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To Introduce Us—I am the Science Director & John 
Landsverk, Senior Scientist (& my presenter buddy)

@ Oregon Social Learning Center
 OSLC Founded in 1974

 Dedicated to “Science Benefiting Families”

 Grants from the National Institutes of Health
 National Institute of Mental Health

 National Institute on Drug Abuse

 Other funders: Department of Justice, Institute of Education Sciences, and 
Administration on Children, Youth, and Families–Children’s Bureau

 Between us, six Centers of Excellence: Child Welfare, Translational 
Research, and Pediatrics
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Learning Objectives

1. Participants will be able to understand the differences between diffusion, 
dissemination, and implementation as processes for spreading information.

2. Participants will be able to identify key processes important to successful 
implementations of evidence-based interventions in child welfare settings.  

3. Participants will be able to understand the differences between fidelity to the 
intervention and fidelity to the implementation.

4. Participants will be able to understand how to use intervention fidelity and 
identify possible strategies for monitoring it. 

5. Participants will be able to understand how to use implementation fidelity and 
identify strategies for monitoring it.
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Agenda

 Discuss implementation of evidence-based interventions in child welfare 
systems
 What makes them successful?

 When and how should changes (adaptations) to interventions be made so they fit 
your child welfare system 

 What are the perspectives of intervention developers and child welfare system 
leaders?

 What is intervention fidelity, and why is it important?

 What is implementation fidelity, and why is it important?

 How do you monitor fidelity (of the intervention and implementation)?
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Introductions and Interactions: Please use chat 

 Now, enter any comments you want to make about implementation and/or  
fidelity issues and/or experiences, both good and bad, implementing evidence-
based models

 And throughout this presentation,  please feel free to use the chat to ask any 
questions or express thoughts –this is the way John and I are going to attempt 
to make this more interactive and interesting for us
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Implementation Is Making it Happen!

IMPLEMENTATION

DISSEMINATION

DIFFUSION
“Let it happen”

“Help it 
happen”

“Make it happen”

(Greenhalgh et al., 2004; Lomas, 1993)
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Setting the Stage for Successful Implementation of 
Evidence-Based Interventions in Child Welfare: 
Readiness and Feasibility

 Select the service you want to implement 

 Who does what to whom, and how frequently? 

 Identify the target geographic region.

 Identify the desired reach (# served) within X time frame.

 Important to evaluate the quality of care delivered to children, families, 
and clients (fidelity).
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Adaptation May Be Needed for Interventions to Be 
Successful in Real-World Settings

It’s critical to understand the mechanisms of action (ingredients, drivers) of an 
intervention.

Mechanisms of action are the building blocks for what makes an intervention 
work.
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Common Reasons for Adaptations from Research to 
Real-World Settings

 Population differences (e.g., urban/rural, culture, ethnicity)
 Demands on service providers
 Different financial contexts

 Adaptation is a process that involves multiple perspectives and is 
collaborative and iterative.

 Collaboration includes the involvement of key agents 
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Recognizing Perspectives and Priorities of the 
Developer and Child Welfare Leaders 
 The researcher or developer wants the intervention delivered with the same 

specificity and rigor as in the randomized controlled trials. 

 The child welfare system is dealing with myriad issues and constraints that the 
developer needs to be educated about.

 The practitioner has a way of working. They have seen programs come and go. 
It’s hard enough to do the job without the “new, new thing.”

 Demand is to always add programs and never to remove them.
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Example: Two Perspectives in NYC: Developer and 
Child Welfare Services (CWS) Deputy Director

Developer
 Change in focus from making the 

intervention work -to making it happen 
 Discovery: what happens in the real 

world  and what are the new demands? 
 Understanding who are the full array of 

participants:
 Families  and therapists in the studies

 System leaders, caseworkers,  
supervisors, family court judges, and 
family and agency lawyers

CWS Director
 Framing the project (not as research):
 “no one wants to be a guinea pig”
 “no one wants to be put in a box 

and to be told to speak a script”
 “how to convince agencies not just 

to buy in, but to champion”

 Planning for the bureaucracy:
 What are implementation barriers?  

How can we be flexible?
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Two Perspectives  (continued)
Developer

 Separating the “what” from the “how”:
 Mechanisms of action or building 

blocks—the “what”
 Getting the fit/adaptation—

flexibility in “how” components are 
implemented

 Understanding capacity limits and 
issues 
 Staying in your lane—what decisions 

are yours vs. system leaders vs. 
agencies

CWS Director

 Responding (repeatedly) to the 
skeptics:
 “Why won’t reduced caseloads 

across the board just accomplish 
the same goal?”

 Managing expectations:
 Dangerous to say “This will work”
 Low referrals nearly always plague 

start-ups

 Dealing with staff turnover
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Fidelity to the Evidence-Based 
Intervention  

The goal is to achieve the positive INTERVENTION 
OUTCOMES  found in randomized clinical trials

Adherence to Key Intervention Components
+

Delivering the Components with Competence
=

Intervention fidelity

Perepletchikova, F., Treat, T.A., & Kazdin, A.E. (2007). Treatment integrity in psychotherapy research: Analysis of the studies and 
examination of the associated factors. Journal of Consulting and Clinical Psychology, 75, 829–841 
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Fidelity to the Intervention Tells Us: 

 Is the intervention delivered as intended?

 Adherence

 Are the key components or ingredients of the intervention included? 

 Are they delivered in the correct order? 

 Competence

 Is the intervention delivered in an engaging way? 

 Is it responsive to participants reactions?
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Measuring Intervention Fidelity (adherence + competence)
Gold Standards in measurement

 Observation versus self report

 Feedback loops that provide information to the service providers (practitioners) to help 
achieve continuous quality improvement

 Prevent drift (change) away from the key components of the intervention

 Good fidelity drives good outcomes

Measurement Challenges 

 Fidelity measures are often cumbersome (lengthy and time consuming)

 They require expertise that the user does not possess (advanced computer skills)

 They add on to documentation requirements rather than being part of existing reports
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Real-World Example of Measuring Intervention 
Fidelity: KEEP
 Group leaders download video recordings of parent groups (observation of the 

intervention).

 Video recordings are watched and coded  for fidelity by developer coaches (14 
items; 7 on intervention content; 7 on group process): Red/Yellow/Green scores 
are given.

 Group leaders  fill out web-based forms on attendance and rate parent 
engagement (4 items) for each group.

 Serves as the basis for weekly consultation with developer coaches to achieve 
continuous adherence and competence (adherence + competence = fidelity).
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BREAK



Fidelity of the Implementation (of an 
evidence-based practice or program)
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Implementation Fidelity

 Performing implementation activities with 
both adherence and competence 

Having a clear plan or road map for 
implementing

Goal: Increase positive implementation 
outcomes
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Understanding the implementation process when 
adding a new practice or program
Defining and using key activities that are needed to achieve successful 
implementation.

 Multiple agents ( e.g., system leaders initially, service providers later) are involved in 
the implementation process over time 

 Unbiased reporting of progress is ideal (e.g., observation of completion of  
implementation activities)

 Implementation activities build on one another.

 Challenge is how to measure complex processes without creating high burden for 
providers.
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Development of the Stages of Implementation 
Completion measure (SIC)
 Created for a head-to-head trial of two different implementation strategies 

when implementing the same EBP (Treatment Foster Care Oregon) 

 Based on observation of implementation activities or strategies

 Eight Stages: Engagement through Competency

 Date driven- the DATE when each activity is completed is tracked as a data 
point

 Spans three Phases: pre-implementation, implementation, and sustainment

 Allows for assessment of implementation progress and implementation 
fidelity

Saldana, L., Schaper, H., Campbell, M., & Chamberlain, P. (2016). Web-based feedback to aid successful 
implementation: The interactive Stages of Implementation Completion (SIC) tool. Implementation Science.
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Stages of Implementation Completion
https://www.oslc.org/sic/

https://www.oslc.org/sic/
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SIC Stages and Number of Activities per Stage
Saldana (2020)

 Stage 1: Engagement (4 activities tracked- example; date agency agreed 
to consider implementation)

 Stage 2: Feasibility Assessment (4 activities tracked - example; date of 
meeting with key stakeholders)

 Stage 3: Readiness Planning (10 activities- date referral plan is finalized)

 Stage 4: Hiring and Training (5- date training occurs)

 Stage 5: Fidelity Monitoring Established/Set-Up (4)

 Stage 6: Program Start-Up (4)

 Stage 7: Ongoing Service Delivery and Quality Assurance  (11)

 Stage 8: Demonstration of Competency (4)
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Two Scores Are Derived for Each Stage:

Duration (date) activity 
is completed

Proportion of activities 
completed
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SIC:  Findings from Studies on Implementation Fidelity 

 Duration and proportion scores in pre-implementation reliably 
distinguish good from poor performers.

 Pre-implementation SIC scores predict successful program start-
ups.

 Pre-implementation SIC scores predicts discontinuing programs.

 Pre-implementation and implementation behavior combined 
predict development of Competency (Stage 8).
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Achieving Implementation Fidelity

 Recognize there are distinct stages or phases.

 Carve out time to do pre-implementation activities right.

 Identify who will do what and how responsibilities with change over time.

 Program the champion and other leaders who will see the project through.

 Continuously assess barriers.

 There are different barriers at different stages of implementation.
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It’s Not Just the What, But Also the How

Successful Implementers

 More thoughtful and involved process 

 “It had to go all the way to the people who 
sign off on the bills and invoices. So it was 
school health administration, Medical 
Director and the Vice President of 
Community Services. Then it was advocating 
to them, selling them on it, and giving 
proposals. Then, they were advocating up 
the chain to higher office members to get 
approval.”

Non-Successful Implementers

 Either quick or involved fewer clinic 
personnel

 “All that it entails was just [name of 
another administrator] and I having a 
conversation and deciding whether or 
not this would be a good fit. Then 
basically telling our clinicians that we’re 
sending them to the training.”

Nadeem, E., Saldana, L., Chapman, J., & Schaper, H. (2018). “A Mixed Methods Study of the Stages of 
Implementation for an Evidence-based School Intervention.” Journal of Behavior Therapy 49 (4): 509–24.
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More Examples:
Successful Implementers

 “I think we just made a commitment. Our agency has 
a commitment to training. We are able to have the 
flexibility to carve out time for things that we think are 
important and could strengthen our delivery of service 
model.” 

 “We have been running mental health clinics in the 
schools that we are located for many, many, many, 
many years. So we already know when we can get kids 
out or not. We have access to the children’s schedules. 
Because we are providing services and we have 
medical and mental health and dental clinics in the 
schools, we know exactly what to do.”

Non-Successful Implementers

 “They are the experts on their 
schools and we left it to them to 
determine if it would work or not.” 

 “I think it was a combination. I don’t 
want to put it all on principal, 
because I think there were barriers 
with him but then there were also 
my own barriers with time. I am in 
two schools, and at one school I have 
50 clients on my caseload.” 

Nadeem, E., Saldana, L., Chapman, J., & Schaper, H. (2018). “A Mixed Methods Study of the Stages of 
Implementation for an Evidence-based School Intervention.” Journal of Behavior Therapy 49 (4): 509–24.
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Designs for Measuring Intervention Outcomes and 
Implementation Processes Simultaneously



Summary Thoughts and Discussion Points
Is the intervention being delivered with fidelity (adherence and competence)?

 Are key components included?

 Are adaptations documented and consistent with identified mechanisms of change?

 Are providers delivering the intervention with competence?

 Do providers have the time and capacity to deliver the intervention?

Is the intervention being implemented with fidelity?

 Is the implementation plan well defined?

 Are timelines met?

 Are service providers trained and supported?

 Is the reach achieved?

 Is there a plan for sustainability?
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Thank You!

Please send questions to Patti Chamberlain 
(pattic@oslc.org)

This report is in the public domain. Permission to reproduce is not necessary. Suggested citation: Urban 
Institute et al. (2021). Slide Deck Session 4: Implementation and Fidelity - Child Welfare Evidence-
Building Academy. OPRE Report 2021-110, Washington, DC: Office of Planning, Research and 
Evaluation, Administration for Children and Families, U.S. Department of Health and Human Services. 
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