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Welcome!

• We encourage you to have your 
cameras on but your 
microphones off.

• Please use the chat to share 
questions and ideas with 
panelists and attendees.

• We will be monitoring the chat 
and will do our best to make 
sure voices are heard that way.

• Session will be recorded and 
posted on our event page.
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Collaborative for Implementation Practice

CIP is a multidisciplinary group who conduct implementation research 
and support evidence use. 

We aim to spotlight the importance of implementation practice in 
building the science of implementation, and to support the field by:

• Building evidence

• Growing the workforce

• Advancing equity
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Our Approach to Implementation Science

We think about implementation science in three ways:
1. The use of specific theories, frameworks, models and strategies with 

evidence that can support effective, equitable and sustainable 
implementation; 

2. The use of ‘practical implementation science’ which refers to the 
translation of theories, models, and frameworks into user friendly tools 
and resources. 

3. The development of specific competencies that support the relational 
work of implementation, which requires trust, psychological safety and 
co-creation.
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Certificate Program in Implementation Practice

• Three live courses (two days each) delivered via Zoom

• Content grounded in core competencies for implementation support

• Hands-on opportunities to apply tools and strategies to current 
implementation efforts

• Connection to peers in small groups

• Access to professional certificate, digital badge,                                and 
continuing education credits from UNC
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Objectives

1. Describe how New Jersey Department of Children and Families (NJ DCF) 
developed a unified vision to embed implementation science in a large public 
system

2. Describe the infrastructure, organizing framework, and evidence-based 
strategies adopted by a public system to translate implementation research into 
its agency norms

3. Describe lessons learned as funders of a large, statewide network of 
community-based service providers on using implementation science to 
improve outcomes for children, youth and families



Who’s in the room?



Context



Overview of NJ DCF

 State's child welfare agency
– FY24 total budget = $2.2B

 Services provided
– Family strengthening programs/services

– Mental and behavioral health services for children

– Gender based violence prevention and response services

– Child protective services

 Contracted service provider network
– 1000+ agencies

– Just under $1B towards service provision



We Took a Look

 Inconsistent service delivery across service provider 
network

 Lack of implementation supports available to providers
 Uncertainty about fidelity of Evidence Based Program 

implementation
 Few program evaluations at the state level 
 Minimal data feedback loops 



We Took Action 

 Develop a unified vision and strategy 
for service delivery

 Deep structural improvement in 
service management



Research says focusing on implementation works!

And, from the research, we know what’s needed: 
 Strong leadership and champions
 Adequate implementation supports (e.g., 

training, coaching)
 Supportive organizational culture 
 Well-defined scale-up strategies attentive to the 

local context
 Effective coordination with clear role 

delineation
 Monitoring and evaluation systems and the 

systematic use of evidence 

Citations: Milat et al., 2015; Gray et al., 2012; Kitsen et al., 1998

Implementation research: 
Effective implementation and 
enabling contexts play a key role 
in ensuring programs and 
practices aimed at improving 
family and child wellbeing achieve 
their intended outcomes 



Evidence-Based
Practice 

High Quality 
Implementation

Improved Population Health 
& Wellbeing

Reduced Costs to Public 
Systems



But getting there can be hard.

You are 
here

Citations: Fagan et al., 2019; McCarthy, 2015

Many proven approaches fail to achieve their 
intended outcomes when implemented within 
large, complex systems 

“A more comprehensive research and 
development infrastructure is necessary to 
scale-up interventions that demonstrate 
strong evidence of effectiveness” 

-Society for Prevention Research’s Mapping Advances in  
Prevention Science IV Translation Research Task Force  



NJ DCF Framework, Strategies 
and Infrastructure



The Approach We Take
Frameworks and Strategies 



Active Implementation 

Well-defined Practice 

IMPROVED OUTCOMES

Effective Implementation
Supports

Enabling Context

Logic Model

Program Manual Training and 
Coaching

Practice Profile

Job Descriptions 
and Interview 

Protocols

Teams CQIEvaluation Plan

Service Delivery 
Flow



Implementation Stages

Exploration
“Selection”

Installation
“Design”

Initial Implementation
“Trying it out and making it 

better”

Full Implementation
“Seeing results and 

making it better”

2-4 years



Project Management

Planning

• Define project 
scope

• Assess resources 
needed

• Develop 
workplans with 
timeframes

Teaming

•Organize & group 
functions

•Engage experts

•Outline roles & 
responsibilities

•Utilize formal 
processes

Execution

• Monitor tasks to 
meet milestones

• Mitigate project 
risks/issues

Reporting

• Communicate 
through tiered 
reporting status, 
risks/issues, key 
decision, and 
deliverables



Approach in Practice
Who and How



Program Development is an all-of-department effort

Programmatic Operational Administrative

• Family strengthening 
programs/services

• Mental and behavioral 
health services for 
children

• Gender based violence 
prevention and response 
services

• Child protective services

• Implementation
• Research and Evaluation
• Monitoring
• Quality Assurance
• Information Technology
• Data Management

• Human Resources
• Fiscal
• Procurement
• Contracting
• Regulatory
• Legal
• Legislative affairs
• Communications



Champion Offices of Implementation Science

Office of Strategic 
Development

Program Development

Organizational Development

Project Management

Research

Program Evaluation

Data Dissemination & 
Communication

Scientific Advising

Office of Applied Research 
& Evaluation



IDENTIFY NEEDS

• COORDINATE TEAM
• IDENTIFY TARGET POPULATION

EXPLORE MODELS

• RESEARCH PROGRAM MODELS
• ASSESS MODELS FOR EVIDENCE 

AND USABILITY

SUPPORT MODEL 
RECOMMENDATIONS 

Key Activities in the Exploration Phase

• SUPPORT DECISION-MAKING AROUND 
NEED, FIT, CAPACITY AND COST



Process 
to 

explore 
models

DCF Model Exploration Analysis Tool

The structure and questions used in this tool were derived from the Hexagon Discussion & Analysis Tool (Metz & Louison, 2018), “A Discussion 
Tool: Questions to ask the model developer” by Chapin Hall, DCF’s Operational Offices, and DCF’s Race Equity Steering Committee.



DCF Cost Calculator Tool

Process 
to 

estimate 
costs



Spotlight! 
Program Plans: Statewide Scale-up of High-Quality Programming



Bold Vision!



Management of Program Plans

Planning Teaming Execution Reporting



Management of Program Plans

Planning Teaming Execution Reporting



Management of Program Plans

Planning Teaming Execution Reporting



Program Plans Program Development Progress

EXPLORATION

INSTALLATION

INITIAL 
IMPLEMENTATION

FULL 
IMPLEMENTATION

0% 10% 20% 30% 40% 50% 60% 70% 80%

SFY22

SFY23

SFY24

SFY25



So how did we get here? 
Lessons Learned



Lessons Learned 

Start small

Hone 
Messaging

Build Trust

Learn and 
innovate



Start Small

Look for a few opportunities 
to start embedding the work

Scale up and institutionalize



Learn & Innovate

Learn and Innovate

Build capacity with others



Hone Messaging

 Simplify communication

 Use familiar terminology



Build Trust

 Co-create, vet and build 
consensus every step of the way

 Build accountability structures 
for increased transparency and 
buy-in

 Deliver high-quality products



Systems Change

 Established relationships, institutional 
knowledge

 Shared values and vision for service 
delivery

 Capacity building and sustainability



Questions
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