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So, welcome and I thank you all for joining us today to talk about Implementation Science and a little bit about how we build this bridge and the very important role that research has to play. But one of my favorite quotes is: “In theory there is no difference between theory and practice, and in practice there is.”
I mean we are doing research for the sake of knowledge. We want knowledge. Knowledge is a good thing, and we want that knowledge to be put to use in the real world. 01:05:30 If anybody can actually find out on the Web who this quote is attributed to I would love to know. It’s either by a computer, or one of the early computer experts, Albert Einstein, or Yogi Berra, which I thought was a very interesting group of folk.

So, you know, we -- I’m sure that in education as in other domains, we talk about this science to service, science to education gap, and largely even reading some of John Easton’s recent speeches he had, too, talked about the fact that 01:06:00 much of what is done in our schools today is not based on science and so we’re not using the knowledge that we actually have. And then we like to highlight the implementation gap so we find over time and over a number of domains that what’s adopted is not used with good enough fidelity and good enough outcomes. We can have an entire morning just on this whole issue of fidelity. We won’t have time to go there. What is used with fidelity 01:06:30 doesn’t get sustained over time, and then we’re not able to do this on a sufficient scale to impact social problems, educational problems. We find really marvelous islands of excellence. I think they’re floating islands because they seem to move around a lot. We can’t quite get the sustainability. A colleague of ours in, Stephen Luce in Education, I think said that we’ve lit a thousand pilot lights and we have yet to create a central heating system. So how 01:07:00 do we really move, how do we really get there and what are we talking about when we talk about this gap?

So we have this gap. We’re thinking that implementation best practices are really what we need to impact, bridge this gap between evidence-based innovations and service. How do we get things into educational settings that have been proven 01:07:30 through science? And, we’re wanting, of course, again, to use the best evidence to get the best evidence into practice, so we would like the solid underpinning of implementation research, this good, strong foundation and in reality that’s kind of what the foundation looks like. We have an awful lot to learn about Implementation Science, about the variables, the conditions under which things can be 01:08:00 implemented. So, Joan and Lynn thought it would be helpful to kind of start with a couple of definitions about well, what do we really mean if we talk about Implementation Research, and this is from the health professions, Eccles & Mittman, Implementation Research, the scientific study of methods to promote the systematic uptake of research findings and other evidence-based practices into routine practice and hence to improve the quality and effectiveness of health services and care, the study of influences on health care professionals and organizational behavior. 01:08:30 I actually think there’s no such thing as organizational behavior. There are only people behaving inside organizations. From our work, Implementation Science, we see as the scientific study of variables and conditions that impact changes at practice, organization, and systems level. So think changes at classrooms, school, district, SEA, community level. Change is required to promote the systematic uptake, sustainability, and effective use of evidence-based 01:09:00 programs and practices in typical service, social, education settings. I might retract typical. I’m always revising my thinking. Remind me later to talk with you about why I might revise that word ‘typical’. Remember that.

So, does implementation influence outcomes? I’m not, you’re all readers. I’m not going to read this. This will be available to you later. This is just a smattering of research, meta-analyses, 01:09:30 looks at effect sizes, and in every case the demonstration is that effect sizes can be three to twelve times larger when implementation is paid attention to, and when post hoc analyses are done, the big factors that influence effects are, in fact, implementation, highly correlated with outcomes. So, we think it’s important. We think it’s important that things be implemented well and that we understand 01:10:00 how things get implemented. And I invite you to think about your goal areas here at IES as you listen to this talk today and I’ll be calling on you at the end of the meeting to hear what you’re thinking. Think about your goal areas and think about the ways in which Implementation Science, measurement issues have been infused already into the kinds of work that IES supports across the country and where else it might be 01:10:30 infused into the thinking and how this may influence the way you’re thinking about the kind of research agendas that need to be pursued.

So, we’re all going for student outcomes -- teachers, principals, administrators, researchers -- I mean that’s the reason we do this. We’re not engaging in implementation for the sake of implementation. We want to get good outcome, and we’re busy about 01:11:00 finding what are the intervention processes that are actually going to get us those outcomes and in most cases we need people to bring those intervention processes into the educational setting, right? Somebody’s got to bring those processes, and there is considerable data, so we have really the behavior of the people, behavior of well meaning educators, are independent variables 01:11:30 that really matter in terms of getting the intervention processes to the student. And lots of data that we surveyed says that intervention fidelity is important. You know, nobody’s going for 100 percent, we’re really -- well, you could go for it but you won’t get there. We’re really looking to narrow the oscillation that’s there in the quality of educational services and programs. That’s what our fidelity measures are defined to do. And all the data we looked at 01:12:00 across many, many domains, very few studies that said poor fidelity, lower fidelity led to equal or better outcomes. We just don’t see those data. Sometimes there are some neutral, we’ve got a few neutral studies and I think I’ve got now three where they’ve done some adaptation, but again, could be a whole other discussion for us.

So, we have these, to buy into the premise for a moment that we have these independent variables that deliver the intervention processes to the student 01:12:30 to get outcomes, then we have implementation processes that are being engaged in, purposely or thoughtlessly, by those adults which means we have a new set of independent variables which are those implementation processes. Which means, then, that really the behavior of teachers, parents, school staff in implementation research becomes a very important dependent variable 01:13:00 that then you want to continue to connect to the dependent variable of student outcome. So that behavior set in the middle is really both an independent and a dependent variable. And we often really don’t really think very purposely about, um, the behavior of those individuals and those structures and functions as our dependent variable. We make an awful lot of assumptions about what gets involved and researchers, because 01:13:30 they’re really looking for that rigor, pay a lot of attention. You know, I’ve seen studies where, you know, they’ve trained their graduate assistants for, you know, 75 hours to deliver a certain intervention in a certain way so that they really know they’ve got it being delivered. But we don’t often enough ask our researchers to have measures of the independent variables and that presents some challenges to us in the translation process and in the usability of the data 01:14:00 over time.

At some point and it’s happening a little bit already, we’re going to be concerned about how well those implementation processes are delivered. Are they being delivered as intended so that the behavior of well meaning educators changes so that student behavior changes. Everybody with me on this bright early morning? Big chain that we’ve got to figure out and I couldn’t find a black box. I did find a little 01:14:30 green box with a black interior. So I’m going to talk a little bit about what we found out about these independent variables that seem to strongly influence the behaviors of teachers, parents, school staff -- any intervention -- so we can kind of build some frameworks that might make sense to think about.

So, probably most of you know our work, we had the opportunity through the W.T. Grant Foundation to spend a few years gathering, 01:15:00 research and studies. I use ‘research’ loosely in that we look for anything with the data -- case studies, quasi experimental designs. Randomized trials are going to be very tough for implementation research. There’s one very, very expensive randomized trial going on right now with NIH that we can talk about afterwards. So, we ended up, the search terms were tough because we don’t have common definitions of many of these things. We ended up pulling about 01:15:30 two thousand articles from a variety of databases. A fabulous librarian to help us. We ended up, a team of five of us, ended up reading 753 articles -- may I never have to do that again -- coding them, and then we made a brave decision, thanks to our co-author, Bob Friedman, he said, “For God sake. Don’t give us another table and laundry list. You guys are smart,” I wasn’t so sure about that, but I said okay, tell my mother, she’d be pleased to know. He said, “Think about it. 01:16:00 Think about these as frameworks. Try to put them into some ways for people to think about Implementation Science rather than laundry lists and tables. Those are very hard for us,” and, you know, I have always either been a scientist practitioner or a practitioner of science. This is my job. Bridge-building is my job and so that was very appealing to all of us on the team and I’m going to give you a 40,000 foot flyover of those frameworks that are then based on the data and information 01:16:30 that we pulled from the literature. We still have our search terms out there so we have about two thousand, I think, well-grounded articles, implementation sciences, going like this. Of course, you know, there’s an online journal called Implementation Science that deals with many of these issues.

So, what did we decide to do as we pulled this together? Well, we -- nothing dissuaded us that it’s about changing the behavior of educators and administrators, or whatever front-line administrative people 01:17:00 we need to talk about, creating the setting conditions to facilitate those changes, and creating processes to maintain and improve the changes, both in the setting conditions and the behavior of well intentioned adults so that students benefit.

So, the other thing that I have to get you to buy off on, is that this cross-domain work. So, we looked at everything from, cancer research, pain management 01:17:30, car manufacturing, hotel management, weed control, and we were struck by the fact that, the problems seem the same, with different language, and the good news, the solutions began to pop out as comment. So the good news is we won’t have to, education won’t have to do it by itself. This really is a trans-disciplinary, event -- oh, hello! -- a trans-disciplinary, 01:18:00 set of information, multi-disciplinary set of information that, that we think would be helpful. So, this really is either the Reader’s Digest version or the Saturday Night Live Father Guido Sarducci Five-Minute University version, I’m not sure which, so we’re going to just fly through these cause I really do want to leave time for us to have some discussion.

So, let’s just 01:18:30 talk a little bit about, a basket of variables that we call Implementation Drivers. So what are the successful supports needed to make full and effective use of an innovation, and of course, we’re really interested in innovations that are at a minimum data-informed. Evidence-informed if not evidence-based because this is a lot of work, to put things in place, keep them there, and have them get better and so we would want to do that about 01:19:00 things that have benefits to students, benefits the children, benefits the communities and schools. So we have clustered these into three buckets: staff,  competency variables, organizational supports. Leadership came later. You won’t find anything about leadership in the, in the monograph mostly because we couldn’t pull, there wasn’t much to pull together at that point, that we could find in our search terms. It may have just been faulty search terms at that point because we’ve since 01:19:30 found a few things that intrigue us.

So, this is the big picture. This is the infrastructure for implementation, so we look at improving the confidence and competence of people who are asked to engage in the new innovation, selection, training, coaching, and performance assessment, or fidelity assessments. We would like to think that some of our programs and processes are plug-and-play, but no. They’re not plug-and-play. They’re going to require systems 01:20:00 changes and support. They’re going to require the development of a hospitable organizational structure to support it, so we have organization drivers, decision-support data systems, facilitative administration, systems intervention, and then leadership, and then this little word in the middle that says integrated and compensatory. What does that mean? Well, when we’re looking at an imitative, where the hypothesis is that we’re going to get better implementation if these things are integrated, so, we can’t select 01:20:30 people for one set of qualities, train them on a second set of skills, and provide professional development on the second set of skills, have them get to their school and have the principal say, or assistant principal, or instructional leader, say, ‘I know what you may have heard there, but actually this is the way things work in my school’, have a different set of measures that are not correlated with positive outcome. So we’re looking for integration in order to get power and the good news is, we’re looking at these as compensatory 01:21:00, so not everybody walks into their classroom with all the skills and abilities they need. We can compensate, by professional development experiences that they get, what they don’t get through kind of traditional or even very good training. We can compensate by coaching, and we can all be motivated collectively by the data, both process and outcome.

So, and many of these variables probably look familiar to you, right? I mean, of course, all schools and education settings do 01:21:30 many of these things, but we ask people to look at them with us through an implementation lens, so what we’re trying to do is pull best practice that says how do we, how do we make these processes more functional so that they leverage and you get robust, more likely to get robust implementation? And we don’t have time to kind of go through these in any detail, but I want to give you a couple of quick examples about what we mean by looking at 01:22:00 these through an implementation lens.

So, selection -- people say well, I don’t get to select my teachers. I arrived as the principal, they’re already there. But we’ve had other principals tell us every time there’s an opening it’s an opportunity to improve the strength of our school, the strength of the work that we do. We’ve seen some wonderful,  work out in Oregon at the district school level where they have a very rigorous selection process, and it’s really mutual selection. 01:22:30 We’re being very clear with you about what we’re asking you to join. We’re being very transparent about it, and we want you to choose us, and we want to choose you. We think we’d love more research on it, that a big variable in selection is how, how coachable are people? How receptive are they to feedback? How willing and able are they to take in information and then change their behavior as a result of taking in that information? And so, we help people at the practice level as we do TA, policy, and 01:23:00 research work. The practice level, say, built-in coachability role plays into your selection driver so you know how amenable people are, to the coaching that they’re going to receive and how able they are to change their behavior based on good descriptive feedback.

Training, well. I don’t know. How many of you have been to -- this is not training, this is a nice little speaking opportunity -- but, you know what good training 01:23:30 consists of, you know, adult learning, opportunity to practice skills, etc. Usually when I am speaking to a group I will ask them how many of you have sent your staff at your schools -- your teachers, your other staff -- to any training this year. Lots of hands. Have many of you’ve been? Lots of hands go up. And I say, and how many of you at, when you left training, you left with, or shortly thereafter, received your pre-post scores about the knowledge or skills you gained in that training? 01:24:00 Nothing. We spend enormous amounts of money in this country on training for which we have no evidence that anyone has been trained. We came, we sat, variously entitled, sit and git, or more sadly, spray and pray. You know, spray it out there and just pray something happens. Somebody said, oh, now I understand. She said, I -- it explains, you know, 01:24:30 -- and the coaching data, you know, the meta-analytic data around coaching in business and education really said until you get coaching in the setting, no. Nothing. It’s not coming your way. It’s not happening. So, if we’re set, it looks about 5-10 percent of people will take something from a training and do something with it without, coaching and data systems to help them in the setting. So, if we’re happy with a 5-10 percent return on, 01:25:00 training alone we can, we can keep going. so, we asked people do you have a coaching service delivery plan in place? Do you monitor the quality of coaching? Does it include observation? So that’s, just a hint at some of the best practices that we ask people to work with us on around, the competency drivers.

So, here’s where I will be bold and maybe take issue. I don’t know how -- if I have recent wording on 01:25:30 Goal or not but, I might, I might challenge you, to think about Goal 5 a little bit, because you’re admirably going for very robust interventions that can survive, without a lot of support. We don’t see a lot of evidence across domains for that working because all organizations and systems are designed intentionally, unwittingly, to achieve precisely the results they get. So, 01:26:00 the status quo is very, very powerful and so like it or not, when we are into transporting better practices into schools, districts, states, we are into organizational and systems change and we need to understand that. Many of your -- I would venture to say, love to take the data, and study your researchers -- many of them who have good streams 01:26:30 of research going have worked for a long time with a set of districts, before they ever came to you, with a grant proposal, and have developed working relationships, have helped, have had changes made in the way data are collected. They’ve been working, maybe not in a descriptive and purposeful way, but they’ve been working in these systems areas, so we give people some tools and skills to think about decision-support data systems so as Dr. Easton 01:27:00 said, we become learning organizations. But even those require thinking about implementation, so we move from data warehouses to actually data that we use and that is useful on a daily basis. Facilitative administration -- they’re really in charge of making sure the drivers are robust, healthy, integrated, high quality, and make the lives of the front-line people, wherever they are -- teachers, therapists, child care workers -- as easy as possible, as efficient 01:27:30 and effective as possible. That’s their job.

Systems Intervention we’ll talk about in a moment. Leadership, we’re really taking -- and it dovetails very nicely with, I’ll mispronounce the name, it’s Sitch (phonetic) and Waters’ work on first and second order leadership and its correlation with better school outcome. We’ve taken with Heifetz and Laurie’s work out of the Harvard School, Kennedy School of Business, on technical and adaptive leadership, which we won’t go into at the moment, 01:28:00 but there are particular leadership strategies depending on the kind of problem that the leader is faced with and this has just made so much intuitive sense to us and we’re busy still trying to pull data about that type of leadership and how you measure some of that. These are, this is fraught with measurement challenges as you can see.

So, that was a very quick fly-over. It’s hard. I’ve got a 14-week course on this, so getting it into an hour is tough. Implementation 01:28:30 Stages -- across again, across domains, we really, if you read the monograph we put down innovation and sustainability as two stages. We’ve subsequently decided now they’re really not stages. sustainability gets, should be embedded in every stage of the work, and so we’re looking at appropriate activities by stage. So two often small groups of leaders decide on a change, go out, dump it on the teachers 01:29:00 and then call the teachers resistant because they’re not going along with the program. Actually, that group is taking themselves through exploration, they haven’t really brought their staff along with them on that journey, and so they have unrealistic expectations about how ready people are to change. We have some data that about 20 percent of people are ready for change at the point of change, others are in either pre-contemplation or, you know, would be willing to think about it. So, we need to figure out 01:29:30 how to bring people along and, of course, I think for evaluation and researchers to get the full implementation where people are skillfully able to use the intervention, two to four years. Some people say well, why would you recommend that? I say I’m not recommending -- I’m not making the news. I’m just reporting it. You know, and so I think this has tremendous implementations for grant funding, in terms of now -- oh, and people say, oh, god, do I have to measure anything? No, no, no. You measure, you go with your process 01:30:00 and outcome measures just as soon as you start producing any kind of results that you can measure. But the summative conclusions we make about the value and quality of what it is we’re doing, we need to have implementation measures that say yes, we’re at least 80 percent implemented, and we’re working with others around the world, really, on implementation measures that tell us, you know, how implemented are we? How much of the selection drivers are up and running? How many 01:30:30 of our staff have been through quality training? How many of them have quality coaching? How long have they been in place? How skillful are they at the work? So we can say that the new intervention is actually being delivered. Installation is skipped. That’s -- it’s somewhat problematic for education, much more problematic for other areas where they have billable units of service, because this is a time when you really are recruiting people to be the first teachers to do a new reading program 01:31:00, the first cohort, to be involved. You’re getting people, days to, and time to, get the professional development work done. You’re setting up your data systems -- that’s all time and money. There’s all opportunity and response costs involved in that and what we find is we work in schools is that they are papered with initiative. You know, we often, really admire our colleagues in school by positive behavior, support and George Schuyler says for every one thing we ask you to do we’re going to try to take 01:31:30 two away. because we find when people begin to talk about what they’ve papered their school cafeteria with, what’s real and what’s paper becomes apparent. Oh, that! Well, you know, Martha, the third grade teacher just really loves that. Okay, so really not an imitative. That’s kind of like a Martha thing and -- Martha are you still doing that? Oh, no. She’s left that behind. Okay, we can take that piece of paper down. Oh, we’ve got five different interventions around bullying prevention. Okay, really 01:32:00 we want safe and healthy schools. Couldn’t we pull that together?

So, initial implementation, our little catch-phrase for initial implementation is: Anything worth doing is worth doing poorly. Because seriously, think about it. Think about the first time you drove a stick-shift car. That went well. Think about the first pancake on the griddle. Well, that went well. Even 01:32:30 think about, for me, perhaps not for you, your first kiss. Really not great. So, your first two-handed piano piece. You know, I don’t know about you but the Volga Boatman was not really anything I wanted to trot out to the, except my dearest relatives. So, when you’re -- and, and this in installation, very fragile, many things break down here because everybody’s new. You’ve got people who haven’t really done the intervention 01:33:00 being asked to coach it. You’ve got, you’re finding the organizational space for it. You really hadn’t actually thought about that. and what do we, what are we designed to do as human beings? Really, a law of behavior, and don’t say reproduce. We’re designed to avoid pain. That is what we do, and it’s served us well as a species, right? But we know sometimes leaders have to step into the pain 01:33:30 and so the importance of coaching and support to get people as Joyce in the shower (?) said, to get people through the awkward stage so that this new way of interacting becomes more comfortable, more part of who we are, even when we’re highly motivated to change -- lose weight, be nicer to our spouse, be a better parent, get up and exercise every morning -- all within my ability. I have all those skills and abilities and yet I falter. 01:34:00 So it’s not going to go well. Leader’s job is to get people through that, get people to the point where they’re more confident, confident and comfortable, and get to full implementation where we were talking to a school and we said well, how, you know, how does a new teacher get a culture education -- a very data-oriented school, etc., and they kind of looked at us, said, well, now we used to have to be very purposeful, but now the culture is so much there that that teacher can go to multiple people for support and the press -- they didn’t use 01:34:30 this word, it’s my word -- the press to be part of that culture, like any culture, is very powerful. You’re not going to show up at the teacher meeting without your data because everybody’s got their data. You’re not going to be the only one without it, versus trying to do that when you’re the only person bringing data to the table. So, you’re getting to this place, two to four years. We’re finding that at the federal level for initiatives we’re having, there’s some impact of this thinking and that more and more 01:35:00 grants are being given a planning year which you really need to think through your intervention and I venture to say most of your people that are applying for grants demonstrate that they’ve really already got the relationship, they’ve been through that exploration stage, they’ve got people as partners, they’re ready to go.

And, I know that looked like a lovely linear thing going on but it’s really pretty messy. Stages overlap, they don’t crisply end, you can fall back to an earlier stage. The problem -- people don’t recognize they’ve gone from full 01:35:30 implementation -- a big turnover in teachers and they were all trained in a particular reading program. Ooh, we’re back in installation. We’re back in initial implementation. I got a bunch of teachers who got a bump up to coaching. Do I know where I am, and am I matching to it?

Implementation team -- ooh, I need to go a little quickly. So, somebody’s got to do this work, right? Somebody’s got to do the work of implementation. Somebody has to thoughtfully think about those drivers, how they’re going to apply it 01:36:00 to the innovation, where is that going to go on, where’s the locus of control for that driver, how are we going to maintain the quality, who’s going to do the exploration work, etc.? And what we find in the literature is that initiatives thrive and are more efficiently produced when you have teams of people working on it. I think in our country, we are the country of sort of individualism and heroes. I mean, that’s really our culture, right? I mean, 01:36:30 who doesn’t like James Edward Olmos in Stand By Me and whatever the name of that movie was. Who doesn’t like the Ron Clarks or really fabulous people, but not all of us have that set of unique experiences, drive, ability to do that. So us mere mortals need more support and help to continue to do the hard work, to make the kind of systemic and social changes that we want to make in our education system. So we need, we 01:37:00 need teams. Now the great news is that teams exist in schools -- school leadership teams, district teams -- but they often need to be repurposed and refocused. Greenhalgh and her colleagues talk about capacity building, and much of our capacity building has really been around the kind of letting it and helping it happen mode where people are given information and they’re given, you know, the next sparkly textbook and, worksheets and websites and 01:37:30 instructions on paper and encouraged to go forth and you figure out how this is going to work. and sometimes we do a little more helping through our technical assistance work, but really the teams, when you have a team, a core mission for them is actually making it happen and not in forcing people to do things but in taking responsibility for making it happen. So there’s a little specious data that I want you to be very skeptical about because it’s for illustration 01:38:00 and not for hard science, but except Balas and Boron out of it, medicine, have shown that only 14 percent of clinical interventions make it from bench to bedside and it takes about 17 years to get them there. Long time. We need to -- part of our job, I think, collectively as researchers, technical assistance providers, administrators -- need to try to shorten that length of time. Some of our own work, with the Teaching Family Model 01:38:30, when we were not using teams, and this is data that was collected over about a 30-year period, so it takes a long time for the data to accumulate, but when we weren’t using a team approach, when we were graduating PhD’s and saying go forth and do this work, only about 30 percent of the replication attempts survived six or more years. When we used teams 80 percent survived six or more years When we weren’t doing teams -- correlational, it could be superstitious behavior, allow for all 01:39:00 those things -- it took about six to seven years to get them to fidelity criteria as an organization. When we used teams it took three years to get them to fidelity. So we got there faster and more of them stayed, more of them sustained. I’d love to figure out a formal research agenda for that.

So let’s take it into your world, a school-wide positive behavior support, some old data, I think they’re now in maybe close to 13-14,000 schools, wildly successful on the replication end of things, looks 01:39:30 pretty impressive with this X and Y axis, and then we look at the number of classrooms in terms of the percent of schools, rather, percent of schools where school-wide positive behavior support is there and son of a gun, look at that. Fourteen percent over a 17-year period. So, we -- Rob Horner and George Sugai are very close colleagues of ours on the scaling up 01:40:00 center that we’re on. The other thing we’re learning is that we’ve got to have multiple teams at multiple levels because we’re pushing on all parts of the system at the same time to get uptake and to get scalability. I don’t think we’re going to get scaling by saying, ‘can we develop something robust enough to just take seed, root, and go?’ I’m very, very skeptical that that’s going to be a way to scale up. It’s on that letting it happen 01:40:30 side, and we don’t see a lot of evidence across domains that that’s going to go, so I think the system’s view, Sengay’s (phonetic) work says, ‘we tend to focus on snapshots of isolated parts of the system and we wonder why our deepest problems never seem to get solved’. This is some of the hardest work I’ve ever done, I would like to say, for my age and stage of career I really think I deserve to be doing easier work. This really is some of the most challenging work 01:41:00 I’ve ever done but I’m sure it’s excellence Alzheimer’s prevention, cause those neurons are firing away.

The last I think, Dr. Easton would and you all will resonate to, is around improvement cycles because we think that really this is what learning organizations do. If you look at the heart of the work that’s done we, it’s, the cycle has different names -- Plan-Do, Check Act -- I mean, 01:41:30 there’s lots of names for it, but it’s really, so fortunately, there are only a few ways that things work in the world. There are lots of ways that things don’t work. So I think we some big chunks of things that typically work across domains, across situations, and I think this little Plan-Do-Study-Act cycle is one of those, you know, it took post World War II Japan from devastation to a world industrial power in five years 01:42:00 with Demming’s work in Japan. I often, I often joke a little bit that I think, again, our go-go-go culture, I don’t know about you, but I feel like the pace of life right now is challenging and so, some people say, some people say, ‘I think we just plan, plan, plan, plan, plan. We don’t ever do. I feel so I think we just do, do, do, do, do.’ I said yes and I think we got do-do as a result of that. We, we, we need to 01:42:30 help schools, teachers, build in reflection. Where do we get 15-20 minutes to just sit and think? I think you get more of that time. I’d like to believe that there’s some place that people get to actually think and reflect and just aren’t do, do, doing all the time, so I hope that’s in your culture.

And we keep going. so, we, when we work with folks, 01:43:00 we, at the policy and practice level, we teach them to use, coach them to use those four big types of trial and learning to become learning organizations. We aren’t going to talk about any today except the last, which is the policy practice policy feedback loop, fondly known as the PEP-PIP cycle because you’ve got to have acronyms is you’re going to be cool. So, Policy Enabled Practice/Practice Informed Policy. It’s a 01:43:30 PDSA cycle in slow motion, you know, maybe monthly, quarterly instead of hourly, daily, weekly cycle. So what do we mean when we’re talking about this? Well, I think as policymakers, and believe me, you guys set policy agendas here, like it or not. You are pushing a certain view of the world, a certain view of the way the world works, and all of us at any federal or state level or even school district level, we’re hope we’re all 01:44:00, we’re all good people. We’re all trying to do good in the world and establish policies that are going to enable better practices, right? That’s what, that’s why we do these things. What we, so we plan and then sometimes we do. Sometimes things, policies, actually don’t get executed but maybe they do. And policy then starts to drive structure, drive procedures, drive practice because sometimes that follows the golden rule 01:44:30. Hugh (?) has the golden rules and so you do where, you follow the money, you go what, you do what you need to do to get your funding. What’s missing, oftentimes, is the feedback loop. How do we get information from that frontline practice level, from the classroom, back to the policymakers about how this is really playing out? How do we get practice-informed policy? Often I think bureaucracies, for better or worse, are designed 01:45:00 to, they don’t feel they’re working and doing their best work if any bad information comes up the line. Really, I’ve seen just massive panic go on because they don’t want to let the next level know that something’s gone to hell in a handbag, when in fact we’re looking to develop culture in which we’re interested in receiving feedback, we’re interested in figuring out what the problems are, we’re interested not in fixing blame but fixing the problem. So this is, 01:45:30 this looks simple. This looks like from a leadership perspective, I mean, this will be technical, you know? We would create some linking communication protocols that would tell us how this would go, it would be transparent, people loved it, mostly because they saw themselves where? On the feedback giving side. Finally. I get to give feedback. Then at some point in the work they realize and I’m going to get some feedback and I’m going to need 01:46:00 to respond to that, and then you watch people push away from the table because what are we designed to do as human beings? Avoid pain.

So this is some of the hardest work we’ve tried to do is to get these transparent linking communication protocols going, but we’re very convinced from the data and experience that they’re critical to getting better alignment so that we’re creating hospitable environments for these, this new way of work. 01:46:30 Sometimes we get pilots working and it’s only an accident of my PowerPoint skills that the federal departments come in line last. I promise. No insults intended. And we never get them fully aligned. I mean, that’s ridiculous, but we’re trying to reduce the wobble. We’re trying to be clear about the agenda that we’re setting, we’re trying to do what will put that agenda in place. We’re trying to hear from the field. What we find is that it goes back to our islands of 01:47:00 excellence, our pilots, our demonstrations, we find that they’re good for workarounds. Really, we’re going to create a little ghost system here and I’m going to tell you well, actually, I kind of figured it out this way. I can make this work if I do this and this and if we don’t tell anybody, but the way I’m running this and getting it funding is … and like I don’t want to hear those stories. So people create ghost systems to cope with the real system 01:47:30 so what we want to do is have people actually create a host system that actually supports new ways of work, that supports a learning environment … big job. Multi-year job. Not anything you’re going to do overnight, not a plug and play, not a hand you the book. Good luck and God bless. Not a Nike model, not a just do it, it takes infrastructure to do the work.

This infrastructure, that I 01:48:00 talked about -- let’s see where I am, okay kind of midpoint which is good, more than midpoint -- so, the other ways in which IS’s work needs to connect to technical assistance, R&D efforts, and policy is that we aren’t very good -- I think education is a bit better but I think in general we’re not very good at acknowledging the need 01:48:30 for the infrastructure. Remember the driver slide, triangle? Somebody’s got to think about the new initiative and what, how much of each of those drivers they need, who’s going to do it, who’s going to pay for it, where’s the time and space for it? Unless we want to continue to have magical thinking. Now again, as we began to work in districts, this is the part where people would just push away from the table. And we’ve learned to present it in stages and more slowly and change our behavior to make it more palatable and not scare people 01:49:00 so much because all of a sudden people are going like, wow, you know, it’s the Jim Collins, we’ve got to kind of face the harsh reality of our truth, really we’re dreaming if we think we’re going to get this done. Or, no, we can get it done but it’s going to take a lot of time and effort.

Now that infrastructure that we need for selecting well, training well, coaching, having good data systems, having facilitative-administrative practices, I think a lot of that in education is available to us 01:49:30, might need repurposing, rethinking, changing, and other parts of human services, I think they want us to fund human services -- well, let’s put it this way. If we, if our legislation, legislators, funded road building the way they’ve asked us to fund evidence-based, thoughtful innovation it would sound probably something like this. 01:50:00 As the legislator: You know, I’m only paying for tar on the road. That’s all I’m paying for. I’m not paying -- I don’t know what those orange cones are, those soil samples, and those guys with, you know, lasers and, I don’t know what all that is. I think that’s administrative overhead. I’m not paying for it. And I will be out in three months and I want to see this ten miles of road paved or you are a bad road paver. And that’s the way we fund our human services. 01:50:30 Now, as a taxpayer: I get it. And we’re in the middle of a culture shift. I get it because why don’t we fund, why don’t we fund roads that way? Because the infrastructure to build a road is visible and we may not like the time frame for it but we see the outcome and we’re not happy when it’s a bridge to nowhere. 01:51:00 So, infrastructure’s visible -- it gets us results. So we’re at a point now in human services broadly -- medicine, education, child welfare -- where we have things that work and we have to be willing to build infrastructure for things that work. I don’t want to spend money on a road to nowhere. I don’t want to spend a lot of money on the training where we all get spaghetti, marshmallows, and you’re divided up 01:51:30 into teams and we see who can build the highest tower with spaghetti and then we declare the winner as now having learned how to be a team and out you go and off the door to build a team. No. I don’t want to pay for that as a taxpayer. That’s not what I’m looking for. I’m looking for outcomes at every level, and now we can demonstrate that we can get them, but we really have got to have the infrastructure to get them, and we need much more research about that infrastructure.

So, this next part will go quickly. 01:52:00 No one’s falling asleep yet, except perhaps the people behind the pole. I don’t know. So, some things for you to think about during this next presentation because this is where I get a little dangerous and perhaps too bold.

So how is implementation research currently incorporated into each of your goals? Are there measures of independent variables at a minimum? My implementability becomes important 01:52:30 as a value-ability. Is there merit in more strongly infusing implementation research agendas into each goal area? Is there an opportunity for a conversation about a new goal area related to implementation science? Although you’ve got a new goal stream on organization and management looking at kind of district organizational stuff -- I was very excited to read that one of Dr. Easton’s speeches, so think about that as we go through this. I thought, you know, I’m in a research group. I should have some hypotheses for you. 01:53:00 And they’re all testable and designed to be challenged and they’re maybe not there, so let’s just quickly run through kind of what these are and see what you think of them.

So, I’m saying that science will not impact educational settings by doing more or better research on interventions. Don’t throw anything at me. An intervention supported by 10 rigorously conducted randomized trials is not more readily implementable than an intervention supported by one rigorous implemented trial. Research on 01:53:30 interventions help schools, communities, districts, and states choose what to adopt. They help us pick. Ooh. Good effect size. Ooh, that’s the kids in need. Ooh, I like that. That meets our needs. But intervent -- that intervention research results do not help implement those interventions in real world education settings. Sometimes you even find out the sausage making behind them. You say … having trouble. These colleagues of mine are having trouble with a program that shall remain nameless, I said, eh, we can’t get people 01:54:00 to the intervention, what happened? We have to go and talk to the researcher and they said, oh, wow. We paid them to come. Okay, now I can’t pay them to come and now they’re not coming. Now what do I do? I haven’t got that part figured out. Oh, really? You know, here’s a, this thing’s really burdensome. Oh, you know, actually every classroom had a graduate assistant assigned to them who picked up the material at the end of the day and delivered it back to them ready to go the next morning. Eh, it’s going to be tough to scale that one.

So the thing we’re asking you to buy, 01:54:30 as the hypothesis that implementations, implementation across domains and service sectors -- wherever we looked the problems were the same or similar, commonalities were striking. So, continue with Hypothesis 2, what is learned about implementation in one domain can be used to inform implementation practice and science in other domains. This is great news. IES doesn’t have to shoulder this burden all by itself. Concerted efforts to collaborate and learn 01:55:00 across domains promise to rapidly advance the practice and science of implementation in the next decade and we cordially invite you to the first global implementation conference to be held in Washington, DC August 15-17 at the Marriott Wardman. We’re going to have strands for researchers, practitioners, policymakers, and funders, organizations, purveyors -- you’ll hear about them in a minute -- and technical assistance providers, as well as some fabulous plenary sessions 01:55:30. We hope to see you there in force.

What do we learn from our big meta-analysis -- well, not a meta-analysis, I misspeak myself, from our synthesis of the data? The best data across domains show that when these results used alone does not result in innovation as intended. The fusion dissemination of information by itself whether they’re guidelines for physicians or checklists for the classroom, training -- even when well done, by itself, 01:56:00 passing laws, mandates and regulations alone, providing funding and incentives by themselves, reorganizing the chairs on the Titanic, no. Not going to help us. Now, that does not mean that these are not absolutely necessary. They’re very necessary. If you don’t have the right policies in place and you’ve got disincentives, you’ve got trouble. People can’t be enthused and interested in uptake if they don’t know what it is. They haven’t had a chance to try out the behaviors 01:56:30. These are all important things to do, they’re necessary, they’re just not sufficient. They’re not going to get there with just one or two of these. You need that multi-level approach, which leads us into Hypothesis 3 -- Implementation researching findings will become more socially significant as implementation practices improve. Alright, hang with me on this one.

Implementation researchers can only study what is being done in practice. That’s if we are engaged in poor implementation practices we will study poor implementation practices 01:57:00 and not get very interesting results. We need to build better laboratories, in quotes, to study implementation, organization system change, and what I mean is we need to create more hospitable environments that support uptake so we can better study the conditions under which uptake occurs. So that means that we have administrators and educators that have access to and make use of intervention science -- the what, Implementation science 01:57:30 -- the how. We also need program developers of evidence-based programs who create implementing organization, purveyor organizations, implementation teams, technical assistance centers -- we’re seeing it emerge. Research is always behind practice. You know, we’re always, we’re always saying, ooh, that looks like it works. I wonder if it does really. Let’s put it to the test.

So what we’re seeing around the country and across domains, what’s emerging, are these 01:58:00 organizations that really take responsibility for high quality implementation and we’re seeing the emergence of intermediary organizations which, in a state, might be how that say your regional implementation level, ISD levels, but where multiple evidence-based programs are, given uptake strategies through these intermediary organizations. Some of them are private non-profit groups. An example, there’s one in Colorado called Invest 01:58:30 In Kids. They’ve done statewide rollouts of something called Nurse-Family Partnership, in incredible years, and are taking on another one, and are really then starting to build and braid best implementation practices to get high fidelity, good quality, sustainable outcomes. Really, our university environments are not set up to reinforce this behavior. This is not what we are paid to do at universities. We are paid to do important research, so it makes a contribution to science, 01:59:00 that helps support our universities and to publish in high quality journals. Sam Odom, some big supporter of what we do, and every year I have to not only do this work but I’ve got to answer all those questions. You know, how many chapters was I first author on, where was it published, was it peer reviewed -- I still gotta answer all of those, as appropriately so, academic environment. And we have talked to researchers that have tried to build this bridge. They find their university’s very confused 01:59:30 by it, sometimes they get spun off into, the developer of Al’s Pals at, I think, University of Virginia, got spun off into a private company that the university actually helped their start so that she could do this purveying work. So I’m not sure where this is going except that we don’t know very much about those organizations, how they think, the work that they do, but I don’t think we’re going to research our way to implementation. We’re going to need these intermediate 02:00:00 structures that do translation work, and many researchers I know who are affiliated with these groups say, really, I’m not good at that. That’s not my skill set. It requires a different skill set, but we’re going to be joined at the hip with you, and we’re going to continue to guide you. Or you’re going to continue to, to generate questions from the field. I heard that from one of Dr. Easton’s speeches. This importance of partnering with the practice level to answer questions that are important. To have mission driven, mission oriented research 02:00:30 and the importance of that. So we need that continued, work, close work with research. And we need policy makers and funders who understand the need for, and are willing to fund the implementation infrastructure and these purveying services. I think education’s got some of the infrastructure there, but it needs to be, repurposed and, and refocused.

Hypothesis 5 -- Implementation science is multidimensional and requires study over time and among education, community and system players 02:01:00 and partners, and this is where I leave it in your good hands. Here is a life -- when you think about kind of these multi-level influences of, training, coaching, and performance and how that relates to the organizational components of staff selection, program evaluation, and we’re sitting in the middle -- in case you hadn’t notice -- of some pretty serious social, economic, and political times. How does all that work together? Well, here’s a lifetime of research for you. You know, what happens to 02:01:30 fidelity and sustainability when those external factors, the organizational components, and the core implementation components are enabling strong or weak? What do we -- you know, this is just a table of possible hypotheses about how these things might roll out. A measurement son of a gun, to deal with, lots of measurement issues that are really, challenging to think about, but this is the real world that students, teachers 02:02:00, building principals, and administrators live in.

Last hypothesis that I’m pretty sure of, actually: Students cannot benefit from instructional practices and interventions that they don’t experience. It’s hard. So here’s a quick little meta-look at some longitudinal studies of a variety of comprehensive school reforms, where you’re looking to get every teacher trained and continually supported, what actually happened in years one to three? Fewer than 50 percent of the teachers received some training 02:02:30, fewer than 25 percent of those teachers received support, and the out years 4 and 5, fewer than 10 percent of the schools used the comprehensive school reform as intended, and the vast majority of students did not benefit. This cannot continue.

We’re looking to go here, again, some of the hardest work we’ve ever done. We’ve got to have effective educational, instructional practices. We have to have those. This is not worth doing without it. Keep finding them 02:03:00 whether it’s, you know, better ways to teach kids math or reading or deal with their mental health issues in school. Whatever it is you’re doing keep -- we’ve got to have more knowledge about what works. It’s only half the battle. We’ve got to land in that upper left-hand corner where we also have effective implementation strategies. It’s only when we land there, because without at least some reasonable fidelity we end up in that not effective practices. Even if we had an effective it, and effective what, we don’t have effective 02:03:30 how, we don’t get there. We can just draw a really unhappy face in the bottom right corner where we don’t have effective practices and we’re just kind of all doing the best we can on an individual basis. We’re not really a learning organization.

Seven and eight -- More educational benefits will accrue if educational systems perform better in delivering existing, known effective instructional practices and interventions than in producing new ones. I don’t know 02:04:00 if I really believe that, but it’s interesting a hypothesis to think about. What do we know? And what if what we know is being implemented with reasonable fidelity and sustained over time, and had the administrative and, support systems to support us, what would happen? Increased funding for implementation research will substantially improve the likelihood of instructional practices and interventions being used effectively in educational settings. We need to know 02:04:30 so much more than we do about implementation science. You know, I feel confident about the themes that we poll. I think we need much more rigor and continued relevance, in this area, so the big reprise -- dah dah dum -- drum roll -- we are looking at this box of independent and dependent variables, concerned about fidelity, vast majority of data says that 02:05:00 really fidelity matters. How are we going to get fidelity? We’re going to pay attention to those implementation processes and we think we can replace that black box with some implementation framework, that if we get people to use functionally then we could actually do some implementation process fidelity relative to those implementation processes.

So, in summary, implementation science can make 02:05:30 a difference in successfully using scientific findings about interventions in educational science. We definitely need better laboratories. Places where we’re actually able to put those better practices in play. We think that this would yield a significant return on investment for society. I think it requires more financial support and attention. It’s certainly getting more. NIH now has a strand of implementation research and hosts a meeting, I think, IES and OPRE 02:06:00 and others were involved in a lovely couple of days of thinking about implementation as a domain. It’s going to be very methodologically challenging. There’s some really interesting people that you should invite to come in that I’ll talk to you about later to talk about some of the methodology. And it’s going to really benefit from cross sector collaboration. I mean, I get to read in organizational development, and computer science, and medicine, and leadership 02:06:30, it will keep you very fresh and engaged if you look through this particular lens.

So, for our discussion we can think about the implication for, your IES goal areas, and of course, ask any questions you would like. Again, I want to invite you to the conference -- I think I put a few little brochures back there, but it’s really the www.implementationconference.org is a way to go investigate more and see if you’d like 02:07:00 to sign up. If you need to get in touch with us we’re at, very happily ensconced at the Frank Porter Graham Child Development Institute at the University of North Carolina. I’m looking forward to welcoming Dr. Easton at the end of March to visit with us. I sadly will probably be traveling and may not even get there. so, I will just invite, at this point, we’ll close it off and, invite questions. 02:07:30 We’re going to end the video tape. 

