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 Not-for-profit all-island 
organisation 
 

 Work with government 
departments & agencies, 
not-for-profit & community 
organisations 
 

 Work in sectors including 
health & social care, 
education, children & 
families, public sector 
innovation 
 

 Aim to improve services and 
the lives of people in Ireland 
and Northern Ireland 
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Presentation 
Overview 

 

• Implementation: why it’s important 
and how paying attention to it can 
help 

 

• Evaluation: as a driver for change – 
developing an evaluation framework 
for the AFFINITY Project 
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What is implementation?  
• The carrying out of planned, intentional activities that aim to turn evidence and 

ideas into policies and practices that work for people in the real world. It is 
about putting a plan into action; the ‘how’ as well as the ‘what’.  

 

What is implementation science? 
• Scientific or formal study of how interventions are incorporated into service 

settings. It seeks to identify specific activities, contexts and other factors that 
increase the likelihood of successful implementation and lead to improved 
outcomes for people. 



Diffusion  
“let it happen” 

Dissemination  
“help it happen”  

Implementation  
“make it happen”  

Greenhalgh et al., 2004 



Implementation is inseparable from context 

• Context is the set of circumstances or unique factors in which 
implementation takes place, for example, an organisation, a 
community, or the wider system 

 

• The influence of context explains the variation in implementation 
success (Pfadenhauer et al., 2017).  

 

https://implementationscience.biomedcentral.com/articles/10.1186/s13012-017-0552-5


Implementation… 

Also involves thinking about: 

• adapting an intervention to local 
needs 

• assessing readiness for 
implementation 

• planning for sustainability 

• scaling up of interventions. 



Implementation in the real world is rarely 
linear… 

• Research indicates 4 
stages in implementing any 
intervention 

 

• Each stage needs time and 
attention 

 

• If you skip a stage, you’ll 
end up coming back to it! 



Enablers of implementation–what helps implementation? 



Three implementation  
enablers  
- AFFINITY 

Implementation teams 

 

Communication 

Monitoring and evaluation 

 

 

 



Implementation teams 

Accountable for change 
and progress, and can also 
hold others to account 



• Describe how the intervention is different and how it is 
compatible with values and current practices 
 

• State why the intervention is better than before and how 
it improves the work and outcomes 
 

• Filter the information to what is most valid and essential 
 

• Motivation of target audience, and of organisation and 
system, is important for buy in 
 

• Use email and social media to build awareness. Then talk 
to people to tackle resistance 
 

• Opinion leaders can communicate effectively about new 
ways of working 

Communication – 6 Key messages 



Monitoring & Evaluation 
Can be used to improve both the 
intervention and the implementation 
process 



Evaluation as a 
driver for change 
 



AFFINITY Project  
& CES 
Conducted a literature review of 
national and international literature on 
implementing & evaluating complex 
system change initiatives 
 
Prepared an evaluation framework 
based on a review of the literature, 
consultation with a range of 
stakeholders and review of AFFINITY 
Project documents. 
 
Carried out a data gap analysis based 
on review of existing datasets, data 
collection systems in other jurisdictions 
and consultation with key stakeholders. 
  
  
 
 
 
 



AFFINITY Project 
Evaluation Framework 

Summarises the 
essential elements of 
project evaluation 

Provides a framework 
for conducting effective 
project evaluations 

Clarifies the steps in 
project evaluation 

Considers 
communication and 
dissemination strategies 
for sharing learning 

Centers for Disease Control, 1999 



Situating the AFFINITY Project 

Recognise the 
AFFINITY Project as a 

complex system 
change initiative  

System change 
initiatives do not always 

produce neat, 
sequential and 

contained outcomes 

Systems change can 
be seen as an ongoing 
process of innovation, 
reflection and learning 



Evaluation is: 

A planned investigation of a project, programme, or 
policy according to specific questions of interest 

Carried out in a systematic and robust way, using 
reliable social scientific methods  

The results can tell you what works, what doesn’t 
work, why it worked or didn’t work, how things could 
be improved, and if it is value for money, etc.  



There are many ways that evaluation 
can support change 
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Assessing and 
improving 

performance  

Being 
accountable for 

public 
investment  

As a basis for 
decision making 

and planning  

Developing 
knowledge and 
understanding  

Building 
institutional 

capacity 

Improving quality Ensuring 
timeliness 

Sharing 
information and 

learning 

Contributing to 
meta level 
evaluations 



Evaluation Types 

An assessment of whether a 
policy/programme resulted in 
changes in outcomes and/or 
longer term impacts: 

Were these changes 
expected? 
Were there unintended 
changes? 

An assessment of how a 
policy/programme was delivered, 
i.e. administrative or systems 
processes: 

“verifies what the programme 
is and whether or not it is 
delivered as intended to the 
targeted recipients”  Scheirer, 
1994 

An assessment of how 
policy/programme costs relate to 
programme results: 

Cost benefit analysis 
Cost effectiveness 



“no [single] evaluation will 
ever be able to address the 
almost infinite number of 
uncertainties posed by the 
introduction of change into a 
complex system”  
 
(Moore et al, 2019).  



Timing of Evaluation  

  
  
  
  
  
“To what extent 

is the need 
being met & 
what can be 

done to 
address this 

need?” 
 

Before 

programme 

begins 

  
 “Is the 

programme 
operating as 
planned?” 

  
“Is the 

programme 
meeting its 
objectives?” 

  
  

 “What 
difference did 

the 
programme 

make?  

New 

programme 
Established 

programme 

Mature 

programme 

 Formative      Summative 



Evaluation design choices should be 
informed by: 

The evaluation questions to be 
addressed 

The context and/or circumstances 
in which the project is being 

implemented 

The stage of implementation 



Evaluation Planning & the Change 
Process 

PROJECT 
DESIGN 
 
Is there clarity 
about the project 
processes & 
outcomes? 

 
INFORMATION 
AVAILABILITY 
 
Is critical data 
available and are 
other evaluations 
available? 
 

 
 
 
INSTITUTIONAL 
CONTEXT 
 
Is the timing right 
and are the 
resources 
available to carry 
out the 
evaluation? 
 

UTILITY 
 
 
What do 
stakeholders 
want to know? 
 



Evaluating Systems Change – Lessons 
from the Literature 

Traditional designs 
using experimental 
methods are often 
not appropriate to 
evaluate complex 
system change. 

This does not mean 
that system change 
concepts cannot be 

developed and 
tracked over time. 

Using programme 
theory approaches, 
e.g. logic models, 

theories of change or 
driver diagrams offer 

an alternative to 
‘traditional’ 

evaluation designs. 

Evaluation 
approaches should 
be tailored to the 
specific project. 

Evaluations should 
pay close attention 
to the context within 
which the project is 

situated. 

Maintaining a focus 
on the whole project 
is important; this can 

be done while 
focusing on 

evaluating specific 
parts of the project.   



Thank you 

www.effectiveservices.org 

Read our Guide to Implementation at 
http://implementation.effectiveservices.org 

 

http://implementation.effectiveservices.org/
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