RAPP – Real AIDS Prevention Project  
Implementation Planning and Program Objectives Tool

 SEQ CHAPTER \h \r 1This RAPP Implementation Planning and Program Objectives Tool is for use when planning to implement the intervention.  This tool is composed of two worksheets:  

A.  The RAPP Implementation Planning Worksheet   - indicates key tasks associated with RAPP: pre-implementation, implementation, maintenance, and monitoring and evaluation.  The worksheet provides an opportunity for agency staff to develop and implement specific plans for completing each of the key tasks and activities, designate responsible staff, and identify timelines.   Keep in mind that the tasks listed within the 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 - suggests 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 the intervention practice.   

 SEQ CHAPTER \h \r 1This Implementation Planning and Program Objectives Tool should be used in conjunction with knowledge acquired in the RAPP TOP trainings and drawn from other RAPP intervention resources like the behavior change logic model, RAPP Implementation Kit (boxed materials) Implementation Summary Sheet, and RAPP Implementation Manual.

Steps for using the tool:
1. Form a team to work on RAPP program planning and implementation.  

2. Review the RAPP materials provided in the TOP and available on-line.
3. Review the RAPP Implementation Planning and Program Objectives Tool.
4. Conduct meetings with key staff to develop specific plans and timelines for completing each of the key tasks and activities of your RAPP intervention.  Document these plans using the Implementation Planning Worksheet and develop key program objectives (using the Program Objectives Worksheet). 

5. Begin implementing RAPP by completing tasks and activities in relation to the implementation plan and intervention objectives developed using the implementation planning and program objectives tool.

6. Periodically hold meetings and review progress in implementing RAPP, make adjustments to intervention plans and objectives as needed.   

RAPP Implementation Planning Worksheet

	Tasks and activities               
	    Plans for Completing Tasks and Activities 

(i.e., the steps my organization should take)
	Staff responsible for tasks and activities
	Timeline for completion of tasks and activities
	Start and End Dates

	          A.  Pre-implementation
	
	
	
	

	A key preparatory portion of RAPP is the completion of preimplementation.  Successful completion of this segment provides a strong foundation for the entire implementation of the intervention. Ensure that the all components of the community needs assessment are completed and that the results are used to inform the implementation of RAPP.  

	Recruit, hire or secure, and train agency staff who will be responsible for implementation of RAPP.  Use community needs assessment tools that are included in the RAPP documents as needed.

	
	
	
	Start and End Dates

	Complete the RAPP implementation planning worksheet and program objectives worksheet (consistent with the instructions for these worksheets and the intent, logic and core elements of the RAPP intervention and program).
	
	
	
	Start and End Dates

	Assess available resources and probable costs. Use the suggested budget listed in the RAPP Implementation Manual to develop an initial budget.
	
	
	
	Start and End Dates

	Develop an estimate of the size of the target population available to participate in the RAPP intervention, including their demographic characteristics and geographic and social locations, community and peer networks and community stakeholders.
	
	
	
	Start and End Dates

	Identify a plan to enlist support and involvement from appropriate community network members and potential peer networkers and begin recruitment and enlistment of these individuals (according to the plan).
	
	
	
	Start and End Dates

	Design and develop all systems, plans, materials and activities for preparing to implement RAPP. 
· Develop a checklist of key activities

· Conduct an agency assessment to determine CBA needs regarding preimplementation activities

· Identify, recruit and hire RAPP staff

· Access RAPP information and develop plan for conducting all components of the community needs assessment

· Locate community network sites and community observation sites 

· Contact key sources with access to target population

· Begin accessing information regarding the cultural norms and behaviors of the target population

· Locate possible sources of information and artifacts reflective of the target population with specific application to the local target population.
· Develop peer networker recruitment plan
· Develop community network recruitment plan
	
	
	
	Start and End Dates

	Develop a RAPP Monitoring and Evaluation plan to monitor and evaluate key RAPP, preimplementation, implementation and maintenance tasks and activities (consistent with SMART process objectives you define on your RAPP program objectives worksheet). 
	
	
	
	Start and End Dates

	Complete all preimplementation activities.

Develop or update current policies and procedures manual to reflect RAPP intervention requirements

Complete implementation plan
	
	
	
	


	        B.  Implementation


	
	
	
	Start and End Dates

	Train peer networkers. Include system to augment peer networker training since they are likely to have limited experience facilitating groups or conducting outreach activities according to the RAPP process.  This system should include practice sessions for peer networkers and mock outreach activities to identify potential areas of concern. Ensure that the community network is established and supportive of the RAPP intervention (at whatever level is available ie. Allowing flyers and role model stories to hosting safer sex parties)

	

	Complete hiring of peer networkers.
	
	
	
	Start and End Dates

	Train all peer networkers.
	
	
	
	Start and End Dates

	Practice outreach to ensure smooth delivery
	
	
	
	Start and End Dates

	Conduct all preparatory activities for implementing RAPP including initial role model stories and peer networker ability to ‘stage’ members of the target community
	
	
	
	

	Ensure community presence is recognized and accepted ex. Are police officers aware that RAPP peer networkers will be ‘hanging out’ in the community
	
	
	
	

	Implement plan to conduct RAPP intervention and ensure retention of peer networkers.  Ensure activities are conducted with fidelity to the intervention and that debriefings are held consistently with requisite attention to the experience and reactions of the peer networkers

	

	      Conduct RAPP intervention  
	
	
	
	Start and End Dates

	      Monitor and document activities of peer networkers.
	
	
	
	Start and End Dates

	      Engage retention strategies
	
	
	
	


	       C. Maintenance 
	 
	
	
	Start and End Dates

	Maintain on-going activities to include ongoing recruitment of peer networkers and continual updating of role model stories.

Booster trainings for peer networkers when necessary.

Update and expand community network  

	
	
	
	Start and End Dates

	
	
	
	
	Start and End Dates

	        D. Monitoring and Evaluation – Complete the attached RAPP M&E Key Activities table for your application (following the program objectives table
Start and End Dates


Program Objectives for the RAPP 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.    SEQ CHAPTER \h \r 1Those using this tool should refer to the RAPP Implementation Manual for details on RAPP tasks and activities. Be sure to request technical assistance with planning and use of this tool early in the RAPP implementation process as needed.

	RAPP Intervention 
	S.M.A.R.T. Program Objectives

	Pre-Implementation 

- Engage and become familiar with local target population to ensure availability.  Become aware of their unique characteristics and how these may be included in preparing for RAPP, conducting the needs assessment, plan training logistics and materials; plan recruitment, retention, training of peer networkers to include augmenting their training and preparation for intervention activities, plan program monitoring and evaluation, etc.


Implementation 
(ongoing identification, recruitment, retention, training, and deployment of peer networkers, etc.)

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

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

	Maintenance (e.g., ongoing contact and support with community network; reunions; maintaining support from agency staff and community leaders, etc.)


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




	Monitoring and Evaluation   

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


RAPP 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 or recruited and trained on RAPP (e.g, outreach specialist and peer volunteers) and program resources are available (e.g., stage-based role model stories, condoms)

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., community assessment, peer network enrollment form with demographic information, encounter sheets)
Analysis Frequency – The intervals at which program monitoring activities will occur (e.g., weekly, monthly, after each small group activity); 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

Peer Network – Trained community members who volunteer 2 to 3 times weekly to talk to people in the community about HIV prevention-related issues, distribute role model stories and educational materials, and provide needed referrals

· Recommended number of peer networks – One peer network for each target population, or more than one peer network depending on the size of a single target population and on available resources
· Recommended number of peer network members – 6 to 8 community members for each RAPP peer network; active recruiting and training for the peer network should be conducted at least twice a year because dropouts may occur
Enroll or Recruit – Peer network volunteers participates in the RAPP training for street outreach, stage-based encounters, and other activities
Eligibility Criteria: 

·  RAPP is designed to help sexually active women and their male partners reduce their risk for HIV infection; RAPP can be adjusted to meet the needs of populations other than African American and Latino women.  However, the adapted intervention must be culturally competent and must fit the needs of a population by adapting the objectives, educational activities, recruitment strategies, and peer and community network member roles
· Target Population (TP) – The program-defined, intended recipients of the intervention described by risk, demographic and/or setting characteristics (e.g., Latina or African-American high-risk heterosexual women in a specific community; male and female migrant farm workers; Native American heterosexual women of childbearing age); TP should be based on a prioritized population identified in the program’s state or local HIV prevention plan

Complete or Train – Peer volunteers attends the entire RAPP training
Stage-Based Encounters – Outreach activities based on the stages of change theory in which 1-on-1, face-to-face, brief interviews are conducted with community members to help them think about changing a risky behavior (such as having unprotected sex) or maintaining a healthy behavior (like using condoms all the time)
Role Model Stories – Printed, stage-based stories that are used to help people move toward consistent condom use; these stories are based on interviews with people from the community in different situations and stages of change who tell about real-life experiences that made them think about, start, or continue using condoms

· Recommended number of role model stories – 2 new stories each month (i.e., 24 stories a year)

Community Network – A group of businesses, agencies, and organizations in the community that provide a place for RAPP role model stories and other HIV prevention messages to be easily and widely available for clients and customers

· Recommended number of community network members – At least 25 businesses, agencies, and organizations
Small Group Activities – Activities that give community members an opportunity to learn about HIV prevention; there are two kinds of small group activities: 

· Safer-sex gatherings – recruit community residents to host gatherings and to invite 6-8 of their friends over to play educational games, win prizes, and learn about HIV prevention
· HIV informational presentations – more formal group settings where people can learn about how HIV is spread and about prevention strategies

Key Intervention Activities:
	A. Recruit, train, and maintain peer network members

	SMART Objective #1 : __ (number) peer networks that will be targeted in the community

	Measure
	Analysis

	Number of peer networks that will be targeted
	Count number of peer networks targeted

	Data Source
	Analysis Frequency 
	Staff Responsible

	
	
	

	SMART Objective #2 : __ (number) individuals who will be recruited to be peer network volunteers

	Measure
	Analysis

	Number of individuals who will be recruited to be peer network volunteers
	Count number of individuals recruited to be peer network volunteers

	Data Source
	Analysis Frequency 
	Staff Responsible

	
	
	

	SMART Objective #3 : __ (number) individuals who will be eligible to be peer network volunteers

	Measure
	Analysis

	Number of individuals who will be eligible to be peer network volunteers
	Count number of individuals who are eligible to be peer network volunteers

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #4 : __ (number) peer network volunteers who will complete RAPP training

	Measure
	Analysis

	Number of peer network volunteers who will complete RAPP training
	Count number of peer network volunteers who complete RAPP training

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #5 : __ (number) peer network volunteers who will be retained (i.e., maintained)

	Measure
	Analysis

	Number of peer network volunteers who will be retained
	Count number of peer network volunteers who are retained

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	B. Conduct one-on-one, face-to-face, stage-based encounters with target population community members

	SMART Objective #1 : __ (number) stage-based encounters that will be conducted with the target population

	Measure
	Analysis

	Number of stage-based encounters that will be conducted with the target population
	Count number of stage-based encounters conducted with the target population

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2 : __ (number) individuals in the target population who will participate in stage-based encounters

	Measure
	Analysis

	Number of individuals in the target population who will participate in stage-based encounters
	Count number of individuals in the target population who participate in stage-based encounters

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	C.  Develop and distribute printed stage-based role model stories on condom-use behaviors

	SMART Objective #1: __ (number) role model stories that will be developed 

	Measure
	Analysis

	Number of role model stories that will be developed
	Count number of role model stories that are developed

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2: __ (number) printed stage-based role model stories that will be distributed

	Measure
	Analysis

	Number of printed stage-based role model stories that will be distributed
	Count number of printed stage-based role model stories that are distributed

	Data Source
	Analysis Frequency
	Staff Responsible

	
	

	SMART Objective #3: __ (number) individuals in target population that will receive role model stories

	Measure
	Analysis

	Number of individuals in target population that will receive role model stories 
	Count number of individuals in target population that receive role model stories

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	D. Recruit and maintain local businesses, organizations, and agencies as part of the community network to promote program goals

	SMART Objective #1: __ (number) businesses, organizations, and agencies that will be recruited to provide a place to allow role model stories and program messages to be widely available to target population 

	Measure
	Analysis

	Number of businesses, organizations, and agencies that will be recruited to support program goals
	Count number of businesses, organizations, and agencies that are recruited to support program goals

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2: __ (number) businesses, organizations, and agencies that will be enrolled to provide a place to allow role model stories and program messages to be widely available to target population

	Measure
	Analysis

	Number of businesses, organizations, and agencies that will be enrolled to support program goals
	Count number of businesses, organizations, and agencies that are enrolled to support program goals

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	E. Conduct safer-sex gatherings and HIV informational presentations

	SMART Objective #1: __ (number) safer-sex gatherings that will be conducted to promote safe sex and educate community members about HIV/AIDS 

	Measure
	Analysis

	Number of safer-sex gatherings that will be conducted
	Count number of safer-sex gatherings that are conducted

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #2: __ (number) individuals in the target population who will participate in safer-sex gatherings

	Measure
	Analysis

	Number of individuals in the target population who will participate in safer-sex gatherings
	Count number of individuals in the target population who participate in safer-sex gatherings

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #3: __ (number) HIV informational presentations that will be conducted

	Measure
	Analysis

	Number of HIV informational presentations that will be conducted
	Count number of HIV informational presentations that are conducted

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #4: __ (number) individuals in the target population who will attend HIV informational presentations

	Measure
	Analysis

	Number of individuals in the target population who will attend HIV informational presentations
	Count number of individuals in the target population who attend HIV informational presentations

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	


