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Receptivity to reforming police, judicial, prosecutorial,
institutional corrections, and community corrections
organizations is typically met with a bit of a cold shoul-
der, often because researchers do not understand or
address the operational issues that affect reform. Of
particular importance is understanding which change
procedures are useful for what types of reforms—
an understudied and underappreciated feature of the
implementation conundrum. Policy makers and practi-
tioners will benefit from more information on effective
change procedures. IS can be used to understand strate-
gies to define innovations, to master change processes,
to study implementation, and to expand outcomes to
include organizational and system measures to benefit
all stakeholders.

KEYWORDS
change practices, implementation, implementation strategies, sci-
entific methods

IS—A Game Changer for Criminology and Criminal Justic
2023 Vollmer Award recipient, Faye S. Taxman.

In the medical field, it takes around 17 years for a scientific finding to become part of typi-
cal medical practice, and then only 14% of practices resemble the studied innovations (Morris
et al., 2011). The same assessment has not been done in the field of criminology/criminal justice,
but the best guess is that it takes our discipline slightly less time for a research-based finding
to be acknowledged by the field, slightly more time to be tried, and probably even less rigor or
fidelity when implemented in real-world operations. In fact, implementation is the Achilles heel
of reform in most justice settings, as acknowledged by the former Director of the National Institute
of Justice, Nancy LaVigne and a long list of scholars, including Martinson (1974) and Latessa et al.
(2002), to name a few. Part of the issue is that implementation is not generally considered within
the researcher’s bailiwick—implementation is thought to be about operations and organizations
related to policy, practice, or treatments—an area that is typically foreign to a scientific exercise.

The August Vollmer Award acknowledges me and my career to identify programs, practices,
and systems reforms that can have a positive impact on individuals who work in the criminal
legal system and individuals who are served (often involuntarily) by the criminal legal system.
I have had a long, fruitful journey pursuing different pathways, beginning as an evaluator and
then moving on to be an experimenter, technical assistance provider, and implementor. Along
this journey, I have had the company of many who have inspired, guided, and propelled me—
the list is too long to acknowledge everyone, including the panel that was assembled to discuss
my talk at the 2023 American Society of Criminology meeting (Steve Belenko, James Byrne, Fer-
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gus McNeil, and Shadd Maruno), colleagues (Susan Turner, the late Joan Petersilia, the late Ed
Latessa, Jill Viglione, Warren Ferguson, Peter Friedmann, and Ed McGarrell, to name a few), the
numerous students that I mentored (CJ Appleton, Ben Mackey, Teneshia Thurman, Jill Viglione,
Jennifer Lerch, Stephanie Maass, and Lindsay Smith, to name a few), the awesome team at ACE!
(Amy Murphy, Angie Warren, and many of the students), the practitioners that have partnered
with me along the way (Judith Sachwald and Jessica Hulsey, to name a few), and my mentors (Jim
Finckenauer, David Twain, and Don Gottfredson). All have paved the way to this award and to the
numerous studies that I have designed or have been part of. I have also had the pleasure of working
with police, prosecutors, courts and problem-solving courts, institutional corrections including
jails and prisons, and community corrections agencies that have taught me invaluable lessons and
who have partnered with me over the years. I have pursued research—practitioner partnerships,
including the newest method of community-based partnerships—all of which include organiza-
tions and practitioners in the research process in various ways. I am grateful to Dr. Danielle Rudes
for her nomination of me for this award and to ASC for this recognition of my career.

This journey has led me to realize that it is time for criminology and criminal justice to join
many other disciplines in unraveling how reforms and system or organizational change occur—
particularly how to implement scientific findings. It is referred to as the bench-to-trench (research
to justice operations) trajectory. Other fields are embracing implementation science (IS), a variety
of methods to study the processes (operational issues) and strategies that implement innovations
into routine practice or use. IS is proposed to address the lack of science utilization in real-world
settings, including dilemmas regarding the nature of the innovation, trust in science, and belief
that the reforms will bring about better, desired changes. Other fields are now taking the imple-
mentation challenges by prioritizing IS to address the grand challenges in their field. Nancy
LaVigne, former Director of the National Institute of Justice, sums it up quite well by defining
the “titanium law” of evaluation:

The less deliberate the implementation of a social program is, the more likely its net
impact will be zero. This concept is almost axiomatic, yet only a relatively small
share of published evaluations in our field address even basic aspects of implemen-
tation fidelity, much less the need to tailor programs to account for local conditions.
(LaVigne, 2024)

My talk is to challenge us as scholars and scientists to advance research in the criminol-
ogy/criminal justice field on the harder issues of “how does it work?” and “what are the
mechanisms of change?” For way too long, we have been fixated on the question, “does it work?”
without fully defining what “it” is or how the change occurred. The elephant in the room is what
is truly implemented. Justice reforms in policing, prosecution, courts, institutional and commu-
nity corrections, and treatment are extremely resilient and resist transformative change, and we
know very little about the strategies that are effective and feasible in justice settings to counter this
resistance. The status quo is difficult to alter. In other words, although evidence-based/informed
policies and practices are research-based, research findings are not persuasive in and of them-
selves, and they seldom result in a sustainable change to policy, practice, or treatments. Often
that is due to the underlying research that does not fully address operations that impact policy,
practice, or treatments. After defining IS, I devote the rest of this talk to three principles that would
benefit our discipline: (1) IS offers rigorous scientific methods to augment “what works” studies;
(2) implementation can tell us about effective change practices; and (3) outcomes in IS are related
to change at the organizational or system level. I conclude with a discussion of the added value of
IS.
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We must acknowledge the difficulties associated with change. As discussed above, it takes an
average of 17 years (or two generations of practitioners or clinicians) for findings to translate into
practice, and then only 14% of the scientific findings make their way into actual clinical practice.
Besides focusing on the value added of IS, it is the 14% conundrum (fidelity of the research-based
policy or practice) that I feel we need to be committed to addressing. In doing so, we will rein-
force the credibility of science and scientists, which should increase practitioners’ receptivity
to research findings. In other words, the lack of fidelity results in evidence-based practices not
producing the outcomes that policy makers and practitioners expect given the research findings,
which contributes to a lack of trust between scientists and real-world practitioners. Practitioners
do not believe that scientists understand operations or the drivers of the way the justice system
functions, the pressures that exist in their world, and the resources and staffing that are needed.
IS is a strategy that can address this trust issue.

Implementation deserves to be its own area of inquiry where rigorous scientific methods are
available to answer key questions about the nature of the policy, practice, and/or treatments
(referred to as innovations in this article) in the real world. Implementation allows us to delve
into the culture and environment of justice (or health, education, service, etc.) agencies and the
attendant factors that affect how an innovation operates. In other disciplines, IS has emerged as a
research-based strategy to understand the issues related to whether innovations or reforms affect
operations or “stick.” IS also helps us understand if the strategy to implement is effective, whether
implementation affects organizational-related outcomes like procedural justice, legitimacy, safety,
equity, and other desired system issues, and finally, how the implemented practice affects the staff
and/or recipients of the innovation. IS explores the black box to determine whether the compo-
nents are related to and affect the outcomes. For the criminology/criminal justice discipline, an
emphasis on implementation can be a game changer because it helps identify the ingredients of
reform that will produce something different than current practices. The first challenge is for our
discipline to recognize the value of IS and to recognize that rigorous IS methods can be incorpo-
rated into our studies. It is what I am devoting my talk to: IS and its value to criminology/criminal
justice.

1 | WHAT IS IMPLEMENTATION SCIENCE?

IS emerged in the health services field to address many of the impediments to using research
findings in practice and fidelity problems related to the correct nature of the innovations. IS, to
quote Proctor et al. (2009), designers of implementation outcomes,

Implementation research comprises study of processes and strategies that move, or
integrate, evidence-based effective treatments into routine use, in usual care set-
tings. Understanding these processes is crucial for improving care, but currently this
research is largely case study or anecdotal report. Systematic, empirical or robust
research on implementation is just beginning to emerge, and this field requires
substantial methodological development (2009, p. 28).

IS employs rigorous methods to examine the characteristics of the innovation and strategies to
implement it, their impact on implementation outcomes or client-level outcomes, and a multi-
level approach to examining how different contextual factors affect the organization, system, and
clients. Unlike process evaluations that focus on what was implemented (compared to the desired)

85U8017 SUOWWOD 8AITER1D (et jdde aup Aq peusenob ae ssppiie YO ‘88N JO Sa|n. 10} ArIqiT 8UlUO A8]1M UO (SUOIPUOD-PUR-SWBHW0D A8 | IMAteIq 1 U UO//:SdNy) SUORIPUOD pue swie | 8y} 89S *[5202/20/.T] uo Ariqi]auliuo A8 |IM ‘¥692T €ET6-GLT/TTTT OT/I0p/Woo A3 |1nAkeiqjuljuo//sdny wouy pepeojumoqd ‘0 ‘€ETESYLT



CRIMINOLOGY

TAXMAN . . 5
& Public Policy s
Intervention Implementation Outcomes
Strategies Strategies _ = _
- Implementation Service Client Outcomes
Systems Environment Outcomes Outcomes*
- Satisfaction
Evidence- Organizational Feasibility Efficiency Function
Based ) Fidelity Safety Symptomotology
Practices [€ ™ | &roup/Leaming Penetration Effectiveness
- Acceptability Equity
Supervision Sustainability Patient-
Individual Uptake centeredness
ndividual Costs Timeliness
Providers/Consumers
*IOM Standards of Care

[ Implementation Research Methods |

FIGURE 1 Implementation science model for exploring implementation strategies and outcomes. Source:
Proctor et al. (2009).

or outcome studies that focus on how well clients do (sometimes at the organization or system
level), IS addresses the “why” and “how” that are often missed in these other evaluation methods.

To this end, Proctor et al. (2009) proposed a new framework for research to get into the “black
box” of an intervention, as shown in Figure 1 above. The model encompasses areas that are
infrequently assessed in criminology/criminal justice but can help us better understand why inno-
vations do not make it into the trench, why only an estimated 14% of the research findings make
it into practices, or why we receive null outcomes in the typical scientific studies.

I will not go into this model with much detail here because the points below outline why and
how criminology and criminal justice should embrace IS. The model has five main components
that are rarely seen in studies in our discipline. The intervention strategy refers to the innovation—
whether it is an evidence-based or informed practice or whether it is a new idea. It reflects what
it is we are testing. Implementation strategies identify the ways in which change can occur in
a structured, planned manner, including how best to engage policy makers or practitioners in
the change process. Powell et al. (2015) outlined 73 different implementation strategies that can
contribute to organizational change. Implementation outcomes refer to the impacts on the orga-
nization (referred to as inner setting) and system (stakeholders or outer setting) that are desired.
In many ways, these are moderators and mediators of change that assist in understanding vari-
ous outcomes; for example, when the outcomes do not show progressive improvement, then the
change did not occur in a sustainable way. Service outcomes refer to programmatic and systems
improvements in procedural justice, safety, equity, and other desired results, whereas client-level
outcomes include recidivism, functionality, and crime rates.

More importantly, IS encourages a holistic approach that explores individual, community,
organizational, and stakeholder relationships and how these factors impact policy, practice,
and programs/interventions. IS generally focuses on five components: (1) the characteristics of
the innovation that need to be specified (and not in vague terms, which is characteristic of
criminology/criminal justice studies), (2) the change processes, (3) the inner setting (the orga-
nization/agencies involved in the change), (4) the outer setting (stakeholders or those with vested
interest in the change processes), and (5) the characteristics of the actors and recipients of the
innovation. This holistic approach recognizes the barriers and facilitators that affect whether an
innovation is implemented, including how much of the innovation is present.

Let us take a criminology and criminal justice example to consider how IS can help answer
questions that can give insights into how we can reform the system. A common evidence-based
practice is risk and need assessment (RNA) tools. RNA tools were developed over 100 years ago
to systemize decision making by justice actors, first in parole and then in other parts of the justice
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system. Beginning in the 1990s, RNA was identified as an evidence-based practice, and today it is
common practice in correctional agencies to have an RNA tool. But RNAs are not generally used
in the most fundamental way: to make decisions as to the conditions/obligations/requirements
of supervision. In fact, in a study that Teneshia Thurman and I did a few years back, we found
that case plans are usually based on the conditions mandated by the court instead of the results of
an RNA tool (Thurman et al., 2019). Viglione et al. (2015), in a study of probation agencies, noted
that RNA was not used in case planning because the tool did not capture the stakes involved in
supervising the individual (particularly for sex offenders, DUI offenders, etc.), and the officers
did not believe the results from the tool. They expressed concern that the RNA was not as good
as their experiential judgments and that they do not trust the instrument (Viglione et al., 2015).
Most recently, in a current study examining how to minimize conditions of supervision to the
need categories, interviews with officers and administrators revealed that conditions and require-
ments are generally set during plea bargaining with little input from the RNA tool or probation
staff (Mackey et al., under review). The RNA tool is completed downstream, not at a point where
conditions are set, and officers indicated that some judges prefer for individuals to have viola-
tion warrants filed to adjust the conditions/requirements. If we were to apply the analogy of the
bench-to-trench, we would state that the RNA is an innovation that has taken anywhere from 40
to 100 years to be used in practice, but very little of the tool is driving the critical decision making
in case plans or supervision requirements.

IS can help us understand the bench-to-trench issues that affect utilization of an innovation in
practice. The above example regarding RNA illustrates the array of utilization issues that impact
reform efforts. Although criminology and criminal justice research tend to answer the “what
works” question, little attention is paid to the question of “how it works.” To have the great-
est effect on reform and change, the effectiveness question needs to be answered, but so do the
questions regarding how the innovation is used, what impact it has on the organization or the
system, and how improving fidelity affects organizational/service and client-level outcomes. IS
recognizes that effectiveness at the individual level is important but also considers organizational
issues that can affect the fidelity of the intervention, its potential for sustainability, and how the
culture affects the operations. For researchers, it also places a burden on us to shift the lens from
effectiveness at the individual level (or crime rates for police) to more fruitful exercises about the
impact of change policies on a broader array of individual, program, organizational, and/or system
outcomes.

2 | IS OFFERS RIGOROUS SCIENTIFIC METHODS

Part of the quandary about implementation is that it does not necessarily fit within our exist-
ing paradigms of formative/process or outcome studies. Implementation is often considered to
have too many moving pieces to incorporate into a research design. Although process evaluations
are devoted to describing what was implemented and outcome studies are focused on the “what
works” question, implementation is often perceived as part of process evaluations with a directive
focus on adherence to the innovation. IS is also compatible with action research or practitioner—
academic partnerships, which leads to IS being associated with process-related studies. But IS
can generally embrace the same rigorous experimental methods that are often associated with
experimentally based outcome studies.

Building on the framework of Proctor et al. (2009), Curran et al. (2012) identified that research
designs should be explored in terms of implementation preparation and two implementation
research designs. The models advance rigorous experimental designs to use in IS. First, the Hybrid
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1 design answers the “what works” question regarding whether an intervention impacts specified
outcomes, and it also lays the groundwork by considering the factors that affect the fidelity of the
intervention, including the facilitators and barriers to implementation. Randomization occurs at
the intervention level. Observational data on implementation are collected to identify the factors
that need to be accounted for in furthering implementation outcomes. Second, a Hybrid 2 imple-
mentation effectiveness design focuses on the implementation strategy or change processes from
two dimensions. The goal is to implement different change processes for the same intervention
to assess whether the implementation strategy had an impact on the decisions made by actors
(staff) or clients, among other desired outcomes. The design is then to randomly assign differ-
ent implementation strategies to sites. These studies are rare in the criminology/criminal justice
field. Finally, an implementation effectiveness Hybrid 3 assesses whether the intervention and
its implementation impact client-level outcomes, which requires a two-stage design where you
have multiple interventions (or one novel and one standard practice) and multiple implementa-
tion strategies. Most studies in criminology/criminal justice tend to employ Hybrid 1 designs that
focus on the efficaciousness of an intervention based on client-level outcomes. More attention is
needed to Hybrid 2 and 3 designs to further an understanding of implementation strategies or
change processes.

The rigor of these designs lies in the point(s) where randomization can occur, followed by varied
organizational, system, and client-level measures. The emphasis on implementation strategies is
novel and not frequently used in criminology/criminal justice research. Often, IS designs random-
ize at the site level, instead of the client, which allows for capturing how the local context affects
the implementation and/or innovation. IS studies focus on actors within an organization or sys-
tem to generate information to assess whether a particular intervention is feasible in different
environments or cultures. For example, the use of RNA tools in probation settings. It is generally
assumed that the RNA tool is applicable to all settings. However, an organizational question is
whether the use of the tool works best with offices that have intake units or with offices where
all officers do the risk-need tool. An IS study can answer this question about where the RNA is
best implemented in terms of analyzing how officers use the RNA in case planning (Hybrid 2)
or what is the impact on clients (Hybrid 3). Addressing these questions can give better scientific
information about the validity of the RNA than merely if an instrument has an area under the
curve greater than 0.7 (see Taxman & Dezember, 2017, for a discussion on unanswered questions
about the implementation of RNA).

The added value for criminology/criminal justice is that rigorous designs that include differ-
ent facets of implementation are flexible to answer questions that pertain to the innovation itself,
as well as the implementation strategies used to reform an operation, agency, or system. This
information can be useful in advancing our knowledge about whether local environments are
receptive to certain innovations and the transportability of innovation to various settings, pop-
ulations, and/or situations. We are then building our knowledge about “what works in what
environment or context.” This question has been the elephant in the room for the evidence-based
practices literature.

3 | IMPLEMENTATION CAN TELL US ABOUT EFFECTIVE CHANGE
PRACTICES

Putting aside testing theories, criminology and criminal justice studies frequently address
the question of whether an innovation or technique impacts policy, practice, treatments, or
individuals. The emphasis is on efficacy—is this innovation better than the way we are currently
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doing business, or does the altered practice have integrity? These are essentially black-box
questions regarding the impact of an innovation (Hybrid 1). But unanswered questions typically
are how the innovation is implemented and what impact the change strategy has on the fidelity
of the innovation and derived outcomes.

Powell et al. (2015) identified 73 different change strategies ranging from leadership to training
to new analytical techniques. These strategies are used in a variety of domains. Implementation
strategies or change processes include “discrete” implementation strategies with a single action
(e.g., educational workshops or reminders), “multifaceted” strategies (e.g., training plus audit and
feedback), or “bundled” implementation strategies that incorporate multiple techniques pack-
aged as a protocol or branded implementation intervention. We tend to know more about the
impact of the passive single-event approaches—providing training and informational material—
and that these single-event strategies tend to have some short-term impacts but lose potency over
time (Taxman et al., 2014). We are beginning to see more attention to multifaceted strategies that
combine various approaches, such as manuals, multi-day training, expert consultation, audio- or
videotaping sessions, and providing feedback to the actor, supervisor training, booster sessions,
and case studies (Herschell et al., 2010; Taxman et al., 2014). For example, in their experiment
on training juvenile justice workers to use a risk-need tool to inform case plans, Taxman et al.
(2014) found that booster sessions (post-training events) focused on social supports for staff were
more valuable than providing knowledge refreshers or management directives on key outcomes
of case planning strategies, office functionality, and use of the risk-need tool. This randomized
trial also found that social support booster sessions resulted in more youth receiving services and
reductions in rearrest. An emerging consensus in the field is that effective trainings should be
dynamic, active, and address a wide range of learning styles (Davis & Davis, 2009; Taxman et al.,
2014); utilize behavioral rehearsal strategies (Beidas et al., 2014); and include ongoing supervision,
consultation, and feedback (Herschell et al., 2010; Rakovshik & McManus, 2010). It is a tall order,
but it suggests that effective change/implementation strategies are designed to address the culture
of an agency, the knowledge of key actors, and the way “work” is performed.

One example of a multistage bundled training approach is from a study on police training on
procedural justice (Weisburd et al., 2022). Researchers used a 5-day in-person training followed
by a 1-hour booster session (3 months after the initial training). The 40-hour training consisted
of (1) an overview of hot spots, police legitimacy, and procedural justice; (2) characteristics of
procedural justice (the innovation) and historical pathways of community trust in the police; (3)
scenario-based training with role-playing in various settings and with various subpopulations; and
(4) the role of officer supervision and data collection forms. This experimental study reaffirmed
that training police in new processes, such as procedural justice, can improve knowledge and have
a small-to-modest impact on police behavior as it relates to arrest and crime. The study found
that the training led to improvements in police behavior regarding voice, neutrality, and respect;
it did not have an impact on trustworthiness or on police legitimacy in hot spot areas or the city
overall. This study illustrates a change process that demonstrates some tools to achieve changes in
attitude and behavior, but the study also resulted in many unanswered questions about the overall
effectiveness of training. Although it does suggest that more hours spent in training, rather than
the more typical 1- or 2-day training, can lead to positive outcomes, the bundled training process
does not allow us to isolate which aspect of the intervention is most important and contributes to
positive outcomes.

Training, and its associated processes, is just one type of change process. Various strategies are
used in different settings, including change teams (workgroups), data-driven decision making,
goal setting, and leadership training. Each strategy has a small body of literature, but crim-
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inologists have not embraced the need to know what type of change strategies improve the
implementation of innovations or the impact staff knowledge, beliefin, or skills regarding a partic-
ular innovation. For example, a favored approach in criminal justice reform policies is interagency
policy teams or workgroups that often consist of individuals representing different agencies or
organizations. Such teams are useful because they bring together multiple components of the jus-
tice and service systems. Mackey et al. (2024) examined interagency teams that focus on efforts
to provide treatment to individuals with behavioral health disorders in and out of jail. The teams
usually represent a variety of agencies ranging from police, prosecutors, treatment providers, com-
munity members, and other justice agencies. Effective teams focus on sharing knowledge about
their organizations and learning about operational issues in each agency. Theoretically, these can
lead to integrated practices such as a common assessment tool, eligibility criteria, and staffing.
The study found that teams do not need to have a consensus on goals or vision before the team-
work begins; rather, consensus or support can emerge from teamwork. It did show that the clarity
of the innovation is important to the policy teams making progress. Clear facilitation processes
along with an external facilitator are known to be an asset for teamwork given that agency per-
sonnel tend to be overcommitted (Stetler et al., 2006; Magnuson et al., 2019; Girard et al., 2024).
Data-driven decision making can also enhance policy team activities, but it requires the group to
have data available, define metrics, and redesign processes to impact these metrics (Hailemariam
et al., under review).

The demand for more information about the effectiveness of implementation or change strate-
gies should be at the top of our list, especially given the difficulties inherent to reforming justice
organizations or operations. How implementation is pursued is within our bailiwick of critical
research questions. It is clearly linked to the ability to answer the “how to do it” or describe inno-
vations that can be implemented in justice organizations. Poorly implemented innovations (which
are replete in our literature) do not provide the research or evidence to reform the system or to
put in place innovations that are feasible. IS focuses the attention on change strategies by provid-
ing meaningful research questions, measurement of key variables, tools, and research designs to
increase our knowledge about implementation.

Change processes have typically been of little interest to researchers because reforms tend to
rely upon top-down approaches based on the willingness of administrators/leaders to try some-
thing new. IS raises the bar to consider reform efforts that are more of the bottom-up, instead
of top-down approaches. The challenge is to find what techniques deliver different levers and
processes that are important in the quest for better outcomes.

4 | OUTCOMES RELATED TO CHANGE AT THE ORGANIZATIONAL
LEVEL

IS can answer questions about change resulting from innovations, but one of the biggest contri-
butions is that IS recognizes that there are organizational measures that are needed to effectively
answer the questions about innovations. Typically, there are two measures of the change: prox-
imal, designed to capture staff perspectives/knowledge and features of the programs/practices,
and distal outcomes geared to the larger goals or purposes of an organization. Although tradi-
tional individual-level recidivism and crime rates are typical in “what work” studies, they do not
reflect the change in practices or delivery of services that drive these individual-level outcomes.
IS is built on the foundation that if staff, work processes, and organizations do not alter their
practices, then the change is likely to be spurious and unlikely to achieve reform-related goals. As
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noted by Proctor et al. (2009) (see Figure 1 above), implementation and service outcomes are at the
organizational level, which inform questions about the degree to which the actors or organizations
have sufficiently modified their approaches to bring about individual-level change.

A focus on implementation outcomes can help address the contextual factors that get in the
way of using evidence from research studies to refine daily practice. Some of the implementation
outcomes reflect the staff, administrators, and/or stakeholders opinions or perspectives on issues
that affect receptivity to the innovation, such as (1) acceptability, or the belief that the innovation
is consistent with what the beholder believes is suitable given the situation; (2) appropriateness, or
the belief that the innovation is aligned with the organizational mission and goals; and (3) feasi-
bility, or the perception that the innovation is realistic and can be implemented within the current
environment. These are atypical measures in criminology and criminal justice research and litera-
ture, with a few exceptions. For example, in a study of probation offices implementing an incentive
structure for individuals with substance use disorders, Rudes et al. (2011) assessed the features of
the innovation to understand how much of the incentive structure was operationalized and how
much could be documented. Officers viewed social incentives (e.g., affirmations by officers, let-
ters to support systems of officers, and use of computers in the probation office) as acceptable and
feasible, but monetary incentives (e.g., money and gift cards) were not considered acceptable and
deemed to be difficult to implement (Murphy et al., 2012). These measures are typically captured
using surveys of the leaders and staff, although there are ethnographic strategies to capture these
constructs. Weiner et al. (2017) have provided scales that can be used to identify whether users felt
the innovations were appropriate, acceptable, and feasible. This allows the leadership or admin-
istrators to assess where the organization is at, which can be used to brainstorm how to address
the opinions and perspectives that make the innovation challenging to implement.

Other implementation outcomes are directed at measuring the innovation and the organiza-
tion. Implementation outcomes allow researchers to use an action-oriented research/evaluation
process that focuses on engaging the organization in a change process that affects how many indi-
viduals are impacted by the change (penetration), whether the organization uses the innovation
as standard practice (uptake), the cost associated with the innovation, and the adherence to the
evidence-based practices (fidelity). These are important measures that can help assess whether
the innovation is being treated as a novel. These outcomes focus attention on how the actors in
an agency embrace the innovation and its suitability for the environment. For example, problem-
solving courts have been in existence for about 30 years, and there are over 4000 courts. The
average court handles a small number of clients (under 40 a year) (Farago et al., 2023), which
illustrates that the innovation has not yet penetrated the judicial system and that there is little
uptake of specialized courts in our judicial system. Similarly, crisis intervention teams are recom-
mended to augment law-enforcement efforts with people with mental illness. Here, around 2700
police departments are participating in CIT programming, which is about 15% of the police organi-
zations in the United States; CIT has been in existence for nearly 30 years (Watson et al., 2021), also
illustrating low uptake in police organizations. These are just two examples of how implementa-
tion outcomes can be useful in identifying whether a reform has impacted the routine operations
of justice organizations (in this case, the courts or corrections and the police).

Another set of organizational measures is captured in the model of Proctor et al. (2009) related
to service outcomes (e.g., procedural justice, goal alignments, equity, and safety) that can address
whether the innovation has crafted change in the culture and processes of an organization. The
study of procedural justice of Weisburd et al. (2022) found that the multistage training initiative
impacted several features of procedural justice but did not address the issues of trustworthiness
among the police and community. Schoenfeld and Everly (2023) reviewed the culture of prisons
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and assessed that the security mindset makes it difficult to implement rehabilitation programs,
therefore assessing the service outcomes that come from innovations; in this case, innovations that
focus on addressing peer relationships and/or correctional officer relationships interfere with the
rehabilitation goals. The sparse literature on service-related outcomes in criminology/criminal
justice basically demonstrates that innovations’ impact on the culture of legal/justice organiza-
tions is nominal, and more attention needs to be placed on how implementation strategies can
affect service outcomes, particularly those that affect the culture and traditions of organizations
providing a variety of services.

Implementation and service outcomes can add tremendous value to our knowledge about crim-
inology and criminal justice policies and practices. They might reveal how much justice actors
understand and believe in different innovations, justice and fairness goals, and the improvements
that are being recommended. Essentially, this can unmask some of the resistance that is frequently
commented on and infrequently measured.

5 | IS’ ADDED VALUE

Is implementation worthy of investigation? Given the complexity of operations—in terms of orga-
nizational factors and resources and the temperature gauge of criminal justice system issues—IS
offers a fresh, new look at what is often perceived as unapproachable or entrenched issues. That
is, IS provides the research tools to investigate innovations, justice organizations, and change pro-
cesses on a range of measures that offer insight into the sustainability of reforms, including the
degree to which the innovation is used (uptake and penetration) and the degree to which the
innovation resembles that which was researched. My most recent research has employed various
aspects of IS to better understand reforms. In each instance, the research has provided new rev-
elations about the facets of operations that affect those working in the justice system and those
impacted by the processes of the justice system. A few nuggets have been:

1. Although problem-solving courts are open to the use of medication-assisted treatments,
approximately 14% of the clients in these courts are on the medication (Farago et al.,
2023). This low penetration is due to issues related to access to medication providers,
where the court generally does not have direct access but rather the treatment provider
makes these connections. In addition, the number of providers in a community served
by the drug court impacts the degree to which clients are on medications (Farago et al.,
2023). It is less about the belief in medications and more about the accessibility to the
innovations (medications).

2. Jurisdictions that are embarking on efforts to reduce the number of people incarcer-
ated in jails, often using interagency policy teams to address operational issues regarding
screening and assessing clients at jail intake, providing treatment services, and releasing
individuals from jail to community treatment. Yet interagency teams are not prevalent
in the field, with less than 56% of the counties having such teams (Zhorayev et al., under
review). Furthermore, the teams that are most successful in building interagency rela-
tionships and developing common definitions about key terms (i.e., recidivism, mental
illness, and substance use disorder) are likely to occur in jurisdictions that have the capac-
ity to implement new programs or implement performance measures (see Mackey et al.,
2024, press; Johnson et al., 2024). That is, change strategies are generally underutilized
because they lack specificity or sufficient personnel resources to put in place.
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3. Aseries of studies on the use of RNA tools in the criminal legal system found that officers
distrust or do not believe that the instruments are accurate (Viglione et al., 2015), that the
judiciary often assigns conditions that are counter to the needs of the client and there-
fore officers manage compliance (Thurman et al., 2019), and that the RNA tool does not
drive case plans because the contact standards of an agency override the needs of clients
(Blasko et al., 2022). Collectively, these studies reveal that compliance-focused culture is
a driver of how and when RNA tools are used in case plans, and this culture is seldom
addressed (see Taxman, 2024). The failure to use RNA to drive decision making is often
because probation officers often do not have the authority to determine conditions.

4. Uptake of diversion or deflection programs is often affected by the police officers ques-
tioning the value in treatment or the police officers feeling that treatment programs
cannot effectively address the addiction and/or mental health needs of clients (Barberi &
Taxman, 2019). Leaders of police organizations also show only passive support for these
programs, which contributes to apathy regarding them and poor utilization among line
staff. The lack of support for deflection among the police suggests that barriers are the
culture of policing, which does not foster relationships with behavioral health agencies
or understanding of the treatment processes.

In each of these examples, IS has identified new or unresolved issues that are critical to address
if we are serious about engaged research that is valuable to policy makers, practitioners, and other
researchers to advance the use of efficacious innovations. IS focuses on addressing key leadership,
staff, or stakeholder issues regarding the support for the innovation. These beliefs get in the way
of the innovation having the impact that is desired, particularly in real-world settings where there
are competing interests and struggles to obtain sufficient resources. Knowing the barriers is the
first step to addressing the “how to,” and IS provides the tools to isolate the barriers and identify
the facilitators to replicate in other settings. IS is a worthy addition to the researcher’s toolkit, and
I hope to see more applications of IS in criminology and criminal justice research studies.
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