Key Program Design Questions

_____________________________________________________

"WHAT?" – Program Goals, Objectives, and Content

Key WHAT Questions:

· What is the problem or challenge your program will address?

· What is your program’s hypothesis (or hypotheses) – your idea about what must be done?  What self-perpetuating influences will be short-circuited?  What evidence supports your idea for a solution (e.g., research and program evaluation evidence from other programs, program evaluation evidence from your own program).

· What are the goal(s) of the program?  TRY TO FRAME THE GOALS OF THE PROGRAM IN TERMS OF LONG-TERM OUTCOMES IN ONE OR MORE DOMAINS.  

· What are the objectives of the program, and what are the links between each objective and the program's goals.   TRY TO FRAME THE OBJECTIVES OF THE PROGRAM IN TERMS OF SHORT-TERM OUTCOMES IN ONE OR MORE DOMAINS.  Also, try to articulate how each objective contributes to one or more of the program's goals.  

Common program development and/or proposal-writing "hazards:"  

· Not being crystal clear on what problem(s) and need(s) the program addresses. 

· Failing to address needs that, if met, could have "short-circuited" the self-perpetuating facets of the problem. 

· Failing to think through program logic (i.e., ensuring there is a logical linkage among the program's problem conceptualization, hypotheses, objectives and goals).

· Underestimating – and therefore inadvertently downplaying or overlooking – the program's impact on more than one domain.

· Being overly optimistic (or pessimistic) about what the program can accomplish given: the characteristics of its participants, the supports available to those who deliver the program, the time available in which to deliver it, and whatever opportunities or limitations are inherent in the program's setting, or other constraints under which it will operate.  

"WHO?" – Participant and Program Personnel Selection

"Who?" questions may be addressed either on an individual case-by-case basis, or in terms of common (i.e., group) characteristics.  Note that some "Who?" questions pertain to program participants, and some to facilitators.

Key WHO Questions – Related to Program Participants:

· Who is the program's primary client (i.e., their key characteristics)?

· Who is the program's secondary client (i.e., their key characteristics), if applicable?

· Within the program's target group, who not only is at highest risk, and needs the program's services the most, but also is likely to benefit from these services?

· How will program participants be recruited, and if eligible, how will participants be selected if there are more people eligible to take the program than the program can handle?

· How many clients can the program serve?  At any one time?  Over a given period of time?

· Once in the program, should participants be divided into more than one group (e.g., three levels of exercise tolerance; low, medium, high risk)?  If so, what will be the percentage of clients in these groups? 

Key WHO Questions – Related to Program Personnel:

· Who will manage the program?

· What special training, formal qualifications, and/or experience are required of the staff who will run the program?

· How many staff are needed to run the program?  In what areas of service?

· What criteria will guide the selection of program staff? 

· Who will have to be hired and who can be used on a fee-for-service basis?

· Are outside consultants needed?

· What is the ideal (or an acceptable) staff-to-client ratio or caseload? 

· What external resource people (e.g., volunteers, guest presenters) could help deliver the program?  How could they help?

· What roles could a support group play in the program (e.g., in transitioning)?

Common program development and/or proposal-writing "hazards:"  

· Assuming that the program is equally good for "everyone," when in fact some targeting and/or selection ought to occur.

· Running a program to meet the needs of a particular client profile at a particular point in time, not realizing that, for example, a year or two later, client demographics have changed, resulting in a "force-fitting" of clients to program(s).

· Underestimating or overlooking the Pareto principle:  20% of your highest risk and need clients may well use 80% of your program's resources (i.e., time, money, effort).

· Underestimating or overlooking the compounding effect on caseload that results when longer-term clients do not leave while new clients continue to come into the program.
"WHEN?"  – Relevant Timelines

Key WHEN Questions:
· What should be program’s days/hours of operation be?

· How long will the program run for?

· How many sessions/lessons should the program run for? and how long should each session/lesson be? 

· How often can program sessions/lessons take place?  When (e.g., morning, afternoon, evenings, weekdays, weekends)?

· On average, what is the total direct client contact time likely to be in the program?  

· How often can the program itself be run (e.g., once a week, once every 3 months, 6 months, etc.)?

· What should the sequence be of the program's sessions or services (e.g., from intake to program completion)?  NOTE: ANSWERING THIS QUESTION IS OPTIONAL AT THIS STAGE.  Refer to Sections 5.2.1 to 5.2.2 later in this chapter for ideas on sequencing sessions.  

· What follow-up, after-care, or transitional support will be provided after the program is over?  For how long (e.g., is there a high risk period)?

Common program development and/or proposal-writing "hazard:"  

· Not allocating enough total program time for it to have much effect (or cramming too much into it, pacing it too fast, or trying to accomplish too much in the time available).  
REMEMBER, TIME IS ONE OF THE MOST PRECIOUS COMMODITIES IN PROGRAMMING.

"HOW?" – Program Services, Change-Facilitating Characteristics, Program Evaluation

Key HOW Questions:
· How will the program accomplish the goal(s) and objectives it has set out to accomplish?  What are the key or unique change-facilitating features of the program? 

· What performance targets have you set for the program? (i.e., targets in terms of goals reached, objectives reached, etc.)

· How will it be determined that the objectives of the program are being or have been met?  

· How will the participants know that they are learning and changing?  That is, how will the program provide feedback to participants?

· How will it be determined that goal(s) of program have been met?  

Common program development and/or proposal-writing "hazards:"  

· Failing to build in evaluation at the design or proposal stage – i.e., right from the start.  Especially problematic for pilot programs, but also problematic for established programs, as failing to build in evaluation can result in chaos when a program is unexpectedly notified that must be evaluated. 

· Not obtaining feedback about the effects of the program – especially the immediate effects of the program – and not providing participants with enough feedback about their progress.



· Failing to set performance targets in terms of objectives that need to be reached, goals that are to be reached, number of clients served, etc

"WHERE?"  – Program Site and Program Catchment Area

Key WHERE Questions:

· Where should the program delivery site(s) be located?  What characteristics would make an ideal program site location and/or facility? (e.g., Should program delivery be “street-based” or “office based”?).

· If the program is delivered from multiple sites, where will its central administration be located? 

· Related to the above, if the program is delivered from multiple sites, how will the sites be managed, and how will it be ensured that program standards and guidelines are adhered to? 

· Are there any physical characteristics of the facility (e.g., accessibility) that need to be built-in? 

· What are the characteristics of the community/neighborhood setting in which the program is located?   

· What aspects of the catchment area pose special problems or provide special opportunities (e.g., a community-based program that includes home visits needs to consider staff travel time; an urban-based program may have more referral opportunities to draw upon than the same program operating in a rural setting. 

Common program development and/or proposal-writing "hazards:"  

· Overlooking the ways that the program environment can be made inviting and special to program participants (e.g., architecture, interior design; furniture) 

· Not taking full stock of all the resources, opportunities, etc. afforded by the location in which the program is situated, or under-estimating the barriers it presents (e.g., inconvenient location for clients to reach).

"WHY?" – The Rationale Behind Who?, When?, Where?, What?, and How?

"Why?" questions ask about the rationale behind key design decisions, 

such as:  

· Why exclude participants with certain characteristics?

· Why run the program once rather than twice a week?

· Why address some needs and not others? 

· Why focus primarily on change in the cognitive domain?

· Why choose one program site over another?

· Why evaluate the program on the basis of its impact on both primary and secondary clients?

Common program development and/or proposal-writing "hazards:"  

· Not asking yourself enough "Why?" questions, and not thinking them through thoroughly enough.

Downloaded from www.drlodzinski.com                                                   Page 6

