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LET’S START WITH A PARABLE…
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THE ELEPHANT AND CQI
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IN ORGANIZATIONS WITH LIMITED TIME AND MONEY, WHY IS IT 
IMPORTANT TO SYSTEMATICALLY BUILD EVIDENCE?

 For emaxlpe, it deson’t mttaer in waht oredr the ltteers in a 
wrod aepapr, the olny iprmoatnt tihng is taht the frist and lsat
ltteer are in the rghit pcale. The rset can be a toatl mses and 
you can sitll raed it wouthit pobelrm.

 S1M1L4RLY, Y0UR M1ND 15 R34D1NG 7H15 
4U70M471C4LLY W17H0U7 3V3N 7H1NK1NG 4B0U7 17.
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WHAT’S THE HARM? 
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(OKAY,  WE CAN TAKE IT DOWN A NOTCH…BUT ONLY SLIGHTLY)
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SESSION OVERVIEW

 Tools to build evidence in child welfare

 Case Study: Safety Organized Practice 

 Activity: action plan to build evidence 

 Interpreting and applying evidence
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APPROACHES TO BUILDING EVIDENCE 
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THREE DIFFERENT APPROACHES…

 Fidelity monitoring

 Program evaluation

 Research 
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 What is the purpose? 

 Who is leading the activity?

 When is it occurring? 



DIFFERENCES BETWEEN APPROACHES

Fidelity Compliance 
and monitoring

Evaluation Programming 
decisions

Research Generate 
knowledge
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Purpose



DIFFERENCES BETWEEN APPROACHES

Fidelity Compliance 
and monitoring

Manager/
Monitor

Evaluation Programming 
decisions Evaluator

Research Generate 
knowledge Researcher
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Purpose Leader



DIFFERENCES BETWEEN APPROACHES

Fidelity Compliance
Manager/
Monitor

Now

Evaluation Assess worth 
or effectiveness Evaluator Now and 

Later

Research Generate 
knowledge Researcher Later 

and Now
12

Purpose Leader Timing



SAFETY ORGANIZED PRACTICE: 
A CASE STUDY
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REMEMBER OUR ELEPHANT?
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If we only “train and hope”…



THE VERY FIRST STEP…
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ACTIVE IMPLEMENTATION:
FOCUS ON BOTH PEOPLE & ORGANIZATIONS

“Usable Intervention”

Training and Coaching
AND

Organizational 
Structures, Processes, 

Leadership

Supportive and 
Efficient Child & Family 

Service Systems

Improved safety, 
permanency & 

wellbeing for children, 
families, communities

Make “it” teachable, learnable, doable, assessable, and repeatable in practice
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http://cfpic.org/index.htm


Stage Definition
1. Exploration Creating an Implementation Team; assessing readiness for 

implementation; building readiness as needed.
2. Installation Initial training; establishing tools to assess fidelity; ensuring 

access to materials and equipment; updating tools and 
templates; revising policies and procedures; etc.

3. Initial  
Implementation

Practitioners are attempting to use newly learned skills in 
the context of an organization that is just learning how to 
change to support the new ways of work.

4. Full 
Implementation

50% or more of staff are using the practice with fidelity 
and good outcomes. Now the standard ways of work.

Adapted from the National Implementation Research Network (NIRN)



Integrated
Implementation

Organization

Coaching

Training

Selection

Competency

Systems Intervention

Facilitative
Administration

Decision Support 
Data System

Leadership

AdaptiveTechnical

PERFORMANCE ASSESSMENT (FIDELITY)

National Implementation Research Network (NIRN)



COMPETENCY DRIVERS

SELECTION
• Selecting staff to 

implement first 
• Selecting implementation 

teams, trainers, coaches, 
evaluators 

COACHING
• Supporting after training 

to translate to practice
• Expanding on knowledge 

and skills from training
• Imparting “craft” 

knowledge (i.e., ethics, 
engagement, managing 
work flow)

• Emotional and personal 
support

TRAINING
• Imparting knowledge/ 

skills related to the 
practice

• Teaching new ways of 
work

• Lecture, demonstration, 
behavioral rehearsal
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ORGANIZATIONAL DRIVERS

SYSTEMS 
INTERVENTION

• Support from 
management and 
leadership

• Creation of 
organizational culture 
and policies that support 
new practice

DECISION-
SUPPORT 

DATA SYSTEM
• Guiding practice based 

on data and CQI
• Evaluating fidelity of 

practice
• Providing feedback loops 

so adjustments can be 
made as needed

FACILITATIVE 
ADMINISTRATION

• Support for eliminating 
system barriers
(caseload sizes, worker 
safety, communication, 
process barriers)

• Creating a hospitable 
environment for 
practitioners to engage 
in new practice
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LEADERSHIP DRIVERS

TECHNICAL
• Addressing issues of 

time, funding, equipment, 
etc.

• Timely responses to 
issues where the 
problem is clear and 
there is agreement about 
how to solve it

ADAPTIVE
• Leadership for complex 

issues that lack clear or 
easy solutions

• Convening groups to 
identify problems, 
arriving at consensus 
regarding how to 
approach a solution

• Addressing systems 
issues or issues that lack 
a technical solution 21



YES NO

80%
3 Years

14%
17 Years

DELIBERATE ATTENTION TO IMPLEMENTATION FACTORS?

(Fixsen, Blase, Timbers, & Wolf, 2001)

(Saldana & Chamberlain, 2012)

(Balas & Boren, 2000; Green, 2008)
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IMPLEMENTATION PROCESS AND OUTCOMES (E.G.)

What do you want to know? Dimension of Implementation

Is training happening? When? With whom?
Is training addressing essential components?

Provision of implementation support
Quality of implementation support

Are workers participating in coaching?
Are workers satisfied with coaching?
Are worker skills improving after coaching?

Provision of implementation support
Quality of implementation support
Outcome of implementation support

Are SOP tools being used within defined timeframes 
and in the intended ways?

Fidelity – “adherence” to approach

Are families interacting with broader circles of 
natural supports?
Are families feeling more engaged?

Proximal child and family outcomes – the experience 
of children and families in the intervention

Adapted from the University of North Carolina Frank Porter Graham Impact Center
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IMPLEMENTATION PROCESS AND OUTCOMES

What do you want to know? How are you going to know it?

Is training happening? When? With whom?
Is training addressing essential components?

Counts from training delivered
Review of objectives/activities; pre-post survey of 
knowledge change by key content

Are workers participating in coaching?
Are workers satisfied with coaching?
Are worker skills improving after coaching?

Counts from coaching logs
Coaching survey for workers
Observational assessments

Are SOP tools being used within defined 
timeframes and in the intended ways?

Case record reviews; other data entries

Are families interacting with broader circles of 
natural supports?
Are families feeling more engaged?

Case record reviews
Family questionnaire 

Adapted from the University of North Carolina Frank Porter Graham Impact Center
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NOW THAT WE’VE IMPLEMENTED…
HOW DO WE KNOW IT’S HAPPENING?
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SOP SUPERVISOR CHECKLIST

Gathers feedback from supervisors on their workers’ current 
level of mastery of the skills and behaviors that are the hallmark 
of SOP
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SOP PRACTICE PROFILES 

Define the gradual progression of skill acquisition as a 
practitioner integrates a particular practice into their work
1. Safety Mapping

2. Integrating the Child’s Perspective

3. Harm & Danger Statements

4. Safety Planning

5. Safety Networks

6. Safety Goals
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SOP CASE REVIEW

Team-based, on-site review process that evaluates depth and rigor 
of SOP practice and implementation
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ACTION PLAN
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CONSIDERING YOUR ORGANIZATION…

 Think of one initiative or program that 
you have implemented. 

 What parts of the “elephant” are you 
capturing with fidelity monitoring, 
evaluations, or research?  

 Where are the opportunities to build 
evidence?

 What is one short-term step you can 
take to collect new data or 
integrate/analyze existing data?
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APPLYING AND INTERPRETING EVIDENCE
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THE WAY EVIDENCE IS COLLECTED AND ANALYZED LIMITS THE 
WAYS IT CAN BE USED.
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REMEMBER SOP?
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RESEARCH QUESTIONS AND PURPOSE

 Does coaching affect self-reported worker 
empowerment/motivation and the quality of child welfare 
practice (including Safety Organized Practice)?

 Does coaching affect supervisory skills and abilities, as well as 
the quality of supervision received by workers? 

 Does coaching affect implementation of Safety Organized 
Practice at the county level?

37



METHODS

 Hybrid effectiveness-implementation design

 Mixed methods:

 Secondary data analysis of evaluation surveys

 Retrospective Qualitative interviews (n=8) and focus groups (n=2)

 Total respondents: n=21
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CONSIDER THE SOURCE: 

 Fidelity monitoring: coaching activity tracker, SOP case review

 Program evaluation: learner and county-level satisfaction surveys

 Implementation research: interviews/focus groups
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RATING OF COACHING EXPERIENCE:  TAKE 1

40



RATING OF COACHING EXPERIENCE: TAKE 2
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TAKEAWAY:  THE WAY YOU ASK A QUESTION MATTERS!
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WHEN CAN YOU COMBINE AND COMPARE DATA ACROSS 
SOURCES? 
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WHEN CAN YOU COMBINE AND COMPARE DATA ACROSS 
SOURCES? 
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TAKEAWAY:  WHEN YOU HAVE MORE THAN ONE OPTION, CHOOSE 
THE HIGHEST QUALITY SOURCE OR ANALYSIS!
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HOW DOES THE RESPONDER LIMIT THE CONCLUSIONS? 
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TAKEAWAY:  LEAD WITH THOSE CLOSEST TO THE EXPERIENCE!

47



HOW CAN YOU USE IMPERFECT OR INCOMPLETE DATA?

48



TAKEAWAY: SOMETIMES IMPERFECT INFORMATION IS ALL YOU 
HAVE, BUT MUST BE USED CAREFULLY
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QUESTIONS? 

April Allen:  april.allen@ResilientFuturesLLC.com

Nancy Hafer: nshafer@ucdavis.edu

Alison Book: apbook@ucdavis.edu
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