SAFETY COUNTS |  Intervention Implementation Planning Tool

The SAFETY COUNTS Implementation Planning Worksheet is to help you with planning implementation of SAFETY COUNTS .  The implementation planning worksheet relates to major implementation tasks in each of four areas of SAFETY COUNTS implementation: i. pre-implementation, ii. implementation), iii. maintenance, and iv. monitoring/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: 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: i. pre-implementation, ii. implementation, iii. maintenance and iv. monitoring/evaluation.  

 SEQ CHAPTER \h \r 1This SAFETY COUNTS Implementation Planning Worksheet should be used in conjunction with the SAFETY COUNTS Procedural Guidance and other SAFETY COUNTS program resources like the SAFETY COUNTS Behavior Change Logic Model and the SAFETY COUNTS Implementation Manual (see www.effectiveinterventions.org) if available.
	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

	Agency Self-Assessment
	Determine current capacity to implement Safety Counts and identify areas that need to be strengthened prior to implementation (i.e., based on self-assessment worksheet and SC program manual)
	Program manager
	Immediately
	

	Budget and resources

	Develop a realistic plan regarding resources and probable cost
	Program manager
	Immediately
	

	Safety Counts staff
	Identify/hire SC staff (i.e., program manager, counselors, facilitators,  outreach workers) and develop description of job roles and responsibilities and or contract agreements (if applicable) 
	Program manager
	Immediately
	

	Select a specific target population for SC by identifying a specific risk behavior, drug use and other background characteristics. 


	Through community assessment, identify target population and drug related characteristics
	Facilitators, Counselors, outreach workers
	12-15 weeks prior to implementation
	

	Assign team (staff) members internally and/or recruit externally
	Post job announcements as required; conduct job interviews
	Program manager
	12-15 weeks prior to implementation
	

	Train team members; orient new hires to your organization if necessary
	Conduct SC training sessions; if necessary, orient members to paperwork and tax forms
	Program manager
	10-12 weeks prior to implementation
	

	Schedule SC training sessions; prepare materials
	Secure space, equipment; inform team members
	Program manager
	10-12 weeks prior to implementation
	

	Identify supporting agencies for HIV/HEP/TB counseling and testing and other referral categories for drug users and begin the development of MOA according to the plan.
	Through community assessment, identity and visit referral agencies for HIV/HEP/TB counseling and testing mechanism and start with the development of memorandum of understandings (MOA).
	Program manager, Counselor, 
	8-12 weeks prior to implementation
	

	Design and develop all materials and activities for training   SCs, staff including SC success stories, recruitment forms and procedures, training, and support plans and strategies.


	Obtain and develop all necessary materials for implementation
	Facilitator, counselor, outreach workers
	6-8 weeks prior to implementation
	

	Marketing and recruitment plan
	Develop a marketing and recruitment plan to identify appropriate venues where target population congregate, conduct field visits to assess potential recruitment sites
	Program manager, facilitator, outreach workers, counselor 
	6-8 weeks prior to implementation
	

	Implementation

	Enrollment session


	Recruit and enroll program clients
	Program manager, Outreach workers, counselor (for enrollment)
	Ongoing
	

	Group session one


	Conduct group 
	Facilitator, counselor
	First group session one completed, after a week start session two (note: every other week, alternating with group session two)
	

	Group session two
	Conduct group
	Facilitator, counselor
	After a week from first group session start group session two (note: every other week, alternating with group session one)
	

	Individual counseling session
	Conduct individual session
	Counselor
	Within a month, complete first individual session; ongoing thereafter
	

	Monthly social events
	Conduct socials
	Program manager, facilitator, counselor, Outreach workers
	First group social completed within the first month (ideal) and or right after group session one; monthly threafter
	

	Follow-up contacts
	Conduct structured follow-up contacts
	Outreach workers
	Ongoing after individual sessions.
	

	Maintenance 

	Maintain on-going monitoring on number of people recruitment vs number of people retained by cohorts or cycles. 


	Develop effective and secure client’s folders with multiple tracking and monitoring forms
	Program manager, facilitator, counselor, Outreach workers
	ongoing
	

	Obtain at least 2 technical assistant reunions per year with CBA/TA partners for assessment on intervention fidelity issues.
	Communicate with project officer and obtain at least 2 technical assistant consultations
	
	ongoing
	

	Monitoring and Evaluation – Complete the attached Safety Counts M&E Key Activities table for your application



Safety Counts Monitoring and Evaluation (M&E) Key Activities

Complete the table below of SMART objectives for key activities using projected numbers or percentages for a fully-implemented program year.  Provide information on the Data Sources, analysis frequency, and staff responsible for each SMART objective.  Use definitions provided to ensure consistency with CDC requirements for these activities.  Bolded activities will be used in the calculation of performance indicators.  CDC will provide support for developing a complete M&E plan for each intervention after awards are made to successful applicants.   

Fully-Implemented – Program staff hired and trained on the intervention, program resources are available (e.g., outreach worker and behavioral counselor hired and trained; service delivery locations secured; incentives, referral network, TV, and video player 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 intake sheet with demographic and risk information, group sign-in sheet, client record)
Analysis Frequency – The intervals at which monitoring program activities will occur (e.g., weekly, monthly, after each session)      
Staff Responsible – The program-identified staff member who is responsible for monitoring a program activity
Session – One or more Safety Counts set of activities delivered to clients on a given date (e.g., one or more of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, HIV and hepatitis C counseling and testing or referral for counseling and testing); Safety Counts is appropriate for HIV-infected as well as HIV-negative clients who have used illicit drugs in the past 90 days
Cycle – The complete delivery of all Safety Counts sessions to clients (2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing); the sessions should be provided in the order and manner indicated in the program manual
Enroll – Client participates in at least one Safety Counts session (e.g., one of the 2 group sessions)
· Eligibility Criteria: 

1. Safety Counts was designed for persons who are using illicit (not prescribed) drugs and who are not ready or not willing to enroll in drug treatment programs or otherwise stop their drug use
2. HIV+ status – If targeting clients who are HIV+, client self-report positive status or has a confirmed positive HIV test result that are documented using a Western Blot or other supplemental tests legally identified within the state or jurisdiction as meeting the standard for confirmation of a positive HIV result
3. Target Population (TP) – The program-defined, intended recipients of the intervention described by risk, demographic and/or setting characteristics (e.g., methamphetamine users age 18-24, African-American female crack/cocaine users, Native American substance abusers ); TP should be based on a prioritized population identified in the program’s state or local HIV prevention plan
Complete – Client attends each of the sessions in a Safety Counts cycle (each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing) 

· Recommended timeframe for completion – All sessions over a period of 4 months
Key Intervention Activities:
	A. Enroll eligible clients in Safety Counts

	Measure
	Analysis

	1. Number of clients who completed at least one Safety Counts session (e.g., one of the 2 group sessions) to enroll in Safety Counts
	Count the number of clients who completed at least one Safety Counts session (e.g., one of the 2 group sessions) to enroll in Safety Counts

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___ (number) clients will be enrolled in Safety Counts by completing at least one Safety Counts session
	
	
	

	2. Percent of enrolled clients who were HIV+ (Only if targeting HIV+ persons)
· Number of enrolled clients
· HIV+ status

· Number of HIV+ enrolled clients
	Calculate the percent of enrolled clients who were HIV+
· Count the number of enrolled clients
· Verify HIV+ status

· Count the number of HIV+ enrolled clients
· Divide the number of HIV+ enrolled clients by the total number of enrolled clients; multiply by 100

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___% of clients enrolled in Safety Counts will be HIV+
	
	
	

	3. Percent of enrolled clients who met the eligibility criteria
· Number of enrolled clients
· Established eligibility criteria (intervention specific and target population)

· Number of enrolled clients who met the eligibility criteria
	Calculate the percent of enrolled clients who met the eligibility criteria
· Count the number of enrolled clients
· Use the eligibility criteria

· Count the number of enrolled clients who met the eligibility criteria

· Divide the number of enrolled clients who met the eligibility criteria by the total number of enrolled clients; multiply by 100

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___% of clients enrolled in Safety Counts will be ______ (specify eligibility criteria)
	
	
	

	B. Deliver the entire Safety Counts intervention to enrolled, eligible clients

	Measure
	Analysis

	1. Number of complete Safety Counts cycles delivered (number of times each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing conducted)
	Count the number of complete Safety Counts cycles delivered (number of times each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing conducted)

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___ (number) complete Safety Counts cycles will be delivered to enrolled clients
	
	
	

	2. Percent of all enrolled clients who completed the entire Safety Counts intervention by attending each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing in a Safety Counts cycle

· Number of enrolled clients
· Number of enrolled clients who completed the entire Safety Counts intervention by attending each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing
	Calculate the percent of all enrolled clients who completed the entire Safety Counts intervention by attending each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing
· Count the number of enrolled clients
· Count the number of enrolled clients who completed the entire Safety Counts intervention by attending each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing
· Divide the number of enrolled clients who completed the entire Safety Counts intervention by the total number of enrolled clients; multiply by 100

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___ % of all enrolled clients will complete the entire Safety Counts intervention by attending each of the 2 group sessions, the individual session, 2 group social events, 2 follow-up contacts, and HIV and hepatitis C counseling and testing or referral for counseling and testing in a Safety Counts cycle
	
	
	

	3. Percent of all HIV+ enrolled clients who completed the entire Safety Counts intervention (Only if targeting HIV+ persons) 
· Number of HIV+ enrolled clients
· Number of HIV+ enrolled clients who completed the entire Safety Counts intervention
	Calculate the percent of all HIV+ enrolled clients who completed the entire Safety Counts intervention 
· Count the number of HIV+ enrolled clients 

· Count the number of HIV+ enrolled clients who completed the entire Safety Counts intervention

· Divide the number of HIV+ enrolled clients who completed the entire Safety Counts intervention by the total number of HIV+ enrolled clients; multiply by 100

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___% of all HIV+ enrolled clients will complete the entire Safety Counts intervention
	
	
	

	4. Percent of all enrolled clients who were eligible and who completed the entire Safety Counts intervention 
· Number of enrolled clients 

· Number of enrolled, eligible clients who completed the entire Safety Counts intervention 
	Calculate the percent of all enrolled clients who were eligible and who completed the entire Safety Counts intervention 
· Count the number of enrolled clients
· Count the number of enrolled, eligible clients who completed the entire Safety Counts intervention 

· Divide the number of enrolled, eligible clients who completed the entire Safety Counts intervention by the total number of enrolled clients; multiply by 100

	SMART Objective
	Data Source
	Analysis Frequency
	Staff Responsible

	___% of all enrolled clients will be ______ (specify the eligibility criteria) who complete the entire Safety Counts intervention
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