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3 Common Hurdles
.Struggling with Implementation?.



.In the Chat:.
What is the single 
greatest challenge 
you’ve experienced 

related to 
implementation?



https://curriculum.characterstrong.com/content/hs-grade-11-session-11-11-09
https://curriculum.characterstrong.com/ssel/grade-7-session-2/






Before we Begin

Links and resources will be shared in the chat.

This webinar is being recorded and attendees are 
in Listen Only mode.

Use the chat or Q&A feature to engage today.



Time Hurdle

Tasks Hurdle

Team Hurdle

During the Webinar



After the Webinar

The resource page will also have the recording so 
you can watch later or share with colleagues.

We will be sending out a resource page with the 
slides and resources we drop in the chat.

Get the support based on your needs!



Team Hurdle:
No team or people ultimately 
accountable for 
implementation 



Implementation?

..In the Chat:.
What is.



Implementation is the process of 
intentionally putting in place systems of 

support that facilitates adult behavior 
change related to the adoption, high fidelity 
use, and sustainment of effective practices 

that lead to desired changes in student 
outcomes



¼ (25%) of students 
receive the thing 

as intended

5 out of 10 staff
who adopt deliver

the thing with fidelity

10 out of 20 staff begin 
adopting the thing after 

receiving training

2 out of 5 teachers
who delivered the thing with 

fidelity actually continue w/ it

Fidelity ReachAdoption Sustainment

.Leaky. Implementation 
Pipeline

  



The .Implementation. Gap 

Effective procedures, 
programs & practices

Student 
experience and 
outcomesImplementation Gap



.Adult. 
behavior 
change

 
.If implementation fails, it means we failed to properly support,. 

.encourage, motivate, and sustain behavior change among adults..



.In the Chat:.
Who is accountable for  
adult behavior change?



There is .no successful. 
.implementation. without a dedicated 

team whose members are accountable 
for implementation.



Letting it Happen
Diffusion

Helping it Happen
Dissemination

Making  it Happen
Implementation

Information and materials are 
passively shared with educators, 
and educators are held accountable 
to integrate practices into routines 
on their own 

Information and materials are 
actively and consistently shared 
with educators, but educators are 
held accountable to integrate 
practices into routines on their own

Purposeful and strategic use of 
implementation supports at each 
stage of the process. A site-based 
leadership team is accountable to 
support educators to achieve 
successful implementation. 



Implementation 
Teams are…

Accountable for 
“making it 

happen” in a 
purposeful and 
mission-driven 

way. 

Composed 
of...

3-5 expert 
members who 

work in tandem 
with the formal 

leadership of the 
building and/or 

system 

Experts 
include…

Formal & 
Informal 
leaders

Implementation 
Practitioners 
& Champions

Implementation Teams



Implementation Leadership 
Teams

+ +Formal 
Building Leaders

Implementation
Support 

Practitioners

Champions of 
the Work

Coaches or Leads who 
engage in ongoing, 
strategic actions, 
including ongoing 

coaching, & uphold 
guiding principles and 
core competencies of 

implementation practice

Principals or 
Administrators who 

actively message 
commitment, provide 
strategy day-to-day 

activity mediation, sell 
implementation, & 
allocate resources 

Person who is committed, 
works diligently to drive 

implementation forward, is 
enthusiastic, dynamic, & 

personable, has the 
strength of conviction



Tasks Hurdle
Treated as Event & Not an 
Ongoing, Never-Ending Process



Too much friction, and it won’t fly. Not enough fuel, 
and it won’t fly either.

.Fuel. 
is anything that 

makes performing 
a behavior more 

appealing, 
desirable, or 
necessary

.Friction. 
is anything that 

gets in the way of 
performing 

behavior

Behavioral Economics



Motivational Phase of Behavior 
Change

I clearly understand what it is

+
+
+

.I WILL do it. 

.Awareness and Recognition of Problem / Need. 

.Outcome Expectancies. 

.Social Norms / Pressure. 

.Self-Efficacy. 

+
.Clarity and Understanding. 

I understand the need to do it

I expect beneficial outcomes by doing it

I see and hear trusted others doing it

I feel confident I can do it



Implementation strategies are the 
techniques and methods used to 
support the adoption, high fidelity 
use, and sustainment of effective 

practices.



Clarity 

What supports educators 
need to establish shared 
clarity, commitment, & 

confidence with regard to 
core practices (why, 

what, who, how)



.In the Chat:.
What happens when 

there is a lack of shared 
clarity & commitment?



Going from this…

Everyone in the 
same boat and 

rowing in the same 
direction to achieve 
prioritized student 

outcomes of 
interest

To this!



Frustration/ResentmentConfusion

Disengagement Implementation Gap



Implementation
Implementation 

Support Practitioners

Pre-Implementation
Formal 

Building Leaders



Is there high well-being, 
collaboration, and engagement 
among our educators? How do 
you know?

Do our educators have shared 
clarity about the why, what, 
outcomes, roles, & plan? How 
do you know?

Do our educators feel competent 
and confident to implement 
effective practices? How do you 
know?

Do our educators feel supported to 
consistently follow through with 
implementing the effective practices? 
How do you know?

The 4Cs Model to Support 
Implementation Success



Time Hurdle
Logistical & Motivational 
Readiness Not Addressed 
from the Outset



Not Enough Time

“With all the 
.competing demands for time,. 
it feels like there isn’t enough 

time to implement the 
practices”



“It’s not my job 
to teach social or 
emotional skills”

No dedicated time; No 
opportunity to 

implement

Lack the knowledge and 
capability to implement

Anxious, Defeated, 
Fatigued, Frustrated

LE
VE

RA
G

E

BEHAVIOR
How do people act?

STRUCTURES
What external & internal structures shape 

the way we do things around here?

BELIEFS
What assumptions, paradigms,

 & values do people hold
about the system?
What beliefs keep

the system
in place?  

SKILLS
What knowledge & skills need to be

taught & acquired?

The Iceberg Model



Priority

If it’s worth my time, 
I’ll make the time. 



.In the Chat:.
What are the priorities in 
your system right now? 

How do you know?



We can’t .make. implementers 
have our same priorities right 
away. We can .influence. their 
priorities based on what we 
have direct control over

Direct 
Control

(my behavior) 

Influence on others 
or situation

Beyond control & 
influence



Finding Opportunities of Influence…

NUDGE
… to give a 

in the intended direction. 



Strategies to Target Time Hurdle

De-implement

Protect Time



Strategy to Address Time:  De-Implement. 

1. Identify the program, practice, or 
scope of work to de-implement

2. Estimate the prevalence of staff using 
the program or practice

3. Identify potential  factors that 
maintain use of the practice

4. Develop de-implementation plan to 
extinguish program or practice

5. Evaluate the effects of the 
de-implementation plan



Strategy to Address Time: .Strategically Allocate Time.

Don’t tell me what you value, show 
me what you are allocating precious 

time to and I’ll tell you what you 
value.

What to do with the time: Reflect & Plan 

Where and when to protect time: 
● Whole staff meetings
● Grade-level, department, PLC meetings
● Individual planning time
● Bell schedule time to delivery the thing(s) with fidelity
● Implementation support & leadership activities



Motivated
Engaged

Encouraged
Feelings of efficacy

Optimistic

Defeated
Fatigued

Frustration
Lack of efficacy

Pessimistic

Creates a 
shift in

experience
  

We learn & grow 
from predictable 
experiences

Predictable 
experiences produce 
durable change in 
habit



Next Steps



CS Implementation Support

We’re pretty good at implementation but 
always looking for more ideas & resources 

We encounter implementation hurdles and 
need strategies to overcome them 

We really struggle with implementation and 
need in-depth support  

Grab our webinar 
resources!

Engage in our Coaching 
Support

Consultation & Training 
with our Implementation 
Packages



4 Virtual Connections

Build Leadership Capacity

.Coaching Support.

Building Educator 
Competence & Confidence





Coaching Support

Integrated MTSS Training

Implementation Consultation

.Consultation &. 
.Training Packages.



.August 14th. Tier 2 Curriculum Demo

.August 16th. Middle School & High School
      Curriculum Demo

.August 16th. Elementary Curriculum Demo

.August 17th. Professional Development Demo

.August 29th. Webinar - Getting Tier 2 Right

.Upcoming.
Events
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Regional Trainings - Digital Slide

Regional Trainings Slide with all dates and 

locations (probably similar to postcard)

Discount Code = NATCON = 40% off

QR Code
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CST2 Cert in October

Main Details 

Image of the ballroom with water that is so 

pretty

QR Code to Registration
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