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Welcome and Introduction

Colma Nic Lughadha, National Co-ƻǊŘƛƴŀǘƻǊ ŦƻǊ /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ {ŜǊǾƛŎŜǎ /ƻƳƳƛǘǘŜŜǎΣ 
Centre for Effective Services
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Objectives of the Workshop

ÅTo develop a common understanding of 'Implementation 
Science'

ÅTo explore implementation concepts in relation 
to CYPSCsalongsideCYPSCmembers from other counties

ÅTo consider how eachCYPSCcan apply the learning for 
better implementation

ÅTo reflect on how Implementation Science can be applied 
to eachCYPSCmember's 'day job'



AGENDA
10:00am Registration and Networking All

10:30am Welcome and Introduction
Colma Nic Lughadha

National Co-ƻǊŘƛƴŀǘƻǊ ŦƻǊ /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ {ŜǊǾƛŎŜǎ /ƻƳƳƛǘǘŜŜǎ

Centre for Effective Services

10:45am

Introduction to Implementation Science
Katie Burke

Senior Manager

Centre for Effective Services

Implementation Stages
Stella Owens 

Project Specialist

Centre for Effective Services

11:30am CYPSC Roundtable Group Discussion All

12:15pm LUNCH

1:00pm Implementation Drivers
Allison Metz PhD

Stella Owens 

Katie Burke

2:00pm Co-creating Implementation Infrastructure
Allison Metz PhD

Co-Director 

National Implementation Research Network

2:30pm CYPSC Roundtable Group Discussion All

3:15pm Plenary Session All

3:45pm Reflections from Allison Metz, PhD
Allison Metz PhD

Co-Director 

National Implementation Research Network

3:55pm Feedback and Evaluation
Colma Nic Lughadha

National Co-ƻǊŘƛƴŀǘƻǊ ŦƻǊ /ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ {ŜǊǾƛŎŜǎ /ƻƳƳƛǘǘŜŜǎ

Centre for Effective Services

4:00pm CLOSE
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New CYPSC Website

ÅA new websitewww.cypsc.iewhich promotes the work of 
/ƘƛƭŘǊŜƴ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ {ŜǊǾƛŎŜǎ /ƻƳƳƛǘǘŜŜǎ ό/¸t{/ύ 
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.

Åwww.cypsc.iehas information on:
Å9ŀŎƘ ŎƻǳƴǘȅΩǎ /¸t{/

Å Local and national CYPSC events

Å Resources to support and help develop and improve the work of CYPSC

Å Government publications and policy documents which give further detail 
on the role of CYPSC

http://www.cypsc.ie/
http://www.cypsc.ie/


Introduction to 
Implementation Science

Katie Burke, Senior Manager, Centre for Effective Services
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What do we mean by Implementation? - definitions

At its simplest, implementation can be described as the carrying 
out of a plan for doing something. It focuses on operationalising 
the plan ςit is about the How, as well as the What.

CES Introductory Guide to Implementation (2012)

Implementation refers to the art and science of incorporating 
innovations into typical service settings to benefit clients 
(children, families, adults and communities)

NIRN Implementation Brief (2009)
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άLƳǇƭŜƳŜƴǘŀǘƛƻƴ DŀǇέ
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Bridging the Gap

Science to Service

Best Evidence
Service

Gap
IMPLEMENTATION
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Implementation: A universal challenge

Agriculture and forestry Education and Training Manufacturing and engineering

Health
.ǳǎƛƴŜǎǎ ŀƴŘ LΦ¢Φ ΧΦΦŀƴŘ Ƴŀƴȅ ƳƻǊŜ

All encounter similar 
implementation issues and 

opportunities!

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

Effective 
Innovation

ALONE

Positive 
Outcomes for 

Clients 

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

We use the term innovation to refer to any 
evidence-informed policy, practice, service or 
programme being implemented, be it a 
change to an existingpolicy, practice, service 
or programme, or a new innovation

Outcomesare changes that occur in a person, 
group, organisation or population, which come 
about as a result of something else having 
changed or been provided (e.g. an 
intervention, a service or an initiative). They 
can be short-term, medium-term or long-term. 
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Why bother with Implementation?

Effective 
Interventions 

The WHAT

Effective 
Implementation

Methods 

The HOW

Socially Significant 
Outcomes 

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

Enabling 
Contexts 
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Service 
Provider 

Service 
User 

Enabling Context for Implementation
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Some key themes in Implementation Science 

ÅThere are stages of the implementation process, each 
requiring different activities and facilitated by distinct 
conditions. Research indicates four stages.

ÅEach stage has a set of enablers, also known as 
facilitators, drivers, core components

Å Implementation takes time, typically 2-4 years

Å Implementation requiresmulti-disciplinary team working
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Drivers/Enablers of Implementation
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Implementation Science

Å No definitive theory of implementation or no single framework commonly 
accepted in the field ςbut there is commonality in the messages emerging 
from the research on implementation

Å Recurring themes and messages across fields (e.g. public health, mental 
ƘŜŀƭǘƘΣ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎΣ ǎƻŎƛŀƭ ǿƻǊƪύ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƭŜǾŜƭ όǇƻƭƛŎȅΣ 
practice)

Å Several frameworks are based on reviewing and synthesising the 
literature 

Å Important to recognise the significant body of knowledge and theory 
available on management, change management, organisational 
development and policy development cycle that is useful to consider when 
implementing an innovation

Å All of these fields have informed the development of implementation 
science
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The Active Implementation Framework

Based on a synthesis of the implementation literature 

(Fixsenet al.,2005)

The Active Implementation Framework 

(National Implementation Research Network, USA):

Å Implementation Stages

Å Implementation Drivers



Implementation Stages

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

1. Exploring and Preparing

2.Planning and 
Resourcing

3. Implementation and 
Operationalising

4. Full 
implementation
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Implementation Stage: Exploring and Preparing

2.Planning 
and 

Resourcing

Key activities at this stage include:

ÅAssessing need of the target population

ÅAssessing the fit and feasibility of an   
innovation 

ÅSelecting or designing an innovation

ÅThe decision to implement an 
innovation

4.Full 
implementation 

(Business as 
Usual

3. Implementation 
and Operationalising

1. Exploring and 
Preparing
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Factors that need to be assessed before adopting and implementing 
an innovation 

Adapted by CES from the Intervention Assessment Tool developed by the 
National Implementation Research Network, USA, 2009
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Implementation Stage: Planning and Resourcing

4.Full 
implementation 

(Business as 
Usual

1. Exploring and 
Preparing

3. Implementation 
and Operationalising

2.Planning and 
Resourcing

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

Key activitiesat this stages

ÅA clear implementation plan 

ÅDeveloping staff selection protocols and 
training systems

ÅSecuring funding and arranging the 
necessary space and equipment.

ÅFormation of  implementation team 
(core group of experienced professionals 
to oversee the implementation process)
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Implementation Stages: Implementation and Operationalising

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

Key activities at this stage include:

ÅProviding on-going coaching and 
assistance to staff 

ÅMonitoring on-going implementation 

ÅChanging systems / culture, as necessary 

ÅExplaining and communicating why the 
innovation is necessary and what it will 
look like when implemented 

ÅCreating feedback mechanisms to inform 
future actions

4.Full 
implementation 

(Business as 
Usual

1. Exploring and 
Preparing

2.Planning 
and 

Resourcing

3. Implementation 
and Operationalising
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Implementation Stages: Implementation and Operationalising

The final stage of implementation 

Å The innovation is fully operational 
and integrated, is used consistently 
and supported by structures and 
resources

Å Outcomes are ready to be 
evaluated.

3. Implementation 
and Operationalising

1. Exploring and 
Preparing

2.Planning 
and 

Resourcing

4. Full 
implementation
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3. Implementation 
and Operationalising

Implementation Stages

1. Exploring and 
Preparing

2.Planning 
and 

Resourcing

¸ƻǳ ŎŀƴΩǘ ǎƪƛǇ ŀƴȅ ǎǘŀƎŜǎΗ

BUT

You may re-visit some stages 
as new staff, communities 

and partners become 
involved
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3. Implementation 
and Operationalising

Implementation takes time!

If you make a judgement 
ŀōƻǳǘ άŜŦŦŜŎǘƛǾŜƴŜǎǎέ ǘƻƻ 
early, you might be making 
a mistake

1. Exploring and 
Preparing

2.Planning 
and 

Resourcing
2 - 4  
Years
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Different initiatives within a community or organisation will be at 
different stages

FULL 
IMPLEMENTATION

Initiative 1 Initiative 3

Initiative 2



CYPSC Roundtable 
Group Discussion
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Implementation Drivers ςand your CYPSC

1. What stage of implementation is your CYPSC at?

2. What aspects of the context in which your CYPSC is working are:

a) Enabling

b) Most challenging

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



Implementation Drivers

Allison Metz, PhD, Co-Director 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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Integrated to maximise influence 

on staff behaviour and 

organisational culture

Strengths in one driver may 

compensate for weaknesses in 

other areas

Implementation Drivers ςActive Implementation Framework

Implementationfidelity
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Leadership

Improved Outcomes

Adaptive Technical 

Using data to inform 
decision making

Organisational policies 
& procedures

Managing the external 
system

Coaching

Selection

Training

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

Integrated & 
Compensatory 

Implementation Drivers ςActive Implementation Framework

Implementation fidelity
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Competency Drivers: Selection

Purpose:

Å{ŜƭŜŎǘ ŦƻǊ ǘƘŜ άǘƻǳƎƘ ǘƻ ǘŜŀŎƘ 
ǘǊŀƛǘǎέ 

ÅSet expectations for new hires 
ςuse of data, coaching 

ÅAllow for mutual selection

Å Improve likelihood of 
ǊŜǘŜƴǘƛƻƴ ŀŦǘŜǊ άƛƴǾŜǎǘƳŜƴǘέ

Selection

Training

Coaching

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 
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Competency Drivers: Selection

Selection

Training

Coaching

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 

Challenges

ñWe have who we have
ΧǘƘƛǎ ŘƻŜǎƴôt apply to us!ò

ά²Ŝ ƘŀǾŜ ƘƛƎƘ ǘǳǊƴƻǾŜǊ ŀƴŘ 
need to make hiring decisions 
ǉǳƛŎƪƭȅΦέ

Whatôs the way forward?
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Competency Drivers : Training

Purpose

Å/ƻƴǘƛƴǳŜ ά.ǳȅ-ƛƴέ 
process

ÅKnowledge acquisition

ÅSkill development

ÅCƻǊƳ ŀ ΨŎƻƳƳǳƴƛǘȅΩ

Selection

Training

Coaching

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 
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Competency Drivers : Training

Selection

Training

Coaching

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 

Challenges

ñWhen staff engage in professional 
development and training opportunities 
ςwe have to trust them to make use of 
the information.ò

Whatôs the way forward?

ñ¢ǊŀƛƴƛƴƎ ŜǾŜƴǘǎ ŀǊŜƴΩǘ ƳŜŜǘƛƴƎ ƻǳǊ 
expectations for supporting 
implementation!òñNow what?ò

Whatôs the way forward?
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Competency Drivers : Coaching

Purpose
ÅCoaching ςonsite assistance 

to help with learning to use 
the innovation in practice 
settings

ÅGeneralizes new skills to 
real world settings

ÅEnsures fidelity and 
implementation 

ÅMust include direct 
observation and feedback

Selection

Training

Coaching

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 
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Competency Drivers : Coaching

Challenges

Å Discomfort with óactive skill 
developmentô

Å Acts of random advice

Å Resources ςWho will do this?  
How will we fund it?

How can we address one of 
these challenges?

Whatôs the way forward?

Selection

Training

Coaching

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 
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Importance of training and coaching

http://search.dilbert.com/search?p=R&srid=S3-USESD02&lbc=dilbert&w=Training%20Binder&url=http://dilbert.com/strips/comic/1997-12-21/&rk=3&uid=384979049&sid=2&ts=custom&rsc=gPirD5CealgG02PU&method=and&isort=date&view=list&filter=type:comic
http://search.dilbert.com/search?p=R&srid=S3-USESD02&lbc=dilbert&w=Training%20Binder&url=http://dilbert.com/strips/comic/1997-12-21/&rk=3&uid=384979049&sid=2&ts=custom&rsc=gPirD5CealgG02PU&method=and&isort=date&view=list&filter=type:comic
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Implementation Fidelity1

Purpose

ά!ǊŜ ǿŜ ŘƻƛƴƎ ǿƘŀǘ ǿŜ ǎŀƛŘ ǿŜ 
ǿƻǳƭŘ ŘƻΚέ

ÅMotivate implementation

ÅReinforce staff and build on 
strengths

Å Interpretation of outcome data

Implementation Fidelity

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 

1fidelityςthe extent to which the intervention is 
being implemented as intended
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Implementation Fidelity

Common Challenges

Implementation fidelity processes 
ŀǊŜƴΩǘ ǇǊŀŎǘƛŎŀƭ ŀƴŘ ǊŜƭŜǾŀƴǘ ǘƻ 
our work

Whatôs the way forward?

Blaming the practitioner

Whatôs the way forward?

Implementation Fidelity

Adapted by CES from http://nirn.fpg.unc.edu/learn-implementation/implementation-drivers 
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Implementation Drivers

Implementationfidelity
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Organisational Change

"All organisations[and systems] are designed, 
intentionally or unwittingly, to achieve precisely 

the results they get."

R. Spencer Darling, Business Expert
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Using data to inform 
decision making

Organisation Drivers: Managing the External System

Å Identifying external 
barriers and adapting the 
system to support the 
innovation

Å Engage key partners and 
stakeholders

Organisational capacity to support staff in implementing practices with fidelity

Managing the external system

Organisational policies & 
procedures

Source: Adapted from Implementation Masterclass, 
Dublin, May 2011, K. Blase and D. Fixsen
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Using data to inform 
decision making

Organisation Drivers : Policies & Procedures 

Å Policies and procedures 
that are aligned with, and 
facilitate, implementation 
and ongoing 
improvement

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

Organisational capacity to support staff in implementing practices with fidelity

Managing the external system

Organisational policies & 
procedures
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Using data to inform 
decision making

Organisation Drivers : Using Data to Inform Decisions

Å Systems of easily 
accessible, relevant data 
to inform assessment and 
decision-making

Å Monitor and improve 
child and family 
outcomes through data-
based decisions

Å 9ƴƎŀƎŜ ƛƴ ΨŎƻƴǘƛƴǳƻǳǎ 
ǉǳŀƭƛǘȅ ƛƳǇǊƻǾŜƳŜƴǘΩ

Organisational capacity to support staff in implementing practices with fidelity

Managing the external system

Organisational policies & 
procedures
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Organisation Drivers : Using Data to Inform Decisions

ñMany 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 a 
program improvement cycle, and particularly critical during the 
pilot phase when key functions of interventions are emerging.ò

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



47

Implementation Drivers Triangle

Implementationfidelity
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Leadership Drivers: Technical

Technical leadership:

ÅManaging challenges by 
knowing what needs to be done 
and doing it.

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

/ŀǇŀŎƛǘȅ ǘƻ ǇǊƻǾƛŘŜ ŘƛǊŜŎǘƛƻƴΣ ǾƛǎƛƻƴΣ ŀƴŘ ǘƘŜ άǊƛƎƘǘέ ƭŜŀŘŜǊǎƘƛǇ ŀǇǇǊƻŀŎƘ

Leadership

Adaptive Technical 

Technical challenges can be solved 
with existing knowledge and 
procedures.
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Challenges
Å Clarifying the problem and identifying the type of 

leadership needed

Å Although solutions pathways may be known, they are not 
always easy or direct as initially thought

Å άǘƘŜ Ƴƻǎǘ ŎƻƳƳƻƴ ŎŀǳǎŜ ƻŦ ŦŀƛƭǳǊŜ ƛƴ ƭŜŀŘŜǊǎƘƛǇ ƛǎ 
produced by treating adaptive challenges as if they were 
ǘŜŎƘƴƛŎŀƭ ǇǊƻōƭŜƳǎέ  

(Heifitz, Grashow and Linsky, 2009)

Leadership Drivers: Technical

/ŀǇŀŎƛǘȅ ǘƻ ǇǊƻǾƛŘŜ ŘƛǊŜŎǘƛƻƴΣ ǾƛǎƛƻƴΣ ŀƴŘ ǘƘŜ άǊƛƎƘǘέ ƭŜŀŘŜǊǎƘƛǇ ŀǇǇǊƻŀŎƘ
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Source: Adapted from Implementation Masterclass, 
Dublin, May 2011, K. Blase and D. Fixsen

/ŀǇŀŎƛǘȅ ǘƻ ǇǊƻǾƛŘŜ ŘƛǊŜŎǘƛƻƴΣ ǾƛǎƛƻƴΣ ŀƴŘ ǘƘŜ άǊƛƎƘǘέ ƭŜŀŘŜǊǎƘƛǇ ŀǇǇǊƻŀŎƘ

Leadership Drivers: Adaptive

Adaptive leadership:

Å Finding new solutions that break away 
from normal approaches. 

Å Convening staff, developing plans and 
reaching a consensus.

Å Identifying current practices that may 
inhibit change.

Leadership

Adaptive Technical

Adaptive challenges cannot be solved by existing 
systems ςthey require finding new solutions that 
break away from normal approaches.



Co-creating Implementation 
Infrastructure

Allison Metz, PhD, Co-Director of the National Implementation Research Network



Socially 
Significant 
Outcomes

Effective 
Interventions

Effective 
Implementation 

Methods 

Enabling  
Contexts 

Co-Creating Capacity

ά/ƻ-Creation refers to 
deeply involving a 
range of key 
stakeholders in 
identifying and 
creating the 
implementation 
infrastructure and 
context that enables 
and sustains the use 
of evidence in 
ǇǊŀŎǘƛŎŜέ(Metz, 
2014).



How do we include stakeholders to 

support the necessary 

infrastructure? 


