Mpowerment
Intervention Implementation Planning Tool 
Instructions for Use

 SEQ CHAPTER \h \r 1This Mpowerment Intervention Implementation Planning Tool is for use by those who are planning implementation of the Mpowerment intervention.  This tool is composed of two worksheets: an implementation planning worksheet and a program objectives worksheet.  These two worksheets are to be used together in a two-step planning process, beginning with the development of specific plans for accomplishing the key intervention tasks and activities (using the implementation planning worksheet) followed by development of program objectives (using the program objectives worksheet). Tasks are organized by the following four areas: pre-implementation, implementation, maintenance, and monitoring and evaluation.
A.  The implementation planning worksheet relates to major implementation tasks involving pre-implementation, implementation, maintenance, and monitoring and evaluation of Mpowerment.  The implementation planning worksheet provides an opportunity for agency staff to develop and document specific plans for completing each of the key tasks and activities, designate responsible staff, and identify timelines for key tasks and activities. 

Note:  The tasks listed within the four areas of implementation practice on the implementation planning worksheet are in approximate, but not exact, order.  Many of the tasks within an area overlap or occur simultaneously with other tasks within that area.

B.  The program objectives worksheet is for use in developing program objectives using the CDC SMART objectives (i.e., specific, measurable, achievable, relevant, time-based) model and process.  Specific SMART program objectives should be developed for major tasks identified on the implementation planning worksheet in each of the four major areas.  

 SEQ CHAPTER \h \r 1This Mpowerment Intervention Implementation Planning Tool should be used in conjunction with knowledge in-hand about Mpowerment acquired in the Mpowerment basic training of facilitators and drawn from other Mpowerment program resources like the Mpowerment Behavior Change Logic Model, Implementation Summary Sheet, and Starter Kit (see www.effectiveinterventions.org).
Steps for using the tool:
1. Form a team to work on Mpowerment program planning and implementation.  

2. Review, in detail, the Mpowerment materials provided in the Mpowerment training and on-line.
3. Review, in detail, this Mpowerment Intervention Implementation Planning Tool.

4. Hold a meeting, or series of meetings, to develop specific plans and timelines for completing each of the key tasks and activities of your Mpowerment program.  Document these plans using the implementation planning worksheet, and develop key program objectives using the program objectives worksheet. 

5. Begin implementing Mpowerment and document progress and completion of tasks and activities in relation to the implementation plan and program objectives you developed on the two worksheets.

6. Periodically hold team meetings and review progress in implementing Mpowerment.  Make adjustments to program plans and objectives, as needed.  Document revisions on the aforementioned worksheets.

Mpowerment  |  Intervention Implementation Planning Tool

	Tasks and Activities
	Plans for Completing Tasks and Activities 

(i.e., the steps my organization needs to take)
	Person Responsible
	Timeline Until Completion
	Start and End Dates

	Pre-Implementation

	1. Complete the Mpowerment Intervention Implementation Planning Tool

	Example: Review Mpowerment materials distributed at trainings as well as resources found on the DEBI website (www.effectiveinterventions.org) for information to complete the planning tool.  Review requirements from funding source about the timeline for deliverables.  Assess current staffing pattern to determine whether new staff need to be hired.
	Program Manager
	Within 30 days of award
	June 1, 2010 – June 30, 2010

	2. Director of Prevention conducts widespread search to locate qualified and highly competent individuals to become Coordinators for the Project.

	
	
	
	

	3. Hire Project Coordinators.


	
	
	
	

	4. Project staff receive Mpowerment training and learn the content of the Mpowerment manual and materials.

	
	
	
	

	5. Develop program objectives that are consistent with the overall Mpowerment program plan. Use CDC’s SMART Objectives model.

	
	
	
	

	6. Conduct community assessment: determine where young gay men congregate and the major subgroups of young gay men in the community.

	
	
	
	

	7. Recruit core group members.
	
	
	
	

	8. Locate and secure project space.

	
	
	
	

	9. Determine pertinent issues for young gay men in the community.

	
	
	
	

	10. Collect baseline information about sexual risk behavior and sexual communication among friends from difference subgroups of young gay men in the community.

	
	
	
	

	11. Determine community stakeholders.

	
	
	
	

	12. Discuss goals and methods with community stakeholders.

	
	
	
	

	13. Project staff communicate project goals and structure to other staff of the implementing agency.

	
	
	
	

	Implementation

	Early Activities

	1. Convene core group of young gay men.  

	
	
	
	

	2. Core group: determines project name and logo; identifies unmet needs of young gay men in the community; begins talking with friends about project; and furnishes and decorates project space.

	
	
	
	

	3. Develop plans for initial formal outreach at community venues and via outreach events.
	
	
	
	

	4. Form Community Advisory Board (CAB).


	
	
	
	

	5. Determine optimal media outlets for publicity.


	
	
	
	

	6. Develop publicity plan.


	
	
	
	

	7. Coordinators learn how to conduct M-groups.


	
	
	
	

	8. Director of Prevention and Coordinators establish approach to supervision; establish weekly behavioral objectives, and reporting procedures.

	
	
	
	

	Intermediate Activities

	1. Core group continues to talk about the Project in their social groups and brings friends to the Project.


	
	
	
	

	2. A variety of large and small scale outreach events begin to be implemented.


	
	
	
	

	3. Implement M-groups.


	
	
	
	

	4. Collect pre- & post-test information about men attending the M-groups.


	
	
	
	

	5. M-group participants conduct informal outreach with their friends and peers.


	
	
	
	

	6. Informal outreach is discussed, periodically,  at Core Group meetings.
	
	
	
	

	7. Coordinators role- model informal outreach.


	
	
	
	

	8. Implement publicity plan, including placing advertisements in media and distributing materials throughout the community.


	
	
	
	

	9. Meet with CAB to discuss project activities.


	
	
	
	

	10. Continue to communicate community Project goals and structure to staff of implementing agency.


	
	
	
	

	Maintenance 

	1. Core group implements long term and weekly outreach activities.

	
	
	
	

	2. Conduct outreach at community venues.

	
	
	
	

	3. Evaluate outreach events.

	
	
	
	

	4. Recruit new members to Core Group.

	
	
	
	

	5. Recruit men to M-groups.


	
	
	
	

	6. Encourage informal outreach at Core Group meetings and at other outreach activities.


	
	
	
	

	7. Continue implementing publicity plan, including placing advertisements in media and distributing materials throughout the community.


	
	
	
	

	8. Meet with Community Advisory Board (CAB) to discuss Project activities.


	
	
	
	

	9. Communicate with staff from implementing agency in periodic meetings.


	
	
	
	

	Monitoring and Evaluation

	1. Complete the attached Mpowerment M&E Key Activities table for your application (following the program objectives table)

	
	
	
	


Program Objectives Worksheet for the Mpowerment Intervention

The program objectives worksheet is for use in developing program objectives using the CDC SMART objectives (i.e., specific, measurable, achievable, relevant, time-based) model and process.  Specific SMART objectives should be developed for major tasks identified on the implementation planning worksheet in each of the four areas of intervention practice: pre-Implementation, implementation, maintenance, and monitoring and evaluation.  
 SEQ CHAPTER \h \r 1Those using this tool should refer to the Mpowerment Implementation Manual for detail on Mpowerment tasks and activities. It is recommended that implementers request technical assistance to help with planning and use of this tool as early in Mpowerment implementation as possible.
	
	S.M.A.R.T. Program Objectives 


	Pre-Implementation

	Record your program objectives for core pre-implementation tasks and elements here.


	Implementation 


	Record your program objectives for core implementation tasks and elements here.



	Maintenance 


	Record your program objectives for intervention maintenance tasks and elements here.


	Monitoring and Evaluation


	Record your program objectives for intervention monitoring and evaluation tasks and elements here.


Mpowerment Monitoring and Evaluation (M&E) Key Activities

Complete the table below of SMART objectives for key activities using projected numbers for a fully-implemented program year.  Please complete SMART objectives for every target population.  
Provide information on the data sources, analysis frequency, and staff responsible for each SMART objective (and for each target population).  Use definitions provided to ensure consistency with CDC requirements for these activities.  CDC will provide support for developing a complete M&E plan for each intervention after awards are made to successful applicants.   Fill in boxes for SMART objectives, data sources, analysis frequency, and staff responsible.
Fully-Implemented – Program staff hired and trained on the intervention, program resources are available (e.g., project coordinator and two facilitators hired and trained; core group members and volunteers recruited; training, meeting, and confidential testing locations secured; and TV, VCR, poster, handouts, condoms and lubricant available)
Program Year – 12-month funding period (e.g., 7/1/10 – 6/30/11, 7/1/11 – 6/30/12)
SMART Objectives – Program objectives that are Specific, Measurable, Appropriate, Realistic, and Time-based 
Measure – The information or data needed to monitor progress towards meeting SMART objectives for program activities
Analysis – The process for collecting, assessing, and using information or data to monitor program activities; this activity should be conducted on a regular basis to determine if an objective has been met
Data Source – The process used to gather information or data needed for monitoring program activities (e.g., training sign-in forms, core group member intake sheets with demographic and risk information, M-group attendance sheet) 

Analysis Frequency – The intervals at which program monitoring activities will occur (e.g., weekly, monthly, after each training session); that is, how often will the staff responsible for program M&E at your agency review and consider the information and its implications for the work of your agency.
Staff Responsible – The program-identified staff member who is responsible for monitoring a program activity
Session – one or more intervention activities delivered to target population on a given date (e.g., formal outreach, informal outreach, M-groups)

Enroll – Recruit Mpowerment core group members
Complete – Maintain Mpowerment core group members

Target Population (TP) – The program-defined, intended recipients of the intervention described by risk, demographic and/or setting characteristics (e.g., Young gay and bisexual men in a community with high STD and HIV rates, African-American YMSM); TP should be based on a prioritized population identified in the program’s state or local HIV prevention plan
Core Group – Design and carry out project activities
· Recommended number of core group members: 12 to 20 

· Eligibility Criteria: 

1. Young gay and bisexual men from the community

2. Represent the TP

Volunteers – Help deliver services and make important program decisions

· Eligibility Criteria: 

1. Young gay and bisexual men from the community

2. Represent the TP

Formal Outreach – Educational activities and social events conducted by outreach teams to promote safer sex and referral to HIV counseling, testing, and referral services; and encourage the target population members to learn their HIV status and to adopt and maintain safer behaviors over time. 

Informal Outreach – Casual conversations with friends about the need to engage in safer sex, know their HIV antibody status, disclose their HIV status to potential sex partners, seek medical care if HIV infected 

M-group – Peer-led, one-time discussion groups with target population members
· Recruit 15% to 20% of the estimated number of young gay and bisexual men in the community
Key Intervention Activities:
	A. Recruit and maintain a core group to design and carry out project activities

	SMART Objective #1 : __ (number) individuals who will be recruited for core group

	Measure
	Analysis

	Number of individuals who will be recruited for core group
	Count number of individuals recruited for core group

	Data Source
	Analysis Frequency 
	Staff Responsible

	
	
	

	SMART Objective #2 : __ (number) individuals who will be eligible to participate in core group

	Measure
	Analysis

	Number of individuals who will be eligible for core group
	Count number of individuals who are eligible for core group

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #3 : __ (number) individuals who will be enrolled in core group

	Measure
	Analysis

	Number of individuals who will be enrolled in core group
	Count number of individuals who are enrolled in core group

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #4 : __ (number) individuals who will be retained (maintained) in core group

	Measure
	Analysis

	Number of individuals who will be retained in core group
	Count number of individuals who are retained in core group

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	B. Recruit volunteers to help deliver services and to make important decisions about the program

	SMART Objective #1 : __ (number) individuals who will be recruited to be a volunteer

	Measure
	Analysis

	Number of individuals who will be recruited as volunteers
	Count number of individuals recruited as volunteers

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2 : __ (number) individuals who will be eligible to be a volunteer

	Measure
	Analysis

	Number of individuals who will be eligible to be volunteers
	Count number of individuals eligible to be volunteers

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #3 : __ (number) individuals who will be enrolled as a volunteer

	Measure
	Analysis

	Number of individuals who will be enrolled as volunteers
	Count number of individuals enrolled as volunteers

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	C. Conduct formal outreach, including educational activities and social events for target population

	SMART Objective #1: __ (number) formal outreach events that will be conducted for target population 

	Measure
	Analysis

	Number of formal outreach events that will be conducted
	Count number of formal outreach events conducted

	Data Source
	Analysis Frequency
	Staff Responsible

	
	

	SMART Objective #2: __ (number) individuals in target population that will participate in formal outreach events

	Measure
	Analysis

	Number of individuals in target population that will participate in formal outreach events 
	Count number of individuals from target population in formal outreach events

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	D. Conduct informal outreach to influence behavior change among the target population

	SMART Objective #1: __ (number) informal outreach events that will be conducted for target population

	Measure
	Analysis

	Number of informal outreach events that will be conducted
	Count number of informal outreach events conducted

	Data Source
	Analysis Frequency 
	Staff Responsible

	
	
	

	SMART Objective #2: __ (number) individuals in target population that will participate in informal outreach events

	Number of individuals in target population that will participate in informal outreach events
	Count number of participants from target population in informal outreach events

	Measure
	Analysis

	
	

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	E. Recruit volunteers to help deliver services and to make important decisions about the program

	SMART Objective #1: ___ (number) M-groups that will be conducted with target population

	Measure
	Analysis

	Number of M-groups that will be conducted with target population
	Count number of M-groups conducted with target population

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2: ___ (number) individuals in target population that will participate in M-groups

	Measure
	Analysis

	Number of participants from target population in M-groups
	Count number of participants from target population in M-groups

	Data Source
	Analysis Frequency
	Staff Responsible
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