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Innovation Innovation ImplementationImplementation

Stages of Implementation Process
3.3.ImplementationImplementation
•Effectiveness

1.1.TrainingTraining
•Relevance

2.2.AdoptionAdoption
A. A. DecisionDecision

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

ImprovementImprovement
4.4.Practice Practice 

ImprovementImprovement
••OutcomesOutcomes
••ServicesServices
••Budget Budget 

•Feasibility
•Sustainability/Cost

•Accessible
•Accredited

•Leadership
•Quality/Utility
•Adaptability B. B. ActionAction

•Capacity
•Satisfaction 
•Resistance

Simpson, 2002; Simpson & Flynn, 2007 (Special Issues of JSAT)

Organizational Readiness & Functioning

MotivationMotivation ProgramProgram
ClimateClimate

StaffStaff
AttributesAttributesResourcesResources CostsCosts
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Planning & Assessment StrategyPlanning & Assessment Strategy

Strategic
Planning

TrainingTraining

Innovation
A

Innovation
B

Innovation
ProgramProgram
ClientsClients

6-9 Months
After

ProgramProgram
StaffStaff

4-6 Months
After

4-6 Months
Before

ProgramProgram
Staff &Staff &
ClientsClients

12 Months
Before

ProgramProgram
StaffStaff

12 Months
After

ProgramProgram
StaffStaff

C

FunctioningFunctioning
(CEST(CEST--2)2)

Changes
(WAFU)(WAFU)

ClientsClients

FunctioningFunctioning
(ORC/CEST(ORC/CEST--1)1)

Needs
(PTN(PTN--1)1)

EvaluationEvaluation
(WEVAL)(WEVAL)

StaSta

FunctioningFunctioning
(ORC/PTN(ORC/PTN--2)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)

Chain of evidence “links” these needs/training/functioning components over time!!
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ProgramProgram
Staff &Staff &
ClientsClients

12 Mos
After

Planning & Evaluating ChangePlanning & Evaluating Change

ProgramProgram
StaffStaff

4-6 Mos
After

4-6 Mos
Before

ProgramProgram
Staff &Staff &
ClientsClients

12 Mos
Before

ProgramProgram
StaffStaff

B

A

TrainingTraining

ClientsClients

FunctioningChanges

ClientsClients

FunctioningNeeds

C
Evaluation

Training
Plans

What do staff consider What do staff consider 
important innovation important innovation 

needs ? needs ? 4

PTN  PTN  
ScalesScales

Measures of Measures of Program Training NeedsProgram Training Needs

1.1. Program Program Facilities/ClimateFacilities/Climate

2.2. Satisfaction with Satisfaction with Past TrainingPast Training

Staff attitudes & perceptions Staff attitudes & perceptions ----

3.3. Preferences for Preferences for New TrainingNew Training

4.4. General General Training Needs of StaffTraining Needs of Staff

5.5. Preferences for Preferences for Training StylesTraining Styles

6.6. Program Computer Program Computer ResourcesResources

7.7. Training Training BarriersBarriers

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

5

Major Resource Needs in Major Resource Needs in TrtTrt ProgramsPrograms
(Staff survey of training need; PTN n=589)

Program Services Program Services 
(>75%)(>75%)
Info on Info on new medicationsnew medications

Improving Improving familyfamily
involvementinvolvement

Counselor Training (>70%)Counselor Training (>70%)
Techniques for client Techniques for client ––
•• ParticipationParticipation in in treatmenttreatment
•• ThinkingThinking skillsskills
•• ProblemProblem--solvingsolving skillsskillsinvolvementinvolvement

Dual diagnosisDual diagnosis & & 
servicesservices

Brief tools for Brief tools for 
diagnostic screeningdiagnostic screening
Conceptual model of Conceptual model of 
treatment processtreatment process

ProblemProblem solvingsolving skillsskills
•• CognitiveCognitive focusfocus

Resources on Resources on InternetInternet
Info sharing Info sharing between programsbetween programs

(>90%)(>90%)

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

Measures of Measures of Organizational FunctioningOrganizational Functioning

ResourcesResources::
•• Offices/StaffingOffices/Staffing
•• TrainingTraining
•• EquipmentEquipment

MotivationMotivation::
•• Program NeedsProgram Needs
•• Training NeedsTraining Needs
•• PressuresPressures

“Better organizations” 
provide “better services” 

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

StaffStaff
AttributesAttributes::
•• GrowthGrowth
•• EfficacyEfficacy
•• InfluenceInfluence
•• AdaptabilityAdaptability

ClimateClimate::
•• MissionMission
•• CohesionCohesion
•• AutonomyAutonomy
•• Communication Communication 
•• StressStress
•• ChangeChange

provide “better services” 
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Org. Climate: Org. Climate: CohesionCohesion
(Average scores (Average scores –– range 10range 10--50)50)
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TCU/NF-ATTC Survey (April 2001)

12 programs in TCU Workshop
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Organizational FunctioningOrganizational Functioning
Comparison of Comparison of HighHigh vsvs LowLow CBT ProgramsCBT Programs

Motivation Resources Staff Attributes Climate

10

15

20

25

30

PrgN
ee

ds

TrtN
ee

ds

Pres
su

re

Offic
es

Staf
f

Trn 
$

PCs

Int
ern

et

Gro
wth

Effic
ac

y

Inf
lue

nc
e

Ada
pt

Miss
ion

Coh
es

ion

Auto
no

my

Com
m

Stre
ss

 -

Cha
ng

e

TCU Organizational Readiness for Change (ORC) Scores

Prog 311-1L (n= 7)
Prog 333-1L (n= 8)
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CEST CEST 
ScalesScales

Measures of Measures of Client FunctioningClient Functioning

Psychological Scales
• Self Esteem
• Depression
• Anxiety
• Decision Making

T t t

Motivation:
•• Desire for Help
• Treatment Readiness

“More engaged” 
clients have 
better outcomes

Lehman et al, 2002 ; Greener et al  2007 (JSAT)

Social 
Functioning:
• Hostility
• Risk Taking
• Social Conformity

Treatment 
Engagement
• Satisfaction 
• Rapport 
• Participation
• Peer Support
• Social Support

better outcomes
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Counseling Counseling RapportRapport
(% with (% with HIGHHIGH Scores in Scores in 12 Programs12 Programs))

38%
43%

47% 48% 48%
53%

59% 61% 61%
66% 69%

35%
38%

1 2 3 4 5 6 7 8 9 10 11 12

TCU/NF-ATTC Survey (April 2001; “High” scores = >40)

Lowest Highest
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“Co“Co--Occurring” Occurring” 
ProblemsProblems

Treatment motivation and psychosocial scores for 3 programs..

“Adolescent” “Adolescent” 
ProgramProgram
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ORC and CESTORC and CEST
Organizational functioning and structure are 
key to engaging clients in treatment.

Client measures of rapport, satisfaction, and 
participation are positively correlated withparticipation are positively correlated with 
organizational climate.

“More engaged” clients have better treatment 
outcomes.

Lehman et al., 2002; Greener,  et al 2007 (JSAT)
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Training/Followup Assessments Training/Followup Assessments 

Assessments of relevance and quality after 
training.

Higher ratings of relevance and adequacy of 
resources predictive of endorsement ofresources predictive of endorsement of 
materials.

Major barriers counselors faced included 
lack of time and redundancy. 

Bartholomew, Joe, Rowan-Szal, & Simpson, 2007 (JSAT)
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