
Master	
  Class:	
  Effectively Implementing & 
Sustaining Child Maltreatment 
Prevention Programs 

Professor	
  Diane	
  DePanfilis	
  
University	
  of	
  Maryland	
  School	
  of	
  Social	
  Work	
  

	
  
	
  

Master Class: Effectively Implementing & Sustaining Child Maltreatment 
Prevention Programs Association of Chilldren's Welfare Conference, August 18-20, 2014

Professor Diane DePanfilis 
University of Maryland School of Social Work 

525 N Redwood Street 
Baltimore, MD 21201

www.family.umaryland.edu 
ryc@ssw.umaryland.edu



Introduc�ons:	
  
Why	
  are	
  you	
  here?	
  
What	
  are	
  your	
  learning	
  goals?	
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Purpose	
  of	
  Session	
  

  To	
  involve	
  par�cipants	
  to	
  consider	
  essen�al	
  
ac�vi�es	
  during	
  stages	
  of	
  implementa�on	
  of	
  
child	
  maltreatment	
  preven�on	
  programs:	
  

  	
  (1)	
  explora�on;	
  

  	
  (2)	
  installa�on;	
  

  	
  (3)	
  ini�al	
  implementa�on;	
  

  	
  (4)	
  full	
  implementa�on	
  (sustainability	
  and	
  
effec�veness).	
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How	
  will	
  we	
  work	
  
together?	
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You will use your own 
experience in child 
maltreatment prevention.  I 
will explore where you are in 
the implementation cycle and 
together we will identify 
essential tasks, identify 
barriers, and arrive at 
solutions. 
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Why	
  focus	
  on	
  implementa�on?	
  	
  

Implementa�on	
  Science	
  Overview	
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Implementa�on	
  Science	
  

“Children	
  and	
  families	
  
cannot	
  benefit	
  from	
  
interven�ons	
  they	
  do	
  not	
  
experience”	
  	
  
	
  

This	
  is	
  called	
  the	
  
Implementa�on	
  Gap	
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What	
  is	
  “Implementa�on?”	
  

  	
  A	
  specified	
  set	
  of	
  ac�vi�es	
  designed	
  to	
  put	
  into	
  
prac�ce	
  an	
  ac�vity	
  or	
  program.	
  

  	
  A	
  strategic,	
  purposeful	
  approach,	
  not	
  a	
  one-­‐�me	
  
event,	
  for	
  making	
  a	
  change.	
  

  	
  A	
  process	
  for	
  bridging	
  the	
  gap	
  between	
  “what	
  we	
  
know”	
  and	
  “what	
  we	
  do.”	
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Implementa�on	
  Science	
  Purpose	
  

Implementa�on	
  Science	
  provides	
  frameworks	
  for	
  
successful	
  implementa�on	
  so	
  that:	
  
– Children	
  and	
  families	
  benefit	
  from	
  interven�ons	
  
and	
  experience	
  posi�ve	
  outcomes	
  

– Workers	
  are	
  supported	
  to	
  learn	
  new	
  skills,	
  manage	
  
change,	
  and	
  iden�fy	
  and	
  overcome	
  barriers	
  

– Organiza�ons	
  	
  are	
  responsible	
  for	
  crea�ng	
  
hospitable	
  environments	
  for	
  change	
  and	
  suppor�ng	
  
workers	
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NATIONAL	
  IMPLEMENTATION	
  RESEARCH	
  
NETWORK	
  (NIRN)	
  	
  

	
  
	
  
Download	
  all	
  or	
  part	
  of	
  the	
  monograph	
  
at:	
  
h�p://www.fpg.unc.edu/~nirn/
resources/detail.cfm?resourceID=31	
  	
  	
  

The Framework we will use today 
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Link	
  to	
  NIRN	
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What	
  works	
  to	
  support	
  successful	
  implementa�on?	
  	
  

  The	
  combina�on	
  of:	
  	
  
– Stage-­‐matched	
  implementa�on	
  ac�vi�es	
  

– “Drivers”	
  	
  or	
  core	
  components	
  that	
  promote	
  
competency,	
  organiza�onal	
  support,	
  and	
  
leadership	
  

– Teams	
  that	
  provide	
  organized	
  capacity	
  to	
  lead	
  and	
  
support	
  the	
  change	
  effort	
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Review	
  of	
  Implementa�on	
  Science	
  Core	
  Concepts	
  

	
  Overview	
  of	
  implementa�on	
  drivers	
  &	
  stages	
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   Implementa�on	
  Drivers	
  
(ac�vi�es)	
  

Building	
  a	
  plan	
  to	
  install	
  and	
  sustain	
  drivers	
  over	
  �me	
  

1
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Staff 
Selection 

Training 

Coaching (and 
Supervision)  

Performance Assessment (Fidelity) 

Systems Intervention 

LEADERSHIP 

Decision Support Data 
System 

Integrated    
& Compensatory 

Facilitative Administration 

© Fixsen & Blase, 2008 

Implementa�on	
  Drivers	
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Competency	
  Drivers	
  
Implementa�on	
  Drivers	
  

Competency	
  Drivers	
  are	
  
mechanisms	
  that	
  help	
  to	
  
develop,	
  improve,	
  and	
  
sustain	
  one’s	
  ability	
  to	
  
implement	
  an	
  interven�on	
  
with	
  fidelity	
  and	
  benefits	
  to	
  
consumers.	
  	
  
	
  
	
  
Competency	
  Drivers	
  include:	
  
Selec�on,	
  Training,	
  &	
  
Coaching	
  leading	
  to	
  
performance	
  that	
  meets	
  
fidelity	
  

	
  

Staff 
Selection 

Training 

Coaching and 
Supervision 

Performance Assessment 
(Fidelity) 

Integrated    
& 

Compensatory 
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Overall	
  Objec�ves	
  for	
  Building	
  Competency	
  for	
  
NYC	
  Family	
  Connec�ons’	
  Prac�ce	
  

  To	
  build	
  knowledge	
  
and	
  skills	
  related	
  to	
  
the	
  core	
  components	
  
of	
  Family	
  Connec�ons.	
  
  To	
  prac�ce	
  working	
  
with	
  “sample”	
  families	
  
star�ng	
  at	
  	
  Intake	
  and	
  
ending	
  at	
  	
  Case	
  
Closure.	
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Overview	
  of	
  Training	
  and	
  Coaching	
  Plan	
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_________________________________________________________________________	
  

April	
  	
   May	
  	
   June	
  	
  	
   July	
  	
  	
  	
  

Ini�al	
  
Orienta�on	
  
April	
  9	
  &	
  12	
  

Supervisors	
  
and	
  

Directors	
  	
  
Training	
  	
  

April	
  22-­‐23	
  &	
  
29-­‐30	
  

Phase	
  1	
  Core	
  
Training	
  	
  
(intake	
  and	
  
engagement)	
  
May	
  1	
  or	
  
May	
  3	
  

Prac�cum	
  1	
  	
  
Prac�ce	
  

Introducing	
  FC	
  
to	
  Current	
  
Families	
  
5/6	
  –	
  5/29	
  
	
  Coaching	
  
As	
  needed	
  

Phase	
  2	
  Core	
  
Training	
  	
  

(family	
  assessment/
service	
  	
  planning)	
  

May	
  20-­‐21	
  or	
  May	
  
30-­‐31	
  

Prac�cum	
  2	
  	
  
Prac�ce	
  conduc�ng	
  
comprehensive	
  family	
  
assessment	
  including	
  
use	
  of	
  instruments;	
  
prac�ce	
  developing	
  a	
  

FC	
  Case	
  plan.	
  
Onsite	
  Coaching	
  

June	
  	
  

Phase	
  3	
  Core	
  Training	
  
(change	
  focused	
  

interven�on;	
  evalua�ng	
  
change;	
  closure	
  decision	
  

making)	
  
July	
  9	
  &	
  10	
  or	
  July	
  11	
  

&	
  12	
  

Con�nued	
  
Prac�cum	
  	
  

	
  Coaching	
  with	
  
Supervisors	
  –	
  

ongoing	
  on	
  at	
  least	
  
a	
  monthly	
  basis	
  

(N=122)	
  

(N=42)	
   (N=103)	
   (N=104)	
   (N=103)	
  

(2013)	
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Coaching	
  is	
  unlocking	
  a	
  	
  
person’s	
  poten�al	
  to	
  maximize	
  their	
  
own	
  performance.	
  	
  	
  
It	
  is	
  helping	
  them	
  to	
  learn	
  	
  
rather	
  than	
  teaching	
  them	
  ”	
  

	
   	
   	
   	
   	
  	
  	
  	
  	
  	
  	
  	
  
	
   	
   	
   	
  -­‐	
  John	
  Whitmore,	
  2002	
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Organiza�on	
  Drivers	
   Implementa�on	
  Drivers	
  
Organiza�on	
  Drivers	
  are	
  
mechanisms	
  to	
  create	
  and	
  
sustain	
  hospitable	
  
organiza�onal	
  and	
  systems	
  
environments	
  for	
  effec�ve	
  
services.	
  	
  
	
  
Organiza�on	
  Drivers	
  include:	
  
Decision	
  Support	
  Data	
  System,	
  
Facilita�ve	
  Administra�on,	
  and	
  
Systems	
  Interven�on	
  	
  
	
  
*Performance	
  assessment	
  s�ll	
  
included	
  because	
  all	
  of	
  these	
  
influence	
  how	
  well	
  the	
  prac�ce	
  
is	
  implemented	
  

	
  

Performance Assessment 
(Fidelity) 

Decision Support 
Data System 

Integrated    
& 

Compensatory 

Facilitative 
Administration 

Systems Intervention 
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What	
  do	
  you	
  remember	
  
from	
  the	
  Keynote?	
  

  TRUE	
  or	
  FALSE?	
  
  Percep�ons	
  of	
  preparedness	
  of	
  
the	
  organiza�on	
  were	
  
perceived	
  less	
  posi�vely	
  a	
  year	
  
a�er	
  implementa�on?	
  

Percep�ons	
  of	
  the	
  NYC	
  	
  programs	
  to	
  
support	
  implementa�on	
  
	
  
.	
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FALSE	
  –	
  Percep�ons	
  improved	
  1	
  year	
  
later	
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8.2%	
  

45.9%	
  

33.7%	
  

12.2%	
  

1.1%	
  

23.9%	
  

32.6%	
  

41.3%	
  

1.1%	
  

0.0%	
  

5.0%	
  

10.0%	
  

15.0%	
  

20.0%	
  

25.0%	
  

30.0%	
  

35.0%	
  

40.0%	
  

45.0%	
  

50.0%	
  

Not	
  prepared	
  at	
  all	
   Somewhat	
  prepared	
   Prepared	
   Fully	
  Prepared	
   I	
  don't	
  think	
  our	
  organiza�on	
  needs	
  
to	
  make	
  any	
  changes	
  

Figure	
  9.	
  Preparedness	
  of	
  Organiza�on	
  to	
  Make	
  Change	
  	
  

May-­‐13	
  (n	
  =	
  98)	
   May-­‐14	
  (n	
  =	
  92)	
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Organiza�onal	
  Capacity	
  

  The	
  systems	
  interven�on	
  driver	
  includes	
  
strategies	
  for	
  working	
  with	
  external	
  systems	
  
to	
  ensure	
  the	
  availability	
  of	
  the	
  financial,	
  
organiza�onal,	
  and	
  human	
  resources	
  required	
  
to	
  support	
  implementa�on	
  of	
  the	
  ini�a�ve	
  
(Fixsen	
  et	
  al.,	
  2009)	
  
  One	
  element	
  of	
  implemen�ng	
  this	
  driver	
  is	
  
establishing	
  FCC	
  Community	
  Advisory	
  
Commi�ees	
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Leadership	
  Drivers	
   Implementa�on	
  Drivers	
  

Leadership	
  Drivers	
  are	
  
methods	
  to	
  manage	
  
Technical	
  problems	
  where	
  
there	
  is	
  high	
  levels	
  of	
  
agreement	
  about	
  problems	
  
and	
  high	
  levels	
  of	
  certainty	
  
about	
  solu�ons	
  and	
  to	
  
construc�vely	
  deal	
  with	
  
Adap�ve	
  challenges	
  
where	
  problems	
  are	
  not	
  
clear	
  and	
  solu�ons	
  are	
  
elusive	
  
	
  
	
  

LEADERSHIP 

Integrated  
&   

Compensatory 
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Integrated	
  and	
  
Compensatory	
  

Implementa�on	
  Drivers	
  

  Not	
  a	
  linear	
  process	
  
  Drivers	
  overlap	
  and	
  
interact	
  with	
  each	
  
other	
  

  Drivers	
  may	
  be	
  more	
  or	
  
less	
  salient	
  at	
  different	
  
stages	
  

  Strength	
  of	
  one	
  driver	
  
can	
  help	
  to	
  compensate	
  
for	
  weakness	
  in	
  
another	
  	
  

	
  

Staff 
Selection 

Training 

Coaching and 
Supervision 

Performance Assessment 
(Fidelity) 

Systems Intervention 

LEADERSHIP 

Decision Support 
Data System 

Integrated    
& 

Compensatory 

Facilitative 
Administration 
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YOUR	
  THOUGHTS/EXAMPLES?	
  

How	
  do	
  these	
  components/ac�vi�es	
  fit	
  with	
  your	
  
experience	
  implemen�ng	
  a	
  new	
  prac�ce	
  or	
  

innova�on?	
  	
  

25	
  

Master Class: Effectively Implementing & Sustaining Child Maltreatment 
Prevention Programs Association of Chilldren's Welfare Conference, August 18-20, 2014

Professor Diane DePanfilis 
University of Maryland School of Social Work 

525 N Redwood Street 
Baltimore, MD 21201

www.family.umaryland.edu 
ryc@ssw.umaryland.edu



  Drivers	
  are	
  installed	
  and	
  developed	
  over	
  
stages	
  of	
  implementa�on.	
  

From	
  Drivers	
  to	
  Stages	
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  2 Implementa�on	
  Stages	
  

Most	
  new	
  ini�a�ves	
  take	
  between	
  2-­‐4	
  years	
  to	
  successfully	
  implement	
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Stages	
  of	
  Implementation	
  

Full	
  Implementa�on	
  
(Sustainability	
  &	
  Effec�veness)	
  

Ini�al	
  Implementa�on	
  

Installa�on	
  

Explora�on	
  
28	
  

Master Class: Effectively Implementing & Sustaining Child Maltreatment 
Prevention Programs Association of Chilldren's Welfare Conference, August 18-20, 2014

Professor Diane DePanfilis 
University of Maryland School of Social Work 

525 N Redwood Street 
Baltimore, MD 21201

www.family.umaryland.edu 
ryc@ssw.umaryland.edu



Prac�cal	
  Source	
  for	
  suppor�ng	
  your	
  analysis	
  of	
  your	
  stage	
  
based	
  implementa�on	
  work	
  (Blasé	
  &	
  Fixsen,	
  2013)	
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Sample	
  Tool	
  for	
  assessing	
  your	
  tasks	
  during	
  explora�on	
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NYC-­‐FCC	
  -­‐	
  Explora�on	
  &	
  
Adop�on	
  
	
  (April	
  –August	
  2012)	
  

  Request/review	
  addi�onal	
  materials	
  
about	
  FC	
  

  Review	
  program	
  purpose/target	
  
popula�on	
  

  Discuss	
  similari�es	
  &	
  differences	
  
between	
  current	
  prac�ce	
  &	
  FC	
  

  Discuss	
  fidelity	
  criteria	
  
  Discuss	
  significant	
  installa�on	
  
tailoring	
  required	
  

  Formed	
  FC	
  Collabora�ve	
  (9	
  
programs)	
  –	
  Implementa�on	
  Team	
  

  Es�mate	
  resources	
  (person	
  and	
  
financial)	
  that	
  would	
  be	
  needed	
  to	
  
replicate	
  

  Submit	
  expressions	
  of	
  interest	
  –	
  
October	
  2012.	
  

Conduct	
  a	
  series	
  of	
  phone,	
  
Go-­‐To	
  Mee�ng,	
  or	
  In-­‐
Person	
  Mee�ngs	
  to	
  
explore	
  the	
  fit	
  and	
  
feasibility	
  of	
  
implementa�on	
  of	
  	
  Family	
  
Connec�ons	
  in	
  Preven�ve	
  
Services	
  in	
  NYC	
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Sample	
  Ac�vi�es	
  During	
  Installa�on	
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Installa�on	
  
(April	
  –	
  July	
  2013)	
  

  Establish	
  local	
  implementa�on	
  team(s)	
  
  Develop	
  implementa�on	
  plan	
  
  Develop	
  logic	
  model	
  
  Adapt	
  screening	
  criteria	
  based	
  on	
  target	
  

popula�on	
  
  Select	
  standardized	
  clinical	
  assessment	
  measures	
  

&	
  arrive	
  at	
  core	
  outcomes	
  
  Decide	
  on	
  intake,	
  case	
  plan,	
  case	
  plan	
  evalua�on,	
  

and	
  case	
  closing	
  forms	
  (and	
  other	
  case	
  record	
  
components)	
  

  Make	
  adjustments	
  to	
  electronic	
  and/or	
  paper	
  
case	
  record	
  keeping	
  procedures	
  

  Revise	
  FC	
  Interven�on	
  Manual	
  
  Opera�onalize	
  fidelity	
  criteria	
  and	
  develop	
  

fidelity	
  assessment	
  procedures	
  
  Decide	
  on	
  learning	
  approach	
  
  Develop	
  training	
  agendas	
  &	
  curriculum	
  
  Provide	
  core	
  training	
  
  Decide	
  on	
  model	
  for	
  ongoing	
  consulta�on/

coaching	
  

Collaborate	
  on	
  a	
  process	
  to	
  
individualize	
  the	
  
implementa�on	
  process	
  
	
  
	
  
(Some	
  installa�on	
  ac�vi�es	
  
con�nued	
  beyond	
  July)	
  
	
  
NOTE:	
  Basic	
  	
  Training	
  
conducted	
  April	
  –	
  July,	
  
2013	
  and	
  ongoing	
  every	
  
quarter	
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NYC	
  -­‐	
  FCC	
  Logic	
  Model	
  

Inputs	
  

ACS	
  	
  
Funding	
  

Eligibility	
  	
  
Criteria	
  and	
  	
  
Referral	
  	
  

Procedures	
  
	
  

Trained	
  
Staff	
  &	
  

Leadership	
  
Teams	
  

Implementa�on	
  
Planning	
  

Intermediate	
  Outputs	
  

Emergency	
  Assistance	
  
(ini�al	
  &	
  ongoing)	
  

Comprehensive	
  Family	
  
Assessment	
  (4-­‐6	
  weeks)	
  

Outcome	
  Driven	
  Service	
  Plans	
  
	
  (SMART	
  goals)	
  (6-­‐8	
  weeks)	
  

Minimum	
  1	
  hour	
  per	
  week	
  
	
  change	
  focused	
  interven�on	
  

Advocacy/Service	
  

Facilita�on	
  

Final	
  

Outputs	
  

1,536	
  
Target	
  
Families	
  	
  

Short-­‐Term/	
  
Intermediate	
  
Outcomes	
  

	
  
Increase	
  Protec�ve	
  Factors	
  
	
  
• 	
  Paren�ng	
  A�tudes	
  
• 	
  Family	
  Strengths/Func�oning	
  
• 	
  Social	
  Support	
  
• 	
  Family	
  Resources	
  
• 	
  Home	
  Safety	
  	
  &	
  Stability	
  

	
  	
  
	
  
	
  
	
  
	
  
	
  
Decrease	
  Risk	
  Factors	
  
	
  
• 	
  	
  Parental	
  Stress	
  
• 	
  	
  Caregiver	
  Risks/Needs	
  (FASP)	
  
  Child	
  Risks/Needs	
  (FASP)	
  
  Family	
  Risks/Needs	
  (FASP)	
  
	
  
	
  
	
  
	
  
	
  
	
  
	
  

Long-­‐Term	
  
Outcomes	
  

Increase	
  child	
  
Safety	
  
(Prevent	
  	
  
Child	
  	
  

Maltreatment)	
  

Achieve	
  
Permanency	
  
(Prevent	
  

Placement)	
  

Intake/Outreach/Engagement	
  

Evalua�on	
  of	
  Change/	
  
Case	
  Closure(90	
  days	
  post	
  Plan)	
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Sample	
  ac�vi�es	
  during	
  Ini�al	
  Implementa�on	
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Ini�al	
  Implementa�on	
  	
  
(June	
  2013	
  –	
  June	
  2014)	
  

  Provide	
  monthly	
  consulta�on,	
  
coaching,	
  technical	
  assistance	
  	
  

  Finalized	
  self-­‐assessment	
  fidelity	
  
assessment	
  instruments	
  

  Review	
  agency	
  self-­‐assessment	
  
fidelity	
  assessment	
  instruments	
  

  Conduct	
  on-­‐site	
  fidelity	
  reviews	
  (2	
  
per	
  year)	
  

  Tailor	
  ongoing	
  technical	
  assistance/
training	
  based	
  on	
  results	
  of	
  fidelity	
  
reviews	
  

  Implementa�on	
  Team	
  develops	
  
workgroups	
  to	
  develop	
  plans	
  for	
  
building	
  capacity	
  for	
  ongoing	
  
training,	
  and	
  data	
  support	
  decision	
  
systems	
  

  Exploring	
  infrastructure	
  grants	
  to	
  
support	
  full	
  implementa�on	
  

Support	
  ongoing	
  
implementa�on	
  with	
  
fidelity,	
  provide	
  addi�onal	
  
training	
  and	
  technical	
  
assistance	
  as	
  directed	
  by	
  
fidelity	
  assessments;	
  build	
  
capacity	
  for	
  training	
  new	
  
staff;	
  fully	
  implement	
  all	
  
implementa�on	
  drivers	
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Sample	
  ac�vi�es	
  for	
  Full	
  Implementa�on	
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Full	
  Implementa�on	
  
(July	
  2014	
  -­‐	
  Beginning)	
  

  Teams	
  are	
  building	
  capacity	
  
for:	
  
– Selec�on	
  of	
  new	
  staff	
  with	
  
the	
  right	
  a�tudes/skills	
  

– Ongoing	
  training	
  
– Using	
  data	
  to	
  drive	
  
implementa�on	
  

–  Iden�fying	
  barriers	
  to	
  
quality	
  prac�ce	
  and	
  
implemen�ng	
  strategies	
  to	
  
improve	
  them	
  

– Adjus�ng	
  to	
  changes	
  in	
  the	
  
environment	
  

Learning	
  is	
  integrated	
  	
  
Staff	
  feel	
  confident	
  in	
  using	
  the	
  
prac�ce	
  with	
  every	
  family	
  
Supervisors	
  con�nually	
  support	
  and	
  
coach	
  case	
  planners	
  
Stakeholders	
  adapt	
  to	
  prac�ce	
  
Procedures/processes	
  are	
  rou�ne	
  
Prac�ce	
  change	
  is	
  observable	
  
(effec�ve)	
  
Prac�ce	
  change	
  is	
  now	
  the	
  standard	
  
Implementa�on	
  drivers	
  are	
  sustained	
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Full	
  Implementa�on	
  –	
  NYC	
  FCC	
  moving	
  into	
  this	
  stage	
  

  Learning	
  is	
  integrated	
  	
  
–  *The	
  project	
  becomes	
  the	
  prac�ce	
  

  Staff	
  feel	
  confident	
  in	
  using	
  the	
  prac�ce	
  with	
  
every	
  family	
  
  Supervisors	
  con�nually	
  support	
  case	
  planners	
  
  Stakeholders	
  adapted	
  to	
  prac�ce	
  
  Procedures/processes	
  are	
  rou�ne	
  
  Prac�ce	
  change	
  is	
  observable	
  (effec�ve)	
  
  Prac�ce	
  change	
  is	
  now	
  the	
  standard	
  
  Implementa�on	
  drivers	
  are	
  sustained	
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Assess	
  your	
  learning	
  

  How	
  well	
  did	
  you	
  achieve	
  your	
  learning	
  goal?	
  
  What	
  were	
  the	
  key	
  points	
  or	
  lessons	
  learned?	
  
  How	
  will	
  you	
  use	
  your	
  reflec�ons	
  from	
  this	
  
session	
  “back	
  on	
  the	
  job”?	
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Final Questions/ 
Reflections? 
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Follow	
  up	
  Contact	
  informa�on:	
  

Diane	
  DePanfilis	
   ddepanfilis@ssw.umaryland.edu	
  
410-­‐409-­‐6959	
  
	
  

Slides	
  can	
  be	
  retrieved	
  from	
  the	
  Ruth	
  H.	
  Young	
  Center	
  for	
  Families	
  and	
  Children	
  at	
  	
  
The	
  University	
  of	
  Maryland	
  School	
  of	
  Social	
  Work	
  at:	
  
h�p://www.family.umaryland.edu	
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