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Presenter
Presentation Notes
As with last year, the focus of this think tank will be on re-conceptualizing the current approach to evaluating the implementation of “evidence-based practices” (EBPs), from a narrow focus on fidelity to a consideration of the wide range of contextual influences that affect the implementation, operation and sustainability of EBPs.
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We know from reviews of the implementation literature that programs produce the desired outcomes only when the are effective and implemented with fidelity.

“Desirable outcomes are achieved only when effective programs are implemented well”  (Metz, 2010)



LLack of Attention to Implementation Context

e A review of the evaluation literature on the
Implementation of EBPs indicates that much of the

focus is on assessing fidelity of implementation

« EBPs are implemented within organizational,

political, and socio-cultural contexts, which may
exert powerful influences on the implementation,
operation, and sustainability of EBPs



The Solution

« An evaluation framework that helps evaluators
anticipate and assess how the context of
Implementation (COI) might affect the
Implementation, operation, effectiveness, and
sustainability of EBPs

 Armed with a better understanding of the COl
evaluators would be better positioned to help clients

anticipate or trouble-shoot
Implementation problems.

e Better implementation = better outcomes.



CRR
Structure of Think Tank

 Theories that aid our understanding of the COI

— Implementation theory

— Systems theory

« Key questions for assessing the COI

 Boundaries

» Levels and factors

* Relationships

« Implementation and systems change
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Today, we are going to briefly review two literatures that provide useful insights for understanding the COI within which EBPs are implemented: implementation theory and systems theory.

Then in groups, you will discuss questions about the implementation context derived from these literatures.

These questions will inquire into key characteristics of the COI, including questions about its:

Boundaries
Levels and factors
Relationships between the COIs levels and factors
How implementation of EBPs is related to systems change



Ol
What Is the Context?

e “Context is the site, location, environment, or milieu
for a given evaluand” (Greene, 2005, p. 83)

— Boundaries of the relevant context?

— Levels and Factors within that context?

— Relationships between levels and factors?
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So, what is the context of implementation? Here is a definition from the Evaluation Encyclopedia.

As with most references to context in evaluation, it points to an environment surrounding the evaluand, but does not offering a detailed exposition of:

the boundaries  of the relevant context
the levels and factors within that context
the relationships among levels and factors

Fortunately, there are two literatures that address these issues: implementation theory and systems theory.


Theories

 Implementation

— Contextual levels and factors that influence
implementation

e« Systems
— Boundaries around the relevant COI
— Relationships among levels and factors
— Perspectives on systems



N R
Implementation Factors (Durlak and DuPre, 2008)

Levels Factors

Prevention *Training & Technical assistance
Support System
Community *Theory & research
*Politics & Policy
*Funding
Prevention *Org climate, norms, vision
Delivery System *Practices and processes
(Organizational «Staffing (leadership, administrative support)
Capacity)
Innovation «Compatibility

«Adaptability

Provider *Perceived need for and benefits of innovation
«Self-efficacy
«SKkill proficiency
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Durlak and DuPre reviewed published meta-analyses and studies of over 542 interventions related to health promotion or prevention among children and adolescents.

Based on their review, Durlak and DuPre posit that the implementation of innovations is influenced by factors in five categories:

The prevention support system (features related to training and technical assistance)
Communities
The prevention delivery system (features related to organizational capacity)
Innovations
Providers

I reordered D&D’s categories to highlight the fact that they represent different levels of the context, and that lower levels are nested within higher levels.


Implementation Components (Fixsen, et al., 2005)

« Core Intervention Components

— The “most essential and indispensible components of an

Intervention practice or program”

e Core Implementation Components

— The organizational “infrastructure” that supports and

surrounds the intervention activities of practitioners
» Facilities and funding
» Organization management

» Staff selection, training, supervision, evaluation
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Fixsen and colleagues reviewed 377 published studies of implementation in a wide range of disciplines, including agriculture, business, child welfare, engineering, health, and juvenile justice

One insight from their review is the distinction between core intervention components and core implementation components.

Core Intervention Components are the essential content, information, principles, concepts, practices, and skills that need to be imparted to practitioners whose behavior we hope to change. These are the things that most often come to mind when we think about what needs to be implemented with fidelity to make a program successful.

For the purposes of this discussion, we are more interested in Core Implementation Components, which are the “infrastructure” that supports and surrounds the intervention activities of practitioners. These include the facilities and funding for the program; organizational management; the numbers and quality of staff; and how staff are selected, trained, supervised and evaluated. These may not  be the things evaluators typically think about as critical to implementing a program, but implementation science tells us that they are every bit as critical to the effective operation of a program as the core intervention components.


E -
Core Implementation Components

1 Organizational
1 Context

Staff
[ Evaluation ]
7 N

Consultation & Program
Coaching Evaluation

Integrated &
Compensatory
Preservice & Facilitative
Inservice Administrative
Training Supports

Selection

Systems
Interventions

Fixsen et al., 2005
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Six of seven components are related to the organizational context.

Organizational Context
The first three of these have to do with how the organization ensures staff competence.
1. Practitioner selection
Who is qualified to carry out the program
Methods for selection

2. Pre-service training: 
Good for imparting knowledge; shows no lasting behavior change. 
Combination shown to be effective: 
Present information
Provide demonstration (live or taped)
Practice key skills with feedback

3. Consultation & Coaching

The next two components have to do with how the organization evaluates the performance of its staff and the program they deliver.

4. Staff Evaluation: Assess use and outcomes of skills (fidelity and performance); also used to feed back to administrators for improvement

5. Program Evaluation:  Assess intervention implementation and outcomes

6. Facilitative administration: leadership, use data for decision-making, support overall implementation process, keep staff organized and focused

Extra-Organizational Context
7. Systems interventions: Strategies to work with external systems to ensure financial, organizational, and human resources to support work




Climate for Implementation (Klein & Sorra, 1996)

Climate for Skills Organizational
Implementation Context
Incentives and
disincentives

Absence of
obstacles
Imple_mentatlon
effectiveness
Innovation- s Commitment

values fit
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Klein and Sorra’s model, based on a review of the literature on the implementation of workplace innovations, focuses on the key factors within the organizational context that influence the effectiveness of implementation efforts.

The climate for implementation refers to employees’ perceptions of the extent to which their use of an innovation is expected, supported, and rewarded within their organization.

A strong climate for implementation fosters innovation use by:
Ensuring that employees are skilled in the use of the innovation
Providing incentives for its use and disincentives for avoidance
Removing obstacles to use

Innovation-values fit refers to the degree to which employees perceive that the use of the innovation will foster the fulfillment of their values.

The greater the perceived fit of the innovation with the employees’ values, the greater their commitment to the use of that innovation.


Contextual Levels and Factors

Technical: EBPs, Training, TA

Community: Politics, Funding, Policy, Systems

Organization: Climate, Staffing, Policies, etc.

Provider: Vvalues, Commitment, Skills, etc.
Innovation: Compatibility, Adaptability

Cconsumer
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Implementation theory suggests that the implementation of EBPs is affected by factors operating at major six levels.

Are any relevant levels missing???


Insights from Systems Theory

e Systems: collections of interacting parts that,
through their interactions, function as a whole

« EBPs and their COls can be viewed as systems

—

—_

Technical: EBPs, Training, TA

Community: Politics, Funding, Policy, Systems

Organization: Climate, Staffing, Policies, etc.

Provider: Values, Commitment, Skills, etc.

Innovation: Compatibility, Adaptability

SYSTEM
|
Nested Subsystems

Consumer
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What is a system?

Is it useful to think of EBPs and their COIs as parts of larger systems?

Systems are collections of interacting parts that, through their relationships, function as a whole.

The levels and factors derived from the implementation literature display the nesting relationships that are common to complex systems, where subsystems are nested within larger systems.

Viewing EBPs and their COIs as parts of a system, helps us appreciate the complex and sometimes unpredictable relationships between factors operating at different levels or scales and how these levels, factors, and their relationships interact in ways that either support or hinder the effective implementation and operation of EBPs.


System Boundaries

* Arbitrary, but essential

 Delineate what is inside/outside the situation of

Interest
 Boundary choices have ethical implications

e Social, organizational, functional, geographical,

political...
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Imam, LaGoy, and Williams (2007) identify three essential systems concepts in evaluation: Boundaries, Relationships, and Perspectives. We will consider each in turn.


System Relationships

Systems are interconnected networks of factors
operating at several levels

Change in one part of the system produces change
In other parts of the system, consequently:

Implementation = Systems Change

Systems changes:
— Planned, foreseen
— Unplanned, unforeseen/unforeseeable

The more interconnected and complex the system,
the more unforeseeable systems changes will be



System Perspectives

e System actors (individuals, organizations) have
diverse perspectives on the system, including
boundaries, factors, and relationships

* Any effort to assess or transform a system must

both account for and negotiate between the
diversity of perspectives on that system



BT .S
Activity

e Select an EBP and discuss the following questions

— What are the boundaries of the system within which the EBP
Is embedded?

« What are the implications of drawing the boundaries more
narrowly vs. more widely?

— What are the major levels and factors of that system?

— What are the important relationships between the levels and
factors to consider for implementation?

— How must the system change to support and sustain the
Implementation of the EBP?
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Contact me if you want to keep the conversation going
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