Sister to Sister
Implementation Planning and Program Objectives Tool

Instructions for Use

 SEQ CHAPTER \h \r 1This Sister to Sister Implementation Planning and Program Objectives Tool is for use by those who are planning implementation of the Sister to Sister intervention.  This tool is composed of two worksheets: 1) an implementation planning worksheet and 2) 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 Implementation Planning Worksheet is to help you with planning implementation of Sister to Sister. The implementation planning worksheet relates to major implementation tasks in each of four areas of Sister to Sister implementation: 1) pre-implementation, 2) implementation, 3) maintenance, and 4) 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 tasks and activities. 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 Implementation Planning and Program Objectives Tool should be used in conjunction with knowledge about Sister to Sister acquired in the Sister to Sister basic training of facilitators (TOF) and drawn from other Sister to Sister program resources like the behavior change logic model, Implementation Summary Sheet, and Sister to Sister Starter Kit (see www.effectiveinterventions.org).

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

2. Review, in detail, the Sister to Sister materials provided in the TOF and available on-line.
3. Review, in detail, the Sister to Sister Implementation Planning and Program Objectives Tool.
4. Hold a meeting, or series of meetings, with key staff to develop specific plans and timelines for completing each of the key tasks and activities of your Sister to Sister intervention.  Document these plans using the Implementation Planning Worksheet and develop key program objectives using the Program Objectives Worksheet. 

5. Begin implementing Sister to Sister 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 team meetings and review progress in implementing Sister to Sister. Make adjustments to intervention plans and objectives (and these sheets) as needed. Document revisions.
 Sister to Sister Implementation Planning Worksheet
	Tasks and Activities
	Plans for Completing Tasks and Activities

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

	          A.  Pre-implementation

	Review CDC’s Procedural Guidance for Sister to Sister and intervention materials to understand theory and science behind intervention.
	
	
	
	

	Assess agency and staff capacity to conduct Sister to Sister. Review Agency Readiness Self-assessment.
	
	
	
	

	Assess available resources and probable costs of implementation. Develop program budget. Review Sample Budget and use it to develop an initial budget.
	
	
	
	

	Identify appropriate setting, space, intervention materials, and equipment. 
	
	
	
	

	Obtain funds to support implementation of Sister to Sister.


	
	
	
	

	Develop administrative and staff buy-in for implementation of Sister to Sister.
	
	
	
	

	Recruit and secure a Sister to Sister Program Coordinator responsible for overseeing, managing, and “championing” Sister to Sister in the Clinic.
	
	
	
	


	Tasks and Activities
	Plans for Completing Tasks and Activities

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

	Identity and recruit female nursing, health education, and/or social work staff who are culturally appropriate, empathetic, and skilled in one-on-one counseling/education to be responsible for implementation of Sister to Sister. Staff should have similar demographic characteristics as the target audience and have a natural point of contact with clinic patients.
	
	
	
	

	Send qualified staff to training on Sister to Sister.
	
	
	
	

	Provide a formal orientation on the Sister to Sister intervention to all Clinic staff.
	
	
	
	

	Gather baseline data/information about target population’s STD and HIV risk behaviors, risk factors and cultural characteristics.
	
	
	
	

	Develop an estimate of the size of the target population available to participate in the Sister to Sister intervention, including their demographic characteristics and geographic and social locations, and Clinic use patterns.
	
	
	
	Start and End Dates

	Identify methods to recruit from the Clinic for the intervention sexually active African American women 18 to 45 years old who have male partners. Determine potential incentives required for participation.
	
	
	
	

	Tasks and Activities
	Plans for Completing Tasks and Activities

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

	Inform Clinic administrators and stakeholders about Sister to Sister to gain support. Develop a plan to enlist their support and involvement as needed.
	
	
	
	

	Identify and designate the specific location in the Clinic for delivery of Sister to Sister.
	
	
	
	

	Plan and implement procedures to integrate Sister to Sister into flow of Clinic services and operations.
	
	
	
	

	Develop and implement marketing and recruitment plans.
	
	
	
	

	Complete Sister to Sister Implementation Planning Worksheet.
	
	
	
	

	Complete Sister to Sister Program Objectives Worksheet.
	
	
	
	

	Develop a Sister to Sister Monitoring and Evaluation plan for program improvement and quality assurance. These should be consistent with the SMART process objectives you define on your Sister to Sister Program Objectives Worksheet.
	
	
	
	Start and End Dates

	Design evaluation tools, conduct data collection, data analyses, interpretation and reporting.
	
	
	
	


	Tasks and Activities
	Plans for Completing Tasks and Activities

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


	        B.  Implementation



	Plan Sister to Sister program schedule, logistics (times, days, space). 
	
	
	
	

	Implement marketing and recruitment plan for Sister to Sister.

	
	
	
	

	Practice facilitation of Sister to Sister to ensure accurate and smooth delivery.
	
	
	
	Start and End Dates

	Conduct Sister to Sister sessions with fidelity using the Sister to Sister Implementation Manual.
	
	
	
	

	Request technical assistance (TA) before, during or after conducting sessions.
	
	
	
	

	Assess need for adaptation of Sister to Sister based on data about the target population’s STD and HIV risk behaviors, risk factors, social conditions and cultural characteristics.
	
	
	
	

	Adapt the intervention to target population, as needed. Revise logic model and request TA. Obtain CDC project officer approval, if necessary.
	
	
	
	

	Obtain and utilize target population, administrator and Clinic stakeholder input on Sister to Sister.
	
	
	
	


	Tasks and Activities
	Plans for Completing Tasks and Activities

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

	Implement Program Monitoring and Evaluation Plan. Refine tools as needed.
	
	
	
	


	       C. Maintenance

	Provide follow-up and additional in-service trainings focused on Sister to Sister for Clinic staff.
	
	
	
	

	Recruit and train newly hired Clinic staff on Sister to Sister. 


	
	
	
	

	Revise Sister to Sister program schedule and logistics based on successful recruitment and participation rates.
	
	
	
	

	Revise and update marketing and recruitment plan.


	
	
	
	

	Conduct Sister to Sister facilitator meetings to share lessons learned on facilitating one-on-one sessions and target population’s reaction to Sister to Sister. Incorporate information from lessons learned into future offerings of Sister to Sister.
	
	
	
	

	Request TA before, during or after conducting sessions.


	
	
	
	

	Document and improve procedures to integrate Sister to Sister into flow of Clinic services and operations.
	
	
	
	


	Tasks and Activities
	Plans for Completing Tasks and Activities

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

	Re-assess need for adapting Sister to Sister based on data about the target population’s STD and HIV risk behaviors, risk factors, social conditions and cultural characteristics.
	
	
	
	

	Adapt Sister to Sister for new target population, as needed. Revise logic model and request TA. Obtain CDC project officer approval, if necessary.
	
	
	
	

	Maintain on-going contact/ communications with stakeholders and gatekeepers. 
	
	
	
	Start and End Dates

	Continue to obtain and utilize input from target population, Clinic stakeholders and administrators for Sister to Sister.
	
	
	
	

	Conduct reunion and support events for staff who have been trained.
	
	
	
	Start and End Date

	Continue Program Monitoring and Evaluation Plan. Refine tools as needed.
	
	
	
	

	Conduct additional formative evaluation, as needed, to inform recruitment strategy or to refine adaptation of intervention.
	
	
	
	

	Ensure continued funding and program sustainability.


	
	
	
	

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


Sister to Sister Program Objectives Worksheet
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 each of the four areas of intervention practice: Pre-Implementation, Implementation, Maintenance and Evaluation.  

 SEQ CHAPTER \h \r 1Those using this tool should refer to the Sister to Sister Implementation Manual for detail on Sister to Sister tasks and activities. It would be wise to request technical assistance to help with planning and use of this tool as early in Sister to Sister implementation as possible.

	Sister to Sister 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 Sister to Sister; plan training logistics and materials; plan recruitment and marketing; training of facilitators to include preparation for intervention activities; plan program monitoring and evaluation; etc.
	Record your program objectives for core pre-implementation tasks and elements here. 

	Implementation 
· On-going delivery of the Sister to Sister intervention; identification and recruitment of the target audience; training of facilitators; etc.


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




	Sister to Sister Intervention 
	S.M.A.R.T. Program Objectives 




	Maintenance 

· Program continuity and fidelity; on-going contact and support from stakeholders and gatekeepers; reunions; maintaining support from agency staff and community leaders, etc.)

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

	Monitoring and Evaluation  

- Conduct process monitoring of key elements of Sister to Sister implementation; plan and conduct outcome monitoring or outcome evaluation if resources permit; etc.)


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


Sister to Sister 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 source, analysis frequency, and staff responsible.

Fully-Implemented – Program staff hired and trained on the intervention, program resources are available (e.g., health care facility identified; female health care staff hired and trained on Sister to Sister; DVD player and TV or monitor, anatomically correct penile models, and condoms and lubricants 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., patient intake form, patient record)

Analysis Frequency – The intervals at which program monitoring activities will occur (e.g., weekly, monthly, after each 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 – A brief (20-minute), single-session one-on-one, skill-based intervention delivered to participants on a given date

Enroll – Patient participates in part of the one-on-one single session of the Sister to Sister intervention
· Eligibility Criteria:
1. Sister to Sister was designed for sexually active African American women 18 to 45 years old who have male partners
2. Target Population (TP) – The program-defined, intended recipients of the intervention described by risk, demographic and/or setting characteristics (e.g., African-American family planning patients in a community with high STD/HIV rates); TP should be based on a prioritized population identified in the program’s state or local HIV prevention plan

Complete – Patient participates in the entire one-on-one single-session of the Sister to Sister intervention

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

	SMART Objective #1 : __ (number) African American women who will be recruited

	Measure
	Analysis

	Number of African American women who will be recruited
	Count number of African American women who will be recruited 

	Data Source
	Analysis Frequency 
	Staff Responsible

	
	
	

	SMART Objective #2 : __ (number)  African American women who will be eligible

	Measure
	Analysis

	Number of African American women who will be eligible
	Count number of African American women who will be eligible 

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	SMART Objective #3 : __ (number) eligible African American women who will be enrolled (will participate in part of the one-on-one intervention)

	Measure
	Analysis

	Number of eligible African American women who will be enrolled
	Count number of eligible African American women who will be enrolled

	Data Source
	Analysis Frequency
	Staff Responsible

	
	
	

	B.   Deliver the intervention to enrolled, eligible clients

	SMART Objective #1 : __ (number) eligible African American women who will participate in entire intervention (i.e., complete one-on-one counseling session)

	Measure
	Analysis

	Number of eligible African American women who will complete one-on-one counseling session
	Count number of eligible African American women who will complete one-on-one counseling session

	Data Source
	Analysis Frequency
	Staff Responsible
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