
 
Edges Implementation Workshop 

Michelle Harris,  

Fionnuala Doherty 

25th February  2015 

    © The Centre for Effective Services 2015 



1 

Workshop Content 

Presentation 

• Introduction to the Centre for Effective Services and our role in EITP and 
Edges  

• Introduction to Implementation-why it’s important and what we mean 

Core Concepts  

• The “implementation gap”- evidence isn’t enough. 

• Implementation drivers 

• Implementation stages 

• Focus on Implementation teams –functions and roles. 

The workshop will also allow for  

• Discussion on participant’s own experiences of implementation and what we 

have heard today  and thinking on how to apply this to their role in Edges 

Implementation Teams 
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A small organisation 
with charity status 

Established in 2008  

(5 year grant) 

A multi-disciplinary 
staff team 

Jointly funded by  

Government  

• Dept. Environment, 
Community and 
Local Government  

• Dept. Children and 
Youth Affairs 

Atlantic Philanthropies  

All Island organisation 

Belfast 

Dublin 

Introduction to CES 
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Implementation Experience includes... 

• Early Intervention Transformation Programme 

• Colin Early Intervention Community 

• South Armagh Sure Start Cluster 

• Start Programme 

• Midlands Area Parenting Partnership 

• Area Based Childhood Programme 

• Trinity College Dublin –Diploma in Implementation Science 

• Global Implementation Initiative 

• GIC 2011, 2013, and in Dublin 2015- 27th-29th May 2015   
globalimplementation.org 

• European Implementation Initiative (launch at GIC)  

• All Island Implementation Initiative and Network 
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CES’ Role in EITP 

• Providing technical support to all work 
streams  

• Support to achieve mainstreaming of 
Evidence Informed Prevention and 
Early Intervention  approaches 

• Evidence -Sourcing, appraising and 
disseminating  

• Implementation – service design and 
implementation support 

• Capacity – helping to build capacity 
in the system 

 

Work stream 3 –
Edges. 

 Rapid Evidence 
Review: 

‘Effective Family 
Interventions 
for ‘at risk’ 
young people 
and their  
families’. 
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Audience Participation  

Implementation-what does it 
mean to you? 
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Understanding Implementation 

 

 

 

 
Implementation involves 

— a specified set of purposeful activities 

— at the practice, programme and systems levels 

— putting into practice a programme, intervention or service with established 
and recognisable processes that are necessary to achieve desired outcomes. 

 

 

 

 

 

 

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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What is implementation? 

“Implementation is defined as a specified set of activities 
designed to put into practice an activity or program of known 
dimensions. According to this definition, implementation 
processes are purposeful and are described in sufficient 
detail such that independent observers can detect the 
presence and strength of the "specific set of activities" 
related to implementation. In addition, the activity or 
program being implemented is described in sufficient detail 
so that independent observers can detect it’s presence and 
strength.” 

 
Wikipedia- Social and Health Sciences  
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Why is implementation important? 
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Importance of Effective Implementation  

 

“You can have the best programme in the world but if it is 
not implemented in the right way or supported accordingly it 
will not provide the outcomes that you expect and that 
implementation is every bit as important as the programme 

itself.”  

 
(Sneddon et al. 2012)  
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Implementation: A universal challenge 

Implementation is implementation in: 

• Agriculture and forestry 

• Manufacturing and business 

• Substance 

• Child abuse 

• Education 

• Engineering 

• Mental health  

• Juvenile justice..and many more 

 

 They have similar implementation problems 

 They have similar implementation solutions 

 We can learn more..more quickly 

 

 

Source: Implementation Masterclass, Dublin, May 2011, K. Blase and D. Fixsen 
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Intervention-level activity versus Implementation level activity 

 
• Implementation is not achieved by doing more or better 

research on interventions. 

 

• Evidence on the effectiveness of a programme, service or 
intervention helps you select an intervention, it does not 
help you to implement it. 

 

• Implementation involves a distinct set of strategies based 
on “what works” in achieving the outcomes of chosen 
interventions. 
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Capturing the Learning -learning from experience   

We learned from the implementers about 

• the importance of relationships and the people involved from staff, 
people who supported and challenged them, research teams, 
stakeholders, model developers, communities, parents and children. 

• what it was like to deliver on programmes and adapt and review 
them.  

• the pain  experienced when things went wrong but  also about the 

• pleasure in the work and  

• seeing the early benefits to the first children, families and 
communities participating in the programmes and services.  
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Key Questions  

“Generally the way we had worked was - we 
spotted a problem and we did something about it. 

 In a way we hadn’t put much thought into it, and 
asked questions like- is this the best way to do it? 
Who else has done this? How could we find out? Are 

we sure this is going to get us the best results?” 
(Sneddon et al 2012) 
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The “Implementation Gap” 
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Bridging the Gap 

Science to Service 

Best Evidence 
Service Gap 

IMPLEMENTATION 

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

Effective 
Interventions 
The “WHAT”  

Effective 
Implementation  

The “HOW”  

Positive 
Outcomes for 

Clients  

Source: Implementation Masterclass, Dublin, May 2011, K. Blase and D. Fixsen 
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Socially 
Significant 
Outcomes 

Effective 
Interventions 

Effective 
Implementation 

Methods  
Enabling  Contexts  

Active Implementation 
 

© 2012 Dean Fixsen and Karen Blase, National Implementation Research Network  
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An Introduction to the Active Implementation 
Framework  

National Implementation Research Network 

nirn.fpg.unc.edu 

 

• Implementation drivers 

• Implementation stages and  

• Focus on Implementation Teams 



Active Implementation 
Frameworks  Formula for Success 

Socially 
Significant 
Outcomes 

Effective 
Interventions 

Effective 
Implementation 

Methods  
Enabling  Contexts  

Stages 

Drivers 

Key 

Implementation 

Components 

(Drivers) 

developed or 

strengthened 

Teams 

Cycles 



Performance Assessment  

(fidelity)  

Coaching 

Training 

Selection 

Integrated & 

Compensatory 

Systems            

   Intervention 

Facilitative   

   Administration 

Decision Support  

   Data System 

Leadership Drivers 

Consistent Uses of Innovations 

Reliable Benefits  

Integrated  & 

Compensatory 

Active Implementation 
Frameworks  Implementation Drivers 



Purposes 

• Select for the “tough to teach traits”  

• Screen for pre-requisites 

• Set expectations for new recruits– use 
of data,  

• coaching  

• Allow for mutual selection 

• Improve likelihood of retention after 
“investment” 

• Improve likelihood that training, 
coaching, and supervision will result in 
implementation 

 

Implementation Drivers  Selection 



Purposes  

• Continue “Buy-in” process 

• Knowledge acquisition 

• Skill Development 

• Form a ‘community’ 

• Get started…get better 

 

Implementation Drivers  Training 



Purposes 

• Ensures fidelity  

• Ensures implementation 

• Develops application judgment in their 
setting 

• Provides feedback to selection and 
training processes 

• Grounded in “Best Practices” 

• Must include direct observation and 
feedback 

 

Implementation Drivers 

Implementation Drivers  Coaching 
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Capturing the (Implementation ) Learning 

“I suppose staff development, staff training, staff support 

would be an area that I put huge energy into, and I would 
actually think that’s my priority. As a manager, I think my job 
is to make sure that everybody here has the confidence, the 
support, the space to kind of talk their work through, the 
encouragement to take on new things. And if they’re, if they 
get all of that, then they’ll be doing a good job and then 
therefore [the programme) will be doing a good job.”  



Purposes 
• Monitor and improve outcomes through 

data-based decisions 

• Provide information to assess 
effectiveness of intervention and 
prevention practices 

• Analyze the relationship of fidelity to 
outcomes 

• Guide further programme development 
• Detect discrete issues as well as systemic 

issues 

• Engage in continuous quality 
improvement 

• Of the Intervention and the Drivers 

• Celebrate success 

• Be accountable to families, partners, 
and funders 

 

Decision Support Data 
Systems  

Implementation Drivers 



Purposes 

• Creates an internally hospitable 
environment for the new way of 
work – at the level of the 
“agency” 

•  Facilitates the installation, 
implementation, and 
improvement of the Drivers for 
each innovation 

• Takes the lead on Systems 
Interventions 

• Looks for ways to make the direct 
work of practitioners (e.g. 
workers, agency staff) and 
directors more effective and less 
“burdensome”!! 

 

Implementation Drivers 
Facilitative Administration 

Implementation Drivers 
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Capturing the (Implementation ) Learning  

 

“I think I would have done more organisational readiness 

work... I think I would have done a bit more hearts and minds 
within the management team. I would have spent a lot more 
time preparing our finance people and our HR people. It's 
that stuff, you know, Karen Blasé calls facilitative 

administration.”  



Performance Assessment  

(fidelity)  

Coaching 

Training 

Selection 

Integrated & 

Compensatory 

Systems            

   Intervention 

Facilitative   

   Administration 

Decision Support  

   Data System 

Leadership Drivers 

Consistent Uses of Innovations 

Reliable Benefits  

Integrated  & 

Compensatory 

Implementation Drivers 
Active Implementation 
Frameworks  



Support 
Organisations 

Programme 
Experts and 
Researchers 

Socially 
Significant 
Outcomes 

Effective 
Interventions 

Effective 
Implementation 

Methods  

Enabling  
Contexts  

Co-Creating Capacity 

Service Providers 

Funders and 
Policy-
Makers 

Co-Creating Capacity 

©Metz NIRN 2014 
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Key Message on Drivers from Local Experience and 
Evidence   

• It was important to understand the local context, the nature of the 
problem and what the evidence suggests will be the most successful 
approach to improving outcomes.  

• Discussion with key stakeholders and community consultation was 
vital to the engagement of all stakeholders and getting support for the 
work, in addition to ensuring that the proposed approach would be 
workable within that local context.  

• These were seen as essential and the importance of this engagement 
and ownership continued during the set-up and implementation of 
the programmes. Logic modelling was seen as a useful tool for 
planning and communicating with key stakeholders and evaluation 
teams. 
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Complexity of Implementation  

Kitson et al. (1998) note that implementation requires 
changes in the overall practice environment. That is, the 
practitioner in the context of personal, administrative, 
educational, economic, and community factors that are 
themselves influenced by external factors (new information, 
societal norms, economic recession, media). 



Socially 
Significant 
Outcomes 

Effective 
Interventions 

Effective 
Implementation 

Methods  
Enabling  Contexts  

Stages 

Drivers Cycles 

Implementation 

Activities matched 

to Implementation 

Stage 

Teams 

Formula for Success Active Implementation 
Frameworks  



Implementation Stages 

2-4 Years 

• Assess needs 

• Examine fit and 

feasibility  

• Operationalize model  

• Make decision 

• Stakeholder Buy-in 

• Shared Vision 

 

• New services not yet 

delivered 

• Develop 

implementation 

supports 

• Make necessary 

structural and 

instrumental 

changes 

• Identify coordinated 

yet differentiated 

roles 

 

• Service delivery 

initiated 

• Data used to driver 

decision-making and 

continuous 

improvement 

• Rapid cycle problem 

solving 

• Feedback loops 

among stakeholders 

• Shared authority and 

decision-making 

• Skillful implementation 

• System and 

organizational changes 

institutionalized 

• Outcomes measureable 

• Shared Resources  

• Shared Data 

• Culture and Values 

Shift  

Exploration Installation 
Initial 

Implementation 

Full 

Implementation 
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The complexity of Implementation  

  

 

“Implementation requires change. The change may be more 
or less dramatic for an individual or an organization. In any 
case, change does not occur simultaneously or evenly in all 
parts of a practice or an organization.” 

 

nirn.fpg.unc.edu/...implementation/implementation.../initia
l-implementation. 
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Implementation Stages 

EXPLORATION 

1. Exploration 

Source: Implementation Research: A synthesis of the 

literature. (2005)  

• The organisation is actively considering the 
use, feasibility and fit of a new innovation(s) 
 
• Activities include: 
   - Exploring the needs of the population 
   - Getting buy-in/creating  readiness 
   - Finding champions 



The Hexagon 
An EBP Exploration Tool 

NEED 

FIT 

RESOURCES 

EVIDENCE 

CAPACITY 

READINESS 

Fit with current Initiatives 
• Local or regional priorities 
• Organizational structures 

Community values 

 

Need in area, setting 
• Academic & socially significant Issues 
• Parent & community perceptions of need 
• Data indicating need 

Resources and supports for: 
• Curricula & Classroom 
• Technology supports (IT dept.) 
• Staffing 
• Training 
• Data Systems 
• Coaching & Supervision 
• Administration & system 

Evidence 
•Outcomes – Is it worth it? 
•Fidelity data 
•Cost – effectiveness data 
•Number of studies 
•Population similarities 
•Diverse cultural groups 
•Efficacy or Effectiveness 

Capacity to Implement 
• Staff meet minimum qualifications 
• Able to sustain Imp Drivers 

• Financially  
• Structurally 

• Buy-in process operationalized 
• Practitioners  
• Families 

Readiness for Replication 
• Qualified purveyor 
• Expert or TA available 
• Mature sites to observe 
• Several replications 
• How well is it operationalized? 
• Are Imp Drivers operationalized? 

The “Hexagon” can be used as a 
planning tool to evaluate evidence-
based programs and practices during 
the Exploration Stage of 
Implementation. 
 
Download available at: 
www.scalingup.org/tools-and-resources 

© National Implementation Research Network 2009-2012  

Adapted from work by Laurel J. Kiser, Michelle Zabel, Albert A. Zachik, and Joan Smith at the University of 

Maryland 

One 
example 
from a 
school 
setting… 
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Implementation Stages 

EXPLORATION 

1. Exploration 

2. Installation 
INSTALLATION 

• The innovation has been 
chosen 
• Preparatory activities begin in 
order to initiate the new service. 
These may involve developing 
staff selection protocols and 
training systems, securing  
   funding and arranging the  
        necessary space and   
                  equipment. 
 
 Source: Implementation Research: A synthesis of the 

literature. (2005)  



38 

Implementation Stages 

EXPLORATION 

1. Exploration 

2. Installation 

 INITIAL  
IMPLEMENTATION 

3. Initial 
Implementation 

• The innovation is put into practice 
by newly trained staff 
• Organisational supports and 
functions begin to operate.  
• Organisations can get stuck at this 
stage if they don’t try to improve  
internal implementation capacity. 
 

Source: Implementation Research: A synthesis of the 

literature. (2005)  
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Implementation Stages 

EXPLORATION 

1. Exploration 

2. Installation 

3. Initial 
Implementation 

Source: Implementation Research: A synthesis of the 

literature. (2005)  

FULL 
IMPLEMENTATION 

4. Full 
Implementation 

• The innovation is fully 
operational and integrated 
• Skills and activities are 
maintained throughout the 
system 
• Policies are in place which 
support changes 
• Outcomes are ready to be  
          evaluated 
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Implementation takes time! 

2 - 4   
Years 

FULL      
  IMPLEMENTATION 

EXPLORATION 
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Implementation takes time 

If you make a 
judgement about 

“effectiveness” too 
early, you might be 
making a mistake 

EXPLORATION 

FULL      
  IMPLEMENTATION 
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Different initiatives within an organisation or community 
will be at different stages 

FULL 
IMPLEMENTATION 

FULL 

IMPLEMENTATION 

EXPLORATION 

FULL 

IMPLEMENTATION 

EXPLORATION 

Initiative 1 Initiative 3 

Initiative 2 
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Factors associated with implementation identified by Durlak & Dupre (2008) in 
a meta-analysis of implementation studies  
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Reflections  
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Edges Implementation Team(s) 

• Add in pictures 
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From ‘letting it happen to making it happen’  

 

“It takes a team to make it happen. Implementation 
specialists need to be thoughtfully selected and 
purposefully trained as team members “ 

 
( Fixsen, Naoom,Blasé,Friedman, & Wallace, 2005)  
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Implementation Teams 

 Implementation teams are a core group of individuals who have 
special expertise with innovations, implementation, and 
implementation strategies and who are accountable for guiding 
the overall implementation.  

 
• They are responsible for developing effective, flexible and adaptable  
   capacity to manage change. 
 
• They provide a focused and accountable structure to increase the  
   likelihood that this effort will not be abandoned or derailed. 
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Implementation Team Functions 

• Move the project through the stages of implementation  

• Ensure that the implementation drivers needed for fidelity to 
practice and processes are integrated and successfully 
embedded in the overall effort  

• Identify barriers and find solutions  

• Identify facilitators and institutionalise them  

• Engage the stakeholders and community  

• Engage in data based decision-making  
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Implementation Teams: Keeping in Mind… 

Functions 

Capacity (skills, knowledge, expertise) 

Comunication 

Roles 

Measureable outputs 
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Group Task: Implementation Team Exercise  

In groups develop  a ‘job description’ for the 
Edges Implementation Team  

• Scope for the team 

• Competencies Required 

• Number and make up- stakeholders 

• Technical Assistance 

• Gaps and how to fill these 
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Group Feedback 
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Importance of the Implementation Team 

“Implementation teams….should be held 
accountable for effective implementation of 

programmes (initiatives) that demonstrate results” 

 
(Fixsen et al, 2005) 
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Implementation Teams in Action 

Implementation 
Teams 

Prepare 
Communities 

Prepare staff & 
administrators 

Work with 
programme/service 
developers & 
Researchers 

Ensure 
Implementation 

Prepare Agency & 
State Systems 

Create 
Readiness 

Ensure 
Children, 
Families 
Benefit 

Parents &  
Stakeholders 

Source: Slides adapted from 
Implementation Masterclass, 
Dublin, May 2011, K. Blase and 
D. Fixsen 
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Key Messages –Organisational Learning   

 

 

• It was important to ensure the organisation was ready to 
implement the programme or service and that the necessary 
governance structures, infrastructure, policies, procedures and 
protocols (particularly recruitment and HR related policies) were 
developed.  

•  Pre-implementation tasks often took longer than anticipated, 
including consultation and engagement with key stakeholders in 
the community. Building these relationships was necessary for 
success.  

•  It was useful to document learning and achievements at the time, 
irrespective of whether there was a process evaluation being 
undertaken, so as to inform tools and products post-evaluation.  
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Key Messages 

•  Transferring learning and knowledge from the process can build 
capacity and skills, increase sustainability opportunities and offer the 
potential to generate an alternative source of income.  

  

• Being an indirect service provider that supports another organisation 
to deliver the innovation offered its own challenges such as control, 
accountability and visibility. Enablers included ensuring buy-in, 
having advocates or champions within the host organisation and fully 
understanding its culture and ways of working  
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Key Messages 

• For both direct and indirect providers, attention has to be paid to the 
selection, training, supervision and coaching of staff. Implementing 
evidence-informed approaches may involve important changes to the 
organisation’s previous ways of working and this took time and effort 
to negotiate and implement.  

• Getting buy-in from the team was crucial. Good communication and 
feedback loops were seen as important for facilitating change, in 
addition to strong management support and having visible champions 
within the organisation. 

• Good quality, accessible and timely training were seen to be essential.  

•  Supervision and coaching were also important enablers. These 
included supervision for programmes and people at both an individual 
and team level.  
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Developing an Implementation Team 

“The (district) develops a systemic approach with 
documented roles, processes and responsibilities. Plans and 
actions should be reviewed, evaluated, and held accountable 
for effective implementation… 

The initiative could be sustained even through the often-cited 
threats to success of change in leadership, ineffective 
professional development, and resource gaps.”   

 
(Fixsen et al 2005) 
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Implementation Framework 

Based on a review of the implementation literature by the 
National Implementation Research Network (NIRN), in the 
USA. 
http://www.fpg.unc.edu/~nirn/resources/publications/Monograph/pdf/Monog
raph_full.pdf  

 

NIRN Framework: 

• Implementation Drivers 

• Implementation Stages 

• Implementation Teams 

http://www.fpg.unc.edu/~nirn/resources/publications/Monograph/pdf/Monograph_full.pdf
http://www.fpg.unc.edu/~nirn/resources/publications/Monograph/pdf/Monograph_full.pdf
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Websites 

National Implementation Research Network 

www.nirn.fpg.unc.edu 

www.scalingup.org 

www.sisep.fpg.unc.edu (state implementation 
and scaling up of evidence based 
programmes) 

www.effectiveservices.org 

 

 

http://www.nirn.fpg.unc.edu/
http://www.scalingup.org/
http://www.sisep.fpg.unc.edu/
http://www.effectiveservices.org/
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www.effectiveservices.org 

 
 
Thank You 
Centre for Effective Services 

 
 


