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Prelude

Welcome to the Implementation Masterclass. It's great to have you here.

You may have recently completed the Implementation Foundations workshop, or you may be returning
to implementation after some time away from formal learning. Wherever you are starting from, this
Masterclass series is designed to build your confidence, deepen your understanding, and strengthen
your capability to work with implementation in real-world health settings.

Across the seven Implementation Masterclass modules, you will revisit familiar concepts and explore
new ways of thinking about implementation, with greater structure, practical tools, and opportunities to
consider how implementation decisions are made in practice. The Masterclass moves beyond what
implementation is to focus on how implementation unfolds within complex health systems.

A single case study is used throughout the Masterclass to bring implementation decisions to life. You
will explore how choices were made in a local health service, why particular strategies were selected,
and how plans were adapted along the way. You are also invited to bring your own project to this
workshop to apply your learnings to your own practice in a safe and supported learning environment.
Finally, each module also includes reflective prompts to help you connect the content to your own
context. Over time, these reflections are intended to build your confidence to engage more actively with
mentors, researchers, and peers in future implementation and improvement work.

This Masterclass is an invitation to think more clearly about change, work with complexity rather than
around it, and recognise implementation as a skill that can be developed, strengthened, and shared.
We encourage you to stay curious, reflect openly, and enjoy the learning journey ahead.
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Helpful links and resources

The following articles, blogs, videos, podcasts and websites provide useful information to support your
learning. You do not need to read all resources before commencing the module.

Implementation

Implementation science: What is it and why should | care? (Bauer &
Kirchner, 2019).

An introduction to implementation science for the non-specialist. (Bauer et

al., 2015).

Implementation science: A critical but undervalued part of the healthcare
innovation ecosystem. (Chan et al., 2022).

Implementation science made too simple: a teaching tool. (Curran, 2020).

Concept analysis of health research translation nomenclature. (Lizarondo

et al., 2025).

What can implementation science do for you? Key success stories from
the field. (Kilbourne, Glasgow, & Chambers, 2020).

Implementation —
podcast

An implementation scientist and clinical nurse specialist compare their
journeys into using implementation.

Demystifying Implementation Science. (Swiss Learning Health System)

Case study key article

Implementing evidence to inform recovery after cardiac surgery via median
sternotomy is feasible and effective using a research translation
framework. (Phillips et al., 2025).

Keep Your Move in the
Tube — videos

Keep Your Move in the Tube. (Sarasota Memorial Health Care System).

Keep your ‘Move in the Tube’ During Heart Rehab. (KSAT 12).

2022 Gage Award Winner | Memorial Healthcare System — Keep Your
Move in the Tube (America’'s Essential Hospitals).

The future of healthcare

The future of health in Australia: The time to act is now. (Butler, Daddia, &
Azizi). PwC.

3 meqgatrends that will shape the future of health. (Bourla, 2025). World
Economic Forum

Beyond tomorrow: Health megatrends anticipated to impact NSW and the
healthcare workforce to 2040. (Naughtin et al., 2024). CSIRO.

The 7Ps of
implementation

7 Ps (The Center for Implementation).

Patient journey mapping

The Fundamentals of Patient Journey Mapping. (Patient Experience

Agency (2024).

Complexity

Seeing the System: How to map what's really going on. (Sharon Mickan,
2025). Linkedin.

Resource allocation

Sustainability in Health care by allocating resources effectively (SHARE) 1:
introducing a series of papers reporting an investigation of disinvestment in
a local healthcare setting. (Harris et al., 2017).
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https://www.sciencedirect.com/science/article/pii/S016517811930602X
https://www.sciencedirect.com/science/article/pii/S016517811930602X
https://link.springer.com/article/10.1186/S40359-015-0089-9
https://link.springer.com/article/10.1186/S40359-015-0089-9
https://onlinelibrary.wiley.com/doi/full/10.1002/hcs2.22
https://onlinelibrary.wiley.com/doi/full/10.1002/hcs2.22
https://link.springer.com/article/10.1186/s43058-020-00001-z
https://bmjopenquality.bmj.com/content/14/1/e002904
https://bmjopenquality.bmj.com/content/14/1/e002904
https://link.springer.com/article/10.1007/s11606-020-06174-6
https://link.springer.com/article/10.1007/s11606-020-06174-6
https://www.youtube.com/watch?v=sXS6iYIeGZw
https://www.sciencedirect.com/science/article/abs/pii/S1443950625004974?casa_token=otjmoPADdegAAAAA:K3ZY3YcXnYeA46sVrVfuRPxW9b5iAhAr3eGWEMK_o7LN-eHpSyrP5h2P7COszxz7RR18HdcDT34
https://www.sciencedirect.com/science/article/abs/pii/S1443950625004974?casa_token=otjmoPADdegAAAAA:K3ZY3YcXnYeA46sVrVfuRPxW9b5iAhAr3eGWEMK_o7LN-eHpSyrP5h2P7COszxz7RR18HdcDT34
https://www.sciencedirect.com/science/article/abs/pii/S1443950625004974?casa_token=otjmoPADdegAAAAA:K3ZY3YcXnYeA46sVrVfuRPxW9b5iAhAr3eGWEMK_o7LN-eHpSyrP5h2P7COszxz7RR18HdcDT34
https://www.youtube.com/watch?v=e4Oz6RGfMNI
https://www.youtube.com/watch?v=BjxYKmc3AQY
https://www.youtube.com/watch?v=kReAP-nBEbQ
https://www.youtube.com/watch?v=kReAP-nBEbQ
https://www.pwc.com.au/health/health-matters/the-future-of-health-in-australia.html
https://www.pwc.com.au/health/health-matters/the-future-of-health-in-australia.html
https://www.weforum.org/stories/2025/01/the-3-megatrends-that-will-shape-the-future-of-health/
https://www.weforum.org/stories/2025/01/the-3-megatrends-that-will-shape-the-future-of-health/
https://www.health.nsw.gov.au/workforce/future/Publications/megatrends-report.pdf
https://www.health.nsw.gov.au/workforce/future/Publications/megatrends-report.pdf
https://thecenterforimplementation.com/toolbox/7ps
https://www.patientexperienceagency.com.au/blog/fundamentals-of-patient-journey-mapping
https://www.patientexperienceagency.com.au/blog/fundamentals-of-patient-journey-mapping
https://www.linkedin.com/pulse/seeing-system-how-map-whats-really-going-sharon-mickan-w6ahc/?trackingId=5AvpAPmGQCmDAWk9WoeKcw%3D%3D
https://www.linkedin.com/pulse/seeing-system-how-map-whats-really-going-sharon-mickan-w6ahc/?trackingId=5AvpAPmGQCmDAWk9WoeKcw%3D%3D
https://link.springer.com/article/10.1186/s12913-017-2210-7
https://link.springer.com/article/10.1186/s12913-017-2210-7
https://link.springer.com/article/10.1186/s12913-017-2210-7
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Welcome to the Implementation Masterclass

You will be able to:

= Explore practical implementation
methods.

= Apply an efficient process to
deliver and sustain improvement.

= Build on Foundation
Implementation Workshop

= Plan an implemeniation project.

e e e LT

Module 1: Identify a Problem

Define a clinical problem, that
is suitable for implementation.

Clanify why thiz problam iz
important, fo guide future planning.

1 O TR | TN WL KT § ST
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Masterclass Overview

= Familiarity with Implementation Foundations workshop.

= A potential or proposed TRIP / implementation project to draw on
through the Masterclass.

= Aspace to leam, discuss, and explore implementation.

= Contribute with curiosity and draw on your own experience.

4 O TES | e W KRy § S

[ e |
Learning Objectives

Define a clinical problem that is suitable for implementation
Clarify why this problem is important

S O TE | TSN MR (R § ST

5
Template: My personal learning goal

DISCUSSION

Discuss:

= Your cument role.

= Your experience with
implementation.

= Why you are starting this

niriuts authenticaily.

8 O | EpreT maecal ST § Fra

[ i —eee
What is the purpose of implementation?

To systematically introduce, integrate, and support evidence-
informed interventions and inmowvations in clinical practice, so that
patient outcomes, equity and service efficiency are improved.

Implementation:
putting evidence into practice

o TH | RS TANT WERT k IIYy § DI
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Why is implementation needed?

Effective interventions are not
abways adopted or sustained.

Guidance from research does
not always ranslate into clear
local probocols.

Variation exist across teams.
wards, and services.

B O TR FereTaN MSESTAL BNy § SEISn

EEEE— e ———————
How does implementation add value?

Implementation adds value

Implementation leads to:
for:

= Improved outcomes

= Enhanced patient safety

= Enhanced quality of care

» Equitable use of resources
= More efficient practices

Patients and famiies
Clinicians.

Managers

Health systems

B TR e WSS I § SO

‘ w

Perspectives of " . "

Implementation ntegrates int routme einicnl practce.
Implementation can be A colancs that shidies Bweories, modeis,
viewed as: and strategles.

A PrODSES 1o pian, deliver, and sustan

| H
il
d

o e L TE

10
Connecting Science and Practice
Implementation Implementation
Science Practice
Provides avidence-Informe d Eridnes the gap belwean
theoriss, frameworks, snd what |3 known to work and
atrategles... what 18 actually gons In
.to suppart the systematic Sl Sesin=
Integration of ressarch . by apalying theary-
avidanca Inbo practice. . irformed les o
Imipaoving patisnt ammmm evidence
outcomes and service ?Srﬁ neam;e;,n )
efciency. e SUEstaIned In practics.
1 (RS e AL MM et <IETy 8 ST
11
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How to describe a problem

1. Where is the problem?

2.  What do you want fo change?

3. What is the evidence for change?

4. Who is involved?

(3 TH | e S MRkl KBTS

12

Two ways to get started

1) Listen for problems 2) Look for evidence
= Clinical audits and benchmarking = Clinical guidelines
studies

= Systematic reviews
= Practice is mot aligned with the
evicence
= Unexplained variations

= Clinigian and consumer
complaints

= Colleagues who attend
conferences

= Joumal clubs

“ Implementation starts where evidence and practice problems intersect

4 T | R MBS MRy § S

13

Identify a clinical problem

Look for a clinical problem...

= That is perceived as important by many people.

= Where research evidence is not being integrated into practice

» Where there is variation between similar services.

= Where practice is not up-to-date with dinical guidelines.

T LT PRTSTNS MAERTAAL MTR § ST

14

Q, DenTEY

Many problems EXPLORE
exist 9

D EXPLAIM

T e TR | e S M KT § S

15
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Explore challenges in current practice

-j"“' Increasing research production_

Current Practice

1
Clinical guidelines often exist but
are not always used in practice. e

Aging population

Rapid digital innowvation

Workforce shortages.

T O TR | e A Mk <Ry § S

16

1. Where is the
problem?

identify the service, team,
and setting where the
problem occurs.

it may b= a hospital,
primary care clinic, aged
care facility, or community
senvice.

R eI WSS TR § T

17
What is shaping the problem?
Consider how the work setting
ama is keeping the problem in place.
Problems are shaped by
culture, structures, resources,
relationships, and routines.
T PN ———————
18
2. What do you want to change?
A
happening? heppening?
- i - .
SN R ————
19
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Describe what you want to change

. ® P i
= Program: coordinated activities to = [ i
accomplish a specific goal Frivcipien J _ P
- Practices: guidelines or \\V "
recommendations : eI s

= Procedures: work instructions or
sequences of activibes

» Products: tools or resources that
help achieve certain tasks E ‘\.

= Pills: drugs, medication schedules

o TH | RS TANT WERT k IIYy § DI

20

s |
3. What is the evidence for change?

A range of evidence, from different sources, is required to clarify what could
and ‘should” be happening

= Look for evidence-informed clinical practice guidelines
= Look for organisational evidence.

This evidence will describe potential future practice and outcomes.

(b TR | R RN WS Ty SIS

21

Emphasise the importance of the problem

Look for evidence that the problem is important:

Algnment wih Leadership support

Dwes the probiem Is thers recogniion Are there resources How would this
address key of the problem” avalisbie 10 act create sddtional
priortes? now? probems?

(3 TH | e S MRkl KBTS

22

4. Who is involved?

Identify people or groups who
« deliver,
- influence, or

- experience the problem.

They can actively shape or support
progress.

0 THGS | T RS MRl T ST

23
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Use practical tools to identify people

Look for a

* process map
= clinical practice guideline

» fiowchart

that describes clinical practice

Identify people prowiding and influencing - -
Care processes.

34 TR | I M ey 8 ST

24

Another practical tool

Map the patient journey

Create a visual representation of
how patients and families
experience health services...

= From their initial health need.
= Through accessing services,

= Receiving treatment, and

= Follow-up cars.

B CASE STUDY

Implementation of
evidence-informed
EXErCISE program
following cardiac
surgery, using median
sternobomy.

https://doi.ong,/10. 1016/ hle2025.06.008

B OMTRE | e W ey § e

B CASE STUDY

Keep Your Move in the Tube

Chanpge in research evidence from more to less restrictions.

I G e L
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B CASE STUDY

Tradifional rehabilitation

Upper imb activity and A more actve model of
fifing resirichions cardiac rehabhfitation

S TR et e iy § St

DISCUSSION

. Where is the problem?
. What needs to change?
. Who is invohlved?

. What is the evidence for
change?

B 04T | AT WL LRy § ST

Activity 1: Describe the problem (case study)

DISCUSSION: Review the problem

3 s 1 1. Where is the problem?
y.r*g“‘ 2,1.::ha.tpleed:tnd-angi?
i | “Bep Your Move in e Tube
n g

Clinical team
4 Why is there need for change?
Intemational guidelines

4 TS| PN WL Ty § ST

TRANSLATE INTO PRACTICE

Describe your problem.
1. Where is the problem. 3. Whao is involved
2. What needs io change. 4. What is the evidence for change

(b TEE | M ARG W Py S

31
Activity 2: Describe the problem (TRIP)
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Slide otes

Is the problem suitable for implementation?

TRIP R
DECISION e
TREE - :

32
QH-TRIP Decision Tree: Identify a Problem

Compare Quality Improvement and

Implementation

‘Quality Improvement Implementation

= Urgent local problem arcund = Problem where research benefits
workflow inefficiencies. are not being realised.

= Problem-solving strategies used = Implementation plan needed fo
to find root cause/s and make help people actually use the
care safer, more eficient, and evidence in the clinical guideline.
reliable.

= Progressive trial and eror until
the best solution is found.

I T RSN WS AL Y § TOEN

33

[ e —]
Compare Research and Implementation

Research Projects Implementation

= Problem where the answer is not = Problem where research benefits
known. are known but not being realised.

= Research experfise is required to = Implementation expertise is
design a study to address the required to influence people to
question. use the evidence in practice.

= Research project is required to
answer the question.

B4 O TR | PRaTT M I § SO

34

e
Connecting it all together...

Aim to choose the right approach at the right time
- Research discovers what works.

= Implementation ensures people use what works.

= Quality improvement refines existing workflow problems.

Discuss with peers and mentors to clarify every situation.

B O TR e o M e ey § e

35
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DISCUSSION

L ‘S.r Discuss why / how the case
; *1

study is an implementation
problem.

M 04 TR | esrear " R, ST

DISCUSSION: Confirm the problem

; Research is clear about what is
effective movement in hospital
and home.

7 }

Ty
i \ "
\ a *"‘

Implementation is required to
understand why current practice
is inconsistent.

TRANSLATE INTO PRACTICE

s your problem an implementation problem?

¥

S| AT EANS MR Al Ty ST

38

Learning Objectives: Progress update

Define a dinical problem that is suitable for implementation.
Clarify why this problem is important.

I LT IRTSTNS MAERTAAL MR § ST
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[ e
Systems thinking can help

Problems are part of a larger, interconnected system.
L. Systems: elements, connections within a boundary.
;h Elements: serviges, structures, processes, resources.

',;: Connected by pecple working with and influencing each ather.

R L

40

[ s ——
Change in health systems

Systems thinking helps to look beyond the individual problem to
understand the patterns shaping practice.

= Relationships connect the elements and shape how they function.

= Patterns emerge from common pathways and interactions.

Orver time, systems are adaptive, and workarounds and solutions
emerge from within.

A TR e, WAL LT § SO

41

Complexity in human systems

o
e

In patients who have chronic and complex conditions, treatment for
one condition may impact on others.

TR | e e M oSy § S

42

Complexity in healthcare systems

Complexity also exists in health organisations

= Achange may appear simple, but making change in complex
systems can be challenging.

Complex systems are dynamic and relational

= Interactions matter more than individual components.
= Effects ripple in unpredictable directions.

= Context influences what ‘works'.

21 O TRE PRreTmaNT WAESTAL Ty § SO

43
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Look to understand the system

Relationships and routines exist beyond roles, workflows, and protocols.
How people enact protocols varies.

Look within the system tao:

= Clarify what's working {and why).

= Spit where things get stuck.

= Understand where to focus your efforts.

The Complexity Lens

WO TREE | roere e M (R 8 ST

44
| s |
Every clinical setting contzins:
Multiple =
problems existin
complex systems
Priartisation Is Important.
ﬂuﬂ_‘;ﬁ
uninternupted dsmpion.

Discuss what matters most

Does the problem compromise patient safety?

Does the problem contribute to inequity, risk, or inefficiencies?
‘Where do people experience frustration most acutely?

‘Where is the biggest gap between evidence and practice?

Are there people with time and resources to address this problem?
Are the conditions favourable right now?

)

TR e WS R, § T

46

Prioritise by value and impact

VALUE

= Clinical benefit
- Patient experience

=T
- Safety
- Evidence-informed

AT TR | roere s M Ky 8 ST

47
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| .|
Reduce low value practices

De-implementation: to reduce or
stop ineffective, cutdated, or non-
evidence-based practices
An implementation plan is
e.g. X-fay for non-specic low back pain necessary to change clinician
behaviour and patient
Dis-investment- to reallocate ex?ectahnnsdwéien q:iactme L=
resources toward higher-valus not supported by evidence.
altematives.

e.g. Personalised exerclse program

WO TR | e e M oSy § S

48

I B i
Disinvest in low value care

Sometimes improvement involves stopping something that no longer adds
value.

= Health systems accumulate rather than remowe practices.
= Clinicians inherit routines shaped by culture, history, convenience.

Without intentional review, low-value practices quietly persist

TR TS WAL Y § STOEn

49

[
Review evidence integration in clinical practice

UNDERUSE

Inconststent application
of EVIIENCE.

B LT IRTSTN WAL MR § SO

50

B CASE STUDY:
DISCUSSION

Why this problem
s Underuse

Inconsistent Practices that
application of no longer add
the new value are still

guideline. being used.

B TR roerenein e ity § S
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DISCUSSION

f S. 1 Discuss why this case study is
an important problem that
; ‘/' \‘) needs to be addressed.
.. I &

— -—

B 04T | Ipremicn Vs ity § ST

52
Activity 3: Discuss the importance of the problem

TRANSLATE INTO PRACTICE

1. Where is the problem? = |5 the research being consistently
2 What do you want to change? integrated?
= |5 the problem relevant and
important?
53
Activity 4: Reflection — Describe your own clinical
problem

Close: Review Learning Objectives

You can now:

Clarify why this problem is important.

B TR | IaTT W T § SO

54

[ ==
Next: Evidence to support change

Are you raady to
collate the evidencs?

55
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Thank you.

Mext Module: Evidence o Support Change

With thanks to
Sharom Mickan
Mosaic Health Consulting

M4ESAIC

S Hlnﬁ"ﬁ cﬂ-djlx”l'i, —

L TE | TN W (T § ST

57
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Appendix

Template: My personal learning goal

Activity 1: Describe the problem (case study)

Activity 2: Describe the problem (TRIP)

Activity 3: Discuss the importance of the problem

Activity 4: Reflection — Describe your own clinical problem
QH-TRIP Decision Tree: Identify a Problem

o 0~ w NP

Implementation Masterclass - Module 1: Identify a Problem Participant Handbook Page 21 of 27



A.1 Template: My personal learning goal

My Personal Learning Goal Date:

Implementation Masterclass - Module 1: Identify a Problem Participant Handbook Page 22 of 27



A.2 Activity 1: Describe the problem (case study)

1. Where is the
problem?

2. What do you
want to
change?

3. What is the
evidence for
change?

4. Whois
involved?

Implementation Masterclass - Module 1: Identify a Problem Participant Handbook Page 23 of 27



A.3 Activity 2: Describe the problem (TRIP)

1. Where is the
problem?

2. What do you
want to
change?

3. What is the
evidence for
change?

4. Whois
involved?

Implementation Masterclass - Module 1: Identify a Problem Participant Handbook Page 24 of 27



A.4 Activity 3: Discuss the importance of the problem

Parameters Describe Local Problem

Does the problem
compromise patient
safety?

Does the problem
contribute to inequity,
risk or inefficiencies?

Where do people
experience frustration
most acutely?

Where is the biggest
gap between evidence
and practice?

Are there people with
time and resources to
address this problem?

Are the conditions
favourable right now?
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A.5 Activity 4: Reflection — Describe your own clinical problem

If you’ve identified your problem...

Where is the problem?

What do you want to
change?

If you're looking for a problem...

Is there a problem where
research evidence is not
being consistently

integrated into practice?

Is this problem relevant
and important?
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A.6 QH-TRIP Decision Tree: Identify a Problem

TRIP SR,
DECISION |
TREE

I WANT TO...

Is it change to an existing local Is there existing evidence to support
system? change?

. " " .

Change to an There is a gap
existing local Nree\:t?‘:gtigrrl\:‘f;cgrf\t There is a gap in :\:tdween thﬁ
system, process or research ence an
¢ workflow. healthcare system current practice
: . . .
This might be a m This could be a It might be time to take a
activity. project HHE
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