Multiple files are bound together in this PDF Package.

Adobe recommends using Adobe Reader or Adobe Acrobat version 8 or later to work with
documents contained within a PDF Package. By updating to the latest version, you'll enjoy
the following benefits:

- Efficient, integrated PDF viewing
- Easy printing

« Quick searches

Don’t have the latest version of Adobe Reader?

Click here to download the latest version of Adobe Reader

If you already have Adobe Reader 8,
click a file in this PDF Package to view it.



http://www.adobe.com/products/acrobat/readstep2.html


Treatment Integrity and Program Fidelity:
Necessary but Not Sufficient to Sustain
Programs

Ronnie Detrich
Randy Keyworth
Jack States
Wing Institute





Goals

e Describe the relationship between treatment
Integrity, program fidelity, and sustainability.

e Review what we know about treatment
Integrity and program fidelity.

e Review what we do not know about treatment
Integrity and program fidelity.






Relationship Between Integrity/Fidelity
and Sustainabllity

 Programs and practices are a set of complex

nehaviors that are prescribed by policy and
protocols.

 To make claims that a particular program or
practice has sustained, it Is necessary to
know to what extent policy and protocols
were followed.

» By default, failure to implement with
Integrity/fidelity means that the program or
practice has not sustained.






What We Know about Treatment
Integrity/Program Fidelity

 Most of what we know has been developed at
the level of individuals implementing a
specific behavior intervention or teaching

plan.
» The most common method for increasing and
maintaining high treatment integrity is direct
observation and feedback about implementation.

v'Observation and feedback sessions are frequently
completed by individuals who are external to the system.

v'May be too intensive to be accomplished in many service
settings.





What We Know about Treatment Integrity

> If integrity checks are discontinued then integrity
suffers.
v Apparently integrity checks are always necessary.

v Implies that it is necessary to have a system to assess
the integrity of assessing integrity of implementation.





What We Do Not Know About Treatment
Integrity

« How much integrity iIs enough to impact
performance?

» Some studies suggest that integrity can be
“degraded” and still have positive impact on

behavior (Northup, Fisher, Kahang, Harrel, & Kurtz,1997; Vollmer,
Roane, Ringdahl, & Marcus,1999; Wilder, Atwell, & Wine, 2006).

v'Does everyone have to be at criterion or is it sufficient
that overall implementers are at criterion?





What We Do Not Know About Treatment
Integrity

 What are relatively easy methods for
Increasing and maintaining integrity?

» Performance feedback systems are most common
but may be too resource and time intensive for
many large systems.

 How often do we need to assess integrity to
maintain adequate levels?

 How to incorporate routine treatment integrity
checks into an organization?
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What We May Know about Program
Fidelity

 Program fidelity is used to describe when
large “packages” are implemented.
» Laws.
» Policy.
» Practices such as school-wide intervention.





What We May Know about Program
Fidelity

 We know much less about fidelity of
Implementation at the large systems level.

» Much of what we know is descriptive rather than
experimental.

» Measures are usually at large unit (school-wide).

» Fidelity measures usually taken less often than
with treatment integrity.





What We May Know About Program
Fidelity

 We have many “hints” about what Is important
to assure fidelity.

» Most is drawn from retrospective interviews with
Individuals from successful, sustainable programs.

» Much of the quantitative data is correlational.





Two Examples

« Kovalesi, Gickling, Morrow, & Swank (1999).

» Evaluated high vs low implementation of
Instructional Support Teams (IST).

v'School-wide organizational change.

v’ Students benefited from IST processes only
when implemented with high fidelity.

v Implementing with low fidelity resulted in no
better outcomes for students than control group
not exposed to IST processes.

v'Having structures in place was not sufficient to
assure high fidelity.

v'Fidelity assessed one time per year.





Two Examples

 Horner (2005).

» Effect of high fidelity vs low fidelity on office
discipline referrals.

v'Schools that had high fidelity had 25% fewer office
referrals for major rule violations than schools that did not
meet fidelity criterion.

v’ Fidelity measures taken 2 times per year.





What We Do Not Know About Program
Fidelity

« With broad packages such as school-wide
positive behavior support what are the core

components of a program that have to be in
place to have effect?

 What Iis the necessary level of fidelity to effect
performance?

 How often Is it necessary to assess program
fidelity?

» Can we decrease the frequency of checks over
time?





Conclusions

 Integrity/fidelity Is necessary to achieve
sustainable programs but not sufficient.

 There Is much more that we do not know than
we do know about both treatment integrity
and program fidelity, especially as it relates to
sustainable programs.

* Viable, sustainable programs have to adapt
to changing circumstances while maintaining
Integrity and fidelity .





Thank you

Copies of these presentations can be
downloaded from www.winginstitute.org
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Sustainable Programs:
In Search of the Elusive
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The ultimate goal of the “evidence-based
movement” is make better use of research
findings in typical service settings, to benefit
consumers and society....

research to practice





Research (to) Practice

Implementation
and
sustainability






The Campbell Collaborative
Education Coordinating Group
Protocol Evaluation Form

“Campbell Reviews should help people make
practical decisions about educational interventions and
public policy.”

“The objectives of a review should address the
choices (practical options) people face when deciding
about whether or not to adopt a policy or practice.”





The Campbell Collaborative
Education Coordinating Group
Newsletter, Issue 1, July 2007

An education economic evaluation begins with
the benefits as defined by the systematic
review, integrates these with estimates of the
resources used and their costs, and is focused
on how the educational intervention Is
Implemented in actual practice.





Research to Practice: the problem

Despite recent attention, there is still a disconnect between
research and practice...

e Too many practices with proven research results fail when
Implemented in “real world” settings.

e Too many practices with poor or no research are adopted
and continue to be implemented despite poor results.





Why do we care about “sustainability”?

average life of an education innovation is 18-48 months (Latham, 1988)

evidence-based and effective practices often fail due to ineffective
Implementation strategies (National Implementation Research Network)

major gaps exist between what is known as effective practices (i.e.
theory and science) and what is actually done (i.e. policy and practice)

(National Implementation Research Network)

Initial data on comprehensive school reform models initiated in 2000:

1 in 5 maintained reforms through 2002

1 in 10 maintained reforms through 2004
(American Institute for Research)





Today’s Focus

What We Know About Sustaining Programs?
Randy Keyworth

Sustainability: Shifting Contingencies,
What Works and What Doesn’t
Jack States

Treatment Integrity and Program Fidelity:
Necessary but Not Sufficient to Sustain Programs
Ronnie Detrich





30 years studying “research to practice” issues...

from the “practice” side





1978 - 2004

operated "research based" special education services in
“real-world” settings...

...provided a “laboratory” setting for longitudinal study of
research to practice, implementation and sustainability
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Multiple services, disabilities, systems

Research:  academic,  social/behavioral.  progr. eval.,  staff dev.  perf. mgmt.





2004 - present

Independent, non-profit operating foundation
promote evidence-based education policies and practices

act as a catalyst to facilitate communication, cooperation
and collaboration between individuals and organizations
currently engaged in evidence based education





The Wing Institute’s Strategic Vision

ldentify exemplars in evidence-based education

research individuals policies
models programs organizations

Develop networks to facilitate collaboration
Provide support for new ideas, research, and publications
Facilitate cross-discipline cooperation

Emphasize immediate solutions in the real-world as well as
long-term system changes





The Wing Institute’s Strategic Vision

Increased focus on

Research @ Practice

In the Real-world

Implementation
and
sustainability

In Real-time






“Research to Practice” Roadmap

The purpose of the “Roadmap” is to:

» Provide an expanded model for bridging the
gap between research and practice

» Define the primary components of an
evidence-based culture, their functions, and
how they relate to each other.

» lllustrate the necessary and continuous
reciprocal nature of influence between
research and practice





Research to Practice

Evidence-based Education
Research

Efficacy el EffEctiveness
<—

When does
it work?

Monitoring , Implementation

Is it working? How do we
make it work?
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EFFICACY RESEARCH
• Research conducted to identify promising practices
• Establishes a causal  relationship between an intervention and its impact on behavior.
• highly structured and controlled laboratory settings to clearly demonstrate impact and causation
• most common form of published educational research.

EFFECTIVENESS RESEARCH
• Research conducted to answer questions about the impact and robustness of interventions when taken to scale in more typical practice settings
• Primarily concerned with when an intervention works in the context of the following dimensions. 
	characteristics of students, setting
	leadership and instructors
	resources, training available
	culture, level of commitment

IMPLEMENTATION

• How do we make this intervention work in this particular setting?
• Translates effectiveness research to practice, from “general settings” to a “ particular setting”
• Explicit, systematic process for analyzing and addressing the critical variables necessary for an intervention to be successfully adopted, implemented and sustained in a particular setting.
• Analyzes the contingencies operating on various stakeholders in a particular practice setting and how they influence adoption and sustainability of an intervention.

MONITORING

To assure that the intervention is actually being effective must monitor the impact of the intervention in the setting (practice-based evidence).

Monitoring must occur:
	•	student level (to ensure progress and be able to modify components of the intervention 		when necessary)
	•	systems level (to be able to make systems level decisions and policy choices)






What Is a “sustainable” intervention?

Implemented with procedural fidelity and desired outcomes
(effectiveness) at the consumer level

maintains over time
maintains over generations of practitioners and decision-makers

operates within existing resources (financial, staff, materials) and
existing mandates

becomes institutionalized, routine...

“the way we do business”





What are the sources of research on “sustainability” ??

IMPLEMENTATION RESEARCH

National Implementation Research Network (NIRN)

COMPREHENSIVE SCHOOL REFORM (CSR)

National Longitudinal Evaluation of Comprehensive School Reform (NLECSR)

SCHOOL-WIDE POSITIVE BEHAVIOR SUPPORT (PBS)
RESPONSE TO INTERVENTION (Rtl)

SCHOOL PSYCHOLOGY





What do we know about “sustainability”?

Implementation is the critical component of
sustainability...

and implementation and intervention are not the
same thing.





What do we know about “sustainability”?

1. Implementation is a completely separate process from
Intervention.

An evidence-based program is one thing...implementation of an
evidence-based program is a very different thing.

Those responsible for developing effective interventions do not
necessarily have the skills for effective implementation.

The process of implementation is the same regardless of the
Intervention or domain (mental health, juvenile justice, education,
child welfare...as well as business, health, etc.)

Implementation success often has very little to do with the details or
merits of the actual intervention.

(NIRN, 2005)





Definitions...

Intervention is defined as the treatment or prevention efforts at the
consumer level.

Implementation is defined as a specified set of activities designed to
Incorporate a program or practice at the community, agency, or practitioner

level.

Sustainable Implementation involves systematic implementation at
all levels.

also known as: diffusion going to scale
replication scaling-up
rollout





What do we know about “sustainability”?

Implementation variables are not the same as intervention variables

Two distinct sets of activities

intervention-level activity (treatment fidelity)

Implementation-level activity (procedural fidelity)
(context, compliance, competence)

Two sets of outcomes

intervention outcomes (student outcomes)
Implementation outcomes (org., system outcomes)





2.

What do we know about “sustainability”?

Implementation is a social / cultural change process
across all levels of an organization

changes in adult professional behavior (all stakeholders)

changes in organizational structures and cultures, both formal and
Informal (systems, policies, contingencies, values, procedures)

changes in relationships to consumers, stakeholders, and systems
partners





What do we know about “sustainability”?

3. Implementation is a long term, ongoing,
developmental process

Implementation must be an ongoing part of culture...
things change...contingencies, staff, resources

ongoing adaptation and innovation are critical





What do we know about “sustainability”?

4. Implementation must respect and address the unigueness
of every aspect of the system

every culture, system, organization, staff, and consumer has unique
V' needs
\ learning histories
V values
\/ contingencies
N/ capacity (resources, skills, etc.)

Implementation must be customized within core components





What are “ Core Components” ?

Core Components for Interventions

the most essential and indispensable components of an intervention
practice or program

no more....no less





What are “ Core Components” ?

Core Components for Implementation

the most essential and indispensable components of an implementation
action plan

outcomes, goals, measures
performance management strategies
monitoring

adaptation and innovation





Obstacles to Sustainable Implementation

stakeholder resistance (general)
Inertia
cynicism about fads, new ideas, education reform
resistance to performance feedback
Intervention more difficult than anticipated
intervention causes too much change
desired outcomes take too long to materialize

perceived costs exceed perceived benefits






Obstacles to Sustainable Implementation

organizational lack of skill and experience
The most common forms of implementation...
paper implementation:  new policies and procedures put in place

process implementation:  new operating procedures put in place

information dissemination
training
supervision

have repeatedly been shown to be ineffective

performance implementation:  monitoring activities and outcomes
and responding to the data





Obstacles to Sustainable Implementation

organizational support structures are absent or fail to
maintain over time

supporters leave

personnel lack training

external funds run out

Inadequate supervision

poor accountability

no consequences for early termination





How do we get to SUSTAINABILITY?

The key is systematic, strategic, thoughtful and effective on-going
Implementation and monitoring strategies at multiple levels.

Sustainability should be the focus from day one.

Sustainable implementation is impossible without a monitoring (feedback)
system to guide decisions and activities.





Sustainability and Social Validity
Dimensions of Social Validity (Wolf, 1978)

1. The social significance of the goals.
2. The social appropriateness of the procedures.
3. The social importance of the effects.

Sustainability is a key component of the “social importance of the effects”.

Sustainability requires change at every level of a system: individual,
group, organizational, policy, culture.





Have we achieved “social importance™?

“Despite significant progress in the behavioral sciences, we
have achieved few widespread improvements in our society.
Over the past 40 years, effective interventions have been
developed for diverse problems of human behavior, but only
rarely has our knowledge been translated into changes in
the incidence or prevalence of problems

... parenting...education...mental health...”

Biglan 1995





Have we achieved “social importance™?

We, as behavior analysts, have failed to:

apply behavioral technology to larger social needs,

gain social recognition and acceptance of behavioral
technology

develop the science to sustain our successes at
cultural levels





If not us....who

If not now...when





Efficacy Research
(What Works?)

Research conducted to identify promising practices

Establishes a causal relationship between an intervention and its
impact on behavior.

Often conducted in highly structured and controlled laboratory
settings to clearly demonstrate impact and causation

Precision is often achieved with highly trained change agents,
carefully screened participants, adequate resources, and close
supervision.

Currently, this is the most common form of published educational
research.





Effectiveness

When
does it
work?

Effectiveness Research
(When Does i1t Work?)

Research conducted to answer questions about the impact and
robustness of interventions when taken to scale in more typical
practice settings

Primarily concerned with when an intervention works in the
context of the following dimensions.

\characteristics of students, setting
Wleadership and instructors
\resources, training available
\culture, level of commitment

Less common than efficacy research





How do
we make
it work?

Implementation
(How do we make It work?)

How do we make this intervention work in this particular setting?

Translates effectiveness research to practice, from “general
settings” to a “ particular setting”

Explicit, systematic process for analyzing and addressing the
critical variables necessary for an intervention to be successfully
adopted, implemented and sustained in a particular setting.

Analyzes the contingencies operating on various stakeholders in a
particular practice setting and how they influence adoption and
sustainability of an intervention.





Performance Monitoring
(Is 1t Working?)

To assure that the intervention is actually being effective must

monitor the impact of the intervention in the setting (practice-based
evidence).

Monitoring must occur:

N/ student level (to ensure progress and be able to modify components of
the intervention when necessary)

N systems level (to be able to make systems level decisions and policy
choices)
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Why Do Initiatives Fail?

Political support Funding

Leadership Stability Competing reforms

Insufficient training
Faculty turnover

Model specificity

Faculty commitment Sustained professional development

S e SR G EEES Schools’ past & current performance

...No one risk is statistically significant...combinations of risk factors

“Sustainablility: Examining the Survival of Schools’
Comprehensive School Reform Efforts” - 2005
American Institute for Research





What Does Not Work

Diffusion/dissemination of information by itself does

not lead to successful implementation (research
literature, mailings, promulgation of practice guidelines)

Training alone, no matter how well done, does not
lead to successful implementation

Implementation by edict by itself does not work

Implementation by “throwing money” by itself does
not work

Implementation without changing supporting roles
and functions does not work






What Can We Do to Achieve “Sustainable”
Implementation?

Manage the contingencies

— Maximize the variables that support
Implementation of the intervention

— Minimize the variables that oppose
Implementation of the intervention





What We Know About Managing
Contingencies?

Manage contingencies across:

1.

Cultural practices and as well as individuals behavior

Core components of implementation (goals,
performance management systems, monitoring, and
decision making)

Levels of the system (Fed, State, district, school,
classroom)

Stages of implementation (adoption, installation, initial
Implementation, full operation, long-term)

The Intervention (program, practices and core
components)





Cultural

School: Requires PraCtheS
ten new vocabulary
Cultural Practices words to be and
introduced each Individual
week, to be used )
and spelled Behavior
correctly in writing
assignments.

Parent: Review
spelling test
results with child

Contingency
AI ig N ment School exceeds state

expectations for student
spelling

Individual Behavior






Core Components of Implementation

Outcomes
Performance

Goals

Management
Measures g

Performance Drivers

Data-based

Decision Making






CORE COMPONENTS OF
IMPLEMENTATION

Establish OUTCOMES, GOALS, AND MEASURES

— Select the relevant goals (strategic, tactical, logistical)
— Establish objective and measurable outcomes and align levels
— Establish the corresponding policies

Employ and Align PERFORMANCE MANAGEMENT strategies

— Build activities and systems
v Recruitment and hiring
v Performance expectations
v" Training
v" Consultation and coaching
v Feedback and evaluation
— Manage performance contingencies

Conduct frequent and on-going MONITORING

— Qutcome and process

— Assure program fidelity (program level) and treatment integrity (practice
level)

Utilize DATA-BASED DECISION MAKING

— Evidence-based practices
— Adapt and Innovate





Monitoring

Monitoring: observing a behavior for any changes that my occur
over time, or for effects an intervention may have on the
observed behavior.

— Evaluate success of the program or intervention against goals

— Assess program fidelity and treatment integrity

Monitoring generates information that is essential when making
data-based decisions.

— Outcome measures

— Process measures

Monitoring needs to occur at all levels of implementation:
— Organizational (implementation)
— Practitioner (intervention)
— Consumer
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Response to Intervention
Implementation Iin

California
Federal “ “ Federal
IDIEA
permits || w
use of Rtl Distri J/‘ State California has
IS no mandate or
\ requirements
A comr for Rtl

Non-Alignment tohztsugeenDIStI'ICt
formed - no
polic \

School

School
Te aCh er School special ed staff form team

lo review evidence based practices
. ‘Teacher
Does not believe that ¢ ]

means to judge effectiveness of pTctices

Desired Outcomes Unlikely

Rtl Is implemented piece meal and sporadically across the state





Alignment of Core Implementation Components
Across Levels

Goal: Students meet minimum math standards
Strategy: Teachers fully credentialed and competent in teaching math

Outcomes
and Goals

Performance
Management

Monitoring

Decision
Making

Federal

Policy &
Regulations:f
unding
meets
minimum
standards

State

Regulations:
Teacher
credential
require

math training

District

Hiring:
Recruitment
of teachers
with math
credentials

School

100% of new teachers
meet min criteria w/in 3
months

Training: New math
teachers receive
training from “master
math teachers” and
demonstrate
competency

Teachers receive
training and
demonstrate
competency

Turnover results in
some staff not meeting
criteria: Develop
alternative training plan
for staff entering mid-
year

Classroom

Feedback:
Master teacher
provides
coaching
feedback
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Stages Of
Implementation

Over Time
and Over
Generations

Adoption & Exploration

Program Installation

“ Initial Implementation

Full Operation

Long Term Operation

l





Stages Of Implementation

1. Adoption & Exploration “Readiness”
— Assessing the fit
— Deciding to proceed
— Achieving support: Consensus building

2. Program Installation “Pre-start-up activities”
— Establishing new infra-structure and supports

— Reconfigure existing systems

3. Initial Implementation “Performance change”
— Initiate new practices and performance
— Troubleshoot obstacles (inertia, investment in status
quo, etc)
— Adapt and adjust to novel situations
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Installation: 										Initial Implementation:
Create new outcome expectations				  - Performance feedback systems operational
Train and/or retrain personnel 				
Construct or redesign reporting systems 		
Ensure funding streams						
Develop or modify policies
HR strategic development









Stages of Implementation

4. Full Operation “Integration”
— The practice becomes “the accepted practice”
— All systems functioning across all levels
— Outcomes are produced and benefits evident

5. Long-Term Operation “Refinement”

— Treatment integrity maintained and undesirable
drift controlled

— Core practices and outcomes monitored and
effectiveness sustained

— Innovations adopted and incorporated
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Full Operation
HR functions operating (staffing and re-staffing) 
Training and re-training
Treatment provided proficiently and with integrity
Managers supports and facilitates the new practice
Policies and procedures adapted to experience
Performance management systems support outcomes 
Reporting systems functioning (monitoring)







Types of Change

Planned and Formal

Adaptation: Changes to an intervention that effectively
address issues unique to the operating environment

Including assuring a cultural fit. These changes do not alter the
core components of the practice and do not modify targeted
outcome(s).

Innovation: Changes that offer opportunities that improve
and expand upon an intervention above what has been

achieved by current practices and procedures. Innovations to
a practice should not be attempted before treatment integrity is
first attained.

Unplanned and Informal

Drift: Undesirable changes that are identified as threats to
the treatment integrity of the practice as defined by the core
practices and outcome(s).





Core Components of an Intervention

— Building blocks that make it work

— Not knowing the core components leads to
wasted time and resources implementing non
non-essential elements.

— Knowing the core components Is essential to
answering critical questions required for
adaptation.

— Unfortunately, little research is available on what
are the core components of most practices.





Example: Core Components of Rtl

What are the core components?
— Multi-tiered interventions - Based on public health model
— Evidence-based practices
— Data-based decision making
— Progress monitoring

“Our school uses DIBELS to monitor reading. Can | adapt the
intervention using curriculum-based measurement (CBM)?”

1. Is DIBELS core?
— Yes/No

2. Can DIBELS be replaced?

— Yes, If you replace DIBELS with another effective method such
as CBM
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Increasing intensity of intervention





Programs - Practices - Components

Program Morningside  Institute for Bethel
Academy Effective School
Education District
Practice Sopris Direct PBIS
West's Instruction
Educational
Series
Component Fluency Phonics School-wide

(Elements) rules





Sustainable Implementation
Requires

Alignment and management of the contingencies:

1. Across levels of the system

2. Across the core components of
Implementation

3. Across the stages of implementation

4. Across the Intervention
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