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Objectives 
 
• Heighten awareness regarding: 

– The importance of implementation in evidence-
based initiatives 

– Implementation science and its value for bridging 
the research to practice gap 

– Key implementation drivers 

– Resources for learning more about 
implementation science  



Implementation Matters 

• Identifying and adopting what works is not 
enough to achieve successful outcomes 

• Evidence-based programs and practices still 
have to be delivered with fidelity/integrity in 
diverse and complex real-world settings 

 
One of the strongest messages coming from the research is 
that fidelity—the quality with which the treatment is 
delivered—is crucial to successful outcomes.  Lipsey et al. (2010) 



Real World Outcomes/Benefits are Shaped by 
Program Effectiveness and Implementation 
Effectiveness 
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Washington State Institute for Public Policy Evaluation 
of Functional Family Therapy in Washington State 

Source: Adapted from 
Barnoski (2004) 



High-Quality Implementation is Difficult 
to Achieve 

What appears to be simple and straightforward in the 
implementation process often turns out to be more complex 
than anticipated.  
 
In implementation, we often underestimate the number of 
steps involved, the number of separate decisions that have to 
be made, or the number of participants whose preferences 
have to be taken into account.  
 
Because of the complexity involved, implementation, even 
under the best circumstances, is exceedingly difficult. 
 
Pressman & Wildavsky (1973) 



Levels of Complexity 
Simple Complicated Complex 

Following a Recipe Sending a Rocket to the Moon Raising a Child 

Recipe is essential. 

Recipe is tested to assure 
replicability of later efforts. 

Expertise is not required. 

Recipe specifies the nature 
and quantity of  parts 
needed. 

Recipes produce standard 
products. 

Certainty of same results 
every time. 
 

Formula are critical/necessary. 

Sending one rocket successfully 
increases likelihood the next 
will be OK. 

High levels of expertise.  

Separate into parts and then 
coordinate. 

Rockets similar in critical ways. 

High degree of certainty 
regarding outcomes. 

Formula have limited 
application. 

Raising one child gives 
no assurance of success 
with the next. 

Expertise can help, but is 
not sufficient; 
relationships matter. 

Can’t separate parts 
from the whole. 

Every child is unique. 

Uncertainty of outcome 
remains. Adapted from Freedman, ODI presentation, Exploring the science and 

complexity of aid policy and practice, London, July 2008. 



Implementation Science 

• The study of methods to promote the 
integration of research findings and evidence 
into policy and practice 

       (Adapted from NIH, Fogarty International Center) 

 

• Empirically-based insights and tools that can 
be used to support high-quality 
implementation in diverse and complex real-
world settings 



Key Implementation 
Science Resources 

National Implementation Research 
Network (NIRN) 
 
Regional and international 
implementation groups  
(California, Colorado, North 
Carolina, European, Australian) 

 
Fixsen, D. L., Naoom, S. F., Blase, K. A., Friedman, R. M. & Wallace, F. (2005). 
Implementation Research: A Synthesis of the Literature. Tampa, FL: University of South 
Florida, Louis de la Parte Florida Mental Health Institute, The National Implementation 
Research Network (FMHI Publication #231). 

Download monograph at: 
http://www.fpg.unc.edu/~nirn/resources/detail.cfm?resourceID=31   

http://www.fpg.unc.edu/~nirn/resources/detail.cfm?resourceID=31


Used alone, none of the following are 
sufficient 

• Diffusion/dissemination of information 

• Passing laws, using mandates 

• Providing funding, using incentives 

• Training 

• Organizational development 

 

Fixsen et al. (2005) 



Stages of Implementation 

1. Exploration  
– Awareness, acquisition of information 

2. Installation 
– Active preparation, behind the scene tasks 

3. Initial implementation 
– Initial change in practice; many forces at play, including 

resistance, push-back 

4. Full implementation 
– New learning becomes integrated into practitioner, 

organizational, and community practices, policies, and 
procedures. Full staffing and client loads. The innovation 
becomes accepted practice.  

5. Innovation 
6. Sustainment 

 
 

 

Fixsen et al. (2005) 

2-4 
Years 



Implementation Drivers 

Develop staff  

competence 

• Recruitment and selection 

• Training 

• Coaching 

• Staff performance 
evaluation 

Provide organizational and 
system supports 

• Administrative supports 

– Data 

• Fidelity assessments 

• Practice/policy 
feedback mechanisms 

Provide Leadership 

 Interactive, Integrated and Compensatory 

Fixsen et al. (2005) have identified core components that build and support 
high-fidelity implementation.     



Importance of Coaching in Developing 
Staff Competencies 

• In education, Joyce and Showers (2002) found that…  
– 10% of trainees will transfer a new skill into practice when 

training involves theory, discussion and demonstration 
– 25% will transfer a new skill into practice when training 

involves theory, demonstration and practice  
– 90% will transfer a new skill into practice when training 

involves theory, demonstration, practice and on the job 
coaching  

• In community corrections, as part of the Strategic 
Training Initiative in Community Supervision (STICS), 
Bonta et al. (2010) found that… 
– Probation officer training + coaching on RNR 

interaction skills produced higher quality interactions 
with offenders and lower offender recidivism rates  

 
 



Other Key Implementation Supports 

• Implementation teams 

• Communities of practice 

• Data-driven feedback 
– To support coaching; development of staff 

competencies 

– To support fidelity assessments, formative 
program evaluation 

• Practice to policy feedback mechanisms 

• Leadership 

 



Colorado Evidence-Based Practice Implementation for 
Capacity (EPIC)  

• Comprehensive effort to enhance knowledge/skills of criminal 
justice professionals in evidence-based practices, particularly 
Motivational Interviewing, Cognitive Behavioral approaches 
and use of a validated risk/needs assessment instrument   

• Multi-agency collaboration  
– Department of Public Safety; Division of Criminal Justice (Community 

Corrections); Department of Corrections (Institutions, Adult Parole, 
Community Corrections, Youthful Offender System); State Judicial 
Branch, Probation Services; Department of Human Services, 
Behavioral Health 

• Utilizes… 
– Training, coaching, and feedback from taped and live interactions  
– Implementation teams 
– Communities of practice 
– Data driven coaching feedback, fidelity and outcome assessment 

 



Fidelity Assessments 

• Critical to achieve positive outcomes 
• Should be concerned with… 

– Structure (framework for service delivery) and process 
(way in which services are delivered)  (Mowbray et al., 2002) 

– Adherence, exposure/dosage, quality of delivery, 
participant responsiveness  (Mihalic et al., 2004) 

– Context, compliance and competency  (Fixsen et al., 2005) 

 
• Adapt after achieving high-fidelity 

implementation and positive outcomes 
–  Guide any adaptation with data and assessment  



Implementation Science Resources 

• National Implementation Research Network 
      http://nirn.fpg.unc.edu/    
 

      Global Implementation Conference 2013 
      Pre-conference activities: Monday, August 19 
      Main conference: Tuesday-Wednesday, August 20-21, 2013 
      Washington Hilton, Washington D.C. 
       http://globalimplementation.org/gic 
 

• Information concerning Colorado EPIC 
      http://www.colorado.gov/cs/Satellite/CDPS-CJJ/CBON/1251624330546 

      https://www.facebook.com/COEPICProject 

 
 

 



 

 

Replicating Evidence-based 

Practices with Fidelity: 
 

 

 

Lessons from Pennsylvania’s  

Blueprints Initiative 
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Effective Programs 

• Are based on a research-informed theory of 
how the target outcome develops (etiology) 

• Are predicated on a logic model of intervening 
in and changing that developmental pathway 

• Rely on implementation that does not violate 
that logic model (fidelity) 



Pennsylvania’s “Blueprints” Initiative 

• Followed from earlier CTC initiative that promoted 
community coalitions/risk & resource assessments 

• State funding for program startup, after identification of 
need by local community 

• Nearly 200 EBP’s funded since 1998 (+~200   through 
other sources) 

• Big Brothers/Sisters, LST, SFP 10-14, PATHS, MST, FFT, 
MTFC, Olweus Bullying Program, TND, Incredible Years, 
ART  

         (www.blueprintsprograms.com) 



Resource Center  
for Evidence-based Prevention and Intervention 

Programs and Practices 

Support to  
Community  
Prevention 
Coalitions 

Improve Quality of  
Juvenile Justice 
Programs and 

Practices 

Support to 

Evidence-based 

Programs 

Multi-Agency Steering Committee 

(Justice, Welfare, Education, Health) 

The EPISCenter is a project of the Prevention Research Center, College of Health and Human Development, Penn State University, 
 and is funded by the Pennsylvania Commission on Crime and Delinquency and the Pennsylvania Department of Public Welfare 

 as a component of the Resource Center for Evidence-Based Prevention and Intervention Programs and Practices. 
 

A unique partnership between policymakers, researchers, and 
communities to bring science to bear on issues of public health and 

public safety 
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Juvenile Justice 
Programs and 

Practices 
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Programs 

Multi-Agency Steering Committee 

(Justice, Welfare, Education, Health) 

The EPISCenter is a project of the Prevention Research Center, College of Health and Human Development, Penn State University, 
 and is funded by the Pennsylvania Commission on Crime and Delinquency and the Pennsylvania Department of Public Welfare 

 as a component of the Resource Center for Evidence-Based Prevention and Intervention Programs and Practices. 
 

A unique partnership between policymakers, researchers, and 
communities to bring science to bear on issues of public health and 

public safety 
 



EPISCenter’s 3 Key Functions 

• Build general capacity 
among providers and 
practitioners 
 

• Build program-specific 
capacity 
 

• Facilitate interaction/ 
communication 
between systems 
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Rhoades, Bumbarger & Moore (2012). The Role of a State-Level 

Prevention Support System in Promoting High-Quality Implementation 

and Sustainability of Evidence-based Programs. American Journal of 

Community Psychology. 29 



From Lists to Improved Public Health: Barriers 

• Synthesis and translation of research to practice,                             
(and practice to research) 

• EBP dissemination, selection, and uptake 

• Ensuring sufficient implementation quality and fidelity 

• Understanding adaptation and preventing program drift  

• Measuring and monitoring implementation and outcomes 

• Policy, systems, and infrastructure barriers 

• Coordination across multiple programs and developmentally 

• Sustainability in the absence of a prevention infrastructure  

Bumbarger, B. and Perkins, D. (2008). After Randomized Trials: Issues related to dissemination of evidence-based interventions. 
Journal of Children’s Services,3(2), 53-61. 
 
Bumbarger, B., Perkins, D., and Greenberg, M. (2009). Taking Effective Prevention to Scale. In B. Doll, W.  Pfohl, & J. Yoon (Eds.) 

Handbook of Youth Prevention Science.  New York: Routledge.  



Pennsylvania’s EBP 
dissemination in 1999… 



Pennsylvania’s EBP 
dissemination in 2013… 

see: www.episcenter.org/emaps 
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Moore, Bumbarger & Cooper (2013). Examining adaptation of evidence-

based programs in natural contexts. Journal of Primary Prevention.  



Moore, Bumbarger & Cooper (2013). Examining adaptation of evidence-

based programs in natural contexts. Journal of Primary Prevention.  



33% 

61% 

6% 

Proactive

Reactive

Not Enough Information

The majority of adaptations 
were made reactively in 
response to barriers. 

Moore, Bumbarger & Cooper (2013). Examining adaptation of evidence-

based programs in natural contexts. Journal of Primary Prevention.  



33% 

67% 

Philosophical Logistical

The majority of adaptations 
were made because of issues 
of logistical rather than 
cultural or philosophical fit. 

Moore, Bumbarger & Cooper (2013). Examining adaptation of evidence-

based programs in natural contexts. Journal of Primary Prevention.  



33% 

14% 

53% 

Positive Neutral Negative

The majority of adaptations 
were predicted to negatively 
impact program effectiveness. 

Moore, Bumbarger & Cooper (2013). Examining adaptation of evidence-

based programs in natural contexts. Journal of Primary Prevention.  

*but 1/3 were positive adaptations! 



















Policy and Practice Innovations 

Ongoing monitoring of implementation 
 

• Quality assurance verification by program developer 

 Including recommendations for strengthening 
implementation quality and fidelity 

• Performance measures tied to program logic model 

 Including implementation/fidelity measures 

• Development & support of Communities of practice 
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Lessons, observations, epiphanies… 

• Find a small number of things that work, and do 
them well 

• Dissemination and high-quality implementation are 
often at odds 

• Intentional behavior change model – from extrinsic 
to intrinsic motivation 
– From a culture of compliance to a culture of excellence 

– Demonstrate, experience, build capacity, increase sense of efficacy 

– Greater focus on understanding, communicating and educating on 
logic models & theory of behavior change 

 



If you don’t know 

where you’re going, 

any road will get you 

there… 
The Cheshire Cat 
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Thank You! 
 

 

 

 

 

Evidence-based Prevention and Intervention Support Center 

Prevention Research Center, Penn State University 

206 Towers Bldg. 

University Park, PA  16802 

(814) 863-2568 

episcenter@psu.edu 

www.episcenter.psu.edu 
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THANK YOU  
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Today’s slides and a recording of this webinar will be available at: 
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