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I. Introduction:
The Integrated Services Unit was created to support collaborative use of evidence-based practices.  The Integrated Services Unit has three functions:

· Implementation Planning:  Comprehensive planning to establish and sustain evidence-based practices with model adherence.  
· Research and Evaluation:  Guide data and information gathering methodology, design fidelity and outcome measures, conduct program evaluation and research to establish and sustain evidence-based practices.

· Training, Education and Supervision:
II. Implementation Guide:
Designed to support implementation planning.  The planning process is completed by an intra- and inter-agency team, overseen by the Integrated Services Manager.
III. Implementation Team Members: 
The team shares responsibility for implementation planning and monitoring.  Responsible to review scope of practice, lead, coordinate process, monitor through implementation and imbed in regular business practice.  Team members include:
· Sr. Manager Integrated Services 
· Program Lead Branch Manager
· Designated Referral Source Manager(s)
· Fiscal Manager
· Research and Evaluation Staff
· Information Systems Manager
· Training Coordinator
· Facilities and Equipment Staff
· Quality Assurance Staff
· Office of Client & Cultural Diversity
· Employee Services
· Community, family, youth, consumer partner
IV. Implementation Team Roles and Responsibilities:

· Sr. Manager Integrated Services:

· Oversee implementation planning process
· Convenes Implementation Team

· Guides development and execution of implementation plans
· Monitor implementation process
· Assess challenges with assigned Program Lead Branch Manager

· Develop action plan to address challenges
· Provides transparent reporting to DHHS Assistant Director Programs, Branch Directors and the Program Leadership Team.
· Implementation Team
· Assigned Program Lead Branch Manager:  Role to lead new practice/program implementation, identify how practice fits in to everyday practice and budget structure and imbed
· Assigned direct responsibility for practice/program
· Develop program goals and objectives statement
· Identify program delivery standards for fidelity in partnership with Research and Evaluation staff
· Establish outcome measures in partnership with Research and Evaluation staff
· Develop milestones
· Develop implementation strategies
· Coordinate with referring Branch/Agency source
· Oversees staffing selection process
· Participate in project budgeting
· Develop training plan
· Develop clinical supervision plan
· Identify facilities and equipment needs and related costs with fiscal partners
· Coordinate with HHS Facilities and Purchasing to secure needed facility and equipment
· Responsible to monitor implementation with fidelity, fiscal integrity, quality assurance, client outcomes, review funding mix, eligibility, enrollment, in partnership with Implementation Team.
· Keep Branch Administration informed of status of implementation
· Reporting 
· Designated Referral Source Manager
· Responsible to insure that agency makes expected referrals
· Monitor referral process and provide regular reports to assigned Program Lead Branch Manager
· Designate agency staff to identify monitoring process
· Communicate regularly to assigned Program Lead Branch Manager all information related to identification of target population and referrals to program
· Data regarding referrals completed reported regularly to assigned Program Lead Branch Manager and referring Branch/Agency Managers
· Partner with Research and Evaluation and Information Services for technical assistance in the design, format, and storage of collected referral data.
· Fiscal Manager:
· Participate or designate staff to participate on Implementation Team to provide sound fiscal planning
· Coordinate with assigned Program Lead Branch Manager to develop funding strategies based on target population
· Designate staff to identify monitoring process; develop tracking system
· Assist assigned Program lead Branch Manager to identify how practice fits in to agency service system and budget structure
· Prepare budget for new EBP
· Review funding mix, eligibility, enrollment, assumption on funding mix
· Prepare budget including projected costs and revenues
· Research and Evaluation Staff:  
· Conduct needs assessment to specify service gaps identified by DHHS Administration
· Review and summarize literature on new practices
· Establish fidelity measures
· Identify program outcome measures
· Research identified practices
· Information Systems Manager
· Training Coordinator
· Facilities and Equipment Staff
· Quality Assurance Staff
III.
Implementation Process
A. New Program Description
1) Assumption:  Program need or gap has been identified

a) Research and Evaluation Unit conducts:

i) A comprehensive literature review

ii) Identifies key program components by contacting EBP program developer
iii) Develops written document that identifies and describes key features that are unique to the program, those features that make the program work:

· Target population

· Service components

· Staffing
b) Sr. Program Manager Integrated Services convenes inter-agency discussion regarding new program with key Branch Managers/Agency Partners regarding features of program, target population, and key program components, make implementation recommendation to DHHS Program Leadership Team (PLT). 

c) PLT reviews recommendations for implementation, makes decision to implement establishing priority timelines and assigns Program Lead Branch Manager.  Decision communicated to Sr. Program Manager Integrated Services.
d) Sr. Program Manager Integrated Services collaborates with assigned Program Lead Branch Manager to identify Implementation Team membership
e) Sr. Program Manager Integrated Services collaborates with assigned Program Lead Branch Manager to identify Implementation Team membership and convene implementation meeting

B. Target Population Identified
1) Key responsibility:  Program Lead Branch Manager
a) Based on needs assessment and literature review, identifies description of eligible participants,  including but not limited to:
i) Age

ii) Gender

iii) Diagnosis/Need for service

iv) Exit Criteria
b) Implementation Team partners with key referral source staff to identify eligible participants:
· Gathering data reports from key referral sources

· Identify ethnicity and cultural components 

c) Implementation Team partners with key referral source designated staff to identify the referral process:
· Develop step-by-step referral procedure for referral source and new program
· Develops referral training plan

C.
Fiscal
1) Assigned  Program Lead Branch Manager partners with Fiscal Team to identify how new program will be imbedded in typical budget and finance business flow

a) Identify how new program fits into budget process
i) Analysis of cost/benefit of options

ii) Identify sustainability
b) Identify funding streams associated with the  target population:

i) Target population will determine MediCal %, 163, Title IV-E

ii) Target population, referral source data needed

2) Identify Staffing needs (i.e. PHN, MH Clinician, Social Worker, Case Manager, Eligibility Staff, Analyst, Support Staff)

3) Mapping integrated fiscal/new program functions

i) Establish fiscal monitoring process 
D.  Staff Selection Process
1) Assigned Program Lead Branch Manager develops description of ideal candidate for recruitment and selection purpose

2) Assigned Program Lead Branch Manager collaborates with Employee Services regarding recruitment and hiring process 
a) Assigned Program Lead Branch Manager recruits potential staff from within branches or initiates new hire process through Employee Services 
b) Identify inclusion of ethnicity and cultural components
3) Assigned Program Lead Branch Manager orient potential staff to practice (help them identify if good fit for them)

4) Assigned Program Lead Branch Manager reviews staff credentials, training and experience; determine if selection good match for practice

E.  Training & Clinical Supervision
1) Program Lead Branch Manager in consultation with the TES Unit develops practice specific training and clinical supervision plan

i) Determine whether training clinical supervision will be internal or external to new program

ii) Identifies training and clinical supervision costs and develops training budget

iii) Develops didactic and mentoring or coaching components

iv) Identifies who will provide the training and clinical supervision 
v) Develops schedule of training and clinical supervision
vi) Develops a plan regarding client and cultural diversity
2) Research and Evaluation Unit will develop evaluation of training and supervision activities as a component of fidelity evaluation.
F.  Fidelity and Outcome Evaluation
1) During the implementation process, Research and Evaluation Unit, as a member of the Implementation Team, will develop the program process monitoring (fidelity) and outcome evaluation components.
a) Program Monitoring—Measuring Fidelity

i) Maps fidelity process including:

1.  frequency of review
2. proficiency requirements
3. Fidelity instruments (use of staff checklist, video review, staff interviews, program delivery observations, etc.)

4. verification of maintenance of fidelity based on predetermined data
5. Develops step-by-step data collection procedure
ii) Develops reporting structure from key referral source to  assigned Program Lead Branch Manager and Sr. Manager Integrated Services

b) Measuring Program Outcomes

i) Develop outcome and evaluation protocols
1. Consider utilization of practice specific tools identified (clusters i.e. IY/PCIT, same tools can be used)

2. Build infrastructure for pre/post tests

ii) Determine comparison standards for program outcome analysis
c) Inclusion of client and cultural diversity component
G.  Facilities & Equipment

a) DHHS Facilities, as part of the Implementation Team, identifies facilities needed for New Program

i) Utilize DHHS Facilities process to secure

ii) Partner with Fiscal to develop budget related to facilities
b) Implementation Team identifies equipment (cell phones, video, etc.)

i) Utilizes DHHS purchasing process to secure

ii) Partner with Fiscal to develop budget related to equipment

c) DHHS Facilities, Information Services and others identified to develop a plan for purchase, installation, facility move  (IS Form, DHHS Facilities Move Procedure, etc in appendix)
I.  Information Systems
a) Information Systems, as part of the Implementation Team, identifies needs
i) Map information systems flow of data, including fiscal and quality assurance information needs
ii) Develop step-by-step procedures for data input and monitoring

iii) Develop training plan

J.
Quality Assurance
1)
Assigned Program Lead Branch Manager partners with Branch Quality Assurance Staff to identify quality assurance components
i) Assigned Program Lead Branch Manager assigns staff to research federal and state regulatory requirements related to new program

ii) Develop step-by-step procedures for regulatory compliance monitoring

iii) Coordinate with Information Systems regarding data systems needs
K.
Implementation Approval Process
1) Identify specific steps required to secure approval for implementation
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