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About this Guide
Creating a supportive space for innovation adoption and adaptation increases

the likelihood for successful uptake. Making this a time-limited, structured
programme also means that the milestones are clear and there is an end point
that everyone can work towards for benefits realisation. This guide highlights

the important aspects of designing and managing a supportive space as part of
the Support and Share Step of the CAAI methodology.
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About this Toolkit
The Connecting for Adoption and Adaptation of Innovation (CAAI) methodology Toolkit brings
together guides, frameworks and How To resources. CAAI was developed for leaders and
innovation/improvement/research leads in health and care organisations or networks that
work over a large geographical area or for services that look after a sizeable population. 

When running a support programme, there are often benefits from economies of scale, and
this toolkit puts forward guides which are best applied to a number of innovations and/or
adoption sites at the same time. This means that there are opportunities for peer learning
and sharing experiences from different care settings and work contexts. Greater benefit may
be observed when this can take place across organisations or wider networks, especially
within health and care systems supporting 3 to 5 million people.

This guide is one of four that has been developed as part of the CAAI Methodology Toolkit
and authored by a team from the Bevan Commission, working closely with Professor Nick
Rich, Swansea University. For more information, please visit our online resources at
bevancommission.org/caai-methodology.

Authors and Acknowledgements for this guide: Dr Rupa Chilvers, Siôn Charles, Helen Howson and Johanna Brown all as part of the
Bevan Commission team and Professor Nick Rich, Swansea University working with Dr Lauren Barr and Eleanor Shaw (editorial
support) and Katie Shelley (illustrator).

https://www.bevancommission.org/caai-methodology


The people involved

Adopters (usually working with their
teams) at the practice level have seen the

benefit of the innovation and want to
make it work in their Adoption Site.

Working with multiple adoption sites
helps maintain the momentum for the

spread of innovation.

Innovators are part of the
team that developed the

innovation and are passing it
on because it is known to

work. They may or may not be
working with a team.

Leads work in the establishments
and entities including networks

who are seeking the benefits from
the innovation and want to
increase the likelihood of

successful uptake.

4 | CAAI Methodology In Action: Supportive Spaces 



Successful adoption
Spaces that bring together the people, the resources and the physical/digital infrastructure to

wrap support around the innovation adopters and their teams (and sometimes innovators) can
lead to faster and more successful adoption. The supportive space begins where the innovator

pathway ends (the red dot below), and it is specifically designed for the innovator adopter
pathway. 

Stage 1. Identify the opportunity and
make a decision to adopt

Stage 2. Begin the adoption activities
and plan for an introduction

Stage 3. Adoption starts with
adaptation where required

Stage 5. Share learning based on
uptake of the innovation

Stage 4. Track progress, consider post-
adoption, and relevant measurements

4. Share

3. Support

1. Promote

2. Decide

Five stages of the Innovation adopter pathway 
with the CAAI Methodology Four Steps

End stage of the
innovator pathway
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Where in the Four Steps 
does this fit?

The adoption and adaptation of innovations starts with an identified need or emerging
opportunity for change and the selection of an innovation or a set of innovations (the Promote

and Decide Steps). A supporting space has structured activities and outputs as part of the
Support and Share Steps. 

Enrolment to a supportive space is through a decision to adopt,
with innovations being prepared for adoption,
Structured activities for innovation adopters and 1-2-1 support
for localised implementation activities are based on the tested
Inputs and Outcomes framework,  
Tracking of the activities carried out in the supporting space
helps tailor the support and is part of managing the adoption
process
Sharing widely moves the innovation towards wider impact
across most or all eligible sites when success is in place in a few
adoption sites. 

Important
contributions of a
supportive space
as part of the
Four Steps
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Quick recap
 

7 | CAAI Methodology In Action: Supportive Spaces 



Adaptation of the
Innovation

Adaptation is about the changes being made at the time of adoption so there is a good fit
for the innovation in the local adoption context. There are different ways in which

adaptation may need to take place. 
 

Firstly, the local context has to adapt and flex to
allow in the innovation. This is adaptation at the

adoption site level or the system in which the
adoption site is working. 

Secondly, there may be adaptation needed
to the innovation itself, and this is about the
innovation being made relevant to the local

context. 

By including adaptation (of the local context or the innovation), new risks may be created, for example,
scope creep which delays adoption and increase the complexity of the project. Early understanding of the

adaptations required and the extent to which they will impact the adoption needs to be carefully
considered. However, it is important to understand that adaptation is a common occurrence and may

make the difference for successful uptake of innovation. 
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The Four Steps 
There are four major steps that need to be followed when applying the CAAI methodology

in a health and care system. These steps are usually applied by an organisation, or a
network on behalf of a number of organisations or for a common goal of improving or

transforming care and services. 

1. Promote

3. Support

2. Decide

4. Share
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Hosting a supportive space for the lead adopters and their
team members. This is a trusted and accessible environment for
the adopters and their teams. Working with partners, where
possible, as part of a multi-organisational approach, gives an
opportunity for peer learning. As a result, innovations may be
scaled faster across the health and care system. 

3. Support

10 | CAAI Methodology In Action: Supportive Spaces 



An intensive exercise in communicating the key learning and
impact. Communication, as used here, is about the projects and
engaging future adoption sites for wider uptake of innovation. This
includes providing 'quick to share' materials and a platform to
openly discuss learning and wider uptake by future adoption sites
and decision-making.

4. Share
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Timings for a programme

4. Share

3. Support

2. Decide

1. Promote(-) 4 months

(-) 2 months

12  months

(+) 3 months

= around 21 months
from start to finish

Supporting innovation takes time, whether that's days, weeks, or months. This process can be rapid, but it
cannot be hurried. Time is needed for reaching the decision to adopt (and carrying out the due diligence),
and then the work needs to take place for the introduction and uptake, followed by sharing for wider
impact. 

Timings for a programme should take into account the notice periods required by clinicians and
practitioners to schedule this work into their day-to-day commitments without impacting on service
delivery. The sequential major and mini steps also need to be considered alongside the number of adopters
and innovations and the time required to complete the structured activities. This is an example time
sequence for a 12-month programme with a set of tested innovations. A shorter cycle can be applied for
smaller-scale adoption projects. 
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Inputs and Outcomes
An inputs framework helps make sense of what an organisation or network needs to consider

to support innovators and adopters. An outputs framework helps to show whether innovations
have an impact or not. Together they form the basis of the support that is needed for success

and outcomes that are tracked when supporting adoption of innovation.
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Making the connections
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Designing a supportive
space
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Who is receiving the
support?

The supportive space is for the innovation adopter and their team. These are the ‘doers’ in the
adoption site and will be involved in the technical detail for the innovation adoption. In addition,

the space may involve the innovator, supporting them in bringing their expertise 
and knowledge.

It is important to note that some innovations may not
require the innovator to be available or actively

involved, and this can be determined at the start of
the process.

It is likely for many innovations that there may be
multiple sites with a number of innovation adopters

across the organisation or across a number of
organisations. 
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When a decision is made that the adoption sites are solving a problem or making health and care more
sustainable by changing the way they work, a supportive space is created to enable the innovation to be
successfully adopted and follow through on the expected benefits. 

The supportive space may be working with up to 40-60 individuals depending on the teams required for
the change, or this may be for around 4 or 5 innovations working across a few adoption sites. The size of
the supportive space will be determined by the resources and team available to support. It may be
possible to set a more dedicated resource with a supportive space designed for 100-150 people working
on 10-15 innovations. 

Whether there is a dedicated resource or not for this space is important to carefully consider. If the
support is seen as a supplementary or an optional resource within an organisation, it may be subject to
disruptions which would have a significant impact on a large cohort receiving support. Once initiated,
the supportive space needs to remain stable, accountable and engaged, regardless of what is
happening over the time period. Its day-to-day work needs to be protected from other disruptions or
priority activities that the wider organisation(s) may be facing. This is why a team effort across
organisations may be required to run a supportive space. 
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Working alongside the
usual priorities

Remember that the adopters and the doers within the adoption site have this as part of their day-
to-day remit, but are rarely given a full-time allocation of their time to complete this process. So,
you may have to support people who are juggling their usual priorities with the adoption work

that is taking place. The supportive space needs to be constantly reviewed to make sure it meets
the immediate needs of the innovation adopters. 

There may also be ‘new recruits’ at an
adoption site during the time that you are

delivering structured activities and the
supportive space will need to take this into

account. So, it may be important to factor in
an induction session part way for people who

were not present at the start, with an
opportunity to join part-way. 

Similarly to new recruits, there may also be
opportunities to bring in new adoption sites

during a programme (instead of waiting till the
end). The process for this needs to be clear and

can be faster because of the learning gained
from the first few adoption sites. This will need
consideration for the supportive space and how

it runs.
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Main features of
supportive spaces

The ability to connect with others working on innovation adoption is really important in a
supportive space to increase the pace of change and share learning. A supportive space would

ideally welcome groups of adopters and they may be working on different innovations. This can
have added benefits because it gives the opportunity for learning across other health and care

settings where innovation adopters may be working through similar challenges. It is also an
efficient and prudent use of the supportive space.

The structured support is a team effort bringing
in different types of expertise. This can be

delivered online or in-person, and the usual
considerations for accessibility and

opportunities for ad-hoc 1-2-1 support will be
important. The stakes are high for all the

projects, so this is about reducing the  risk for
the participating projects.

A supportive space may operate for shorter
or longer cycles and look different

depending on the context in which it is
operating. The structured activities guide the

design and delivery whilst the day-to-day
working of the supportive space can be
tailored to the available resources and

skillsets in the team.  
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Get someone to draw the detail or send visuals on how exactly it would look and work in context. This is
harder when it is a service level intervention, but can still be achieved with the right approach and using
techniques like photo stories or recorded walk-throughs.
Ask the people with the knowledge to write it all in an instruction manual including detailed explanations
of what goes where, tips and tricks, and what to expect. You may want to host workshops and train the
trainer sessions as part of this process.
Try interviewing using the think-out-loud technique, record this and make it accessible to the adopters.
Adopters and their teams from a number of adoption sites may be able to listen and learn at the same
time if this took place as an information briefing or online. 
Show the adopter how it is operating on location. This can be through in-person visits to a site or joining
in online, with all the permissions in place for visitors. This approach may be essential for more complex
innovations, and a few different perspectives may be required as part of this. 
Use the How to Box up your Innovation resources to produce a metaphorical or an actual box that
provides all the information and readily available resources for adopting the innovation in a new setting. 

Getting the information to
the adopters

One of the structured activities or the 1-2-1 support for the adoption sites will be to ensure that
the adopters have as much information as possible to apply the innovation in their care setting or

context. This can be done in a number of ways as illustrated here.
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Managing a supportive
space
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Start and stop the clock
 

A
Initiate a

supportive
space and a set

of structured
activities

B
Start the clock

and the
structured
activities in

the supportive
space

Build in points
for connections

and for
reviewing

pauses where
they take place

C D
Review if 

 national or
regional

uptake can be
applied for

greatest
benefit

Stop the clock
and the

structured
activities in the

supportive
space and

share

E

22 | CAAI Methodology In Action: Supportive Spaces 



A
Initiate a supportive space

and a set of structured
activities

Once adopters and innovators are selected to access the
supportive space, the rules need to stay consistent for
entry. This reduces the likelihood of scope creep and also
remains clear for the participants that they are in the
supportive space because of the clear criteria they fulfilled.
This consistency will support a sense of belonging and
shared experiences for the participants. 
Timetabling structured activities for the entire programme
is desirable (giving a minimum notice period of 6 weeks). As
adoption sites may have different people involved for the
structured activities, putting in clear guidance on exactly
what time and where these activities are taking place ahead
of time is important so that they can plan their day work
around the agenda.
Taking a proactive approach to managing the supportive
space ensures that there is accountability and transparency
about the progress being made. 

Designed into supportive spaces
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B
Start the clock and the

structured activities in the
supportive space

5

Ad-hoc 1-2-1 support may take place at the request of the
adopter, innovator or team member. It may also be called by a
facilitator the supportive space depending on the feedback
they are receiving or information available (or not available)
about progress on adoption sites. 
Based on the team already in place in the supportive space, it
may not be necessary to bring in coaches or mentors. If this is
the case, it is important to 'refer' innovation adopters and their
teams to relevant organisations and individuals where
additional support is required.  
Avoid bringing in ‘experts’ into the supportive space as the
adopters and innovators are leading this for their context and
they can bring in their own experts as needed. 
Teach new skillsets that will be needed for this and other
similar activities, but sometimes pace may be affected.
Successful outcomes in a time limited programme may benefit
from bringing in skillsets that the participants don’t have,
cannot easily access or for skills that they may not be need on
a regular basis. 

Organising the content of the structured activities
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C
Build in points for connections

and for reviewing pauses
where they take place

Adopters, their team members, and innovators can share
learning and ask for support with trust and a focus on
confidentiality. When these spaces are run within the
organisation where the participating individuals are working,
careful consideration needs to be given as to how this will be
achieved.
Giving time for the project teams to connect is important to
include as part of structured activities, especially if they are
reflecting on what they have just learnt.
Although the team running the supportive space cannot hold the
risks on behalf of the adoption sites, they may be able to provide
guidance or put in additional time and resources to fill some of
the immediate gaps and support a project to keep moving. 
Discussions on pausing a project that is experiencing substantial
barriers may take place during 1-2-1 support sessions. As part of
this, the team can help an adopter develop a strategy on how
they can ‘unpause’ their project as soon as the opportunity
arises. 

Designed into supportive spaces
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D 5
Review if national or

regional uptake can be
applied for greatest benefit

The team managing the space can support evidence
generation for future adoption sites. Gaining a deeper
understanding of the adaptation being worked through by
the adopter will give important clues to the level of support
required and what future adoption sites may need to
consider. 
When scale looks feasible, it may be possible to support an
upward spiral within the same programme. Working with
all the adoption sites and the innovator, it may be possible
to bring in new adoption sites part way through the
programme. This is encouraged and processes can be pre-
determined for this or based on bespoke processes
depending on the innovation. 
There may be financial implications for an organisation or
network when it comes to wide scale adoption. Depending
on the procurement and investment rules in place, it may
be important to revisit the Four Steps and make sure that
all the necessary mini steps have been followed as part of
the Decide Step.

Playing a facilitative role
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E
Stop the clock and the

structured activities in the
supportive space and share

The pace of change is also affected by other competing
priorities. By structuring the activities within a limited
timeframe, adopters can be engaged with a set of
expectations for showcasing the adoption process and the
dates can all be scheduled ahead of time.
As part of the supportive space, having regular sessions to
share updates (and the showcase at the end) creates an
expectation of a public or external-facing summary of
progress. This forms an important part of reflection and
review of progress anyway.
Preparation for the online updates and showcase also
focuses the team's efforts as they prepare for post-adoption
activities. In the case of abandoned or paused innovations,
this gives an opportunity for future adoption sites to learn
(and also possibly the innovator).
Some adopters (and their leaders) may align major decision
points for continuation around the timing of the support
programme, however this should be discouraged and efforts
should be made during the programme to timetable such
decisions based on the evidence being generated from the
adoption of the innovation. 

Putting a stop to the adoption activities

27 | CAAI Methodology In Action: Supportive Spaces 



Structured activities are always delivered or made accessible through the supportive space. This
does not mean that the team running the supportive space needs to actually deliver all the
activities, but they definitely make sure that it is in keeping with the overall aims of the supportive
space. 

It is possible to have guests attending during structured activities. This works as long as they are
briefed or the sessions are hosted by someone who is fully engaged in the overall programme and
what the projects are trying to achieve. This is not a generic learning programme, and so a 'drop-in'
expert type activities should be avoided. 

All structured activities need to be aligned to the goal of the supportive space in increasingly the
likelihood and speed of the adoption of the new innovation. If the activity is delivered by a partner,
the team in the supportive space will manage the communication with the participants and ensure
that they feel supported in engaging with the additional activities. 

Structured activities
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Number of interactions

Getting
started

Structured
programme starts

Intermittent network days
and 1-2-1s and tracking of

progress 

Getting results together
and starting to close the

programme

Sharing for future
adoption sites

This is an illustrative chart for the level of engagement
and interactions (with all the participants) including 1-2-1

support and for tracking of progress. The steeper the
chart, this is an indication of more interactions taking

place in a short period of time. A supportive space should
be accessible and ready to manage these interactions in

a timely way. 
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Printable Resources
 

START AND STOP
THE CLOCK

NUMBER OF
INTERACTIONS

A summary of the
stages to follow

for a programme

An illustrative
guide on the

activity through
the progarmme

MAKING THE
CONNECTIONS

An overview of
innovation

adoption and
adoption in action
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Getting
started

Structured
programme starts

Intermittent network days
and 1-2-1s and tracking of

progress 

Getting results together
and starting to close the

programme

This is an illustrative chart for the level of engagement
and interactions (with all the participants) including 1-
2-1 support and for tracking of progress. The steeper

the chart, this is an indication of more interactions
taking place in a short period of time. A supportive

space should be accessible and ready to manage these
interactions in a timely way. 
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Toolkit, how to, and
online resources 

bevancommission.org/caai-methodology

Guide 1. Getting Started - covering some of the
definitions and main concepts that are important for
applying the CAAI Methodology.

Guide 2. The Four Steps - a step-by-step guide,
from selecting the innovation, to providing support,
and showcasing the learnings.

Guide 3. Inputs and Outcomes Frameworks - an
overview of the evidence-informed conceptual
frameworks important for increasing the likelihood
of successful uptake. 

Guide 4. Supportive Spaces - detailed information
on how to design and manage a physical/digital
space and structured activities to support the
innovation adopters and their teams.

Resource 1. How to Box up your Innovation is for innovators and
people who work with them. It will help bring together the information
that adopters need to get started and use during the introduction and
uptake of the innovation in their context.
 
Resource 2. How to complete the A3 Project Chart is for each
adoption site to use, and is completed at the beginning and at each key
stage of the project.

Resource 3. How to complete a swim lane supports the use of the A3
Project Chart, and follows a guided exercise on representing the current
(as is) and future (redrawn) sequence of work.

Resource 4. How to Measure Change using the ‘Rich Layer Cake’ is for
innovators and adopters to help select the right types of measures, and
work through the lessons that can guide implementation. 
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