
	   	  
	  

Self-Asessment 

a Guide to 
the Implementation Process: 
    Stages, Steps & Activities 

 

STAGE 1:  EXPLORATION 
Step 1:  Early champions establish a cross-sector State Leadership Team who will guide 

the steps of the exploration process. 
 

1. Not Begun 2. Needs Improvement 3. Completed 

 
a. Include in membership on the State Leadership Team: 

• representatives from each of the key agencies and personnel development 
entities with the authority to make decisions and expend resources (or an 
individual with clear and easy access to that decision-maker), 

• staff whose responsibilities will allow them to undertake this initiative over 
several years and; 

• staff wanting to gain expertise about the implementation process as well as 
potential innovations or practices that fit identified needs.   

b. Gather and review relevant data documenting current performance and the need for 
improvement 

Step 2:  The State Leadership Team convenes a stakeholder group to assess the service 
delivery system and current practices related to the identified area of need. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Determine appropriate stakeholders from all levels of the service system. 
including state agency personnel, TA personnel and pre-service personnel, 
regional and/or program administrators, providers/teachers and parents.  

b. Clarify stakeholder group purpose, responsibilities and projected timeline for 
involvement. 

c. Articulate the purpose and rationale for change, including any supporting data.  
d. Review infrastructure and current practices, including issues, concerns, and 

strengths from the perspectives of all stakeholders. 
e. Identify and list the concerns and problems the state is trying to address; be 

specific about all levels of the service system (e.g., state, regional, local services 
to children and families). 

f. Identify and list desired outcomes and changes for each level of the system.  
g. Review or realign the system’s mission and values to fit with desired outcomes 

and new vision for a change in practices 
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Step 3:  The State Leadership Team explores the feasibility of potential innovation(s) or 
new practices and assesses “fit” with needs, desired outcomes, mission, values 
and system resources. 

1. Not Begun 2. Needs Improvement 3. Completed 

 
a. Explore the core features, functions and benefits of potential innovation(s) or set of 

practices. 
b. Review the research and evidence base for the innovation or practices.  
c. Gather information from other states, programs and consultants, experienced with 

implementing the potential innovation(s) and practices. 
d. Analyze requirements of the implementation process and potential impact of 

adoption on system resources.  
 
Step 4:  The State Leadership Team selects the innovation or practice and decides 

whether or not to proceed. 
 

1. Not Begun  2. Needs Improvement 3. Implemented 

 

a. Review all perspectives and information gathered.  
b. Establish criteria for selecting the innovation or practices to adopt. 
c. Consider which innovation can best address the identified needs, has evidence of 

producing desired outcomes, and aligns with the service system’s mission, values 
and resources. 

d. Decide (or recommend to the final decision makers) which innovation or set of 
practices are most promising and whether or not to proceed with implementation 

Step 5:  The State Leadership Team secures necessary agency or cross-agency 
leadership support. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Identify administrators and decision makers whose buy-in will be needed to 
assure necessary support and resources for implementation and sustainability. 

b. Include key individuals within the collaborating agencies who will need to be 
supportive of the changes. 

c. Use multiple strategies to help these key individuals become champions who will 
promote the new practices or innovation.  

d. Develop a plan for the involvement and continued support of these individuals in 
this and future stages and activities.  
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STAGE 2:  INSTALLATION- BUILDING SYSTEM CAPACITY 

 
Step 1:  The State Leadership Team finalizes membership and reviews roles and 

responsibilities 
 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Assure that the State Leadership Team has the capacity, resources and 
commitment to oversee the implementation process for two - five years. 

b. Establish an orientation for all members that includes vision, mission, roles and 
responsibilities, ground rules and structures for voting and communication. 

c. Determine the structures and mechanisms for ongoing stakeholder input.  

Step 2:  The State Leadership Team develops a communication and dissemination plan 
to build statewide understanding and buy-in. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Identify audiences (e.g., professional groups, families and parent groups, referral 
sources, collaborating agencies, funders, legislators and the field in general) who 
need to understand and support the new practices. 

b. Determine the “messages”, materials, and formats appropriate for each audience. 
c. Describe core features and components of the new practice(s), the evidence base 

and expected outcomes. 
d. Identify potential opposition, the reasons for opposition and the team response. 
e. Use multiple communication strategies and feedback loops to evaluate the impact 

and dissemination of the messages. 
f. Include ways to use your stakeholders and champions to promote the new 

practice(s) or intervention. 

Step 3:  The State Leadership Team develops needed system supports and changes in 
the state, regional/district and/or local infrastructure. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Make necessary changes to administrative structures (organizational drivers) to 
support desired changes in practice such as contracts, interagency agreements, 
general supervision, oversight, policies, procedures, guidance and forms. 

b. Determine and make changes needed in staffing and staff responsibilities.  
c. Adapt staff schedules to allow for new activities, such as teaming, planning, training, 

coaching and evaluation responsibilities.  
d. Find and align the fiscal resources to cover start-up costs, administrative structure 

costs, professional development mechanisms, training materials and any new 
service delivery costs.  
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Step 4:  The State Leadership Team develops or improves data systems and evaluation 
and monitoring capacity 

1. Not Begun  2. Needs Improvement 3. Implemented 

a. Determine the data needed to monitor and evaluate key aspects of the 
implementation process, such as communication and feedback loops, professional 
development activities and functioning of state and local teams.  

b. Determine data needed to evaluate intervention effectiveness including performance 
assessment, fidelity and the emergence of desired outcomes. 

c. Determine the data needed by teams, trainers, mentors, practitioners and any other 
individuals for decision-making. 

d. Develop mechanisms to ensure access to data by the individuals who need to use 
them.   

e. Determine the capacity of the current data system and make additions and 
improvements need to be made.  

f. Develop commitment to and processes for policy and practice feedback loops to 
support learning and improvement throughout implementation. 

 
Step 5:  The State Leadership Team builds capacity for training and technical 

assistance (T&TA), including coaching, and begins initial training. 
 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Conduct needs assessments and plan T&TA activities. 
b. Determine what is needed and develop T&TA materials. 
c. Ensure availability of the human resources needed to develop and conduct T&TA.  
d. Develop adequate mentoring and coaching procedures including the personnel 

needed to ensure correct implementation of new practices or innovation. 
e. Determine, develop or adapt measures of fidelity. 
f. Develop an evaluation plan to understand the effectiveness and outcomes of T&TA 

planned. 
g. Conduct orientation and informational training(s) statewide or at least including all 

potential early implementers. 
h. Conduct “train the trainer” and “train the coach” activities. 
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Step 6:  The State Leadership Team establishes the Implementation Sites and 
Implementation Teams. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Establish selection criteria for Implementation Sites, based on available information 
about the characteristics of personnel and organizational structures most likely to 
support successful implementation of desired practices. 

b. Use selection criteria and information about interested and willing early adopters to 
choose potential Implementation Sites.  

c. Sign written agreements with Implementation Sites that specify both site and State 
Leadership Team responsibilities.  

d. Create an Implementation Team at each site to develop their plan, oversee all 
activities and timelines and participate in communication loops with the State 
Leadership Team. 

e. Include representation on the Implementation Team of administrators and direct 
service staff, parent leaders and others who are (or will become) experts on both the 
implementation process and the new practice(s) or innovation.  

f. Clarify the roles and responsibilities of team members and their long term 
commitment to implementation and sustainability. 

g. Ensure the Implementation Team has the resources, information and skills 
necessary to lead the change effort. 

Step 7:  The State Leadership Team finalizes a written Implementation, Scale-up and 
Sustainability Plan to guide the state-wide process. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Develop an Implementation, Scale-up and Sustainability Plan with activities, 
timelines, roles, responsibilities and benchmarks including process and outcome 
evaluation activities. 

b. Include in the plan key components of:   
• the communication and dissemination plan,  
• the training and technical assistance plan, 
• needed improvements in organizational structures, data and resources 

necessary for high fidelity implementation,  
• all evaluation activities; and 
• steps for expansion (scale-up) while sustaining all efforts. 

c. Identify and engage external expertise and additional resources as needed to 
support the implementation plan. 

d. Disseminate the plan widely using the stakeholder group and multiple avenues to 
receive feedback.  

e. Develop a progress monitoring and evaluation schedule that ensures the 
Implementation, Scale-up and Sustainability Plan is regularly reviewed, updated and 
improved. 

f. Determined mechanisms for keeping stakeholders and the field apprised of 
progress.  
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STAGE 3: INITIAL IMPLEMENTATION 
 

Step 1:  The personnel development cadre of TA providers build confidence and 
competence of Implementation Site personnel through training, coaching and 
technical assistance.  

1. Not Begun 2. Needs Improvement 3. Completed 

a. Provide support for personal change to the initial implementers.  
b. Provide training, TA and guidance. 
c. Conduct coaching and performance assessments using observations and fidelity 

tools. 
d. Develop professional development (PD) plans supported through ongoing training 

and coaching. 
e. Measure implementation fidelity on an on-going basis. 
f. Evaluate activities and use data for making decisions and incorporating changes.  

Step 2:  The Implementation Team at each site begins to implement and monitor the use 
of the new practices or innovation. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Appoint a leader and schedule regular meetings for the Implementation Team.  
b. Practitioners begin to use the innovation and practices. 
c. Oversee all aspects of initial implementation, including reviewing evaluation 

information and feedback. 
d. Provide coaching and mentoring for continuous support and practice fidelity.  
e. Regularly gather and review information and data about the implementation process, 

practice fidelity, participant satisfaction, costs, and emerging outcomes. is  
f. Make adaptations to organizational supports and resources as needed so that 

practices are implemented with fidelity. 
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Step 3:  The State Leadership Team and Site Implementation Teams use feedback loops 
and improvement cycles to adjust organizational and administrative structures 
at the state, regional and local levels to support implementation and fidelity.  

1. Not Begun 2. Needs Improvement 3. Completed 

 
a. Use communication and evaluation to quickly solve barriers, test adaptations, 

identify additional supports or other needed changes.  
b. Adjust administrative structures such as revising contracts and Interagency 

Agreements as necessary. 
c. Provide general supervision and oversight.  
d. Revise policies, procedures, guidance and forms based on feedback.  
e. Adapt and implement fiscal policies, procedures and funding mechanisms. 
f. Manage change and improve the culture of the program (region or state) to support 

the new direction. 
 
Step 4:  The State Leadership Team evaluates fidelity, quality, outcomes and benefits of 

initial efforts. 
 

1. Not Begun  2. Needs Improvement 3. Implemented 

 
a. Use data from the fidelity measures to make adaptations in training and support to 

ensure practices are implemented as the developer intended. 
b. Provide continuous feedback to practitioners related to the fidelity of their practice.  
c. Evaluate activities according to the evaluation plan, with particular attention to the 

implementation process, practice fidelity, participant satisfaction, costs, emerging 
benefits and outcomes. 
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STAGE 4:  FULL IMPLEMENTATION 

 
Step 1:  The training, TA and support (competency drivers) at each site are fully 

functioning to maintain and improve skills and fidelity to practices. 
 

1. Not Begun 2. Needs Improvement 3. Completed 

 
a. Recruitment and selection policies are used to hire staff with competencies to 

match desired practices.  
b. Training of new staff continues and “booster” training occurs on a scheduled and 

as needed frequency. 
c. Regular supervision occurs for practice fidelity and emotional support. 
d. Coaching occurs regularly for new staff as well as for experienced staff based on 

supervision and performance assessment data. 
e. Feedback and improvement loops continue.  
f. Plans are in place for training of new program leaders, Implementation Team 

members and direct service staff. 

Step 2:  Data systems, policies, procedures and funding (organizational drivers) are 
integrated and fully functioning.   

1. Not Begun 2. Needs Improvement 3. Completed 

 
a. Monitoring, support systems and reporting processes are in place and used 

regularly. 
b. Data and feedback loops are used to ensure organizational procedures and 

supports for continuing practices. 
c. Reliable data systems are in place and provide information about the specific 

processes, practices and outcomes. 
d. Information from data collection systems is frequently used by practitioners, 

coaches and supervisors to improve performance. 
e. Policies, procedures and budgets at relevant state, regional and local levels are 

adjusted as needed to support practice.  
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Step 3:  Performance assessment is fully functioning.  
 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Staff performance is evaluated for fidelity to the practices or innovation.  
b. Multiple sources of information (self-assessment, observation, supervision, peer 

reports, video clips, team meetings, etc.) are used to evaluate the skills and 
knowledge of staff and to improve practices. 

c. Staff understand that the performance assessment process and fidelity measures 
are the basis of feedback and improvement. 

d. Feedback is provided in a helpful and timely manner.  
e. The supervisors and/or coaches conducting performance assessments are well 

trained and receive supportive supervision as well.  

Step 4:  State Leadership Team and Site Implementation Teams understand their 
responsibilities to use feedback and data to make decisions to sustain high 
fidelity of practices. 

1. Not Begun  2. Needs Improvement 3. Implemented 

a. Data are reviewed with site Implementation Teams and State Leadership Team to 
help make administrative changes as needed. 

b. State Leadership Team is actively engaged in reducing any administrative barriers 
that arise.  

c. State Leadership Team and Implementation Teams frequently use communication 
strategies and feedback loops to receive and provide information. 

d. Improvement cycles are used by the State Leadership Team and Site 
Implementation Teams with a focus on sustainability. 

Step 5:  State Leadership Team and Site Implementation Teams take necessary actions 
to assure sustainability of the structures and practices. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Continue to provide administrative, organizational and fiscal support. 
b. Continue to provide technical assistance for maintaining fidelity. 
c. Maintain relationships and provide materials to higher education and professional 

organizations to impact pre-service education and licensing requirements.  
d. Continue to promote buy-in and to expand support base. 
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STAGE 5:  EXPANSION AND  SCALE-UP 

 
Step 1:  Data are used to determine that the Implementation Sites have successfully 

addressed the original need. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. The State Leadership Team collects, analyzes and summarizes data to share with 
all stakeholders and policy makers to celebrate success as well as build support for 
scale-up. 

b. The Implementation Sites continue to partner with the State Leadership Team to 
provide on-going data to demonstrate outcomes, provide recommendations for 
policies, procedures, resources and supports for sustainability and to provide 
demonstration and technical assistance for new sites. 

c. Lessons learned are incorporated into the Implementation, Scale-Up and 
Sustainability Plan for expansion. 

Step 2:  New sites are identified and supports and resources are deployed to provide 
the training and coaching necessary for successful implementation and 
sustainability. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. State Leadership Team reviews the evaluation data and the experiences of early 
adopters at the Implementation Sites to identify the key supports and program 
characteristics for installation and implementation.  

b. The State Leadership Team uses these characteristic as readiness criteria for 
selecting the next set of sites.  

c. The State Leadership Team implements its scale-up and sustainability plans to 
support each new site through the implementation process. 

d. The State Leadership Team assures the presence of communication loops, training 
and coaching, and that organizational structures are fully functioning and supportive 
of the new practices or innovation 
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Step 3:  Each new site begins the implementation process and addresses all the 
implementation stages of exploration, installation, initial and full 
implementation. 

1. Not Begun 2. Needs Improvement 3. Completed 

a. Exploration work includes local needs assessment to assess the “fit” of current 
procedures and practices with the selected practices or innovation and build support 
among site level stakeholders. 

b. Installation work includes developing new Implementation Teams, developing or 
purchasing materials for new sites, providing training and assuring necessary 
organizational or infrastructure supports.  

c. Implementation work includes assuring adequate numbers of trainers and coaches 
are available to support the new sites while they build their own internal capacity for 
training and coaching. During implementation when new problems or barriers are 
discovered, problem-solving, technical assistance and changes in organizational 
supports are provided. 

d. The data requirements established by the State Leadership Team for new sites are 
adopted to ensure that the sites reach fidelity and desired outcomes, and to provide 
data to the State Leadership Team for accountability and marketing purposes.  

e. The State Leadership Team analyzes the data by site and state-wide to ensure 
fidelity of implementation and outcomes. 

 
Step 4:   The State Leadership Team establishes mechanisms for sustaining the effort.  
 

1. Not Begun  2. Needs Improvement 3. Implemented 

a. Communication and support mechanisms are developed for all sites and 
practitioners. Strategies may include:   
• creating a web site for the new practices or innovation including private pages 

for implementers; 
• establishing peer groups for Implementation Teams, administrators, coaches, 

trainers, service providers; and  
• establishing a community of practice for existing sites to share lessons learned 

and provide an important sustainability mechanism by creating opportunities for 
peer support. 

b. The new practices or innovation is embedded in on-going, supported efforts such as 
state early childhood standards, quality initiatives and higher education.  

c. Transition plans for leaders involved at every site and at the state level are 
developed.  These leaders should plan for their succession and ensure a committed 
and well-informed successor is ready to step in and sustain the effort. 

d. T&TA and coaching are maintained for all sites sustaining the practices as well as 
for those sites that experience a decline in outcomes or drift in implementation.  

e. The State Leadership Team creates ways for celebrating and providing incentives 
for successful sustainability of high fidelity implementation. 

f. Evaluations of fidelity and achievement of outcomes are built into on-going 
monitoring and quality assurance mechanisms. 


