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Framework for Ongoing 
Program Development
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UNDERSTAND
the context for

your programming

CONCEPTUALIZE
changes you will

work toward

EVOLVE
your effort

through
reflection

and learning

DESIGN
your educational,

organizational,
evaluative

approaches

IMPLEMENT
your program or

organizational
effort

Overarching guidelines
• This framework is intended to serve as a guide, not a script.

• It reflects functional concepts, not specific tools or methods.

• It is not intended to be thought of as sequential, but rather iterative.
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Understand the context for programming
Seek to understand the issue, opportunity,  
or situation from multiple perspectives.
• What things are assumed to be true about the context?

• What is the issue, opportunity, or situation? Who is defining 
this? Who should be?

• What is the context surrounding the issue, state of affairs, 
opportunity, and situation?

Conceptualize the change
Articulate the envisioned change and the 
programmatic or organizational efforts  
that contribute toward that change.
• What are the conditions today that we want to change?

• What change does the program or organizational effort seek 
to bring about? What will the world look like after this 
change occurs?

• What simple steps, rules, or processes do program designers 
and participants need to do repeatedly to bring about 
this change?

Design the educational, organizational,  
and evaluative approaches

Describe the approach to the education, 
organizational change, and evaluation of the effort.

1. Educational
• What is the content (i.e., what are the core ideas or concepts 

to be covered)?

• How will the content be activated (i.e., what educational and/
or outreach activities will help participants learn 
this content)?

• How do educational, outreach, and/or research activities 
work together in mutually reinforcing ways?

2. Organizational
• What cultural elements, structures, functions, processes, 

norms, and resources need to be in place to support 
the effort?

• How will stakeholders describe the program or organizational 
effort and its value?

3. Evaluation
• How will educational, programmatic, and/or organizational 

impact be evaluated?

• How will both program designers and participants be 
encouraged to check for understanding?

Implementation
Administer the effort while keeping in mind 
potential barriers, partners, opportunities, 
stakeholder perspectives, and interests.
• What are the potential barriers to implementation and how 

will they be handled?

• Are there key partners and/or opportunities that can 
facilitate effective implementation?

• What does the program look like from inside the 
organization? How would program designers describe it?

• What does the program look like from the perspective of the 
audience or stakeholders?

Evolve the effort
Systematically and consistently use data and 
reflection to improve the effort.
• How will feedback and reflection be used to facilitate 

learning and change?

• How has understanding of the context evolved?

• How will organizational learning be captured and shared 
among program designers, staff, and participants  
(e.g., building shared mental models)?

• What mechanism will be created to ensure that feedback is 
incorporated and evolves the program design?
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