Nia
Intervention Implementation Planning Tool 
Instructions for Use

 SEQ CHAPTER \h \r 1This Nia Intervention Implementation Planning Tool is for use by those who are planning implementation of the Nia 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).
A.  The Nia Intervention Implementation Planning Tool is to help you with planning implementation of Nia.  The implementation planning worksheet relates to major implementation tasks in each of four areas of Nia implementation: pre-implementation, implementation, maintenance, and monitoring and evaluation.  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 areas of intervention practice. 
 SEQ CHAPTER \h \r 1This Nia Intervention Implementation Planning Tool should be used in conjunction with knowledge in-hand about Nia acquired in the Nia basic training of facilitators and drawn from other Nia program resources like the Nia 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 Nia program planning and implementation.  

2. Review, in detail, the Nia materials provided in the Nia training and on-line.
3. Review, in detail, this Nia 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 Nia program.  Document these plans using the implementation planning worksheet, and develop key program objectives using the program objectives worksheet. 

5. Begin implementing Nia 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 Nia.  Make adjustments to program plans and objectives, as needed.  Document revisions on the aforementioned worksheets.

Nia  |  Intervention Implementation Planning Worksheet
	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 (“Planning for Implementation” and “Getting Ready for Nia”)


	1. Complete the Nia Intervention Implementation Planning Tool.
	Example: Review Nia 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. Develop a budget that reflects approved cost categories based on the grant award.
	
	
	
	

	3. Update and/or create job descriptions for the Program Manager, Facilitators, and other key staff who will help support coordination and delivery of Nia.
	
	
	
	

	4. Recruit and hire Nia staff.
	
	
	
	

	5. Prepare to manage staff by creating a quality assurance (QA) plan that relates to the job descriptions and role expectations for key staff.
	
	
	
	

	6. Review evaluation requirements for funding agency and develop evaluation plan. Hire an evaluation consultant, if necessary, to assist with the development and execution of the evaluation plan.
	
	
	
	

	7. Secure “buy-in” from key stakeholders.
	
	
	
	

	8. Prepare for delivery by attending training courses, reviewing and preparing intervention materials, and practicing delivery of session content.
	
	
	
	

	9. Select new videos and clips, as needed, that may be more culturally appropriate for your target population.
	
	
	
	

	10. Secure a private space to hold Nia sessions.
	
	
	
	

	Implementation (“Conducting Nia Sessions”)

	1. Recruit African American men who have sex with women to participate in Nia. 
	
	
	
	

	2. Enroll participants and conduct Pre-Assessment Survey. 
	
	
	
	

	3. Schedule sessions.
	
	
	
	

	4. Prepare Personal Feedback Report (PFR) forms and other session materials.
	
	
	
	

	5. Brief staff on plan for collecting and reporting evaluation data.
	
	
	
	

	6. Conduct sessions.
	
	
	
	

	7. Debrief sessions.
	
	
	
	

	8. Evaluate sessions using the Session Evaluations, Consistency Outlines, and Participant Feedback Questions.
	
	
	
	

	9. Monitor staff using the QA plan.
	
	
	
	

	Maintenance

	1. Schedule and convene meeting with all relevant staff to discuss lessons learned from delivery of cycle 1 of the intervention.
	
	
	
	

	2. Hire and train new staff, as needed.
	
	
	
	

	3. Maintain stakeholder “buy-in.”
	
	
	
	

	4. Plan for the next cycle of Nia.
	
	
	
	

	Monitoring and Evaluation– Complete the attached Nia M&E Key Activities table for your application (following the program objectives table)


Program Objectives Worksheet for the Nia 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 Nia Implementation Manual for detail on Nia tasks and activities. It is recommended that implementers request technical assistance to help with planning and use of this tool as early in Nia 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.


Nia 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., a male and a female facilitators hired and trained; group location secured; DVD player and TV or video monitor 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 of collecting, assessing, and using information or data to monitor program activities
Data Source – The document or process used to obtain information or data needed for monitoring program activities (e.g., client sign-in sheets, intake forms with demographic and risk information)

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 of the Nia set of activities delivered to clients on a given date (e.g., one of the 2 to 4 group sessions)

· Recommended frequency of group sessions: weekly
Cycle – The complete delivery of all Nia sessions (6 hours of content delivered in 2 group sessions, although it can also be conducted in 3 or 4 group sessions)
Enroll – Client participates in at least one of the 2 to 4 Nia group sessions

· Recommended number of clients enrolled per cycle: 6 to 10 men who have sex with women enrolled in each Nia cycle
· Eligibility Criteria: 

1. Nia was designed for African American men who have sex with women who are 18 years and older
2. Target Population (TP) – The program-defined, intended recipients of the intervention described by risk, demographic and/or setting characteristics (e.g., African-American heterosexual and bisexual men with a history of STDs, substance use, or incarceration, African-American heterosexual and bisexual men in a specific community with high STD and HIV rates); TP should be based on a prioritized population identified in the program’s state or local HIV prevention plan

Complete – Client participates in all sessions of a Nia cycle (2 to 4 group sessions)

Key Intervention Activities:
	A. Recruit and enroll eligible clients for project

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

	Measure
	Analysis

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

	Data Source
	Analysis Frequency 
	Staff Responsible

	
	
	

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

	Measure
	Analysis

	Number of individuals who will be eligible
	Count number of individuals who are eligible 

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

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

	Measure
	Analysis

	Number of individuals who will be enrolled
	Count number of individuals who are enrolled

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	
	
	

	
	
	

	B.   Deliver the intervention to enrolled, eligible clients

	SMART Objective #1 : __ (number) individuals who will participate in at least one of the two to four group sessions

	Measure
	Analysis

	Number of individuals who will participate in at least one session
	Count number of individuals who participate in at least one session

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2: __ (number) individuals who will participate in all of the group sessions in a cycle

	Measure
	Analysis

	Number of individuals who will participate in all sessions
	Count number of individuals who participate in all sessions

	Data Source
	Analysis Frequency
	Staff Responsible

	
	


� Headings in parentheses represent the relevant section(s) of the Implementation Manual.
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