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Top‐Down vs. Bottom‐Up Adoption

Stages of Implementation Process

4.4.Practice Practice 
ImprovementImprovement

3.3.ImplementationImplementation
•Effectiveness
•Feasibility
•Sustainability/Cost

1.1.TrainingTraining
•Relevance
•Accessible
•Accredited

2.2.AdoptionAdoption
A. A. DecisionDecision
•Leadership
•Quality/Utility
•Adaptability B. B. ActionAction

•Capacity
•Satisfaction 

i

“decision to use what was taught in training”

Flynn & Simpson, 2009; Simpson, 2002; Simpson & Flynn, 2007; Simpson, 2009 

ImprovementImprovement
••OutcomesOutcomes
••ServicesServices
••Budget Budget 

•Resistance

Organizational Readiness & Functioning

MotivationMotivation ProgramProgram
ClimateClimate

StaffStaff
AttributesAttributesResourcesResources CostsCosts

Innovative  

Is there a Ca s ca d i n g  E f f e c t  
f o r   I n d i v i d u a l  Adop t i o n ?

Avolio & Bass, 2004

Organization
Individual 
Evidence ‐
Based 

Thinking Individual 
Evidence‐
Based 

Actions

Individual 
Evidence ‐
Based 

Thinking

Confidence in ability to successfully complete tasks
• (Bass, Avolio, Jung, & Berson, 2003)

Actively influence others in organizational decision 
making

What innovative thinking
can leaders promote?

g
• (Srivastava et al., 2006)

Openness to trying new innovations 

•(Aarons, 2006)

Actively seek professional growth opportunities
• (Rowold & Laukamp, 2009)

Organizational Climate as an 
Influence on 

Individual AdoptionProgram 
Leadership

Individual

Wu et al., 2007

Individual 
Innovation 
Adoption

Perception 
of Training 
Material

Org. Climate 
for Change Joe et al., 2007

Simpson et al., 2007

Research Questions

Purpose
Glimpse into the process by which counselors decide to     
try new innovations in their clinical work as facilitated        
by a change‐oriented environment

• What is the combined effect of individual evidence‐
based thinking and program level innovative  
leadership in determining whether a staff member   
will adopt a new innovation?

• Which mechanism of an innovative organization is 
more connected with evidence‐based thinking: 
leadership or climate?
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Treatment Cost and Organizational 
Monitoring Project (TCOM)

TCU Survey of Organizational 
Functioning (SOF)

Level 1– Individual 
Staff Responses

EvidenceEvidence BasedBased

CompositeComposite of of 
Climate for ChangeClimate for Change
Clear Mission
Coworker Cohesion
Job Autonomy
Open Communication
Less Stress
Openness to Change

ProgramProgram
LeadershipLeadership

Broome et al., 2007 (Special Section of JSAT)

Level 2 – Program Responses

EvidenceEvidence‐‐Based Based 
ThinkingThinking

Job Efficacy
Influence on Others
Adaptability
Professional Growth

Innovation Innovation 
AdoptionAdoption

Program 
Evidence‐
Based

Innovation

Series of HLM Models: How does Program Leadership 
Relate to Evidence‐Based Actions after Controlling for 
Evidence‐Based Thinking?

ns

Leadership
Based 

Thinking
Adoption

Job Efficacy 

Influence on Others

Adaptability

Professional Growth 

Level 1
Staff Responses

Level 2
Program  Responses

p < .05

Series of HLM Models:

Does Program Leadership Relate to
Evidence‐Based Thinking after 
Controlling Climate for Change?

Org. Climate 
for Change

Job Efficacy

I fl

Program 
Leadership

for Change

Program  Indicators 
of Change

Influence on 
Others

Adaptability

Professional 
Growth
Individual

Evidence‐Based Thinking

All p < .05

Organizationa
l Climate

Leadership * 
Climate  = ns

Series of HLM Models: How does Climate Interact 
with Program Leadership in Relation to  
Evidence‐Based Thinking? 

Program 
Leadership

Evidence‐
Based 

Thinking

Level 2
Program  Responses

Level 1
Staff Responses

Minimal Effect of Leadership * Climate
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Influence
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Growth

Leadership

Climate
Low
High

Leadership p
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Leadership

Climate
Low
High

Adaptability

Multilevel Results Showing 
Mechanisms of Individual Adoption

Innovative 
Organization

Climate Leadership

Staff Innovation
AdoptionInfluenceInfluenceEfficacyEfficacy GrowthGrowth

Evidence-Based Thinking and Actions

AdaptAdapt
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Implications and Future Directions
• Results support the process of “bottom‐up” adoption.

– Counselors who report more evidence‐based thinking tend to 
engage in more evidence‐based actions.

• There is a “cascading effect” of innovation adoption across 
levels of an organization.
– In which a leader’s support of innovative thinking and action 

results in employees strengthening their own change‐oriented 
skills and carrying this “EB thinking” into action by trying new y g g y y g
innovations in their clinical work. 

• A climate supportive of change serves as a “Front Door” to the 
adoption process.

• Future studies should use a longitudinal design to examine the 
process of innovation adoption.

• Packaging of innovations (e.g., level of re‐inventiveness) 
should be considered in association with a change‐oriented 
environment and level of adoption.

IBR HOME PAGE

IBR
A National Research Center A National Research Center 

for addiction treatment studiesfor addiction treatment studies
in community and correctional settingsin community and correctional settings
(over 600 free resource files available)(over 600 free resource files available)
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•• FormsForms

•• Conceptual GuidesConceptual Guides

•• PublicationsPublications

PROJECTS
NEWSLETTERS

OTHER LINKS
WHAT’S NEW

SITE GUIDES:

““VisitorsVisitors””
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20 mins20 mins


