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1
O V E RV I E W  O F 

T H E  P R O G R A M 
D E V E L O P M E N T  M O D E L

Integrated Model for Program Development

After reading this chapter, you will be able to do the following:

1. Define the concept of a program for student affairs practice
2. Explain the need for a program development model for programs that 

serve students
3. Understand the stages of the integrated model for program development

A college or university campus is an active environment that offers a vari-
ety of activities, services, and programs beyond classes that range from a 
learning abroad fair to a speaker addressing sexual violence prevention to a 
food drive for the campus food pantry. We know that learning occurs in the 
classroom through a designated curriculum, but education also is delivered 
throughout the campus across a variety of experiences that complement and 
extend the classroom curriculum. These are programs that are delivered by 
staff and faculty who focus on educating students, often in the area of stu-
dent affairs. This book focuses on the process of developing programs that 
deliver information, education, and a sense of belonging to students and 
the greater campus community in higher education today. The earliest work 
about program development dates to 1974, and since that time there have 
been about 20 models presented in various publications. We will address our 
evolution more in the next chapter; for now, know that we have synthesized 
this work for you in this new book. Due to the importance of programs 
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2  the missing competency

and programming in higher education, this book focuses on a model for 
student affairs practitioners to employ as they accomplish this important 
responsibility in their campus role. In this chapter you are introduced to 
the integrated model for program development (IMPD), which will guide you, 
your colleagues, and your students through a process for a successful program 
outcome. Let’s begin this journey by defining program and programming as 
well as explaining why we need a process for program development. Then we 
will explain the IMPD.

Defining Program and Programming

Programs and programming are the vehicles used by the field of student 
affairs to contribute to the institutional curriculum. It is through programs 
that we influence moral and civic learning and student behaviors while stu-
dents are enrolled on campus (Barr & Keating, 1985; Bryan & Mullendore, 
1991; Cooper & Saunders, 2000; Council for the Advancement of Standards, 
2009; Cuyjet & Weitz, 2009; Hartwig, 2000; Maki, 2010). These programs 
connect the students, through our professionals, to the institutional setting 
and contribute to the ethics and values we hold true as a field and within 
higher education. The delivery of programs and programming would be bet-
ter created, implemented, and assessed through systematic program develop-
ment methods. The purpose of this book is to share a model for program 
development in the field of student affairs, where programs and program-
ming are so central to the student experience.

Programs (i.e., interventions) are the common denominator of student 
engagement and learning. “Programmatic intervention is a planned activity 
with individuals or student groups that is theoretically based and has as its 
intent the promotion of personal development and learning” (Saunders & 
Cooper, 2001, p. 310). Within student affairs and many areas of campus life, 
programs are the standard operating procedure for contributions to the cur-
riculum, and programming is the primary method for the application of stu-
dent development theory to practice (Evans et al., 2010). These educational 
practices are primary modes to engage students in the understanding of 
moral and civic learning and behavior through programs and programming. 
Although the breadth of functional areas within the field is far-reaching, the 
standards of application are generally through a variety of programming and 
campus programs. Programs are so ubiquitous the word itself has multiple 
connotations and operational definitions. For the purposes of this book, it is 
important to clearly define program and programming.
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overview of the program development model  3

The word program was originally used to discuss the student person-
nel work on a campus (i.e., the division of student affairs) (American 
Council on Education [ACE], 1937; Lloyd-Jones & Smith, 1938). As the 
profession grew, expanded, and diversified, it became necessary to deline-
ate that the overall program was an accumulation of programs. To this 
end, program expanded to mean programs and services (e.g., disability 
resource center), functional areas (e.g., residence life program), depart-
ments (e.g., Greek life program), student organizations within depart-
ments (e.g., student programming boards), as well as one-time events and 
activities (e.g., National Coming Out Day) or a series of events (e.g., Black 
History Month). The series of events could also extend to a semester/quar-
ter speaker series on inclusivity. Get Out the Vote (GOTV) campaigns 
on campus would be a good descriptor of series and/or the multiplicity 
approach to programming. Today, we also find even more nuance to cam-
pus programs and programming through technology as almost everyone 
carries a smartphone. There’s an app for that applies to campus life and 
campus programming. The intent and purpose of each of these programs 
carry the common language of meeting student needs or goals through 
a planned target activity with a specific purpose (Barr & Cuyjet, 1983, 
1991). In short, student affairs practitioners delivering programs and an 
accumulation of activities, especially around a specific theme, is called 
programming.

That student affairs practitioners “spend a significant portion of their 
working day planning, implementing, and evaluating” (Styles, 1985, p. 181) 
programs, in all forms and stages, is corroborated throughout our history. 
Reflecting on 75 years of guidance from the Student Personnel Point of View 
(ACE, 1937), we note program development has been an important part of 
our history and evolution (Nuss, 2003). The word program has expanded 
and grown since the first synopsis on the role of student affairs on cam-
puses. In the 1937 Student Personnel Point of View (SPPV) the word pro-
gram was used to describe student affairs in general, with some references 
to departments and functional areas. The word program was used 51 times 
in the 1949 SPPV (ACE, 1949). The meaning and function of the word 
was expanded to include activities (one-time and series) and a directive to 
include students in these functions. Other foundational and guiding docu-
ments of student affairs also refer to programs and programming to describe 
how student affairs personnel and work fit within the institution and higher 
education. Jumping forward to Learning Reconsidered (Keeling et al., 2004), 
we find 70 references to programs/programming within 43 pages. Finally, 
within Learning Reconsidered 2 (Keeling et al., 2006) references to programs/
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4  the missing competency

programming have tripled (to 267 mentions in 100 pages), further illustrat-
ing the centrality these two words have in our work.

It Is All in a Word: Program

We use this one word—program—to operationally define a phenomenon 
within the institution, content areas, activities, semesters, or campus tra-
ditions. For these reasons this topic has been difficult to establish as a set 
protocol (Barr & Cuyjet, 1983, 1991; Barr & Keating, 1985; Cooper & 
Saunders, 2000; Cuyjet, 1996; Cuyjet & Weitz, 2009; Hurst & Jacobson, 
1985; Saunders & Cooper, 2001; Styles, 1985). Over the last 39 years there 
have been three major definitions surrounding program development. The 
first describes programs from three perspectives—administrative units, a 
series of planned interventions, and one-time activities—with each one using 
a common language to meet student needs or goals with a planned target 
intervention or purpose (Barr & Cuyjet, 1983, 1991). The second is the 
most commonly referred to definition within the literature: “a theoretically 
based plan, under which action is taken toward a goal within the context of 
institutions of higher education” (Barr & Keating, 1985, p. 2; see also Claar 
& Cuyjet, 2000; Cooper & Saunders, 2000; Cuyjet, 1996; Cuyjet & Weitz, 
2009). Finally, the third major definition says, “Programmatic intervention 
is a planned activity with individuals or student groups that is theoretically 
based and has as its intent the promotion of personal development and learn-
ing” (Saunders & Cooper, 2001, p. 310; see also Roberts, 2003, 2011). The 
common pieces of these definitions include being theoretically based and 
being a plan offering a sense of direction for accomplishing a goal. For the 
purpose of this book the authors subscribe to the common definition used 
in the field; a program is “a theoretically based plan under which action is 
taken toward a goal within the context of institutions of higher education” 
(Barr & Keating, 1985, p. 2). Now let’s turn our attention to one more 
word—programming.

What Is Programming

One derivative of the word program is programming. Merriam Webster 
Online Dictionary defines programming as “the planning, scheduling, or per-
forming of a program” (Merriam-Webster, n.d.b). When we use this word, 
which is a noun, it implies action for planning or organizing activities into 
an educational series. For example, we can incite interest or participation 
with students and the campus community by saying, “Future programming 
includes a series of speakers to address the problem of food deserts in the 
south side of the city.” Thus, the word programming will be used in this 
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overview of the program development model  5

book to describe a planned series of activities that address a theme and focus 
on college student development. We believe that program is defined as “a 
theoretically based plan, under which action is taken toward a goal” (Barr & 
Keating, 1985, p. 2). With that in mind, we will discuss why this is impor-
tant and how we propose one approach the whole process. To begin, we talk 
about the title of the book and how important program development is to 
the campus curriculum and learning.

The Missing Competency Is Program Development

The reference to missing competency in the book title is intended to make 
a point that this key responsibility is missing in current literature and in the 
development of student affairs practitioners and leaders. The professional 
competencies that guide the profession are important and on target. The 
point we are making is that program development is also an important 
contribution to the campus curriculum/cocurriculum. What seems to be 
missing to develop effective campus programs and activities that are based 
on college student development theories, or leadership theories, or learn-
ing theories, is a holistic program development model. The opinion that 
program development is missing emerges from a number of observations. 
First, the last book that was specifically written about program develop-
ment in student affairs was published in 1983 (see Barr & Cuyjet, 1983). 
Second, the evolution of Student Services: A Handbook for the Profession 
illustrates the decline of program/programming terminology. The first edi-
tion devoted an entire chapter to program development (see Morrill, 1980), 
in contrast with the fifth edition in which the concept is merely mentioned 
within the chapter on community development (Roberts, 2011). Third, at 
one point, program development was a suggested competency of the stu-
dent affairs professional (Barr & Keating, 1985; Delworth et al., 1980). The 
more recent Professional Competency Areas for Student Affairs Practitioners 
(American College Personnel Association [ACPA] & NASPA, 2015) does 
not highlight program development as a specific competency, but look-
ing at any of the 10 stated competencies, one would find a similar core 
knowledge base that was described in the Barr and Keating book (1983). In 
fact, the word program(s) occurs 34 times within the ACPA/NASPA (2015) 
document to illuminate the competencies. These observations support 
the authors’ premise that the concept of program development has moved 
away from a primary location in the literature to a point of being scattered 
throughout key documents. Thus, key program development documents 
can be difficult to find even though programs, programming, and program 
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6  the missing competency

development are still key responsibilities for careers in student affairs and 
higher education.

The work staff, students, and faculty do on campus is often through 
various programs and programming activities. The following analysis of job 
descriptions demonstrates that the profession is still very program-centric in 
the application of our work. To illustrate the fact that program development 
and the functions of programming are important functions we look to the 
role of student affairs professionals. A study was conducted looking at the jobs 
advertised in the student affairs field. The three websites included in the study 
were HigherEdJobs (HEJ; www.higheredjobs.com), the Higher Education 
Recruitment Consortium (HERC; www.hercjobs.org), and the Careers search 
engine at Inside Higher Education (IHE; www.careers.insidehighered.com). 
On the collection days the results of the random student affairs job descrip-
tions available were as follows: HEJ had 566 student affairs job descriptions 
listed. This was reduced to 234 (41.34%) when the keywords (i.e., program[s], 
programming, program development) were applied. The same method was 
applied to HERC and IHE, resulting in 81.13% and 32.09%, respectively. The 
word program appeared in 15.1% of the job titles within the sample. Similarly, 
37.20% “required” experience in programs, program development, or pro-
gramming within the job qualifications. The only things that occurred with 
consistency were degree requirements and experience in the field. With regard 
to the ACPA/NASPA competency levels these postings would be categorized as 
Basic (70), Intermediate (47), and Advanced (28). Programming was the defi-
nitional type occurring with the greatest consistency. Within the entire data set 
programming occurred in 102 (70%) of the job descriptions. This study indi-
cates that as a field we look for people who can develop and deliver programs.

In addition to program development being a key element of position 
descriptions, we also know that a variety of skill sets that are part of program 
development are desired by higher education employers. For example, the 
attention given to assessment and learning outcomes within student affairs 
as contributions to the curriculum are primarily at the program and pro-
gramming levels on each campus (Bresciani, 2009; CAS, 2009; Hartwig, 
2000; Keeling et al., 2006; Maki, 2010; Suskie, 2009). Also, supervisors 
need skills that focus on human resources, budgeting, and the application 
of technology. All these skill sets are paramount to a comprehensive model 
that focuses on program development. Due to the reduction of informa-
tion on program development or program development models in more 
recent literature as well as limited specific mention of program development 
in competency documents offered by many professional organizations for 
student affairs fields, this book will attend to the competency of program 
development through modeling and discussing a variety of skill sets needed 
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by practitioners, students, and faculty. Thus, the focus of this book, the 
IMPD, is significant because programming and program development are 
key responsibilities for many campus positions and careers.

The Heart of the Program

The heart of every program is centered on people. Up to this point we have 
been focusing on the words program, program development, and program-
ming. While the how and what of program development are key, we have to 
remember the why is centered on the people involved. Even the definition 
we use delineates the how and what of programming supports the why we do 
the planned activity with individuals or student groups. The work throughout 
this book assumes the understanding that programs, and programming, are 
for the enhancement of learning and engagement for our key people: the stu-
dents, the learners, the participants. The focus on the people does not begin 
and end with the student only. Program developers are the people using the 
IMPD. We will discuss how these people are sometimes faculty and staff, 
and at times students can perform this role as well. The team leadership and 
collaborative approach to creating and implementing programs is dependent 
on the strengths and talents of the people involved. 

Elements of the IMPD

This chapter presents an integrated and contemporary model for program 
development that brings all of the elements and skill sets together from 
start to finish. There is so much more to the program development process 
than what the participant sees. In programming language, the final payoff 
would be the perfect implementation on the day of the event. The truth 
of the matter is that there is a lot more to the process before the event 
occurs or the new service opens the doors. The elements of programming 
are many and require a variety of skills to move from an immediate need to 
the delivered program and the end of the project. Let’s start developing an 
understanding of the program development process by exploring the stages 
of the IMPD.

For those learners who like to see all of the steps in one place we have 
listed them here as a preview of the stages in the model. Then in each of 
the subsections those internal stages will be presented and then explained to 
provide context and show their contributions to the model. Finally, specific 
chapters in the book will offer greater depth on stages and skill sets required 
for these stages. It is important to understand that the model and process 
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8  the missing competency

are dynamic and interactive, which means that a detail or an activity for one 
program might be listed in one stage but another program might add that 
activity to a different stage. Basically, the details for the model and stages 
along with key elements of each stage are offered as a guide for comprehen-
sive program planning, as shown in the following:

Program Definition
•	 Needs assessment
•	 Campus setting
•	 Learning outcomes
•	 Target population
•	 Program goals
•	 Theoretical frame
•	 Planning team

Program Planning
•	 Target date
•	 Backdating schedule
•	 Budget
•	 Assessment planning
•	 Learning outcomes
•	 Rollout plan
•	 Collateral
•	 Printing
•	 Talent contracts and demands
•	 Staffing plan
•	 Marketing plan
•	 Communications plan
•	 Location/programming space
•	 Training sessions
•	 Risk management

Implementation—Prelaunch
•	 Detailed time sequence
•	 Last-minute checklist
•	 Paperwork that may be required
•	 Travel details, airport plans, and contact numbers

Program Launch
•	 Preliminary deliverables
•	 Implementation

Taub.indb   8 11/1/2020   5:04:58 PM



overview of the program development model  9

•	 Staffing schedule
•	 Final checks
•	 Day of event
•	 Quick notes about what we could do better/what worked immediately
•	 Another quick walk-through and check to make sure supplies are in 

place
•	 Calls to check on elements that were late or that were unfortunately 

missing
•	 Checks on final placements of equipment
•	 Scan doors to the venue for security now that everyone has arrived
•	 Quick reorganization of check-in paperwork. Do it now.

Program Monitoring (or Program Control)
•	 Counting, accounting, recording
•	 Formative evaluation
•	 Constant monitoring
•	 Plans B, C, D, . . .
•	 Risk management
•	 Unplanned evaluations
•	 Attractive nuisances

Program Reflection
•	 Cash from event
•	 Receipts
•	 Assessment completed
•	 Monetary accounting
•	 Contract closeout
•	 Recognition
•	 Reporting
•	 After-action report
•	 Administrative decisions for future plans

Now that you are starting to develop an understanding of the stages with 
specific components, we offer an illustration (Figure 1.1) of how the stages 
are integrated into the model.

Figure 1.1 communicates the potential flow among the stages. The 
entire model sits on a theoretical foundation. This foundation refers to the 
theory that will ground the program you are developing for your campus. 
We do not articulate which theory here on purpose. Your theory of choice 
will become part of your discovery in the beginning of your program ideas. 
The first phase of the model is the program definition stage.
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10  the missing competency

Program Definition

It all starts here at program definition. It is the point of an idea emerging that 
would be addressed through a program. This is where we ask questions. Is 
there a need for this program? Are we addressing the campus mission with 
this program? Is there an intervention for this program? The scope of a pro-
gram ranges from educational to social to wellness, with possible overlap 
being a bonus. This stage is the 30,000-foot level of looking at the program. 
The IMPD is fluid and you cannot always see the overlap between the stages 
easily. This is purposeful. As the program coordinator (or the program com-
mittee) starts to mold the big picture, you will naturally begin to move to the 
planning stages. It is important that your committee composition represents 
your campus populations and that many perspectives are helping to shape 
your programmatic definitions and planning. The people on your commit-
tee will be the voices you need for inclusive and welcoming programs that 
meet the needs of all of your participants. Your attention to the underlying 
college student development theory and framework will also begin to take 
more shape in your program. The movement from definition to planning 
will become more and more tangible as you home in on the learning out-
comes and population. Considering your assessment plans, you can move 

Figure 1.1. Integrated model for program development.

Note. Image of model created by Whitney Korda, w.inc. digital. 
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from learning outcomes to a fuller and richer conversation on the whole 
assessment plan. This may seem like you are doing both definition and plan-
ning at the same time. The answer is that you might be doing just that, which 
is one example of the fluidity of the model and process. The list of the pro-
gramming elements within this stage are outlined in the following:

Program Definition
•	 Needs assessment
•	 Campus setting
•	 Learning outcomes
•	 Target population
•	 Program goals
•	 Theoretical frame
•	 Planning team

As was mentioned earlier, the program definition stage will engage elements 
of the program planning stage in this model. It is natural movement between 
the stages. Chapter 3 offers information on the why components with regard 
to needs and data sources that are relevant to this stage. The program moves 
from program definition into the program planning stage as the needs for the 
program are affirmed and a generalized program vision transitions to specific 
details.

Program Planning

It is impressive what a committed committee and group of students, staff, 
and faculty can put together in the short span of a semester, or a quarter. 
Never doubt the power of intention and the commitment of a group of peo-
ple. We have all heard the Margaret Mead quote, “Never doubt that a small 
group of thoughtful, committed citizens can change the world; indeed, it’s 
the only thing that ever has” (quoted in Keys, 1982, p. 79). We have found 
this to be true. This power of intention is amazing, and it can work for a 
program as well. We have all had experiences with the program that included 
inception to implementation within the short weeks of a semester/quarter. 
A caveat here is that the hurry-and-plan mentality is likely part of the cause 
to overlook or disregard the need for a program development model/system. 
“We don’t have time for all that planning stuff, it takes too much time” is a 
dangerous thought pattern. In order to plan a great program it will be helpful 
to heed the construction maxim of “measure twice and cut once.”

The more attention you have spent in planning, organizing files, and 
dealing with details, the more relaxed you will be at this stage. It is in this 
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stage that you will need something from the collaborative electronic file 
and you do not want to be searching through an electronic junk drawer 
looking for that file “I just put in here last night.” Trust us, it has happened 
to all of us.

This is likely the longest part of your planning process. It will prob-
ably take the most meetings and it will take the most people power you can 
put together. The first tool that should be used is a “backdater.” We have 
included a general backdater in the appendix to help you with your creation 
of a plan. A backdating plan starts with the end in mind and works backward 
to determine the lead time for each of your program target goals, program 
deliverables, and of course the program launch. This planning activity helps 
to create the deliverables, actions, and important dates that you need to hit 
prior to the event. The backdater we have supplied is generalized and we 
have included many things for you to consider. Depending on the size of 
your program you may need fewer items or you may find out you need more. 
Certain campus or city policies, laws, and regulations may add unique items 
to the detail of your overall plan. Chapter 4 offers greater detail on program 
goals, objectives, and outcomes. Chapter 5 addresses budget essentials for 
you and your program.

There are many computer programs and apps now that can help with 
your planning process. The use of a Google Drive folder or some other com-
mon repository for your committee work will help with transparency and 
smooth sailing. The key to the online collaborative folder is to keep “elec-
tronic hygiene” in mind. Spend some time creating folders, naming conven-
tions, and organization methods for your collaborative dropbox. Create a 
history file in each section so you can archive the old plans and keep the great 
thinking that took place. Keep the most recent, dated (with creation and 
revision notations), and page numbered. This little bit of electronic hygiene 
will keep your collaborative files from looking like your family junk drawer 
and contribute to an organized process. The list of the programming ele-
ments for the planning stage within this model are outlined in the following:

Program Planning
•	 Target date
•	 Backdating schedule
•	 Budget
•	 Assessment planning
•	 Learning outcomes
•	 Rollout plan
•	 Collateral
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•	 Printing
•	 Talent contracts and demands
•	 Staffing plan
•	 Marketing plan
•	 Communications plan
•	 Location/programming space
•	 Training sessions
•	 Risk management

As this list indicates, there are many details to this stage in the IMPD. 
The creation of a holistic program includes attending to all populations that 
you will serve through your programs and activities. Universal design helps 
to examine all entry points into the program for physical disabilities, learning 
styles, and cultural nuances. During this time you will want to think about 
the sequencing of your program as well. You will want to be attentive to how 
you order things to help with understanding, timing, and readiness for learn-
ing (Bloom & Krathwohl, 1956; Kolb, 2015; Seemiller & Whitney, 2020; 
Whitney et al., 2016)

Chapter 6 engages with other details of planning, such as the people who 
plan a program, the development of a timeline, and initiating a marketing 
plan to guarantee participation. The next stage after planning is implement-
ing and launching the program.

Launching Stage—Implementation

There are always last-minute things to do prior to launch. It will just work 
out that you cannot take care of some part of the program and the launch 
until the week, day, morning, or hour before the program begins. Equate this 
to leaving on a trip. Think of all the things you cannot do until the last min-
ute, the morning of, or the last few hours before your flight. Implementation 
will require its own checklist of details, logistics, and contact phone num-
bers. This seems like a prestage or a ministep between the planning and 
the launch, but it is vital. Take the time to plan for the last-minute details. 
The list of the programming elements in the prelaunch step are outlined 
in the following:

Implementation—Prelaunch
•	 Detailed time sequence
•	 Last-minute checklist
•	 Paperwork that may be required
•	 Travel details, airport plans, and contact numbers
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Program Launch

Project management calls this stage “project execution.” We did not like the 
sound of that stage and thought it was much more appropriate in student 
affairs to “launch a program.” The launch is often referred to in program-
ming and program development as the “day of,” meaning the day of the 
event. The day of will be hectic. The whole event needs to be scripted for a 
smooth delivery. Written plans and a procedure will help reduce the confu-
sion and we suggest a series of worksheets in a spreadsheet to support a clear 
path. If you can write out the steps that everyone will need to follow, or 
at least be aware of, it will help reduce the word of mouth interpretations. 
Points will not be forgotten in haste if you have the plan printed and posted. 
It is your planning that will eliminate a hectic situation and reduce chaos so 
you can launch a great program. How you organize your participation on the 
launch day is important and should be included in your planning. If you and 
various members of your team are social individuals, you will want to be in 
the front of the room greeting people as they show up to your program and 
seeing their initial reactions. If you and team members are naturally struc-
tural or analytical, it is likely you love all of the elements of implementing to 
watch the event emerge. Your plans were set a week before, and you are just 
as happy being in the background making sure the details are attended to 
for everyone else. Know your team and make sure appropriate assignments 
are made that address member skills for a smooth launch. The day of the 
program will be spent on walk-through, triple checking the security plans, 
and ensuring that everything is moving forward. The list of the programming 
elements within this stage are outlined in the following:

Program Launch and Implementation
•	 Preliminary deliverables
•	 Implementation
•	 Staffing schedule
•	 Final checks
•	 Day of event
•	 Quick notes about what we could do better/what worked immediately
•	 Another quick walk-through and check to make sure supplies are in 

place
•	 Calls to check on elements that were late or that were unfortunately 

missing
•	 Checks on final placements of equipment
•	 Scan doors to the venue for security now that everyone has arrived
•	 Quick reorganization of paperwork that was used for check-in and 

the launch. Do it now.
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It is purposeful that implementation is accomplished with monitoring of the 
events, activities, and details not forgotten. The launch was really liftoff and 
now we are in the process of delivering and monitoring the program at the 
same time. This ministep between the kickoff and the monitoring will guide 
immediate considerations and alterations at various times in the future. As 
the first iteration of the program is delivered, the monitoring stage will appear 
first informally, with brief notes written while the program is in motion, and 
then more formal evaluation through an assessment plan. Chapter 7 offers 
information on work flow, training activities, and team celebration strategies 
as the vision becomes reality on your campus.

Program Monitoring

Monitoring happens from the minute the program starts, through the sec-
ondary implementation, and continues until the last participant leaves. It is 
all planning until the director says, “Action!” and “Voila, we are in monitor-
ing.” This phase is where plan B may become a reality and has to be fulfilled. 
Monitoring is being able to react on the fly when an unknown or unplanned 
variable suddenly appears in the middle of your program. Weather condi-
tions (that happen midlaunch and unexpectedly) would be a monitoring 
event. Power outages are dealt with in monitoring. The fortunate benefit of 
having more people show up than you were ready for and needing to adjust 
the check-in line or use alternative methods to check people in. The food 
delivery is not going as planned. An attractive nuisance in programming is 
some element you thought might add ambiance, like a lake or a stream, but 
then it turns into a nuisance because of the noise or distraction it creates for 
your program. These examples are a bit extreme to make the point, but you 
need to be ready for almost anything. The list of the programming elements 
within this stage are outlined in the following:

Program Monitoring (or Program Control)
•	 Counting, accounting, recording
•	 Formative evaluation
•	 Constant monitoring
•	 Plans B, C, D, . . .
•	 Risk management
•	 Unplanned evaluations
•	 Attractive nuisances

Counting, accounting, and recording are key elements of the monitoring 
stage. During the monitoring stage of your program you will want to ensure 
that you remember the numbers. Counting seems trivial, but it is not. Imagine 
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the difference in impact between these statements: “There were a lot of peo-
ple there; the room was packed” and “The attendance was great; we had 213 
people in that room. We were just under the fire code limits.” Your vice presi-
dent will be much more impressed with 213 (a number) than just being told, 
“The room was packed.” Accounting is vital. Control over the money and the 
accounting during the event is a must. The campus professional should at all 
times know and be responsible for the money. Collecting money at the end is 
vital as well. Do not give this responsibility to anyone else. The same caution 
goes for the departmental P-card or purchasing card. Recording is a reminder 
to make notes somehow throughout the monitoring. Some ways this can be 
done include sending yourself text messages with notes; taking pictures of 
things that worked or did not work; or keeping an Evernote file with notes. 
You will be happy you took the time to make notes and archive some things 
while you were in the moment. Relying on your memory will be frustrating 
later when you have a list of 20 things you thought you would remember but 
that just seem to escape you later. Chapter 7 will offer further information on 
the monitoring stage and chapter 8 will provide support for the assessment 
plan that is another form of monitoring for future reports.

Reflection Stage

The program is not “done” until all of the final reports are created, analyzed, 
reported, discussed, and a meeting has taken place. The decision to move 
forward for next year rests in the palm of your closeout hands. A poor clo-
seout during your reflection stage and reporting will be the last thing that 
people will remember. The sponsor that was vital for making the program 
happen but did not receive a follow-up report, a thank-you note, or some 
point of contact after the fact will have a bitter taste in their mouth when 
it comes time to give money or product next time. The reflection stage is 
probably the hardest of the stages in which to keep your energy focused. The 
adrenaline rush of planning and launching the event will be gone. It is likely 
that the next responsibility for your position is waiting for your attention. 
The more attention you have spent in planning the details, launching the 
program, and instituting the monitoring activities, the more prepared and 
relaxed you will be in the reflection stage. The list of the programming ele-
ments within this stage are outlined in the following:

Program Reflections
•	 Cash from event
•	 Receipts
•	 Assessment completed
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•	 Monetary accounting
•	 Contract closeout
•	 Recognition
•	 Reporting
•	 After-action report
•	 Administrative decisions for future plans

The arc over the top of the model (see Figure 1.1) also has some mean-
ing. Reflection is about looking back at the program and closing it out for 
this iteration. This phase also sets into motion some thinking about the next 
iteration of the program, or if there will be a next time. This is the adminis-
trative review to address the viability of the program. So this arc across the 
top is to represent one iteration of the program to the next, which could be 
next semester, next year, every 2 years, or whenever. The program develop-
ment model is truly a cyclical process.

There are cross-sectional interactions between four of the stages that 
are important to note. The dotted lines represent the connections between 
the stages that are not sequentially adjacent. Program definitions and pro-
gram reflection stages are related as the opening and the closing stages of 
the model. The mission and purpose will be important at both ends. The 
program has to have a sound basis for need, intervention, interaction, capac-
ity, and utility. We want to spend our time and resources on a program that 
meets a purposeful need among the student population on campus. This 
section is connected to the program reflection stage because so much of the 
ending pieces have to be considered, planned for, and implemented prior to 
the beginning of another iteration of the program. If we do not attend to the 
budget, assessment plan, marketing, and theoretical foundations in the defi-
nitions phase, we will not have the data or structure to complete these weeks 
or months later after the event.

The other cross-functional alignment between the program planning and 
the program monitoring stages straddle the implementation and the program 
launch stages. Remember, the key stage of program planning sets the defini-
tions into play: the structure of the working committee, the roles each play 
in the program, and the operationalization of the whole program process/
structure. It follows the guiding documents and the vision of the program. 
While we are moving through the planning and implementation phases there 
will naturally be program monitoring and formative evaluations happening. 
Without solid planning and a sense of trust, structure, accountability, and 
process, the monitoring will be a disaster. The planner has to delegate the 
action and the responsibility for the program. Otherwise, when an anomaly 
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happens, or a computer glitch, or the dropping of some balls along the way, 
everyone will be looking around to see “who is in charge here?” Planning 
gives you the ability to monitor the program as it is happening, which the 
IMPD advocates for throughout. The alignment and symbiotic relationship 
between the stages in this model are intentional for success of the initial pro-
gram as well as future iterations. Chapters 3 through 8 offer opportunities 
to see the interaction between the stages of this model. Chapter 9 provides a 
deeper perspective on the reflection stage.

Conclusion

This chapter explored the terms program and programming in the current 
context of student affairs and higher education. A program is defined as “a 
theoretically based plan, under which action is taken toward a goal” (Barr & 
Keating, 1985, p. 2). Even though this term and definition are relevant to 
the mission of any campus, and both appear in many staff and some faculty 
position descriptions as necessary skills, the current literature base presents 
minimal tools to develop a successful program. Due to the importance of 
programs in higher education, the authors offer the IMPD as a tool for devel-
oping programs to address students’ needs and expectations in 21st-century 
higher education. This model emerged through the lived experiences of the 
authors as well as a comprehensive review of program development models 
used in student affairs for the last 50 years, which are presented in chapter 2.

Chapter 2 offers an historical perspective on program development mod-
els used in higher education. This chapter will document a long and vibrant 
history of program development for the college environment. The authors 
understand that it might not be of interest to all readers but we include it to 
chronicle the use of theory and models for program development that have 
been part of the higher education landscape for many years. It also points to 
the importance of planning and process in program development.

Chapters 3 through 9 offer depth and detail to apply to each stage of 
the IMPD. It is this rich detail that will offer direction for new practitioners 
planning their first program. Seasoned practitioners and leaders will appreci-
ate the focus on monitoring, assessment, and reflection for staging future 
iterations of the event. Finally, all individuals involved in program planning 
and development will appreciate the interaction between each stage that 
offers direction without limiting how certain elements emerge in specific 
plan for their respective campus. Throughout you will find tools, strategies, 
and ideas that are shared for your success in program development as well as 
the holistic success of your students.
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