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After identifying the characteristics and needs of the Target Population(s) in the Population Approval Template and identifying appropriate interventions (evidence-based programs or evidence-informed practices exist that may help address the needs of this Target Population), you are ready to learn more about what is required to implement the intervention(s) under consideration. This interview protocol and recommendations for documentation will facilitate the creation of your Implementation Plan and will help you make concrete plans for the Installation Stage of the work, once your Implementation Plan is approved. 
If the intervention, or a component of the intervention, is an identified evidence-based practice that has been developed through research, then the program developers/researchers or program purveyors should be contacted for an interview. They are in the best position to assist you in learning what you need to know about the core components, successful replication, replication challenges, sustainability, current availability of supports, costs, staffing, training, and quality assurance aspects of the program that have been identified or selected.  

You will need to ask these same questions whether you talk with the developer or purveyor of the intervention. Also, if the intervention or a component of the intervention does not have a designated purveyor or developer, but is supported by a T/TA provider, National Resource Center, or private consultant, the same questions need to be asked. In addition, you need to understand how and why this provider came to be an “identified expert” and the experience and success they have had assisting States, Tribes, and agencies. These questions are built into the protocol below. 

Recommended Interview Protocol for Assessing Purveyors/Developers/T/TA Providers

This interview protocol may take place face-to-face with the purveyor, researcher, or TA provider, or over the phone. It may be completed in one session or may require multiple sessions to complete, as members of the Implementation Team learn more, think together as a team, and come up with additional questions. Please feel free to modify this protocol for your county, State, or tribal system and/or modify it for each intervention for which you are conducting an interview. 

You will want to maintain the broad categories as the core but may decide to add more questions under a heading, or add new headings. You will be better able to develop and tailor the interview protocol if you have read the research and/or reviewed material on Web sites that are specific to this intervention (if they exist).  

Explaining Your Permanency Innovation Initiative

Project Initiative: Population and Interventions

We recommend that you outline the talking points for the interview and/or create a script so that the same description can be modified but will be consistent from call to call if more than one purveyor, developer, or TA provider is being interviewed.  

In order for the person you are interviewing to provide relevant and accurate information, you will need to explain your Permanency Innovation Initiative including:

· The overall Project Initiative, including this particular intervention, because the purveyor/developer/TA provider will want to alert you if they feel their intervention will be either compromised or enhanced when placed in the context of the full array of services.
· The population(s) of children and youth you intend to serve, and the point-in-time for service provision (that is, the “P” in PI2CO; Population, Intervention, Implementation, Control, Outcome).
· The reasons you think that their intervention/practices are relevant for this population.
· The timeline for recruiting and hiring staff that will be involved with this element of the overall intervention. You need to provide this because the purveyor/developer/TA provider may or may not have the capacity to respond in your time frame.

General Areas of Inquiry

Program/Practice Background 
· Please describe your role, if any, in developing this program/practice.
· Please describe your role, if any, in facilitating the implementation and replication of this program/practice.
Core Intervention Components

· Are there underlying principles that are central to (insert name of program/intervention)?

Probe: How has each of the underlying principles been operationalized? 
· Please describe the core/essential intervention components of (insert name of program/intervention). Core components are those that are aligned with the theory of change and are deemed to be essential to achieving desired outcomes. 

Probes:
· How have you operationalized each of the core intervention components? By operationalized, we mean to what degree do you provide guidance on what everyone needs to do in order to use the intervention? (Note to Interviewer: Probe on specific components mentioned by respondent (e.g. “What do you mean be “engagement?”) and any information reviewed prior to interview, for example, tables.)

· How do you go about assessing whether or not the intervention is a fit for the needs we are seeing here in our County/State/Tribe?

· Do most implementing entities that you work with change the program when they implement it? How? Why or why not?

· Based on work to date, have any components been omitted by implementing entities to the detriment of the intervention and its outcomes? Which ones? Why did people omit them? 

· Are there any unpublished or in-press studies related to the effectiveness of the intervention, adaptations and/or use with other populations? Tell us what you are finding.
Replications

· Is your group, or are you, directly involved in one way or another with all replication efforts? 

· Has replication of this program been attempted? If so, how many times?

· How many have been successful replications? 

· How do you measure success for these replications?

· What are the key reasons for successful replication? 

· What are the key problems that led to unsuccessful replication efforts? 

Costs

· Typically, how much does it cost to run the program?

· Are there start-up costs (for instance, materials, curricula, visits that you need to make to meet with us)?

· Do you charge fees to help States/Tribes/agencies? How much? For how long? For what services?

· Do you help to identify funding streams for the program? 
· Do you have any cost-effectiveness data? Any average cost per year per child/family data? 
Core Intervention Components and Implementation Drivers

The purpose of this section is to understand the core intervention components through an “implementation lens.” While you may already know the basics regarding the Implementation Drivers for this intervention (based on materials, Web sites, early conversations, or other information), you are seeking clarity on how the Drivers are used to support the effective implementation of the specific core intervention components described in the interview protocol section above. And you are seeking clarity about how much support can be provided, what the costs are likely to be, and an understanding of which Implementation Drivers you will need to develop with or without assistance from the purveyor, developer, or expert. 

Staffing, Recruitment, Selection

· How critical is staff selection to the successful implementation of the program or practice?

· What are the staffing requirements for the direct service providers (number, type, specific degrees, years, and type of experience)?

· Do you provide any recruitment and interviewing guides or advice?
· What do implementing sites find to be most challenging around recruiting, selecting, and retaining the right staff? 

Training and Technical Assistance

· Describe the kind of training needed for this program for front-line practitioners?

Probes: 
· Who conducts the training? Can others be certified or trained to conduct the training?
· How does staff training facilitate staffs’ ability to implement the core intervention components with fidelity?

Probes:
· What specific training strategies are used to support the implementation of each of the core intervention components? Can you provide examples?

· Are these training strategies/modules available for us to use or adapt? 

· Describe the kind of training needed for supervisors or coaches?
Probes: 
· Who conducts the training? Can others be certified or trained to conduct the training?
· Describe the training or orientation needed or required for administrators and funders?
Probes: 
· Who conducts the training? Can others be certified or trained to conduct the training?
· Is ongoing technical assistance needed or advised? If so, what kind of ongoing technical assistance is provided? For whom (e.g. front-line staff, coaches, supervisors, administrators)? How much does it cost?

Coaching

· How does staff coaching facilitate staff’s ability to implement the core intervention components with fidelity?

Probes:

· What specific coaching strategies are used to support the implementation of each of the core intervention components? Can you provide examples?

· Are these coaching strategies/modules available for us to use or adapt? 
· Who delivers the supervision? How and when is it provided?

· Who delivers the coaching? How and when is it delivered?

· What information or data does a coach need to coach well?

· Is group coaching or group supervision used? If so, please describe.

· Are there coaching and supervision elements that you will transition to us (for example, agencies, State/Tribe) or do you continue to provide these services as the purveyor/developer/TA provider? If you continue to provide it, what is the annual cost? 

Performance Assessment (Data Elements) and Decision-Support Data Systems

· Are outcome measurement instruments available? Is software available for data input and analysis?

· Please describe training and resources we would need to use outcome measurement systems effectively. Where would we go for training? What is the cost?

· Are fidelity measures available? Have they been validated through research (for instance, higher fidelity correlated with better outcomes)? Please describe the training and resources we would need to use the fidelity tools.
· Are other staff evaluation instruments available? Will we have direct access to these instruments? Please describe the training and resources we would need to use them. 
· Do you recommend a particular staff evaluation protocol for front-line staff? For supervisors and coaches? Is this something you do or we do?

· Is there training, coaching, or other support available to help us learn to use the data for decision-making? Please describe.

Facilitative Administration

· What administrative practices are recommended to support the work of practitioners and others important to program implementation?

· Can you describe specific strategies used by program administrators to support the implementation of the core intervention components with high fidelity?

Probes:

· How have program administrators promoted staff competencies necessary for effective implementation?

· How have program administrators eliminated barriers to service delivery?

· How have program administrators collaborated with systems partners to support effective implementation?

· Are management/administration protocols available for us to use or adapt?

Systems Interventions

· How have you worked with systems partners (community and human services partners outside your program) to reduce service delivery barriers and promote a hospitable organizational and systems environment for implementing (insert name of program/intervention)?
· How have you worked to ensure that implementation challenges are communicated to the right level of the system and that appropriate actions and decisions are made to support implementation?

· How do systems partnerships and/or interventions support the implementation of the core intervention components? Can you provide examples?

Probe: Are protocols for systems interventions available for us to use or adapt? 

Implementation References

· Do you have contact information for the last few organizations with whom you have worked? May we contact them? What do you think they will say about working with you?

Learning from the Purveyor/Developer/TA Provider 

· Taking into account our intended target population and the purpose of the intervention, what lessons have you learned from (insert name of program/intervention) that may inform our further development of our Project Initiative?

· Taking into account the intended target population and purpose of the intervention, what implementation components (i.e., Drivers) do you see as most essential? Why?

After fully exploring what is necessary to replicate and implement the identified program with fidelity, the Implementation Team will be able to assess the fit of the program with the Permanency Innovation Initiative and its readiness for implementation in your agencies, State, or Tribe. This will help you develop benchmarks, timelines, and work plans for the Installation Stage and Initial Implementation Stage.
Questions to ask yourselves as the Implementation Team
Given what we’ve learned about the intervention from the program developer/purveyor/TA provider for this program:

· Is the intervention right for the population we want to serve? 
· Will the program address the needs of the population and help us decrease time in care and increase permanency?

· Given the degree of complexity (or simplicity) of the program, will we be able to get the help and advice we need to implement it well?

· For areas where advice and support are not available, are we able and willing to develop that component (for example, coaching system, data system, recruitment, and interview protocols)? 

· Is it affordable now? Will it be affordable over the long haul? If we use this program, what current programs can we stop doing? What systems intervention needs to be done to ensure that the implementation infrastructure costs are funded ongoingly?

· Are we comfortable with the developer/purveyor/TA provider stance on building our capacity to select, train, coach, evaluate, and use data?

· Do we have a broad enough base of support to move ahead?

Documentation Recommendations

We recommend that a written report be provided to the full Implementation Team charged with this assessment activity and to other linked teams related to your Permanency Innovations Initiative. This will provide continuity for the project as team members come and go and will serve as a reminder of the reasons you chose to move ahead or change course. 
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