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Implementation 
Planning for 
Targeted Outcomes 
The implementation of a successful 
new initiative takes thoughtful 
planning. This guide is designed to 
assist your organization, state, 
tribe, or territory (STT) in moving successfully from exploration to full implementation of NTI. 
Thoughtful and well-planned implementation will ensure the success of your initiative and 
improve outcomes.  You’ll find links to resources providing in-depth information in areas 
referred to throughout this guide. 

Implementation science is widely discussed and researched in child welfare. To learn more 
general knowledge about implementation science and the implementation process visit this 
comprehensive resource provided by the National Implementation Research Network (NIRN) 
and Child Welfare Information Gateway. 

1.  Assess the need for NTI in your organization/STT 

Completing a needs assessment is a first step in evaluating 
how an initiative fits within your organizational context. All 
sites are encouraged to complete the needs assessment 
below. The hexagon tool provided by NIRN is an additional 
tool for assessing initiative fit.  

• NTI Needs Assessment: Complete the NTI needs 
assessment here and utilize it as you determine your 
organizational capacity to integrate NTI: 
https://www.surveymonkey.com/r/GWTYDFF 

• The Hexagon Tool by NIRN can be used to assess fit: 
https://implementation.fpg.unc.edu/resources 
/hexagon-exploration-tool 

"One of the priorities of our 
grant is to increase 
adoption competency in 
the state. NTI came along 
just at the right time. It was 
a very successful tool with 
good energy going on." 

 
Jan 
Adoption Mgr., Tennessee 

https://nirn.fpg.unc.edu/
https://www.childwelfare.gov/topics/management/practice-improvement/evidence/implementing/
https://www.surveymonkey.com/r/GWTYDFF
https://implementation.fpg.unc.edu/resources/hexagon-exploration-tool
https://implementation.fpg.unc.edu/resources/hexagon-exploration-tool
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2.  Invite leadership involvement & establish your planning team 

→ Create an Implementation Team.  

 We recommend the creation of a Site Implementation Team 
(SIT) to support the implementation of NTI in your system. 
These are the people who will work to make NTI a reality and 
make sure that NTI will be adopted and utilized. The team 
should include a diverse group of individuals from mental 

health, child welfare, and include decision makers and those involved in staff training.  It 
can also be helpful to hire an outside consultant to manage the project during the initial 
stages of implementation.  

Read more here about the role of the Implementation Specialists that were 
instrumental in supporting implementation and sustainability of NTI with pilot sites.  

If you would like to purchase implementation support from The Center for  
Adoption Support and Education (C.A.S.E.) 
contact NTI at NTIadmin@adoptionsupport.org.  

 

Helpful Resources: 

• Explore this NIRN module on the definition and creation of implementation 
teams:  https://implementation.fpg.unc.edu/module-3 

• Read ”Tips for Implementation Teams” from the California Evidence-Based 
Clearinghouse: 
http://www.cebc4cw.org/files/CEBCTipsForImplementationTeams.pdf 

• See an example from a child welfare implementation project, the Permanency 
Innovations Initiative: 
https://acf.hhs.gov/sites/default/files/cb/guide_vol1_teaming.pdf 

https://nirn.fpg.unc.edu/resources/implementation-specialist-practice-profile
https://implementation.fpg.unc.edu/module-3
http://www.cebc4cw.org/files/CEBCTipsForImplementationTeams.pdf
https://acf.hhs.gov/sites/default/files/cb/guide_vol1_teaming.pdf
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Determine who will “own” the initiative. 
An internal owner of the project is critical to success. This 
person will be an important member of your implementation 
team because they will assist in keeping the implementation 
tasks and timeline on track, and will ensure sustainability of 
NTI once it is fully implemented.  This should be a person who 
can champion NTI within your system and be able to 
accommodate NTI on an ongoing basis.  

→ Educate key stakeholders.  
Educate key leaders who may not be on the Site 
Implementation Team (SIT) but are important to garner 
‘buy in’ from for successful implementation of NTI. 
Think about who you need to engage as cheerleaders 
to help you promote the initiative:  

■ Who makes staff training decisions or policy regarding training requirements?  

■ Who are the important agencies, community partners and others with a stake in 
ensuring a competent workforce who need to be involved?  

Utilize information found at www.adoptionsupport.org/about-nti to educate key 
stakeholders. Tools from our marketing package can also be used to educate the 
broader community.  

→ Partnering between Child Welfare and  
Mental Health.  
The intent of NTI is to bring a system-wide change 
through complementary trainings that help build a 
shared language between the Mental Health and Child 
Welfare systems.  

The NTI trainings will be more impactful if both child 
welfare professionals and mental health professionals 
serving the population of families involved in child 
welfare, adoption, and guardianship are trained. To 
ensure collaboration between these systems invite 
leaders, training directors, and professionals from both 
systems to participate on the planning team.  

"Early on, I started from the 
top, our agencies, from the 
top down. And we have our--
what we call our center 
directors that's really 
responsible for those 17 
mental health centers. So we 
had an earlier meeting with 
them, promoting NTI." 

 
Louise 
Manager, South Carolina 

"To reform child welfare 
outcomes, you need to 
reform the whole system. 
And so, I think that message 
needs to be heard by 
everybody. This is important 
for everybody, not just child 
welfare." 

 
Becky  
Director, South Carolina 

http://www.adoptionsupport.org/about-nti
http://adoptionsupport.org/adoption-competency-initiatives/national-training-initiative-nti/nti-communication-tools/
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3.  Evaluate technical integration 

Your organization will need to assess where the training files will be housed and how staff will 
access the training. The training can be accessed through the Federal CapLEARN online training 
center website or by integrating the training files in a local child welfare or mental health 
organization’s learning management system.  You can also use the C.A.S.E. LMS. Compare 
access options on the NTI website here. 

Consider who needs access to the training and if it is across multiple 
public and private agencies how each will access NTI. Is there 
adequate connectivity, equipment, technical support? Review this 
systems requirements document here.  

• For local integration:  A Terms of Use will need to be signed and 
organizations will then have access to the training files and Local 
LMS user guide 

• For access via external method:  The training can be found at  
https://learn.childwelfare.gov

 

4.  Create a plan for participant expectations and engagement 

Decision-making around participation is a critical step.  Essential questions around 
participation and agency support include:  

https://adoptionsupport.org/nti/access-and-integration/
https://adoptionsupport.org/wp-content/uploads/2017/12/Technology-Requirements-for-Online-Training.pdf
https://adoptionsupport.org/wp-content/uploads/2017/11/File-Transfer-Requirements.pdf
https://adoptionsupport.org/wp-content/uploads/2017/11/File-Transfer-Requirements.pdf
https://adoptionsupport.org/wp-content/uploads/2017/11/File-Transfer-Requirements.pdf
https://learn.childwelfare.gov/
https://learn.childwelfare.gov/
https://adoptionsupport.org/wp-content/uploads/2017/12/Technology-Requirements-for-Online-Training.pdf
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→ Who will participate in the training?  
Determine: Which positions within the agency 
will take the training?  Feedback from sites that 
have taken NTI indicate the curriculum can be relevant 
for any staff on the child welfare continuum, from 
intake workers to post adoption.  

• When in their employment will staff take NTI?  You 
will need to assess whether all new employees will take 
the training and, if so, when in their employment. 
There should also be a plan for how existing employees 
will gain access.  

• Is NTI required or voluntary?  Pilot results found that 
when required, organizations had a 75-90% completion 
rate, compared to voluntary participation which found 
anywhere from 30-50% completion. Some sites have 
decided to mandate NTI for all new staff or staff in 
specific positions. Others are adding a requirement for 
contract providers to complete NTI training. 

• What are the progression and completion goals?  It is 
estimated that each module will take around 3-4 hours 
to complete, depending on how much time users spend 
reviewing the resources. It is recommended that all 
modules be completed in 3-6 months; however, this is 
not a requirement.   

• How do we involve supervisors?  
Consider rolling the training out to supervisors first so 
that they can assist their users in applying learning 
content to practice.  

 

 

 

 

 

"One of the things we 
learned in our implementa-
tion in Tennessee was that 
people were not necessarily 
pacing their participation in 
the training. They were 
waiting until the end and 
doing it all at once. And 
because there is so much 
content, it is really important 
to try to lay out, "We're 
going to do module one and 
two," then to take a break 
and discuss it, and then do 
additional modules. I think 
the pacing is really helpful in 
transferring learning." 
 
 

Jan 
Adoption Mgr., Tennessee 
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→ What agency supports are provided to participants?  

• Protected time and space: 
For online, self-directed trainings, protected time to 
focus on the training content is important. However, 
just as critical and often overlooked is the need for 
protected space. This may be a place outside of the 
office or work space where users will have fewer 
distractions.  

To minimize distractions consider reserving a 
conference room for staff as they do the training and 
encourage them to turn off email and phone 
notifications while they are completing the training.  

• Incentives: 
Are incentives to complete the training available?  
Are the incentives given to individual completers or 
groups of completers who all meet their goals?  
Examples of incentives include: pay bonus, time off, free 
lunch, or special privileges, such as, jeans to work day. 

• Reminders / Encouragers: 
An already overloaded workforce will have difficulty prioritizing completion of an in-
depth, self-directed training. Participants will need reminders to log into the training 
system and continue to progress. Things like calendar reminders, email from SIT leader, 
supervisors, system leadership, etc. can assist users to meet progression and completion 
goals.   

• Recognition:  
Recognition can be an important motivator for users to complete NTI. Think of ways 
your agency can recognize those that complete the training. 

• Resources:  
Learn more about Tip Sheets available with every module: 
https://adoptionsupport.org/nti/transfer-of-learning/ 

 

 

 

"We have 17 mental health 
centers...I call them 
“learning collaboratives” 
around this initiative. And 
we have a lead person at 
every mental health center. 
We're able to look at and 
even try to promote a kind 
of friendly competition 
about what's happening 
around training 
participation." 
 

Louise 
Manager, South Carolina 

https://adoptionsupport.org/nti/transfer-of-learning/
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→ How will you communicate to users about NTI?  

• Develop a strategy to communicate the value and benefits of NTI for your staff and/or 
agency. Know your audience: do they respond more positively to email or in-person 
discussion?  

• Share and use communication tools about NTI found here: 

 

• Consider revising or developing training policies to support the use of NTI, especially 
for staff or providers who will be mandated to complete NTI.  

 

• Webinars:  https://adoptionsupport.org/nti/webinars/ 

• Videos:  https://adoptionsupport.org/nti/videos/ 

• Communication Tools (brochures, logos, and more!): 
https://adoptionsupport.org/nti/nti-communication-tools/ 

• About NTI:  https://adoptionsupport.org/nti/aboutnti/ 

• Facebook:  https://www.facebook.com/nti.case/ 

• Twitter:  https://twitter.com/NTI_CASE 

 

https://adoptionsupport.org/nti/webinars/
https://adoptionsupport.org/nti/videos/
https://adoptionsupport.org/nti/nti-communication-tools/
https://adoptionsupport.org/nti/aboutnti/
https://www.facebook.com/nti.case/
https://twitter.com/NTI_CASE
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5.  Establish a Transfer of Learning (TOL) Plan  

NTI’s goal is to increase the capacity of child welfare and mental health systems to address the 
mental health needs of and improve well-being outcomes for children, youth and their families 
experiencing foster care, adoption, or guardianship.  In order to effect system change, training 

implementation incorporates a plan for transfer of 
learning (TOL), the process of incorporating 
knowledge, skills and values gleaned from the NTI 
training into real life situations and every day 
practice.  

Successful implementation of evidence into practice 
requires strategizing at multiple levels—the 
participants, the organization, the system, the nature 
of the evidence, and the methods of transfer and 
implementation. NTI recommends establishing a 
Transfer of Learning plan prior to implementation of 
the training.  

Examples of TOL activities include, discussion about course content during case staffing, 
practicing skills in a group, etc. NTI has developed a Transfer of Learning Guide for your use.  
For more information on TOL supports for purchase through CASE, contact: 
nti@adoptionsupport.org.  

• Additional TOL resources available on the NTI website, including:  

1. TOL webinar:  https://youtu.be/zBq7Y3J3w5E 

2. Tip sheets for using NTI in practice:  
https://adoptionsupport.org/nti/transfer-of-learning/ 

3. “NTI Transfer of Learning Guide” and “NTI Child Welfare Supervisor 
Coaching and Activity Guide”:   
https://adoptionsupport.org/nti/transfer-of-learning/ 
 

"It is really important to me for 
the NTI Training to not just be 
something that happens at this 
time, but something that really 
changes how we serve kids and 
how we really take care of every 
need that they’ve got."  

 
Bonny G. 
Supervisor, Oklahoma 

https://adoptionsupport.org/nti/transfer-of-learning/
mailto:nti@adoptionsupport.org?subject=I'd%20like%20more%20info%20on%20TOL%20support%20tools
https://adoptionsupport.org/nti/transfer-of-learning/
https://youtu.be/zBq7Y3J3w5E
https://adoptionsupport.org/nti/transfer-of-learning/
https://adoptionsupport.org/nti/transfer-of-learning/
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6.  Determine data needs for assessing NTI success 

There are two types of data that are useful for supporting NTI. Having a plan 
in place for getting accurate data is recommended. Consider how you can 
structure a process to obtain both of the following types: 1) Data to support 
NTI’s implementation and, 2) Outcome data for the purposes of evaluation 
of NTI.  

 

1) Data needed to support implementation: 
This data is used to understand how many people 
are utilizing the training and how they are 
progressing. It can help the SIT understand if there 
are barriers to enrollment and if additional 
messages and support are needed to encourage 
participation and completion.  

2) Outcome data:  
There are several ways to evaluate the outcomes 
related to NTI. The pilot of NTI included a rigorous 
evaluation that assessed:  
1)  Knowledge gains   
2)  Impact on practice (short and long term)  
3)  Systems changes 

Learn more about the Child Welfare pilot outcomes and Mental Health pilot outcomes 
and see the Evaluation Overview at the NTI website.  
To gain access to these surveys and evaluation support, please contact the Center for 
Adoption Support and Education: ntiadmin@adoptionsupport.org 
 

7.  Plan for system-wide accountability & sustainability  

• User completion tracking:  
If your agency has a learning management system, it is likely that your organization has 
a method for tracking the completion of staff training. Completion of the training is 
determined by successfully passing all the module post-tests. How this is done for NTI 
will need to be determined before implementation: 

 

"When we looked at the pre and 
the post scores and the gain in 
knowledge and the practice 
comments that came back from the 
feedback, it was a no-brainer to 
say, ‘Yes, we want to do this.’"  

 
Becky S. 
Child Welfare Mgr., South Carolina 

https://adoptionsupport.org/nti/child-welfare-evaluation-outcomes/
https://adoptionsupport.org/nti/evaluation-outcomes-mental-health/
https://adoptionsupport.org/nti/evaluation-outcomes-mental-health/
https://adoptionsupport.org/nti/child-welfare-evaluation-outcomes/
mailto:ntiadmin@adoptionsupport.org?subject=Need%20Surveys
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If you are using your own learning management system it will likely be easier to 
track the progress of your users by module.  

If you are accessing the training through CapLEARN, obtaining user data at a 
management level will not be possible. In order to track user participation and 
completion, you need to have users provide their completion certificates they 
receive upon successful passing of the post tests.  

 

• Provider incentives: 
 If you want to assure that all your contract providers have a foundational level of 
knowledge and skill, you may consider embedding this training requirement in their 
contract or scope of work.  

• Embedded in policies or contracts: Determine 
with your leadership and SIT if there are policy or 
contract changes that need to happen to ensure 
that all intended users complete. Remember to 
include the details about the timeframe for 
training completion. 

 

 

________________________________________________________________________ 

Visit the NTI website for more access and integration tips: 
https://adoptionsupport.org/nti/access-and-integration/ 

"We have contracts where we 
have certified investigators who 
do home studies for either 
licensing or for adoptive home 
studies. And so, we're looking at 
adding in this as a required core 
for them to be on those contracts 
and solicitations with us. So, I 
think there's lots of opportunities 
there for building it into the 
system at many levels." 

 
Becky S. 
Child Welfare Manager 
South Carolina 

https://adoptionsupport.org/nti/access-and-integration/
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For more information or consultation:  
Contact NTI Director, Dawn Wilson: wilson@adoptionsupport.org. 

 

Thank you for your part in advancing practice for permanency and better well-being 
outcomes! 

Sincerely,  
The NTI Team 

mailto:wilson@adoptionsupport.org
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