
 
 

 

 

 

 

 

kdehub.ca 
kdehub@uwaterloo.ca 

July 2021 

Hub Tool: Intervention Study 
Questions by Stage of Project 
Development 

Tool overview 
 
Suggested use: By teams who are developing or reviewing their research and evaluation plans 
for projects addressing mental health promotion for children and youth. This tool will be most 
helpful if teams have at least a rough outline of a theory of change and an understanding of 
information needs to support project improvements, new knowledge, and accountability 
requirements. This tool helps teams choose and adjust intervention study questions according 
to their project’s stage of development. 
 
Tool content: This tool builds on the Hub Tool: Developing and Choosing Intervention Study 
Questions. It identifies different stages of project development, offers some questions that help 
projects locate themselves within these stages, and gives examples of intervention study 
questions that are a good fit for various stages. 
 
The Hub uses the term intervention study as more generic than research and evaluation and 
interchangeably with them. Project teams may use any of these terms. All terms involve 
systematic inquiry about interventions/ innovations. 
 
Tool format: 3-page table 
 
Lead author: Dr. Carol Adair, Hub consultant, with support from the KDE Hub Secretariat 
 
For more information or guidance: Please contact us at kdehub@uwaterloo.ca   
 

https://kdehub.ca/resources/hub-tool-developing-and-choosing-intervention-study-questions
https://kdehub.ca/resources/hub-tool-developing-and-choosing-intervention-study-questions
mailto:kdehub@uwaterloo.ca
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STUDY QUESTIONS BY PROJECT DEVELOPMENT STAGES 
The table identifies five stages of project development. The stages are overlapping, and a project may have activities at different stages of development at the same time. The stages are 
also not linear, even though a general progression from one stage to the next is typical. Projects often circle back to earlier stages as they progress through the stages. The self-assessment 
row allows projects to consider generally where they are at in their development. For each stage, an overarching question is provided; this tends to be the general orientation and focus 
within each stage. More specific questions follow, all of which are relevant to the overarching question and are samples only. 

Stage of Project Development Overarching Question Additional Sample Questions 

A. Early Development/ Planning/Conceptualization 
 
✓ We have identified a concern in a particular setting or 

population and want to intervene to make a difference.  
✓ We are brainstorming/ exploring what to do with different 

stakeholders.  
✓ There is still a lot of uncertainty about what will work and how.  
✓ New information and opportunities are emerging. 
✓ Relationships among stakeholders are beginning to form but 

not all are identified. 

What needs to happen? • Who are the key stakeholders? How are relationships developing among stakeholders? 
Who is not involved and why? 

• What wisdom can be gleaned from multiple ways of knowing, including two-eyed seeing? 
• How should the effort adapt to changing circumstances? 
• What are our potential participants telling us about the issues they face that might be 

targets for intervention? 
• What can be done to address this need in our context? 
• What have others done elsewhere to address this need? 
• What are the higher-level policy issues in this realm?  
• What theories of child and youth mental health promotion might apply? What principles 

and values are implicit or explicit?  
• What are possible unintended effects? 

B. Pretesting Processes and Components 
 
✓ We have drafted some intervention materials and process 

ideas and need information to refine them; early materials/ 
processes are evolving based on feedback.  

✓ We have a stronger sense of the ‘theory of change’ that might 
apply.  

✓ Our core group of engaged stakeholders is taking shape but is 
not yet established. 

How are the parts of the 
intervention working? 

• How do the early components fit together, with our theory of change, and with relevant 
theories in the child and youth mental health promotion realm?  

• What wisdom can be gleaned from other ways of knowing, including two-eyed seeing? 
• How are potential participants and other stakeholders perceiving the components? 
• What are early indications of who might participate and who might be left out in our 

community? What adaptations can we consider for social inclusion/ equity? 
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Stage of Project Development Overarching Question Additional Sample Questions 

C. Pilot and Revisions 
 
✓ We have an intervention designed and we are ready to try it 

with our target population and make revisions as needed. 
✓ Our theory of change is well articulated, and we have a good 

sense of what outcomes to target.  
✓ We have a better understanding of contextual issues and our 

core and broader stakeholder roles and responsibilities are 
clearer but not fully established. 

How well is the overall 
intervention working? 

• Is the intervention operating as intended according to multiple ways of knowing/ two-
eyed seeing?  

• Who is not involved and why? 
• How can we enhance what is working well and improve what is not?  
• To what extent are stakeholders engaged? 
• What effects or changes are beginning to show up in our context? 
• What factors are limiting progress and how can they be managed or addressed? 
• What initial difference is the intervention making – are there any early indications of 

unexpected or unintended effects?  
• Why is the intervention working the way it is?  
• What adaptations can we consider to ensure social inclusion/ equity? 

D. Full Implementation  
 
✓ We have or are regularly recruiting participants and delivering 

the intervention with our target population.  
✓ We have turned our attention to what difference it might be 

making locally and possibly more broadly.   
✓ We have processes in place to track activities and for 

measuring outcomes, including information about differential 
effects by participant characteristics, level of participation, and 
other factors.  

✓ The roles of those with direct responsibilities and those in 
supportive or broader oversight roles are reasonably stable. 

Is the intervention 
achieving its short-term 
objectives/ outcomes? 

• What consistent effects are being seen after repeated delivery? 
• How do the effects vary by participant characteristics (for whom), by variation in delivery 

(how) and by different ways of knowing and different stakeholder groups? 
• How effective have we been in improving social inclusion/ equity?  
• What else do we need to know?  
• How do we translate/ share our findings for broader audiences? 
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Stage of Project Development Overarching Question Additional Sample Questions 

E. Mature Intervention and Scale Up  
 
✓ Our intervention is well-established, and we have documented 

positive effects in our setting and with our local target 
population.  

✓ We have steady state process in place to ensure quality of 
delivery and maintenance of outcomes.  

✓ We are coming up with ideas for versions for different types of 
participants.  

✓ We have an experienced team and consistent supporters, as 
well as the capacity to reach out to other communities/ 
groups.  

✓ Other communities have expressed interest in our work. 

Is the intervention 
achieving its short-term 
outcomes consistently as 
well as some longer-term 
outcomes and impacts? 

• What differences has the intervention made after repeated delivery? 
• What aspects have been most effective and why? 
• What predicted and unpredicted impacts has the intervention had? 
• What ripple effects has the initiative had on other parts of the community or system? 
• What are the costs of the intervention in relation to outcomes? Are the costs justified? 

Are they sustainable? 
 

 

A FINAL POINT 
Once your team has general consensus on intervention study questions that are informed by a theory of change, intended uses of information and stages of project development, you are ready to 
consider concepts, measures and study designs. You may wish to check out other Hub tools on these topics. 

https://kdehub.ca/resource-categories/hub-resources/
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