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IMPLEMENTATION PROCEDURES 
 

This document is intended to provide implementing organizations with a general 

framework for the steps, expectations, and requirements of implementation. It is not 

intended to be a comprehensive outline, but rather to offer baseline guidance. This 

document does not include detailed information on Program fidelity, counselor roles and 

processes, or Leader responsibilities, as these topics are covered in training and 

supplemental materials. Organizations are encouraged to contact The Seven Challenges, 

LLC (The Seven Challenges) at any point with questions or ideas, and to maintain ongoing 

communication throughout implementation. 

 

ADMINISTRATIVE & STRUCTURAL 

 

• Administration agrees the organization will become licensed to use The Seven 

Challenges Program and commits to fidelity of implementation. Implementation 

includes the Initial Training, Support & Professional Development Calls, designation 

and maintenance of one or more Seven Challenges Leaders per site for service in a 

given service year, Leader Training, appropriate use of materials, completion of QA 

instruments (surveys, client questionnaires, Journal reviews, clinical skills evaluation, 

etc.) and the annual Support/Fidelity Visit. In the event of Leader turnover, The Seven 

Challenges must be notified immediately. 

• Administration makes a clear written statement to the counselors and staff that the 

Seven Challenges Program will be implemented for adolescent and/or adult drug 

treatment by the organization, with full fidelity, and that training and the required 

follow-ups are mandatory for all counselors delivering the Program, their supervisors, 

and the staff. (Sample letter is provided during implementation preparation.) 

• Administration understands the Seven Challenges Program is a therapeutic treatment 

model for clients who have a substance use problem, or for those who have co-

occurring issues. This is not an educational program with published ‘curriculum’, and 

it is required that Seven Challenges facilitators, at a minimum, have a background in 

basic counseling skills. (Seven Challenges offers foundational session facilitator 

training for organizations needing to improve basic skills.) The organization’s Seven 

Challenges Leader must be a master’s level clinician and will be charged with 

overseeing the implementation and use of the Program. 

• Administration commits to orienting families and the interested community partners 

(schools, courts, foster care system, probation department, etc.) to the Program for the 

purposes of increased understanding, to avoid misunderstanding, and to promote 

service coordination. 

• Administration commits to work toward policies and program structure consistent with 

The Seven Challenges approach. 

https://sevenchallenges.com/contact-us/
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TRAINING & CERTIFICATION 

 

Program Initial Implementation 

The Initial Training provided by The Seven Challenges is required for all counselors who 

provide Seven Challenges services and case managers with clinical responsibilities. 

Participants must arrive on time, attend 100% of the training, silence phones, and arrange 

coverage in advance. For remote training, trainees must join from a computer with audio, 

camera, and microphone capabilities. Cell phones and shared computers may not be used. 

Full attendance – camera on for all remote sessions – is required for certification. At least 

two weeks in advance of the training, the organization will provide each trainee with The 

Seven Challenges Manual, and they must read it cover to cover. Each trainee also views 

The Seven Challenges Training Video. 

 

Ongoing Training and Orientation 

Counselors and case workers with clinical responsibilities that are hired after the 

organization’s initial implementation must complete training in the Seven Challenges 

Program within 90 days of first hire. Training can be facilitated via Internal Training from 

a certified Seven Challenges Leader or through attendance of a general remote Initial 

Training facilitated by The Seven Challenges. 

• Internal Training includes the complete reading of The Seven Challenges 

Manual, the full viewing of The Seven Challenges Training Video, and 

completion of the Orientation Assessment prior to the Internal Training. In 

addition, new clinical staff receive seven hours of internal Seven Challenges 

training facilitated by a certified Seven Challenges Leader within the 

organization to ensure readiness for client work. Internal training is limited to 

1-3 staff at a time and must be completed within 90 days of hire.  

Note: Details regarding Internal Training procedures are covered in detail during 

Leader Training. 

• Initial Trainings facilitated by The Seven Challenges are offered throughout the 

year for a registration fee and prepares staff to deliver the Program to clients. 

Each trainee must receive The Seven Challenges Manual at least two weeks 

prior to training to read cover to cover by the start of training.  

Note: Organizations with a large number of staff to train, or those seeking face-to-

face training, may request an agency-specific Initial Training. Please contact The 

Seven Challenges to discuss scheduling and logistics. 

Support Staff 

When The Seven Challenges is initially implemented all support staff will be oriented by 

the Leader. Orientation includes the viewing of The Seven Challenges Training Video, and 

the Leader will facilitate an additional 90 minutes of discussion, roleplays, and orientation. 

New hires will receive the orientation as part of their overall training. Leaders meet with 

https://sevenchallenges.com/contact-us/
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support staff periodically to keep them oriented to The Seven Challenges approach. (This 

is outlined in the Staff Training Handout and taught at Leader Training.)  

The Seven Challenges Leader  

By the time of the Initial Training, the organization designates one or more potential Seven 

Challenges Leaders who will attend Leader Training within 1-3 months following the 

Initial Training. (Initial Training is a prerequisite to Leader Training.) Leaders are 

responsible for Program oversight and monitoring for Program fidelity internally. Leaders 

are master’s level clinical supervisors; they must have supervisory authority over Seven 

Challenges counselors and case managers, and advanced clinical skills are required. 

Organizations will maintain at least one trained Leader per site for service during a given 

service year.  

Responsibilities of The Seven Challenges Leaders include but are not limited to weekly 

individual or group supervision of counselors with a focus on implementation issues and 

clinical skills associated with the Program. Leaders will conduct session observations and 

Journal reviews for each clinician working with Seven Challenges at least quarterly. At 

minimum one Leader from an organization must participate in each Support & Professional 

Development Call (or have a Seven Challenges-trained counselor or executive as a 

substitute if the Leader is unable to attend). Counselor support and learning groups will be 

facilitated by the Leader at least monthly during the first 6 months of implementation and 

quarterly thereafter. The Leader will document the training and supervision of all staff and 

counselors and ensure all QA documents are completed, organized and available for review 

at the time of the Support/Fidelity Visit. Leader functions may be divided among different 

individuals, providing they have each attained Leader certification.  

Note: Program fidelity and Leader responsibilities are introduced during Leader Training 

and are not fully detailed in this document. 

Leaders are authorized to conduct internal training within the licensed organization. This 

ensures that when there is turnover, new staff can be oriented using the method taught in 

Leader Training. Internal training is limited to 1–3 staff members. In cases of extensive 

turnover, or when a new site or service level requires training of multiple counselors, the 

Leader must contact Seven Challenges to discuss next steps. 

If the Leader leaves the organization or changes positions, The Seven Challenges will be 

notified immediately. A new Leader will be identified who has attended the Initial Training 

or will attend an authorized Initial Training and then attend The Seven Challenges Leader 

Training. This must happen within three months. If this cannot be completed within three 

months The Seven Challenges shall be kept informed of the plan and progress.  

o If a clinical director or administrator who oversees Seven Challenges 

programming leaves the organization or changes positions, The Seven 

Challenges will be notified immediately. The new director or administrator 

will be briefed in the implementation procedures and expectations by a 

Seven Challenges representative. 

https://sevenchallenges.com/contact-us/
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USE OF SEVEN CHALLENGES MATERIALS 

 

Use of Published Materials 

1. All counselors and case managers with clinical responsibilities have The Seven 

Challenges Manual as a reference and have read it entirely. Other staff members 

have access to the Manual. The Seven Challenges Training Video is viewed by 

trainees in advance of Initial Training and used by Leaders to orient and prepare 

new counselors and support staff. 

2. The organization will ensure that adequate Seven Challenges materials are 

available for clients, counselors, and staff, and that a system is established to 

facilitate client access to these materials. 

3. A Seven Challenges poster and the Working Sessions poster are displayed in each 

room where sessions occur. 

4. Ample time for clients to work in The Seven Challenges Journals is provided and 

specified in schedule. 

5. Clients who need reading/writing assistance receive help. 

6. Use of The Seven Challenges Journals follows the principles outlined in The Seven 

Challenges Manual and training documents.  

7. Certificates of Completion are issued to clients after completing each Journal. 

 

Note: All published materials are protected by copyright and may not be reproduced, 

distributed, or photocopied in any form without express written permission from The Seven 

Challenges. 

 

CLINICAL CORE PROGRAM ELEMENTS 

  

Types of Sessions 

• Seven Challenges sessions can be individual, group, or in home. Incorporate work 

on drugs, life skill deficits, and co-occurring issues. Incorporate Courtesy Relapse 

Prevention® and relapse prevention as appropriate. Group size will be limited to 8 

participants. Clients will have at least one session (group or individual) per week, 

lasting a minimum of 80 minutes, in addition to journaling time, and will be given 

ample time during sessions to work on issues. 

• Journaling sessions are proactively supervised, individually or in groups. 

• Teaching life skills and addressing co-occurring problems is an integral part of 

basic Seven Challenges sessions. In some organizations these skills and issues are 

also addressed in other counseling sessions. Work in these other sessions should be 

cross-referenced. For example, those who are providing anger management classes 

should be relating their work to The Seven Challenges. Those doing Seven 

Challenges sessions should be relating their work to anger management classes. 

• Family/multi-family – For adolescent clients receiving help for drug problems 

who are either living in a family or will be returning to one, so addressing family 

issues is essential in The Seven Challenges. Family sessions or multi-family 

sessions should be integrated in the Program whenever possible. Clients need help 

in learning to cope with family issues. 
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• Trauma recovery – A substantial percentage of clients in drug treatment programs 

have been victims of sexual or physical abuse, or have witnessed traumatic 

violence, sometimes in their own home. The Seven Challenges promotes openness; 

thus, trauma issues are often exposed. It is important to provide help with trauma 

recovery, which is a specialized clinical expertise. Skill building on trauma issues 

such as safety, trust, boundaries, and identifying threats are built into the Seven 

Challenges Program. Counselors should proactively explore whether clients have 

trauma issues, provide support in skill building to work on trauma recovery within 

the Program, and refer to a trauma specialist as indicated. 

• Treatment Considerations – The Seven Challenges Program is adaptable and has 

been implemented successfully across a wide range of settings to serve diverse 

populations. The model is flexible and can be individualized to meet the needs of 

participants, families, and groups with varying backgrounds, experiences, and 

levels of support, while maintaining core program principles. The Seven 

Challenges works with participants across differences in gender, race, culture, and 

literacy levels. Implementing organizations are encouraged to contact Seven 

Challenges to discuss specific considerations, adaptations, or questions related to 

serving their unique populations and incorporation of other modalities. 

 

Treatment Plans.  

Treatment objectives and goals with regard to drugs are holistic and consistent with the 

philosophy of The Seven Challenges Program. Appendix Two in the Manual contains 

sample counseling goals for The Seven Challenges. 

  

Use of Seven Challenges Clinical Skills.  

Counselors learn and use Seven Challenges counseling skills that are taught during 

training, listed in the document “The Seven Challenges Clinical Skills”, and explained in 

The Seven Challenges Manual. 

 

Journal Responses. 

The Journals are not “workbooks” or assignments for the client to complete. Rather an 

interactive and private written exchange between the counselor and client. Counselors 

provide written responses in the client Journals as part of the Supportive Journaling® 

process, using Seven Challenges clinical skills, and adhering to the principles outlined in 

The Seven Challenges Manual (pages 101–114) and related training materials. 

Administrators will ensure counselors have sufficient time to engage in the written 

exchange. Support for the journaling process may be addressed during Support and 

Professional Development Calls and is a component of the Support/Fidelity Meeting. 
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