S SERVICES

No definitive theory of implementation or no single frameworkommonly
accepted in the field but there iscommonality in the messages emerging
from the research on implementation

Recurring themes and messages across fields (e.g. public health, mental
KSIft KX OKAf RNBYyQa aSNIAOSax az2O0Al
practice)

Several frameworks are based on reviewing and synthesising the

literature

Important to recognise thaeignificant body of knowledge and theory
available on management, change management, organisational
development and policy development cyctieat is useful to consider when
implementing an innovation

All of these fields have informed the development of implementation "
science



® ®
IEE CENTRE FOR EFFECTIVE SERVICES ..“.
C om CYPSC

CHILDREN & YOUNG PEOPLE'S SERVICES COMMITTEES

The Active Implementation Framework

Based on a synthesis of the implementation literature
(Fixseret al.,2005)

The Active Implementation Framework
(NationalImplementation Research Network, USA

A ImplementationStages
A ImplementationDrivers

16
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Implementation Stages

Stella Owens, Project Specialist, Centre for Effective Services
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Implementation Stages

. '.‘

mpementat,.
18
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Implementation Stage: Exploring and Preparing

Keyactivitiesat this stage include:
AAssessing need of the target populati

AAssessing the fit and feasibility of an
Innovation

A Selecting or designing an innovation

AThe decision to implement an
Innovation

19
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Factors that need to be assessed before adopting and implementi

an innovation

Identify the needs of those who
will be interacting with the
innovation through
consultation and research

Assess the
innovations fit with
current initiatives,
priorities, structures
and values.

Assess capacity
(staffing, finance,
structures, buy-in)

Innovation T
~ entify necessary
Readiness W resources (IT,
staffing, training,
data systems,
coaching &
supervision,
administrative &
system supports)

Ensure the

innovation isready
to be implemented
and the internal
expertise exists to
implementit.

Evidence

Consult the evidence on what
works, with whom, and whatis 20

Adapted by CES from the Intervention Assessment Tool developed by the =
cost effective.

National Implementation Research Network, USA, 2009
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Implementation Stage: Planning and Resourcing

This stage should lay the foundation for
the effective implementation of an
innovation.

Keyactivitiesat this stages

A A clear implementation plan

A Developing staff selection protocols anc
training systems

A Securing funding and arranging the
necessary space and equipment.

A Formation of implementation team

(core group of experienced professional

to oversee the implementation process)
21
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Implementation Stages: Implementation an@perationalising

At this stage an innovation is implemented
for the first time.

Keyactivitiesat this stage include:

A Providing orgoing coaching and
assistance to staff

A Monitoring ongoing implementation

A Changing systems / culture, as necessal

_ A Explaining and communicating why the
3. Implementation . . . ; .
and Operationalising iInnovation is necessary and what it will
look like when implemented

A Creating feedback mechanisms to inforn
future actions 22
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Implementation Stages: Implementation an@perationalising

The final stage of implementation

A The innovation is fully operational
and integrated, is used consistently
4. Full and supported by structures and
implementation resources

A Outcomes are ready to be
evaluated.

23
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Implementation Stages

3. Implementation
and Operationalising

2dz OFyQd afAL

5

You mayre-visit some stages
as new staff, communities
and partners become
involved

24
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Implementation takes time!

o"‘i
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2-4
Years

If you make a judgement
62dzi 4STFFSOU
early, you might be making
a mistake

25
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FOR EFFECTIVE

Initiative 1 Initiative 3

FULL Initiative 2
IMPLEMENTATION
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CYPSC Roundtable
Group Discussion
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Implementation Driversg and your CYPSC

1. What stage of implementation is your CYPSC at?

2. What aspects of the context in which your CYPSC is working a
2) Enabling
0) Most challenging

3. What activities should your CYPSC undertake to move to the
next stage of implementation?

28
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Implementation Drivers

Allison Metz, PhD, G®irector of the National Implementation Research Network
Stella Owens, Project Specialist, Centre for Effective Services
Katie Burke, Senior Manager, Centre for Effective Services
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Implementation Driversg Active Implementation Framework

Improved Outcomes
Implementationfidelity

Organisational capacity to
support staffin implementing

Staff capacity to

selected practices

support clients with the

practices with fidelity

Integrated to maximise influence
on staff behaviour and
organisational culture

Strengths in one driver may
Leadership compensate for weaknesses i
other areas

Capacity to provide direction, vision, and the “right”
leadership approach 30
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Implementation Driversg Active Implementation Framework

Improve% Outcomes
Implementation fidelity

Managing the external
system

Selection

Organisational policies
& procedures

Using data to inform
decision making

Leadership

Source: Adapted from Implementation Masterclass, Ad aptlve TeC h n IC al 31

Dublin, May 2011, K. Blase and D. Fixsen
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Competency Drivers: Selection

Purpose:

A{StSOU F2NJ UKS
UNJI Alacé

A Set expectations for new hires @19
G use of data, coaching Coaching

A Allow for mutual selection

A Improve likelihood of
NSGSYGA2yYy | £E30SNJ

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementationrdrivers

32
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Competency Drivers: Selection

Challenges
AWe have who we have
XU KA aa&apiyJoaugbd Training

, A . A Coachin
a2S KIgFgS KAIK U dzN
need to make hiring decisions
j dzZA O1 f e ¢

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementationrdrivers

What® the way forward?
33
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Competency Drivers : Training

Purpose

Al 2y GAYyd&Yéa. de  OCecion

process

A Knowledge acquisition _
A Skill development Coaching
AC2Z2NXY | WO2YYdzyAy

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementatiordrivers

34
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Competency Drivers : Training

Challenges

AWhen staff engage in professional Selection
development and training opportunities

¢ we have to trust them to make use o
the informationo
What® the way forward?

o Coaching
MNFAYAYI SOSyua [ NBWKS
expectations for supporting

implementationbiMNow what?

What® the way forward?

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementatiordrivers

35
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Competency Drivers : Coaching

Purpose

A Coaching; onsite assistance
to help with learning to use Selection
the innovation in practice
settings Training

A Generalizesmiew skills to @
real world settings

A Ensures fidelity and
Implementation

A Must include direct
observation and feedback

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementatiordrivers

36
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Competency Drivers : Coaching

Challenges

A Discomfort with@ctive skill
developmenb Selection

A Acts of random advice
A Resourceg Who will do this?

How will we fund it?

How can we address one of
these challengés

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementatiordrivers

What® the way forward? 37
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I'M BACK FROM e THE TRAINING 15 A LIVING
| TRAIMING. T ALREADY FORGOTTEM,
|/ s BUT THE BINDER
i/ WILL LAST FOREVER, RNCOLWLEDGE !
|
L]

38
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Implementation Fidelity:

Purpose anlementation FideliD

a! NB R2AY3I gKIG 6S AR 6S
g 2 dzf K€

T
R

R 2

A Motivate implementation

A Reinforce staff and build on
strengths

A Interpretation of outcome data

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementatiordrivers

fidelity ¢ the extent to which the intervention is

being implemented as intended 39
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Implementation Fidelity

CommonChallenges Qn EmanEien & d@

Implementation fidelity processes
F NBY QU LINI OUA Ol f
our work

YR Sl y

What® the way forward?

Blaming the practitioner
What® the way forwar@

Adapted by CES from http://nirn.fpg.unc.edu/leamplementation/implementatiordrivers

40
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Implementation Drivers

Improved Outcomes
Implementationfidelity

Organisational capacity to
support staffin implementing
practices with fidelity

Staff capacity to
support clients with the
selected practices

Integrated &
Compensatory

Leadership

Capacity to provide direction, vision, and the “right”
leadership approach 41
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Organisational Change

"All organisationdand systems] are designed,
Intentionally or unwittingly, to achieve precisely
the results they get

R. Spencer Darling, Business Expert

42
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Organisation Drivers: Managing the External System

Organisational capacity to support staff in implementing practices with fideIIity

SeliEgling e externa@A Identifying external
barriers and adapting the

system to support the
Innovation

A Engage key partners and

Using data to inform  Stakeholders
decision making

Source: Adapted from Implementation Masterclass, 43
Dublin, May 2011, K. Blase and D. Fixsen
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Organisation Drivers Policies & Procedures

Organisational capacity to support staff in implementing practices with fidellity

Organisational policies
~ procedures

Using data to inform
decision making

A

Managing the external system A Policies and procedures

that are aligned with, anc
facilitate, implementation
and ongoing
Improvement

Enable the direct work of
practitioners and
managers to be more
effective and less
burdensome

44
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Organisation Drivers Using Data to Inform Decisions

Organisational capacity to support staff in implementing practices with fidellity

Managing the external syster Systems of easily
accessible, relevant data

to inform assessment an
Organisational policies &  decisiormaking

procedures A Monitor and improve

: . child and family
el d.ata 2 m_for outcomes through data
decision makin

based decisions

A9y3ILF3IS AYy ¥
jdzI € AG& A YL

45
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Many Initiatives fail for lack of study and reflection on what is
actually being done and what the results are from having done
it. Observing, describing, and documenting are key aspects to
program improvement cycle, and particularly critical during the
pilot phase when key functions of interventions are emerging.

Metz, et. al., 2010, Improvement Cycle Tool

46
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Implementation Drivers Triangle

Improved Outcomes
Implementationfidelity

Organisational capacity to
support staffin implementing
practices with fidelity

Staff capacity to
support clients with the
selected practices

Integrated &
Compensatory

Leadership

Capacity to provide direction, vision, and the “right”
leadership approach A7




® ®
CENTRE FOR EFFECTIVE SERVICES .l ‘.
C = CYPSC

CHILDREN & YOUNG PEOPLE'S SERVICES COMMITTEES

Leadership Drivers: Technical

/L OAGeE G2 LINEOARS RANBOGAZYS OA&A

Technical challengesan be solved
with existing knowledge and
procedures.

Technical leadership:

A Managing challenges by
knowing what needs to be done

and doing it. Leadership

Adaptive

48

Source: Adapted from Implementation Masterclass,
Dublin, May 2011, K. Blase and D. Fixsen
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Challenges
Clarifying the problem and identifying the type of
leadership needed

Although solutions pathways may be known, they are not
always easy or direct as initially thought
GUKS Yz2ald O02YY2y OFdzasS 27F 7FI
produced by treating adaptive challenges as if they were
0 SOKYAOIFf LINRPoOf SYa¢é

(Heifitz, Grashow and Linsky, 2009)
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Leadership Drivers: Adaptive

[ LI OAGe (2 LINPOYARS RANBOUAZ2YZI QGAaAZ2Y

Adaptive challengesannot be solved by existing
systems; they require finding new solutions that
break away from normal approaches.

Adaptive leadership:

A Finding new solutions that break away
from normal approaches.

A Convening staff, developing plans and
reaching a consensus.

A ldentifying current practices that may Leadership

inhibit change.

Source: Adapted from Implementation Masterclass,
Dublin, May 2011, K. Blase and D. Fixsen

Technical so
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Cocreating Implementation
Infrastructure

Allison Metz, PhD, G®irector of the National Implementation Research Network



Co-Creating Capacity

, Effective : Socially

: Enablin — .
Int?;fve:rtllt\i/(Sns x Implementation x Contextg — Significant
Methods Outcomes

A /-@reation refers to
deeply involving a
range of key
stakeholdersn
identifying and
creating the
implementation
infrastructure and
context thatenables
and sustains the use
of evidence in

LINJ O (Metn) S €
2014).

Service Providers

| Funders and Policy-

Program Developers
and Researchers

Intermediary
Organizations




How do we include stakeholders to
support the necessary
Infrastructure?




