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ImpleMap: Exploring the Implementation Landscape
Dean L. Fixsen and Karen A. Blase
Active Implementation Research Network
Implementation supports for interventions
Implementation capacity is embodied in Implementation Teams. An Implementation Team
consists of three or more full-time individuals who know interventions well, are skilled
specialists regarding implementation science and best practices, and are well-versed in the many
uses of improvement cycles to continually advance practices, organizations, and systems.
Implementation Team members do the work of implementation in organizations and systems.
To create an Implementation Team, current positions are re-assigned, functions are re-purposed,
team members develop new competencies, and reporting relationships are re-aligned so no new
costs are added. Implementation Teams are built into organization and system structures to
provide lasting and sustainable supports for using a variety of evidence-based interventions and
other innovations fully and effectively. Implementation Team members conduct ImpleMap
interviews.
Mapping the implementation landscape
Creating implementation supports in human service provider organizations is not done in a
vacuum. There already are efforts underway using the do-it-yourself approaches that
characterize the vast majority of current attempts to use interventions in human services. Surveys
of human service providers conducted by the Active Implementation Research Network reveal
areas of strength, areas of overlap, gaps, and degrees of integration and fragmentation when
assessing current implementation efforts.
When creating implementation capacity in a “new” organization (i.e. developing Implementation
Teams to provide supports that are effective, integrated, efficient, and sustainable), the first task
is map the current implementation landscape. The goal is build on current strengths and collect
information to inform planning the best path toward developing implementation capacity in this
provider organization. The ImpleMap interview process and sharing of results also helps to
create readiness in organizations by highlighting the current strengths and gaps in their
implementation activities and the benefits of doing implementation of innovations
systematically.
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Respondents
The following sequence is used to map current implementation efforts in a human service
provider organization. Mapping is done by way of a series of interviews. The first interview can
be done with a small group (called “respondents”) who know the organization well, has good
information about the history of the organization and knowledge of the interventions that have
been/ are being tried, and have been involved in making use of one or more interventions “on
purpose”. In larger or more diverse organizations one group may not have all the information.
In these cases, mapping may require a few meetings with an expanding group of respondents. In
other cases, four or five people might be able to provide all of the information below during the
course of one meeting.
Access to respondents is set up as part of initial contacts with the organization. Meetings with
staff members and leadership groups are held to explain the benefits of implementation and
scaling and to invite the participation of the organization in Exploration Stage activities. Only
modest agreement is needed to explain the exploratory nature of the ImpleMap interview and
how the results might help the organization decide if full participation in implementation
capacity development is “worth it” or not. Any agreement to proceed with ImpleMapping is
good enough and opens the door to ask the organization contact person(s) to assemble the
respondents for the interview.
Managers and others often want to sit in on the ImpleMap interview. This is encouraged as a
way of educating them about implementation.
Interviewers
The interviews are conducted by at least two people (three preferred). At least two of the
interviewers need to be well versed in the Implementation Drivers. Interviews tend to wander,
and the interviewer needs to know how to capitalize on what is said and ask the next question to
elicit information relevant to implementation best practices.
The knowledge base of the interviewers is essential to achieving the goals of the ImpleMap. A
goal is to help others view their current work through an implementation lens. For example, it is
important to recognize coaching best practices when they arise as part of the interview, ask
questions to “drill down” for more specific information about what they do, then summarize
what was said and how that relates to coaching best practices at the end of that series of question.
This is the beginning of the engagement and implementation education process for respondents
in the interview and for other organization staff.
During the interview, one interviewer facilitates the process, asks the questions, and takes
cursory notes. The second interviewer takes detailed notes and occasionally asks questions to fill
in gaps. The detailed notes are organized by Driver. The third person attends to the process. At
what points were people leaning forward and completely engaged, or leaning back and looking
bored, or whispering to one another anxiously/ sadly/ excitedly, or taking notes on what was just
said? If there is no third person, the note-taker tries to pay attention to these process dimensions

© 2019 Dean L. Fixsen and Karen A. Blase, Active Implementation Research Network

4

while capturing the content. The process notes are essential to improving the ImpleMap methods
over time.
When conducting interviews, the interviewer should be genuinely curious about what is being
done, how it is being done, and who is doing the work of implementation in an organization.
There is much to learn and these interviews provide an opportunity to broaden and deepen our
understanding of implementation in practice.
Interviewers are asked to be all positive, all the time. An important goal is to establish good
relationships with respondents while eliciting useful information and making the interview
interesting and enjoyable. This is not the time to point out gaps or specious reasoning.
Constructive work to strengthen implementation capacity in the organization will occur later if
the Exploration work (including the ImpleMap interview) goes well.
Some cautions
The steps below are listed one at a time and correspond to the grid shown on the following page.
However, the steps are not intended to be carried out in a linear fashion. Conversations with
respondents take on a life of their own. Some respondents will volunteer considerable
information about one intervention so the questions proceed from left to right on the grid in no
particular order. The goal is to arrive at a good “picture” of how implementation has been
attempted in the organization. The goal is not to ask each question in some fixed order.
The mapping conversations are not intended to assess the quality of implementation. The Active
Implementation Research Network has assessment methods that can provide that information
later. The goal of mapping is to find the general strengths, gaps, and overlaps before proceeding
with creating the capacity to use implementation Stages and Drivers effectively.
Step 1
Ask the respondent to describe the evidence-based programs or other innovations that are being
used in the organization to help improve services and outcomes (these are called “interventions”
in this document and in the following Table). The name of each intervention is entered in the
Intervention column.
Interventions are not just evidence-based programs or evidence-based innovations. Interventions
also could be new data systems, new parent inclusion methods, and so on – anything that is new
to an organization is an “innovation” from the perspective of that organization.
If the respondent provides a long list of interventions, ask them about the most important or most
recent 3 or 4 interventions. To avoid being tedious, ask the following questions about just one or
two of their interventions (“focal interventions”).
Ask how the organization decided to use the focal interventions. Do they have a process for
considering needs, matching interventions to needs, considering the fit of a prospective
intervention with current practices, and so on. If there is a process, how does it work and how
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standardized has it become? The vetting process is an important bit of information to extract
from the interview.
Step 2
For each focal intervention, ask WHAT defines that intervention. Interventions are defined by
their essential ingredients, but sometimes the essential components are not well known or
understood. Thus, ask the question and ask a few clarifying questions as needed. Common
questions are: What are the critical elements of this intervention? What do you look for when
someone is using this intervention? Don’t press for too much detail when that detail is not
forthcoming. If someone else might know the core intervention components, ask to speak to that
person later.
Step 3
For each focal intervention, ask HOW practitioners are supported in their use of the intervention.
Are there methods in place for selecting clinicians to do this work? Is training provided to help
foster parents learn how to use the intervention? Is coaching provided to help teachers use the
intervention in the classroom? Continue these questions in a conversational manner as you work
through all of the Implementation Drivers.
The questions about the Drivers are asked without using implementation jargon. For example,
instead of asking about “selection” the interviewer can ask: can just anyone do this intervention;
how do you find those people who are best suited to do this kind of work; is there some kind of
interview protocol; who typically does the interviews. For “coaching” the interviewer can ask:
what happens after a practitioner leaves the workshop; is there some kind of support provided to
new practitioners to help them solidify and expand their skills when working with children and
families.
Step 4
For each intervention, ask WHO provides support for the practitioners who are intended to use
the intervention. Are all teachers using the intervention, or just some teachers? How were they
selected? Who did the selection? Interventions represent new ways of work. Were the
clinicians trained? Who did the training? Is supervision and coaching provided after training to
help foster parents use the intervention? Who provides that supervision and coaching? Continue
these questions in a conversational manner as you work through all of the Implementation
Drivers.
An important thing here is to record the name, position, and location of each person who
provides one or more of the Implementation Drivers. Are they embedded in the organization,
members of related organizations, contracted employees or organization staff members, and so
on?
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An ImpleMap Grid
INTERVENTION
Enter the name of
each intervention
provided by the
respondent.
You may know the
intervention by
another name, but
record the name used
in this provider
organization.
Ask questions to get
information about the
vetting process.

WHAT
Ask about the “core
intervention
components” as they
are described by the
respondent.
Core intervention
components are the
critical functions that
define an
intervention.

HOW
Ask about the
Implementation
Drivers.
Implementation
Drivers are
components related to:
►developing staff
competency (selection,
training, coaching,
performance
assessments);
►organization
supports (decision
support data systems,
facilitative
administration, systems
interventions); and
►leadership supports
(technical and
adaptive).

WHO
Ask about the person
accountable for
providing each
Implementation
Driver.
Record the name,
position, and physical
location of each
person.
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ImpleMap Interviews
Modeling Videos
Active Implementation Research Network
The following videos are available at:
http://www.activeimplementation.org/resources/implemap
There are ImpleMap video clips available in 10 minute increments. These were done in a child
welfare context but we are most interested in the behavior of the interviewer, so the videos can
be helpful in using ImpleMapping in any content domain. Because these were filmed in actual
service settings, we have tried to make your viewing time “efficient” by noting when key aspects
of the ImpleMapping are being demonstrated. These key aspects are noted in the timed segments
that appear in each table for each 10 minute segment. Pay particular attention to how the
interviewer is responding to the information being provided and the tone and engagement with
the participants. Notice how the interviewer takes advantage of openings to highlight
implementation and where we are going together in this journey. Finally, notice how the
interviewer is beginning to develop a positive working relationship with the group (potential
future members of the first Implementation Team) by admiring what they do and engaging in
banter.
ImpleMap Segment 1
This segment demonstrates the inquiry process related to the “what” – we want to learn which
interventions, programs, frameworks, or practices they are purposefully attempting to implement
well. And we want to know on what basis they selected them. In particular, we are finding out
if there is a purposeful vetting process for determining the characteristics of programs that they
are willing to “invest in” and what the dimensions of that vetting process might be. Our work
asks leadership and implementation teams to consider the conditions under which a particular
innovation is supported (e.g. need, evidence, readiness for implementation, capacity to
implement, fit, resources).
0:00
0:40
1:50 – 2:28
3:10-3:20
6:24-7:15
7:37-7:50
8:30-8:45

Introduction to the idea of an implementation infrastructure and why we are there
asking questions
Preparation for the style of discussion – the interviewer will ask questions,
interrupt to ask more questions, get at clarity – more informal and discussion and
less a question-response format
Ask about WHAT they are doing on purpose to improve outcomes
Reminder that we will settle on one or two interventions to discuss later on
Quick summary of intervention candidates, then ask about the process for vetting
the interventions they have described
Summarize what they have said about vetting – my words about the vetting
process as they have described it
Ask about who does the vetting – who decides what interventions will be used
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9:20-

Drill down questions – more direct questions about the vetting process

ImpleMap Segment 2
As the two or three interventions are identified and more is known about the vetting process and
how it occurs, we want to understand “who” is involved. This will inform our future work with
them related to membership and activities of Leadership and Implementation Teams. This
segment also demonstrates how to check in on process and how to make summative statements
before moving on. The end of the segment demonstrates a discussion on how to arrive at the one
or two interventions they want to focus on. This is the pre-work to engaging in a reflective and
guided discussion about the Implementation Drivers.
1:22-1:40
2:40-3:05
3:50-4:10
4:10-4:20
4:20-4:40
5:25-5:50
6:05-7:20
7:20-7:55
8:18-8:55
8:55-9:35

Probe further on WHO does the vetting process
Summary statement in attempt to clarify WHO does the vetting
Last probe on WHO does the vetting
Process check – OK to discuss things this way?
Summary of vetting criteria – looking for agreement with the statement
Ask questions to clarify the vetting process to get the last bits of information
Statement about what we learned from them about the vetting process and a
statement about the importance of vetting for implementation and scaling (get
them ready for the work ahead)
SHIFT to choose the one or two interventions that will be the focus of the rest of
the interview
Make statements and ask questions to get agreement of what we will call the
interventions for the rest of the interview
Statement to set up the next section that focuses on Drivers

ImpleMap Segment 3
This segment is a discussion about the Drivers, starting with selection. Notice how the interviewer
followed the group as they clearly were focused on “units” and not practitioners. This still produced
useful information (recast as Stages) about how they think about implementation. Notice that because
they focused on “units” rather than practitioners, this was a good opportunity to offer some information
about the Exploration and Installation Stages of implementation.

0:25-0:45
1:05-1:40
3:03-3:15
4:42-5:05

Summarize their comments – look for agreement/ clarification
Focus attention on the practitioners and their preparation
Go with their flow – focus on selection of units (not practitioners) – ask questions
to clarify their process of selecting units
Probes: questions/ comments to clarify unit selection process
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5:25-5:35
6:44-7:40
8:09-9:29

Redirect: questions/ comments to refocus on unit selection
Summarize: Make summary statement and look for agreement/ clarification
Statement about what we learned from them about the Exploration Stage and
Installation Stage of implementation (since they chose to focus on units instead of
practitioners) and quick comments about the importance of these Stages to the
work ahead

ImpleMap Segment 4
After identifying target interventions and the vetting process, the questions shift to how they
operationalize interventions and use the Drivers to prepare practitioners. Notice that the interviewer finds
opportunities based on what the participants are saying to weave in information about any driver that they
mention. Of course, they will not label it as a driver or use implementation-informed language. But these
are great opportunities to recognize their current thoughtful approaches and begin to introduce new
language.

0:06-0:52
4:35-4:50
4:50-9:59

Shift to asking about how they operationalize interventions
Probe to see if we can focus on HOW practitioners are prepared to do the
intervention
Listen for the information that is volunteered about Decision Support Data
Systems, Systems Interventions (organization, system change in response to debrief meetings and uses of data), etc. It is OK for folks to volunteer relevant
information without us directly asking questions about those topics.

ImpleMap Segment 5
This segment demonstrates asking questions, in a conversational style, about current practices related to
supervision, coaching, and performance assessments. The vocal members of this group are very smart
and conceptual. In this segment the interviewer asks questions to get at the details without pushing too
hard.

0:40-1:45
3:04-3:39
8:33-8:55

Questions about who the practitioners are and how they are prepared to do the new
ways of work
Probe: refocus on preparation of practitioners
Probe: re: supervision, coaching, performance assessments

ImpleMap Segment 6
This segment focuses primarily on coaching and performance assessments and loops back to talking about
preparation (e.g. selection, training) of coaches and supervisors. Notice that even though the interviewer
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is trying to get more specific information about the Drivers, he continues to look for opportunities to
capture more information about earlier topics (vetting, operationalizing).

0:00-0:23
2:20-2:35
3:45-5:35
8:10-9:59

Question about coaching and performance assessments
Question about preparation of supervisor/coach
Summary statement leading to question about help from others (region/State) to
support the development/ use of new ways of work
Probe: another attempt to get at if/how they operationalize the intervention

ImpleMap Segment 7
This particular example of ImpleMapping involves a group that discusses the intervention and
implementation processes at a more conceptual level. Notice the interviewer’s attempt to “drill down”
by asking specific questions to elicit more detail. Also notice that it is important not to “interrogate”
people or make them uncomfortable once you are relatively sure that a process, intervention, Stage, or
Driver is not yet operationalized or perhaps not known in sufficient detail by the group you are
interviewing. There will be many more opportunities in the future. The ImpleMap interview is just the
beginning of a long process of implementation infrastructure development.

0:25-3:10
3:12-4:00

Drill down: Questions and prompts to get at if/how they operationalize the
intervention; drill down questions to try to get behavioral specification of concepts
Summarize: No need to press the issue once it is clear that operationalizing
interventions is not their way of work; Summarize the need to specify/
operationalize interventions that are effective so others can learn them efficiently
and do them effectively
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Results of ImpleMap Interviews and Summaries of the Information

AN EXAMPLE OF MAPPING IN EARLY CHILDHOOD PREVENTION/ INTERVENTION
The Figure below shows an example of the results of one set of ImpleMap interviews (view/
print this page in color to see the WHO and HOW). WHAT is being done, in this case, is one
evidence-based program (the “Innovation”). In this case, HOW implementation work is done
was divided among several groups WHO do the work (listed under “Locus of Responsibility”).
The ImpleMap shows areas of overlap, areas of fragmentation, and a key implementation
component (performance assessment/ fidelity) that was omitted. This map was created before
the Leadership dimension was added to the Implementation Drivers framework. The ImpleMap
is used to inform planning for developing capacity in the form of Implementation Teams.
Harmonizing activities and resources likely will improve outcomes and improve efficiency at the
same time.

Locus of
Responsibility

Innovation

State Gov’t. Dept.
Local Partnership
Direct Service Provider
Contracted TA Group
National Purveyor

OMITTED
Performance Assessment

Systems
Intervention

Coaching

Training

Selection

Adaptive

Integrated &
Compensatory
Technical

DUPLICATED

Facilitative
Administration
Decision Support
Data System

Leadership
© Fixsen & Blase, 2008
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AN EXAMPLE OF MAPPING IN EDUCATION
Exploration Stage 90-minute interviews are designed to establish working relationships with
district staff, focus attention on the implementation work already underway in the district, and
produce a preliminary view of the strengths, gaps, and overlaps in implementation practices. For
some districts, an Installation Stage assessment subsequently will done to provide a more
detailed analysis of implementation activities to inform a district implementation action plan.
The scores in this table were based on impressions of the interviewer who facilitated each of the
7 interviews and carefully reviewed the combined notes from the 3 interviewers present at each.
Scoring: 0=None, 1=Some,
2=Basic, 3=Advanced

School Districts
1

2

3

4

5

6

7

System for Vetting Initiatives

2

1

2

3

3

3

3

Operationalized Initiatives

1

2

3

2

3

3

3

Selection (Teachers, Principals)

0

3

2

1

3

3

3

Training (Teachers, Principals)

1

1

2

2

2

3

3

Coaching (Teachers, Principals)

1

2

2

2

2

3

3

Performance Assessments

1

1

1

1

1

3

3

Decision Support Data Systems

1

2

2

3

2

3

3

Facilitative Administration

1

2

2

1

2

3

3

District Superintendent

2

1

2

3

3

3

3

Building Principals

1

1

1

1

1

3

3

District Implementation Capacity

2

2

2

3

3

3

3

Regional Supports

0

0

3

0

0

0

0

State Supports (contracted initiatives)

1

2

3

2

3

3

3

Initiatives

Competency Development

Organization Supports

Leadership
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