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Provide a thank you to the Kresge Foundation for supporting our work on this presentation, and more broadly on the development of a PFS readiness toolkit which is a work in progress and includes formative activities such as synthesis of current Pay for Success literature and implementation science as well as interviews with leading intermediary organizations and their community partners. 



AMERICAN INSTITUTES FOR RESEARCH

Questions Addressed in this Presentation

• What is readiness from an implementation science 
perspective?

• Why is readiness important?
• How is readiness understood in Pay for Success?
• Why is readiness in Pay for Success complex?  
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What is Readiness?
• An organization is ready if the right 

practical conditions are in place for 
quality implementation.

• Organizational readiness often refers to 
implementation of evidence-based 
interventions, but it can also refer to 
new roles (e.g., coordinating a network 
of providers) or other changes.

• Examples of practical conditions: 
supportive leadership, data systems, 
staff knowledge and skills.
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An innovation is defined as something that is new to an organization. The innovation in implementation science is often an evidence-based intervention. 

We all want to see better outcomes. To this end, knowing what works is important but there are practical real-world considerations for getting what works into practice, which is the focus for implementation science and includes readiness.
Implementation science, the study of how to promote the systematic use of research findings and evidence by providers and policymakers, can help us to better understand organizational readiness. 
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What is Readiness?

• Readiness assessments typically focus on service 
providers.
– Readiness of providers to implement specified interventions is key to 

achieving outcomes and improving performance targets.
– Providers’ level of readiness to implement an intervention is a major predictor 

for implementation fidelity and program reach (e.g., Cross & West, 2011).
– A recent survey has revealed that close to 50% of nonprofits report an 

inability to meet rising demands for services (Nonprofit Finance Fund, 2015)
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Nonprofit Finance Fund (2015). 2015 State of the nonprofit sector survey: A field in flux, reaching for sustainability. Retrieved from http://www.nonprofitfinancefund.org/sites/default/files/nff/docs/2015-survey-brochure.pdf
Blum, J. (2015). Special Topics Brief: Service Provider Capacity Building for a PFS Project. Washington, D.C.: Abt Associates. Prepared for the Corporation for National and Community Service, Office of Research and Evaluation.
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What is Readiness?

• R= MC2 as an organizing framework for readiness 
constructs (Scaccia et al., 2015).
– Motivation (i.e., providers’ willingness to implement an intervention)
– General Capacity (i.e., characteristics of a “healthy” host setting)
– Intervention-Specific Capacity (i.e., capacities that are required for a specific 

intervention)

5

Scaccia et al. (2015). A practical implementation science heuristic for organizational readiness: R= MC2.
Journal of Community Psychology, 43(4), 484-501.
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Motivation, GC, and ISC are multiplicative. Hence, there can be a “zeroing out” if one component is zero.
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Why is Readiness Important?

• A focus on readiness helps funders, TA providers, service 
providers, evaluators and others to:
–Define the characteristics of an organization that is ready to start using 

a specific intervention (e.g., an evidence-based program to divert youth 
from the justice system) 

–Assess how an organization may need to change before starting the 
intervention and over time

– Inform training and technical assistance and continuous quality 
improvement so that more organizations can be well positioned for an 
intervention
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Readiness can change after implementation begins so it is important to assess readiness over time 
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How is Readiness Understood in Pay For Success?

• PFS readiness assessment tools focus 
predominantly on providers’: 
–General capacity (e.g., leadership, partnership and 

collaboration), with customizations to PFS
–Having a strong track record with a specific 

intervention, but otherwise limited assessment of 
specific capacity and motivation

For example, see:

Institute for Child Success (2016). Assessment of Service Provider Readiness. Retrieved from http://pfs.instituteforchildsuccess.org/wp-
content/uploads/2016/06/Assessment-of-Service-Provider-Readiness-Memo-Template-SIF.pdf

McKinsey & Company and Nonprofit Finance Fund (2015). Service Provider Rapid Suitability Questionnaire. Retrieved from 
http://policylinkcontent.s3.amazonaws.com/Rapid_Suitability_Questionnaires_Pay_For_Success.pdf
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A review of PFS readiness assessment tools found that most of the general capacities are included in these tools (the exception is supportive culture and climate). In some instances, several general capacity constructs are customized to the PFS context. These include Leadership and Partnerships and Collaboration. In other instances, there are differences between Implementation science and PFS with respect to broader principles, which may have implications for readiness assessment. For example, both bodies of literature emphasize training and technical assistance to support program implementation fidelity, but PFS places a stronger emphasis on provider capacity to rapidly scale up required practices at scale. 

A comparison between current readiness assessment tools and criteria identified in the Implementation science literature reveals that tools in use do not fully take into account the breadth and depth of readiness factors identified in the implementation literature. Specifically, the identified PFS readiness tools align more strongly with general capacity constructs found in Implementation science. On the other hand, the instruments poorly align with intervention-specific and motivation constructs, with the exception of implementation competencies.

PFS Project Assessment Tool: https://www.urban.org/sites/default/files/publication/85391/pay-for-success-project-assessment-tool_1.pdf 

Service Provider Rapid Suitability Questionnaire:  http://policylinkcontent.s3.amazonaws.com/Rapid_Suitability_Questionnaires_Pay_For_Success.pdf 

Service Provider Capabilities Due Diligence: http://policylinkcontent.s3.amazonaws.com/Rapid_Suitability_Questionnaires_Pay_For_Success.pdf 

PFS Assessment of Service Provider Readiness: http://pfs.instituteforchildsuccess.org/wp-content/uploads/2016/06/Assessment-of-Service-Provider-Readiness-Memo-Template-SIF.pdf 
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Use and Perception of Importance of General Capacity 
Constructs in Pay for Success
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N = 13 Intermediary Organizations
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We reached out to a total of 17 intermediary organizations of which 11 are part of the first generation of PFS projects and seven are stakeholders in Social Impact Bond projects. Of these 17 organizations, 13 (76.5%) provided responses to a structured survey. These interviews revealed that general capacity constructs (with the exception of innovativeness and supportive culture and climate) are considered very important for provider success. With respect to innovation specific capacities, “implementation competencies” and “intervention specific partnerships” were deemed important for success, but aspects of motivation were not rated as essential. 
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Use and Perception of Importance of Intervention-Specific 
Capacity Constructs in Pay for Success
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N = 13 Intermediary Organizations
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Why is Readiness in Pay for Success Complex?
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Example: is the Chicago Child-Parent Center Pay for Success Initiative (Early Childhood Education)

It is rather straightforward to apply implementation science to the single provider PFS organization scenario (because this is the scenario that a bulk of the implementation science literature on readiness refers to). 
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Why is Readiness in Pay for Success Complex?
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Example: Utah High Quality Preschool Program (Early Childhood Education). Here there is more than one service provider organization working together in a PFS initiative. 

This scenarios is more complex than the single provider scenario and there is not much guidance from implementation science about readiness assessment of a multi-organization network. This is changing – e.g., Community Science has a strong tool to assess readiness on a coalition or network level, including a focus on shared goals and communication – but there are still issues to think carefully about:

For example:

When a particular organization has a more intensive role in a PFS initiative, that organization’s readiness could be weighted more than an organization with lower readiness when determining readiness of the overall network.

Readiness of the network is expected to be more than the sum of the readiness of the participating organizations. How the organizations fit together and reinforce each other matters. Think about 6 organizations , each with a particular level readiness, that fit well together and reinforce each other’s work. Then think about 6 organizations, each with the same readiness levels as before, but without a strong fit with one another. In this case, readiness at the network level will be lower even though each organization’s readiness is the same. 
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Why is Readiness in Pay for Success Complex?
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A PFS initiative may involve a network of provider organizations, led by an “anchor organization”
General capacity is consistent with the role of the anchor organization in coordinating the network
Intervention-specific capacity aligns with the implementation responsibilities of partner organizations. 

Example: Massachusetts Chronic Homelessness Pay for Success Initiative (Homelessness). Here there is more than one organization including an anchor organization that serves as the backbone of the network, responsible for organizing and coordinating the work.  

These scenarios are more complex than the single provider scenario and there is not much guidance from implementation science about readiness assessment of a multi-organization network. For example, additional constructs may be needed to capture network-level readiness and the role of the anchor organization in coordinating the network 

When PFS constellations involve anchor organizations, there are different kinds of readiness.
Anchor organizations have responsibility for organizing and coordinating the network and may not necessarily provide direct services. Whereas partner organizations require readiness to implement an intervention, the anchor organizations needs to be ready to coordinate the network so that the overall provider network operates successfully. 

Moreover, there may be different readiness needs when an anchor organization is scaling up internally (to different project sites in the same overall organization) versus externally. This applies to the readiness of the anchor to support scaling up (e.g., readiness to support a less familiar organization), as well as the readiness of the partner to implement what is scaled up (e.g., the readiness needs may be more diverse with an external partner compared to an internal partner).  
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Recommended Future Directions
• Further integrate the use of implementation science in Pay for 

Success readiness assessments
• Customize tools to address the complexity of readiness in Pay for 

Success, including:
– Guidance about how to assess readiness when there are multiple provider 

organizations 
– Customized readiness assessment items or tools for anchor organizations 

versus network implementation partners
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Thank You!
• Questions?

• Contact Information
– Jason Katz: jkatz@air.org
– Michael Marks: mmarks@air.org
– Hanno Petras: hpetras@air.org
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