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Evidence-Based Frameworks 
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Stages of Implementation Process

Innovation Implementation Framework

4.Practice 
Improvement

• Outcomes
• Services
• Budget 

3.Implementation
•Effectiveness
•Feasibility
•Sustainability/Cost

1.Training
•Relevance
•Accessible
•Accredited

Organizational Readiness & Functioning

Motivation

2.Adoption
A. Decision

•Leadership
•Quality/Utility
•Adaptability B. Action

•Capacity
•Satisfaction
•Resistance

Program
Climate

Staff
AttributesResources

Organizational Infrastructure
1. Program needs/resources?
2. Structure/functioning?
3. Readiness for changes?

Services Infrastructure
1. Treatment process/dynamics?
2. Needs/progress assessments?
3. Therapeutic interventions?

Simpson & Flynn, 2007 (Special Issue of JSAT)
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Evidence-Based Frameworks 
for Planning Innovations and 

Field Implementation

Effectiveness of TX practice
Identify core TX components
Prescribe a plan for action

Website: www.ibr.tcu.edu
© 2008
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Drug Abuse Treatment Outcome Studies
NIDA’s Third National Evaluation of Treatment Effectiveness

TOPS (2st US Study 1980s)
DARP (1st US Study 1970s)

300+ Studies Published on 65,000 Drug Users 
Treated in over 300 Programs

10,000 Adults
96 Programs 

11 Cities

1,200 Adolescents
23 Programs

4 Cities
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Existing
TX practices
across US
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Comparisons
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DARP
1970s
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Retention “effects”
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2 Years

DARP
1970s
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Outcomes in Years 1 & 5
(for Cocaine treatments in DATOS)

% of DATOS Sample (N=708)

*p<.001

Simpson, Joe, & Broome, 2001 (Arch Gen Psychiatry)

Problem Severity & Retention

DATOS
1990s
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Weekly Cocaine Use
(Adj % in Year After Treatment)
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    LTR    
(90+ Days)

    ODF    
(90+ Days)

    STI     
(21+ Days)

HIGH Problem Patients (p<.001)

Simpson, Joe, Fletcher, Hubbard, & Anglin, 1999 (Arch Gen Psychiatry)

DATOS
1990s
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Process of Client Recovery

Engage &
Commit

Begin
Changes

Sustain
Efforts

Using

Quitting

Medications?

© 2008

Aspiration - Inspiration - Perspiration

10

Sufficient
Retention

Posttreatment

Drug
Use

Crime

Social
Functions

Pathway to Recovery in Treatment

Simpson, 2004; Simpson & Joe, 2004 (J Substance Abuse Treatment)

Adequate
Retention

Early 
Recovery

Change: 
Behavioral

Change: 
Psycho-Social

Retention/ 
Transition

Program
Participation

Early 
Engagement

Therapeutic
Relationship

Motivation
Risk &

Severity
Treatment
Readiness

Resources developed for “targeted”
Assessments & Interventions

© 2008
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Screening & assessment tools
TX strategies & interventions
Framework for integrated care

Evidence-Based Frameworks 
for Planning Innovations and 

Field Implementation

© 2008
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Follow-up
Outcomes
• Drug use
• Crime
• Social 

Functions

Treatment Process Model 
Early 

Engagement
• Participation
• Therapeutic 

Relationship Early 
Recovery

Changes in --
• Thinking
• Acting

Users:
Problem 
Severity

& Treatment 
Readiness

Retention
Threshold

Aftercare 
Services 

or 
Support 

Networks

Measuring Needs & Functioning

CEST:
Motivation

• Problem 
recognition 

• Desire for 
help

• TX readiness
• TX needs

CEST:
Engagement

• Satisfaction
• Counseling 

rapport
• Participation
• Peer support
• Social support 

CEST:
Psychological
• Self esteem 
• Depression
• Anxiety
• Decision 

making
• Self efficacy

CEST:
Social

• Hostility 
• Risk taking
• Social 
consciousness

CTS (Criminal 
Thinking)

TCU Drug 
Screen

• Drug history 
• DSM-IV
• TX history
• 5 Minutes

INTAKE 
History

Op 
Sc

an
 F

or
m

s
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Scoring & Feedback

• Scores
• Norms
• Flags for “Problems”
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TCU TX Motivation Scales
(N=9,833 Clients)
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TCU Psychosocial Scales
(N=9,833 Clients)
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TCU TX Engagement Scales
(N=9,833 Clients)
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© 2008

Monitoring across Time??
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Soc

Changes in Client Functioning Over Time
Average scores for Clients: Intake vs Time 2 (N=234)
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Changes in Psychosocial Functioning
(Methadone Treatment; DATAR N=279)

% Problems (TCU Client Evaluation of Self & Treatment)

Self-Esteem* Depression* Anxiety* Risk Taking*
*p<.01

Predicts long-range 
recovery rates
(Hser, 2007 JAD)
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Motivation/Need Engagement ScalesSocial ScalesPsychological Scales

Program Differences in Client Functioning 
(Average scores for 3 Treatment Programs)

Joe, Broome, Rowan-Szal, & Simpson, 2002 (J Substance Abuse Treatment)

Psychosocial Interventions?
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Treatment
Engagement
• Participation
• Rapport
• Satisfaction
(CEST Scales)

Evidence for “Treatment Process”
(Preliminary Findings from UK Studies)

BTEI Project (March 07)

Counselor Skills/Attributes

Organizational Functioning

Motivation
Desire for Help
Trt Readiness

.39.52

Self Esteem
Depression.31 -.18

Peer Support
Social Support

.48 .37

Risk Taking
Social Conscious

-.24
.43

Correlation 
Coefficients 

(n=998)

© 2008
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Motivation
& Needs
• Desire for Help
• Trt Readiness
• Trt Pressures

Treatment
Engagement
• Participation
• Rapport
• Satisfaction

CJ Offenders
Mandated to
Treatment

17 18

57 60

Low Motivation High Motivation

% High Rapport
% High Participation

Readiness Intervention
for Motivation/Trt Readiness Training

Intervene?

Simpson & Joe, 1993 (Psychotherapy)
© 2008
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Readiness Intervention
for Motivation/Trt Readiness Training

Sia, Dansereau, & Czuchry, 2000 (JSAT)

Adequate
Retention

Early 
Engagement

Early 
Recovery

Posttreatment

Drug
Use

Crime

Social
Functions

Program
Participation

Therapeutic
Relationship

Behavioral
Change

Psycho-Social
Change

Motivation
Severity

Readiness

Retention/ 
Transition
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“Mapping” Intervention 
for Care Planning & Communications

Dansereau, Joe, Simpson, 1993 (JCP), Dees et al, 1997 & Simpson et al, 1997 (JSAT)

62 62

41

72
75

54

Standard Grp Mapping Grp

% High Rapport
% Negative UAs (Op)
% 1-Yr Retention

Treatment
Engagement
• Participation
• Rapport
• Satisfaction

Strategy to 
intervene?
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“Mapping” Intervention
for Care Planning & Communications

Dansereau, Joe, Simpson, 1993 (JCP), 1995 (JSA), 1996 (AB)

Adequate
Retention

Early 
Engagement

Early 
Recovery

Posttreatment

Drug
Use

Crime

Social
Functions

Program
Participation

Therapeutic
Relationship

Behavioral
Change

Psycho-Social
Change

Motivation
Severity

Readiness

Retention/ 
Transition

Strategy used in all TCU interventions

© 2008
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Mapping:  A Visual Representation Strategy
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Conference
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Improving Addiction 
Treatment and 

Implementation

?

?
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Psychology Director 

of IBR

Treatment
Effectiveness

Innovation
Implementation

Process FU
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Mapping:  A Visual Representation Strategy

© 2008

Dansereau & Simpson, In press
A Picture is worth a 1000 words:

The case for graphic 
representations.

Professional Psychology: 
Research & Practice
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Recovery Cycle

Key issues
for efforts to 
improve
treatment

Series of Specialized Interventions 

Early 
Engagement
• Participation
• Therapeutic 

Relationship Early 
Recovery

Changes in --
• Thinking
• Acting

Users:
Problem 
Severity

& Treatment 
Readiness

Cognitive
Interventions

Behavioral
Interventions

Recovery Skills
Training

Social Skills
Training

Readiness
Interventions

Retention
Threshold

Simpson, 2001 (Addiction), 2004 (JSAT), 2006 (CMAP)

Voc/Educ/Health
Services

Case Mgmt for 
Aftercare Support

Follow-up
Outcomes
• Drug use
• Crime
• Social 

Functions

Aftercare 
Services 

or 
Support 

Networks

Motivation
& Induction

CM/Reward
Strategies

Cognitive
Focusing

Thinking
Patterns

Planning
TX Care

Risks
Reduction

Support
Networks

Better
Comm

Living
Skills

© 2008
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TCU “Mapping” Interventions

Cognitive
Interventions

Behavioral
Interventions

Recovery Skills
Training

Social Skills
Training

Readiness
Interventions

Getting Motivated to Change (for readiness)

Mapping TX Plans (for care planning)

Anger Management (for cognitive focusing)

Contingency Management (for participation)

Criminal Thinking (for thinking patterns)

Motivation
& Induction

CM/Reward
Strategies

Cognitive
Focusing

Thinking
Patterns

Planning
TX Care

Simpson, 2001 (Addiction), 2004 (JSAT), 2006 (CMAP)
© 2008
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TCU “Mapping” Interventions

Cognitive
Interventions

Behavioral
Interventions

Recovery Skills
Training

Social Skills
Training

Readiness
Interventions

HIV Prevention & Sexual Health
Building Social Networks
Better Ideas for Communication
Better Parenting Skills
Preparing for Transition

Risks
Reduction

Support
Networks

Better
Comm

Living
Skills

Simpson, 2001 (Addiction), 2004 (JSAT), 2006 (CMAP)
© 2008
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Cumulative Effect of Interventions 

Recovery Cycle
Early 

Engagement
• Participation
• Therapeutic 

Relationship Early 
Recovery

Changes in --
• Thinking
• Acting

Users:
Problem 
Severity

& Treatment 
Readiness

Cognitive
Interventions

Behavioral
Interventions

Recovery Skills
Training

Social Skills
Training

Readiness
Interventions

Retention
Threshold

Follow-up
Outcomes
• Drug use
• Crime
• Social 

Functions

Aftercare 
Services 

or 
Support 

Networks

Simpson, 2001 (Addiction), 2004 (JSAT), 2006 (CMAP)
© 2008

30

Evidence for program variations
Framework for “program change”
Organizational assessment tools

Evidence-Based Frameworks 
for Planning Innovations and 

Field Implementation

© 2008
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Program Variations 
in Retention of Clients 

65%
75% 76%

21% 16% 15%
3+  Mos in
Long-Term
Residential

(n=17)

3+  Mos in 
Outpatient 
Drug-Free

(n=14)

12+  Mos in
Outpatient

Methadone 
(n=10)

Simpson, Joe, Broome, Hiller, Knight, & Rowan-Szal, 1997 (PAB)

Best
Program

Poorest
Program

DATOS
1990s

Therapeutic Engagement
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Treatment
Environment

Organizational Measures
Program Needs/Pressures

Staff Resources
Staff Skills/Attributes

Climate (eg, “Cohesion”)

Treatment Services & Environment 

Follow-up
Outcomes
• Drug use
• Crime
• Social 

Functions

Aftercare 
Services 

or 
Support 

Networks

Simpson, 2002, 2004, 2006

Recovery Process
Early 

Engagement
• Participation
• Therapeutic 

Relationship Early 
Recovery

Changes in --
• Thinking
• Acting

Users:
Problem 
Severity

& Treatment 
Readiness

Cognitive
Interventions

Behavioral
Interventions

Recovery Skills
Training

Social Skills
Training

Readiness
Interventions

Adequate
Retention

© 2008
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Ready for Change?

Climate: Cohesion of Staff
(Scale scores range = 10-50)

24

28

28

31

33

36

37
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39

39

39

39

1

2

3

4

5

6

7

8

9

10

11

12

Lowest

Highest

TCU/NF-ATTC Survey  (April 2001)

12 programs at TCU Workshop

Is such 
variation
common?
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Ready for Change?

Climate: Cohesion of Staff
(Scale scores range = 10-50)

64 Programs (LHAs) 

Lowest

Highest

25%
Norm

75%
Norm

50% of 
Programs

Rampazzo, De Angeli, Serpelloni, Simpson, & Flynn, 2006 (European Addiction Res)

Italy

16

35

50
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Ready for Change?

Climate: Cohesion of Staff
(Scale scores range = 10-50)

45 Programs (ITEP/BTEI Projects)

Lowest

Highest

25%
Norm

75%
Norm

50% of 
Programs

UK

23

35

45

NTA ITEP/BTEI Projects (2006-07)
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Innovation Implementation Stages

Innovation Planning & Implementation

4.Practice 
Improvement

• Outcomes
• Services
• Budget 

3.Implementation
•Effectiveness
•Feasibility
•Sustainability/Cost

1.Training
•Relevance
•Accessible
•Accredited

2.Adoption
A. Decision

•Leadership
•Quality/Utility
•Adaptability B. Action

•Capacity
•Satisfaction
•Resistance

Organizational Readiness & Functioning

Motivation Program
Climate

Staff
AttributesResources

Organizational Infrastructure
1. Program needs/resources?
2. Structure/functioning?
3. Readiness for changes?

Services Infrastructure
1. Treatment process/dynamics?
2. Needs/progress assessments?
3. Therapeutic interventions?

Simpson & Flynn, 2007 (Special Issue of JSAT)
© 2008
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PTN  
Scales

Measures of Program Training Needs

1. Program Facilities/Climate
2. Satisfaction with Past Training
3. Preferences for New Training
4. General Training Needs of Staff
5. Preferences for Training Styles
6. Program Computer Resources
7. Training Barriers

Rowan-Szal, Greener, Joe, & Simpson, 2007 (Special Issue of JSAT)

Staff attitudes & perceptions --

© 2008
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ORC  
Scales

Measures of Organizational Functioning

Simpson, 2002; Lehman et al, 2002 ; Simpson & Flynn, 2007 (JSAT)

Resources:
• Offices/Staffing
• Training
• Equipment

Staff
Attributes:
• Growth
• Efficacy
• Influence
• Adaptability

Climate:
• Mission
• Cohesion
• Autonomy
• Communication 
• Stress
• Change

Motivation:
• Program Needs
• Training Needs
• Pressures

“Better organizations”
provide “better services”

© 2008
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Program X Scores (With 25-75% ORC Norms)
Needs Resources Staff Attributes Organizational Climate
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75th %tile 
25th %tile
Group X

Simpson & Dansereau, 2007 (Science & Practice Perspectives)
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Chances of successful “implementation”?

40

Planning & Assessment Strategy

Strategic
Planning

Training
Innovation

A

Innovation
B

Innovation
C

Program
Clients

6-9 Months
After

Functioning
(CEST-2)

Program
Staff

4-6 Months
After

Changes
(WAFU)

4-6 Months
Before

Program
Staff &
Clients

Functioning
(ORC/CEST-1)

12 Months
Before

Program
Staff

Needs
(PTN-1)

Evaluation
(WEVAL)

12 Months
After

Program
Staff

Functioning
(ORC/PTN-2)

1.
Is there staff 
agreement 

on innovation 
needs? What 

are they? 

3.
Is quality 
of training
related to 
adoption 
decisions?

2.
Is program 
functioning
related to 
innovation 
readiness?

6.
Do staff 

perceptions 
of program 

needs change 
over time? 

4.
Is trial 

implementation
related to  

staff training 
& barriers? 

5.
Do CLIENT
RATINGS
of program 

services
improve?

Simpson, Joe, & Rowan-Szal, 2007 (Special Issue of JSAT)
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Cognitive
Interventions

Behavioral
Interventions

Recovery Skills
Training

Social Skills
Training

Readiness
Interventions

Follow-up
Outcomes
• Drug use
• Crime
• Social 

Functions

Treatment Process Model 
Early 

Engagement
• Participation
• Therapeutic 

Relationship Early 
Recovery

Changes in --
• Thinking
• Acting

Users:
Problem 
Severity

& Treatment 
Readiness

Retention
Threshold

Aftercare 
Services 

or 
Support 

Networks

Motivation
& Induction

CM/Reward
Strategies

Cognitive
Focusing

Thinking
Patterns

Planning
TX Care

Risks
Reduction

Support
Networks

Better
Comm

Living
Skills

Review of Program Matrix

Program
• Needs/motives
• Resources
• Staff skills
• Climate

1 2 3 4

A

B

C

5

Voc/Educ/Health
Services

Case Mgmt for 
Aftercare Support

Needs/Progress
Assessments
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Innovation Implementation Stages

Review of Implementation Strategy

4.Practice 
Improvement

• Outcomes
• Services
• Budget 

3.Implementation
•Effectiveness
•Feasibility
•Sustainability/Cost

1.Training
•Relevance
•Accessible
•Accredited

Organizational Readiness & Functioning

Motivation

2.Adoption
A. Decision

•Leadership
•Quality/Utility
•Adaptability B. Action

•Capacity
•Satisfaction
•Resistance

Program
Climate

Staff
AttributesResources

Organizational Infrastructure
1. Program needs/resources?
2. Structure/functioning?
3. Readiness for changes?

Services Infrastructure
1. Treatment process/dynamics?
2. Needs/progress assessments?
3. Therapeutic interventions?

Simpson & Flynn, 2007 (Special Issue of JSAT)
© 2008
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Reviewing Costs for Implementation

Simpson & Flynn, 2007 (Special Issue of JSAT); Flynn & Broome (in prep)
© 2008

1.
Training

2.
Adoption

3.
Implemen-

tation
4.

Practice

a. Purchase price
b. Trainers
c. Facility capacity
d. Certifications

a. Equipment
b. Boosters
c. Record-keeping
d. Fidelity checks

a. Supplies
b. Staff turnover
c. Tracking system
d. EBP adherence

a. Maintenance
b. Training new staff
c. MIS/EBP monitoring
d. Staff credentials

A. “Expenses” for Training, Supplies, & Procedures? 

a. Program needs
b. Staff attributes
c. Client services
d. Future funding

a. Focus/mission
b. Influence
c. Needs-based
d. EBP-oriented

a. Communications
b. Growth/change
c. Engagement
d. EBP-competent

a. Cohesion of staff
b. Personal autonomy
c. Outcomes
d. “Evidence-based”

B. “Benefits” of Innovation Planning & Delivery?

44
Selected

Presentations

IBR HOME PAGE

IBR
A National Research Center 

for addiction treatment studies
in community and correctional settings

(over 400 free resource files available)

DATOS
ProgramProgramProgram

StaffStaffStaff

ResourcesResourcesResources

ClimateClimateClimate

PatientPatientPatien t
SeveritySeveritySeverity

ReadinessReadinessReadiness

Sufficien t
Retent ion
SufficientSuffic ient
RetentionRetention

E arly Early 
Engagem entEngagement

E arly Early 
RecoveryRecovery

PosttreatmentPosttreatment

Drug
Use

DrugDrug
UseUse

CrimeCrimeCrime

Social
Relations

SocialSocial
RelationsRelations

Program
Participation

ProgramProgram
ParticipationParticipation

Therapeutic
Relationship
TherapeuticTherapeutic
RelationshipRelationsh ip

Behavioral
Change

BehavioralBehavioral
ChangeChange

P sycho-S ocial
Change

PsychoPsycho--SocialSocial
ChangeChange
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