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1. Outline the need for implementation 
evaluations
2. Identify core components of 
implementation evaluation 

3. Explore appropriate questions and 
designs to carry out implementation 
evaluations with case examples

4. Provide overview on implementation 
frameworks and indicators to shape 
evaluation plans

Learning Objectives
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Setting the 
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frameworks, 
and approaches

Questions

Where we’re going...



Poll

What is your level of familiarity with 
program implementation evaluation? 
• A great deal
• A moderate amount
• A little bit
• Not at all



Setting the stage

What is 
implementation?

How do we 
evaluate it?  



Having a program, practice or policy is not 
enough..

Early intensive 
behavioral 
intervention

Schools
Different outcomes3

Training
Feedback systems
Leadership
Intervention components

Variations



What is implementation?

The study of identifying the best ways to 
apply deliberate strategies that can 
incorporate research evidence into practice

Implementation practice: the act of using 
strategies to change people’s behavior and 
the environment in which they are 
working. 
Implementation science: the study of 
mechanisms of behavior change and 
successful implementation and the factors 
that affect implementation

Reference: The Center for Implementation. Implementation, Spread, and Scale workbook (2019)



What is implementation?

Reference: Curran, G.M. Implementation science made too simple: a teaching tool. Implement Sci Commun 1, 27 (2020). https://doi.org/10.1186/s43058-020-00001-z



WHAT and HOW

Reference: The Center for Implementation. Implementation, Spread, and Scale workbook (2019)

WHAT are you implementing?
• What needs to change? And who needs to 

part of that change?

HOW will we make sure the change happens? 
• Are there strategies you are using to 

generate that change?



WHAT and HOW

Reference: The Center for Implementation. Implementation, Spread, and Scale workbook (2019)

WHAT are you implementing?
• What needs to change? And who needs to 

part of that change?

HOW will we make sure the change happens? 
• Are there strategies you are using to 

generate that change?

WHAT = Health literacy 
program in public libraries

HOW = Training librarians 
who work in selected 
libraries to deliver the 
program



Discussion: Your WHAT 
and HOW
• Describe your project 

• Who are the key stakeholders, what are 
the project goals?

• Define your WHAT and your HOW



WHAT HOW



WHAT HOW



Important concepts to understand

Implementation 
outcomes are..

Reference: Proctor, E., Silmere, H., Raghavan, R. et al. Outcomes for Implementation Research: Conceptual Distinctions, Measurement Challenges, and Research 
Agenda. https://link.springer.com/article/10.1007/s10488-010-0319-7
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Important concepts to understand
Term Definition

Acceptability Perception among key stakeholders that an intervention is agreeable or 
satisfactory 

Feasibility Extent to  which a new intervention can be carried out successfully within a 
given setting

Appropriateness Perceived fit, relevance or compatibility of an intervention for a given
participant, stakeholder or setting or perceived fit to address a specific problem

Costs Resources to implement a particular intervention for a particular strategy or 
setting

Adoption Intention, initial decision or action to adopt an intervention

Penetration Integration of an intervention into an org or practice (# reach/potential # 
participants)

Fidelity Extent to which an intervention is implemented as described in the protocol

Sustainability Extent to which an intervention is institutionalized within the org’s operations
Reference: Proctor, E., Silmere, H., Raghavan, R. et al. Outcomes for Implementation Research: Conceptual Distinctions, Measurement Challenges, and Research 
Agenda. https://link.springer.com/article/10.1007/s10488-010-0319-7
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Reference: Weiner, B. J., Lewis, C. C., Stanick, C., Powell, B. J., 
Dorsey, C. N., Clary, A. S., Boynton, M. H., & Halko, H. (2017). 
Psychometric assessment of three newly developed 
implementation outcome measures. Implementation science : 
IS, 12(1), 108. https://doi.org/10.1186/s13012-017-0635-3

Qualitative Interview  Prompts

• Tell me more about why you 
selected this response

• What can be improved to better
support [feasibility, acceptability 
or appropriateness]?
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Fidelity

Reference: Carroll, C., Patterson, M., Wood, S. et al. A conceptual framework for implementation fidelity.Implementation Sci 2, 40 (2007). https://doi.org/10.1186/1748-5908-2-40

• Exposure
• Adherence
• Quality of implementation
• Participant responsiveness
• Program differentiation



Important concepts to understand
Term Definition

Acceptability Perception among key stakeholders that an intervention is agreeable or 
satisfactory 

Feasibility Extent to  which a new intervention can be carried out successfully within a 
given setting

Appropriateness Perceived fit, relevance or compatibility of an intervention for a given
participant, stakeholder or setting or perceived fit to address a specific problem

Costs Resources to implement a particular intervention for a particular strategy or 
setting

Adoption Intention, initial decision or action to adopt an intervention

Penetration Integration of an intervention into an org or practice (# reach/potential # 
participants)

Fidelity Extent to which an intervention is implemented as described in the protocol

Sustainability Extent to which an intervention is institutionalized within the org’s operations
Reference: Proctor, E., Silmere, H., Raghavan, R. et al. Outcomes for Implementation Research: Conceptual Distinctions, Measurement Challenges, and Research 
Agenda. https://link.springer.com/article/10.1007/s10488-010-0319-7



Sustainability

Reference: Carroll, C., Patterson, M., Wood, S. et al. A conceptual framework for implementation fidelity.Implementation Sci 2, 40 (2007). https://doi.org/10.1186/1748-5908-2-40

• Program Sustainability Assessment Tool
• Long Term Success Tool



Where are you in your program 
implementation? 

Source: Active Implementation. For more information, see National Implementation Research 
Network (NIRN) Active Implementation Hub (SISEP). Access at nirn.fpg.unc.edu

Exploration Installation
Initial 

Implementation
Full 

implementation



What is implementation?

INFORM EVALUATION DESIGN



Important concepts to understand

Source: University of Washington Implementation Science Hub



Important concepts to understand

Source: University of Washington Implementation Science Hub



Implementation Quality



• Implementation evaluations serve the purpose of improving 
strategies, activities and outcomes
• Also known as “process evaluations” or “formative evaluations”

• Learning is at the center 
• What did we do, how did we do it, what did or did not work, what we can do 

better

• Direct guidance on where you need to improve

Why evaluate implementation? 



Purpose

Be clear about the purpose of your evaluation
• Understand where you are in implementation
• Which implementation outcomes make sense

• Understand the complex pathways (WHAT 
and HOW)



What is implementation quality? 

Implementation quality is defined as...
• “The degree to which a process of change is delivered as 

intended in a particular setting”
• Whether the program/practice was delivered in a way 

that was intended

Reference: The Center for Implementation. Implementation, Spread, and Scale workbook (2019)



Different Evaluations...Different functions...

Formative Process

Outcomes Impact

Types of 
evaluations



Different Evaluations...Different functions...

Formative Process

Outcomes Impact

Types of 
evaluations

Formative evaluations aim to 
answer the question, 'How are 
we going to do this?’ 
• inform the planning and 

implementation of an 
intervention. 

HOW



Different Evaluations...Different functions...

Formative Process

Outcomes Impact

Types of 
evaluations

Process evaluations aim to 
answer the question, 'How did 
we do this?’ 
• Determines the extent to 

which activities were 
actually done to make the 
implementation happen

HOW



Different Evaluations...Different functions...

Formative Process

Outcomes Impact

Types of 
evaluations

Outcome evaluations aim to 
answer the question, “What did 
we achieve”
• Identifies whether or not

the intervention achieved 
the goals you were hoping 
it would reach

WHAT



Different Evaluations...Different functions...

Formative Process

Outcomes Impact

Types of 
evaluations

Impact evaluations aim to 
answer the question, “What was 
the impact on the broader social 
issue or focus”
• Not typically feasible with 

community-based 
programs

• Big scope of work
• Focus is on a larger system 

goal

WHAT



Poll: Which evaluation would you select for your program 
implementation?

A. Formative
B. Process
C. Outcomes
D. Impact
E. Still unsure.. 



Designing evaluation questions for 
implementation

Process evaluations Formative evaluations

Ø Are all activities being implemented as 
planned?

Ø Is the program or practice feasible and 
acceptable?

Ø Are we reaching our priority 
populations? How many? Are they 
aware of the program? Is anyone 
missing? 

Ø What services are being 
provided/what is received

Ø Are they receiving proper amount, 
type, quality of services?

Ø How are inputs contributing to 
program functioning? 

Ø Are short term outcomes promising?

Ø How many activities are being 
completed each week?

Ø Where can we improve process?

Ø How do we include groups that are not 
represented?



Designing evaluation questions for 
implementation

• Consider a document review or environmental scan

• What kind of information do we already have and what is 
missing?

• ALWAYS CO-CREATE WITH YOUR KEY STAKEHOLDERS

• Write down your aims and objectives

• What questions align well with these and what is most 
valuable to meet those objectives

• Draft a logic model 

• This will help you understand the pathways, what we 
need to stay mindful of and responsive to in context



Discussion: What is an evaluation 
question you have about your program’s 
implementation? 



OUTPUTSACTIVITIESINPUTS

What are you evaluating?

(Impact)
Long: 
Policy 
change

• Staff
•Volunteers
•Time
•Money
•Partners

•Conduct 
workshops 
•Deliver services
•Train
•Assess
•Facilitate
•Partner

•# of workshops
•#of families 

served 
•# of educational 

materials 
created
•# of staff 

trained
• Increased 

community 
capacity
•# of new 

partnerships 
developed

(Learning)
Short: 
Knowledge

Attitudes

(Action)     
Mid:   
Behavior 

Practice

OUTCOMES

Process Evaluation Outcomes Evaluation
Formative Evaluation Impact Evaluation



Theories, Models Frameworks, and Approaches (TMFAs)



Theories, Models, Frameworks, Approaches

• Theories describe and predict causal mechanisms of 
behavior
•Models (process models) outline steps or stages in 

implementing something
• Frameworks explain different factors that may impact 

implementation outcomes
•Approaches are tools and strategies to help you 

throughout the implementation process



EPIS

See source at:  https://episframework.com



Case 
Example: 

EPIS



Case 
Example: 

EPIS

Reference: Sridhar, A., Drahota, A. & Walsworth, K. Facilitators and barriers to the utilization of the ACT SMART Implementation Toolkit in 
community-based organizations: a qualitative study. Implement Sci Commun 2, 55 (2021). https://doi.org/10.1186/s43058-021-00158-1)



Consolidated 
Framework for 

Implementation 
Research (CFIR)

Reference source: https://cfirguide.org



Case 
Example: 

CFIR

Reference: Keith, R.E., Crosson, J.C., O’Malley, A.S. et al. Using the Consolidated Framework for Implementation Research (CFIR) to produce 
actionable findings: a rapid-cycle evaluation approach to improving implementation. Implementation Sci 12, 15 (2017). 
https://doi.org/10.1186/s13012-017-0550-7



RE-AIM

• Reach
• # of individuals who participate
• How many were reached with the 

intervention/practice/program?

• Effectivenesss
• Impact of the practice on individual outcomes
• How do I know the practice is effective?

• Adoption
• # of people who deliver the program OR dosage of the program 

(e.g., # of training sessions)

• Implementation
• Consistency of delivery provided, adaptations made, time and 

cost of the program, etc
• How closely did people follow the program or practice?

• Maintenance
• Extent to which a program becomes part of the organizational 

infrastructure (with implications for sustainment)
• How do I incorporate the program to make sure that it is 

delivered over the longer term?Source: https://www.re-aim.org/



Case 
Example: RE-

AIM in 
Community 

Settings



Webinar Evaluation

• REACH
• Number of attendees
• Survey Response Rate
• Diversity of audience representation 
• Demographics
• Gender
• Age 
• Ethnicity



Webinar Evaluation

• IMPACT
• Success
• Satisfaction rates
• Presenter Knowledge
• Met Expectations

• Utility 



CDC 
Evaluation 
Framework

Reference: Center for Disease Control and Prevention (CDC). Accessed here: https://www.cdc.gov/eval/framework/index.htm



Plan, Do, 
Study, Act 

(PDSA)

Reference: Moen & Norman. (2010). Accessed here: http://www.apiweb.org/circling-back.pdf



Culturally 
Responsive 
Evaluation 

(CRE) 
Framework

Reference: Casillas, Hopson, & Gomez (2015) with adaptations from Frierson, et.al, 2010)

Cultural
Responsive

7
Collect 

the data

8
Analyze 
the data

3
Identify purpose
of the evaluation

4
Frame the

right questions

1
Prepare for 

the evaluation

5
Design the 
evaluation

6
Select and adapt 
instrumentation

2
Engage 

stakeholders

9
Disseminate and 
use the results



Other tools to guide evaluations



Other tools to guide evaluations



Other tools to guide evaluations



Discussion: Which TMFA aligns best 
with your project needs and goals? Why?



Piecing TMFAs with your logic model



OUTPUTSACTIVITIESINPUTS

TMFAs can guide your logic model...

(Broader impact)
Long: 
Policy change

• Staff
•Volunteers
•Time
•Money
•Research 

base
•Materials
•Equipment
•Technology
•Partners

•Conduct 
workshops 
•Deliver services
•Develop products
•Create 

curriculums
•Train
•Consult
•Assess
•Facilitate
•Partner

•Number of 
workshops
•Number of 

clients served 
•Number of 

classes held
•Number of 

persons trained
• Increased  

capacity
•Partnerships 

developed

(Learning)
Short: 
Awareness

Knowledge

Attitudes

(Action)     
Mid:   
Behavior 

Practice

OUTCOMEs

Approaches Theory



COVID-19 and Health Equity


