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Program Planning and M&E Vocabulary 
 
Epidemiology 
The study of a disease that deals with how many people have it, where they are, how many new 
cases develop, and how to control the disease.  The study of the patterns, causes, and control 
of disease in groups of people.  The statistical study of the distribution and determinants of 
disease in populations. 
 
Evaluation 
Assessment against a standard.  Evaluations can assess both the process (of establishing a 
program to deliver an outcome) and outcomes (ultimate objectives).  Evaluation has several 
distinguishing characteristics relating to focus, methodology, and function.  Evaluation (1) 
assesses the effectiveness of an ongoing program in achieving its objectives, (2) relies on the 
standards of project design to distinguish a program's effects from those of other forces, and (3) 
aims at program improvement through a modification of current operations. 
 
Goal 
A broad statement of what the program is intended to accomplish.  This is also the intended 
long-term outcome of the program.  Goals provide general purpose and direction.  They are the 
end result of ultimate accomplishment toward which an effort is directed.  They generally should 
reflect perceived present and future need.  They must be capable of being effectively pursued. 
 
Incidence 
How often a disease occurs; the number of new cases of a disease among a certain group of 
people for a certain period of time.  The incidence of disease is defined as the number of new 
cases of disease occurring in a population during a defined time interval.  The number is useful 
to epidemiologists because it is a measure of the risk of disease.  The incidence rate is defined 
as the incidence divided by the sum of the different times each individual was at risk of the 
disease. 
 
Indicator 
A measure used to determine, over time, performance of functions, processes, and outcomes. 
An indicator provides evidence that a certain condition exists or certain results have or have not 
been achieved.  Indicators enable decision-makers to assess progress towards the 
achievement of intended outputs, outcomes, goals, and objectives. 
 
Intervention 
An intervention is a collection of activities which make up a program, such as a workshop, a 
video, a stage show, or one-on-one counseling sessions. 
 
Logic Model 
A systematic and visual way to present the perceived relationships among the resources you 
have to operate the program, the activities you plan to do, and the changes or results you hope 
to achieve.  Describes how a program should work, presents the planned activities for the 
program, and focuses on anticipated outcomes.  While logic models present a theory about the 
expected program outcome, they do not demonstrate whether the program caused the 
observed outcome.  Diagrams or pictures that illustrate the logical relationship among key 
program elements through a sequence of "if-then" statements are often used when presenting 
logic models. 
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Methodology 
A methodology is a description of the general category of interventions.  The U.S. Centers for 
Disease Control defines four main prevention methodologies: Group Level Interventions, 
Individual Level Interventions, Community Level Interventions, Street, and Community 
Outreach. 
 
Monitoring 
Encompasses supervising, observing, and testing activities and appropriately reporting to 
responsible individuals.  Monitoring provides an ongoing verification of progress toward 
achievement of objectives and goals.  One of the main characteristics of monitoring is that it is a 
frequent or continuous process. 
 
Monitoring and Evaluation/M&E 
A management tool that is built around a formal process for evaluating performance and impact 
using indicators that help measure progress toward achieving intermediate targets or ultimate 
goals.  Monitoring systems comprise procedural arrangements for data collection, analysis, and 
reporting. 
 
Objective 
A concrete statement describing what the project is trying to achieve.  The objective should be 
written at a low level so that it can be evaluated at the conclusion of a project to see whether it 
was achieved or not.  A well-worded objective will be Specific, Measurable, Appropriate, 
Realistic and Time bound (SMART).  You must answer: "Who (and how many) will do what by 
when and how much?”  Ask the following questions as you create your objectives on the way to 
your goal: 

Specific.  Are my objectives too broad to be achieved through one program?  If I 
accomplish my objectives, will they result in behavior change that leads directly 
to reducing HIV risk?  Will they lead directly to my target audience accessing 
more services? 

Measurable.  How can I tell if my program is actually accomplishing what I set 
out to do?  What can I measure to find out?  How can I measure it? Are these 
numbers/facts/pieces of information that I can present in a report?  Can I 
measure them against something? 

Appropriate.  How culturally and educationally appropriate are my objectives for 
my target audience?  Will my program remain accessible and effective to my 
audience throughout?  How will this program affect my relations with the 
community?  Will the interventions meet a gap in current services? 

Realistic.  The program may be terrific, but can my agency/group implement it?  
How long can we maintain a program like this?  Do we have or can we get the 
resources?  Do we need assistance to make this program happen?  Do we need 
specific training before we can start this? 

Time-bound.  What is the timeline for accomplishing these objectives?  What is 
the timeline for the program overall?  Does the timing of the grant work with my 
agency's timeline? 
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Peer Norms, Community Norms 
"Peer norms" are simply what someone perceives as the general opinion of their peers.  These 
can have a very strong effect on a person's behavior; since people do not generally want to 
alienate the people they respect and consider friends.  Programs to change peer norms have 
targeted things like making it "cool" to use safer sex or to abstain from sex. 
 
"Community norms" are the general opinions of an entire community.  Sometimes this is an 
interchangeable term with "peer norms" and other times it describes the dominant opinions of a 
whole town, for example.  This simply depends on what is meant by "community," which must 
be defined if you are going to discuss "community norms.”  Programs changing "community 
norms" have included reducing the stigma on people living with HIV through increasing their 
visibility in places like a church or school or on local television. 
 
Planning 
The determination of the goals and objectives of an enterprise and the selection, through a 
systematic consideration of alternatives, of the policies, programs, and procedures for achieving 
them.  An activity devoted to clearly identifying, defining, and determining courses of action, 
before their initiation, necessary to achieve predetermined goals and objectives. 
 
Prevalence 
The number of all old and new cases of a disease in a population during a given period of time.  
The prevalence of a disease is defined as the ratio of the number of cases of a disease present 
in a specified population at a specified time and the total number of individuals in the population 
at that specified time. 
 
Social Marketing, Prevention Marketing 
Social marketing uses many of the tools of private-sector marketing— chiefly, intensive 
audience research— to guide program development and delivery.  But instead of selling a 
product, like a car or detergent, a social marketing-based program 'sells' behaviors that benefit 
both the individual and society.  
 
Prevention Marketing is a form of social marketing.  Prevention marketing adds important 
qualities to social marketing with its emphasis on behavioral science and community 
participation and action.  Prevention marketing is not a short-term solution.  It is a long-term 
commitment—because changing and sustaining people's behavior is not accomplished 
overnight but over time. 
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Program Planning 
 

What is Program Planning? 

 
A system of administrative and field activities for working out the details in advance an 
organized set of activities directed toward a common purpose or goal, undertaken or proposed 
by an agency in order to carry out its responsibilities. 
 
In practice, however, the term has many uses and is can describe an agency's method for 
developing its mission, programs, functions, activities, services, projects, and processes. 
 
In Other words, program planning is a process for an organization to develop new initiatives in a 
more scientific way to ensure effectiveness and accountability. 
 
Why do we need a system, when I know what I want to do? 
 

• To create programs that successfully respond to the community needs, by involving 
many perspectives through the process 

• To be able to communicate with the community members and funders, exactly what a 
proposed program is designed to do and how it does it 

• To be able to repeat program success by understanding how it happened 

• To gain support for a program from the many people that will be affected by it 

• To be more prepared for grant applications and for changes in the funding cycle 

• To be able to ensure that a program will stay current through careful evaluation and 
reassessment 

• TO SERVE CLIENTS BETTER!!! 
 
How can we do program planning when we are under-staffed and under-resourced? 
 
Actually, a Program Planning process helps you maximise the limited resources you may have.  
In this age of accountability and funding competition only an effectively planned program will be 
effective.  This process helps you build evidence for a particular intervention. 
 
There are 5 basic steps that can facilitate program planning: 
 
1. Putting together the planning team 
2. Community Assessment 
3. Prioritizing 
4. Program Design 
5. Putting together the program plan 
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The Five Step Model 

STEPS Step 1 
Create a 
Program 
Planning 
Team 

Step 2 
Gather 
Background 
Information 

Step 3 
Prioritize 

Step 4 
Begin the 
Creative 
Program 
Design 

Step 5 
Finalize the 
Program Plan 

TASKS Convene a 
team of people 
who can 
provide 
necessary 
skills, 
research, and 
background 
information, 
and who can 
assist in 
planning 
process. 
 
An effective 
team should be 
a mix of 
community and 
agency people. 

Determine 
why, where 
and how 
problems are 
happening, the 
barriers to 
access, the 
needs of your 
community, 
where to reach 
them and your 
agency’s 
capacity. 

Sort through 
the 
background 
information.  
Determine 
which 
population you 
will target 
based on the 
identified 
needs and 
resources 
available.  
Identify key 
players that 
can help and 
hinder program 
activities. 

Set a goal for 
the program, 
sketch-out, and 
pre-test 
program ideas. 

Establish the 
details of your 
final program, 
describe your 
staffing needs, 
and determine 
how you will 
evaluate it and 
how much it 
will cost. 

 

Problem Definition 

 
Health, or even HIV, is only one of the immediate concerns in any person’s life.  The risk of 
contracting HIV is greatly affected by a large number of factors. However, a program that tries to 
target too many issues is generally unsuccessful.  Before you can begin the program planning 
process. You have to prioritize what is the specific issue you want to target. 
 
This prioritization process is known as “identifying the problem”.  The goal is to get a good idea 
of what is putting your community at risk. At this point, you are selecting which paths to pursue 
during the planning steps and setting the stage for your program. 
 
By identifying the problem, your program planning ideas will be grounded in the community you 
wish to affect.  You will be able to measure the impact of your work, and you can explain to 
staff, volunteers, and funders the “why” behind “what” you do.  Without it you risk creating 
solutions to less critical problems which actually have little impact on risk reduction. 
 
Identifying the problem can be the most difficult stage, but its importance cannot be 
overemphasized. 
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Problem Definition Worksheet 

 
In the following space write a quick problem definition. This can be in response to your own 
observations, client concerns, staff and/or volunteer observations, outside crisis (e.g. political, 
medical, economic). 
 

What is the overall target 
audience of your agency? 
 

 

What concerns/problems 
have sparked the need to 
plan a new program at this 
time? 
 

 

What members of your 
overall target audience are 
most affected by these 
concerns? (will be a sub-
population of your overall 
audience) 
 

 

How do you currently provide 
services to this sub-
population? How do they 
respond? 
 

 

Answer either how these 
concerns/problems: 
1) Put your target audience 
at risk for HIV?  
or 
2) Prevent your target 
audience from accessing 
existing HIV services? 
 

 

Why do you think it is 
important for your 
organization to address this 
at this time? 
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Step 1: Putting together the program planning team 
 
Why do I need a team? 
 
The strongest programs are drawn from a number of perspectives.  Different Team members 
will analyze and understand different aspects of the target population and what contributes to 
their risk taking and what would be an appropriate and effective response.  By having a team, 
work can be spread among several people without overburdening an individual.  A team can 
help expand the problem definition, backing it up with research and experience and be 
responsible for conducting the needs assessment and following-up through the planning 
process. 
 
Who should be on the team? 
 

• Agency Staff and Volunteers 

• Representatives of the target population (who are NOT staff) are mandatory 

• Researchers and service providers 

• COMMUNITY MEMBERS!!!  
 
Researchers and community members don’t have to be full-time part of the team, but build 
relationships with individuals who can be of assistance when you have questions or need help 
 
What does the team do? 
 
The team will look at the details around the defined problem and the target population. 
 
Key questions answered by the team are: 

• Which high-risk segment of the target audience will be specifically targeted and how? 

• Changing which behaviour of the target audience will directly reduce their risk of HIV 
transmission? 

• What are the factors affecting the behaviour we wish to change? 

• How will we influence these factors? 
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Step 2: Gather the background data 
 
Data helps to build evidence for your programs.  It should drive the decision making in order to 
effectively prioritize populations and services under limited resources.  With proper data you can 
justify and be persuasive to funders and stakeholders and prove there is a need. 
 

What Information do we have to collect? 

 
In order to get all the information that you need for effectively developing a program, you first 
need to do a Community Assessment.  The components if a community assessment are 
Resource Inventory, Needs assessment, Epidemiological profile, Gaps Analysis.  The idea is to 
describe your community in as much detail as possible from different angles. 
 
Resource Inventory 

• Who is providing relevant services? 

• What services are they providing? 

• Where are these services being offered? 

• What is your agency capable of? 
 
These questions help to determine which services are lacking and which areas are 
underserved.  It also helps to identify potential collaborators and partners in service provision 
 
Needs Assessment 

• Clearly describe the community and factors that may help or hinder interventions 
o Environmental Assessment 
o Political Assessment 

• Use focus groups, interviews, surveys, and anecdotal reports to gather your data 
 
Epidemiological Profile 

• Demographics 

• Surveillance Data (Disease Incidence and Prevalence) 

• Knowledge, Attitudes, Behaviours, Beliefs 
 
Gaps Analysis 
Resource Inventory – Needs Assessment = Gaps 
 
By looking at the available resources in your community and seeing which of those fill the needs 
identified, what you are left with is the gaps that need addressing. 
 
The Gaps analysis helps you to prioritize services while the epidemiological profile helps you to 
prioritize populations and behaviours. 
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Needs Assessment Worksheet 

 
Have the Program Planning Team summarize their findings below:  
 
Demographics 

Age range of your target audience 
 

Source of information? 
 

Gender identity/ies of your target audience 
 

Source? 
 

Sexual orientation(s) of your target 
audience 
 

Source? 
 

Primary verbal and written language(s) of 
your target audience 
 

Source? 
 

Literacy level of your target audience (is 
this different in different languages?) 
 

Source? 
 

How would a member of the target 
audience describe him/herself? 
 

Source? 
 

With what community/ies does your target 
audience identify? 
 

Source? 
 

Where does your target audience live? 
Anything significant about this? 
 

Source? 
 

How many people in your target audience? 
% of the total population? 
 

Source? 
 

What is the range of income for your target 
audience? 
 

Source? 
 

What is your target audience's access to 
health care? 
 

Source? 
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HIV risk 

What specific behaviors put your target 
audience at risk for HIV? 
 

Source of information? 
 

What percentage of your target audience 
engages in these behaviors? 
 

Source? 
 

What are the co-factors which increase 
your target audience's risk for have for 
HIV? 
 

Source? 
 

What percentage of your target audience 
has these co-factors? 
 

Source? 
 

 
Surveillance data 

How many AIDS cases are in your target 
audience? Local, state, or national 
numbers? 
 

Source of information? 
 

How many AIDS cases in a comparable 
population? 
 

Source? 
 

Approximately what is the seroprevalence 
rate of your target audience? 
 

Source? 
 

What are the current epidemiological trends 
in your target audience? 
 

Source? 
 

What are the trends in comparable 
populations? 
 

Source? 
 

What are your target audience's surrogate 
markers for HIV? 
 

Source? 
 

About what percentage of your target 
audience carries these surrogate markers? 
 

Source? 
 

What is the surrogate marker prevalence in 
comparable populations? 
 

Source? 
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Behavioral Research 

What are barriers and facilitators to 
behavior change in your target audience? 
 

Source of information? 
 

What is the relationship between co-factors 
and behavioral risks specific to your target 
audience? 
 

Source? 
 

What are social and peer norms around 
HIV in your target audience? 
 

Source? 
 

What interventions are effective at 
changing behavior in your target audience? 
 

Source? 
 

 
HIV Knowledge, Attitudes, Behaviors, and Believes 

What does your target audience know about 
methods for preventing HIV transmission? 

Source of information? 
 

What is your target audience's opinion of those 
methods? 
 

Source? 
 

What is your target audience's opinion of 
people living with HIV/AIDS? 
 

Source? 
 

What does your target audience consider 
"sex"? 
 

Source? 
 

How consistently does your target audience 
engage in "safer sex" or "safer injection"? 
 

Source? 
 

If inconsistent, what motivates your target 
audience to engage in safer behavior? 
 

Source? 
 

What is your target audience's assessment of 
their own level of risk? 
 

Source? 
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Conduct an Environmental Assessment 

 
Once you know all about your target audience members, and what behaviors you want them to 
change, how are you going to get them to listen to you? The easiest way is to try to place your 
information where your target audience is, in sources that they trust. It is much more difficult to 
get your audience to come to you than for you to go to them. It is also very difficult to convince 
them to believe something or someone that they don't find familiar. You need to determine 
either what specific people or categories of people would have an effect on your target 
audience. 
 
Find out where your target audience goes during the course of a week, where they gather and 
socialize, and what they usually read or watch. Find out where they go when they have a 
problem and whose opinions they value. Once you know that, you need to determine what it 
would take to gain access to those places and people. Sometimes you just need to ask. 
Sometimes it's much more complicated or expensive than that. 
 
You will use this information to select the channels for your eventual program. By using your 
findings, you can specifically choose who will see your message and design it accordingly. For 
example, did you know that advertisers use different bus ad locations to cater to different 
lifestyles? The posters on the inside of buses are clearly for people who take the bus to see 
when they are riding. They often have text because passengers usually have plenty of time to 
read. The posters on the rear of the bus are for car drivers, who see it when they are in traffic, 
and will have a limited amount of text with a stronger emphasis on visuals. The posters on the 
sides of a bus are the most visible to the greatest number of people and will travel throughout 
the city, but have the least amount of text because the bus is usually moving and there's not 
much opportunity to read it. The posters in the shelters at bus stops are mostly for bus takers 
and for people walking by, and are less visible to car drivers. They can balance visuals and text, 
and while they will not be seen by everyone in the city, they can be an effective way to target 
particular neighborhoods. If you were going to use one of these methods to tell people about 
your program, you would end up making a decision based on your target audience's local travel 
habits, neighborhood affiliations, and how much text you needed to convey your message. 
 
Who can help provide this information? 
 
The single best resource for this information is your target audience members themselves. 
Again, your own organization's staff and volunteers should have some insight into this, 
particularly when you're trying to identify who your audience trusts. 
 
Local newspapers, radio and television stations have demographic profiles of their audience 
base, which they create for advertisers. Just tell them that you are considering placing 
advertisements or public service announcements with them and they should provide you with 
this information. 
 
Other agencies which provide services to your target audience on other topics should have 
information about how they have made their information accessible. 
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Environmental Assessment Worksheet 

 
Have the Program Planning Team and your staff summarize their findings below: 
 

What forms of transportation are used by a 
majority of your target audience? 
 

Source of this information? 
 

Where does your target audience 
socialize? 
 

Source? 
 

What is the geographical separation 
between where your audience works, lives, 
and/or socializes? Is this significant? 
 

Source? 
 

Where does your target audience shop for 
essentials, such as groceries? 
 

Source? 
 

Does your target audience shop for non-
essentials? Where? 
 

Source? 
 

What newspapers does your target 
audience read? How consistently? 
 

Source? 
 

What radio stations and programs does 
your target audience listen to? How 
consistently? 
 

Source? 
 

What TV programs does your target 
audience watch? How consistently? 
 

Source? 
 

What is your target audience's opinion of 
these media? 
 

Source? 
 



15 

What reporters are most believable in your 
audience's opinion? 
 

Source? 
 

What reporters, editors, and media appear 
the most concerned about issues faced by 
your target audience? 
 

Source? 
 

Who controls the flow of information to your 
audience? 
 

Source? 
 

What are your target audience's opinions of 
these people or organizations? 
 

Source? 
 

How have other organizations gained 
access to your target audience? 
 

Source? 
 

What barriers to access have other 
organizations identified? 
 

Source? 
 

What public figures are considered 
trustworthy sources of information by your 
target audience? 
 

Source? 
 

Who in your target audience's immediate 
environment are considered trustworthy 
sources of information and/or support? (e.g. 
friends, family members, teachers, 
ministers, nurses, manicurists, counselors, 
anonymous phone support) 
 

Source? 
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Conduct a Political Assessment 

 
It is clear that your ability to provide services can be affected by what is allowed by legislation or 
other rules (e.g. at schools, prisons, large corporations). Beyond that, the "political climate" of 
public opinion, based on stereotypes or perceptions can limit or support your prevention efforts. 
You need to assess the politics of your target audience, as well as the politics of those who 
control the information they receive. 
 
You will also benefit from learning the moral opinions of your audience. Sometimes these are 
linked to religion, but not always. People have their own personal "lines" that they feel 
uncomfortable crossing, even when they don't consider themselves religious. Sometimes these 
are based on what they have learned from their family and/or certain cultural values. Other 
times they can be based on their sense of identification with a particular non-family based 
community. Find out, too, if there is a difference in the moral opinions of your target audience 
and those who control the flow of information to them. 
 
Another thing that affects a person s willingness or ability to discuss some things can be their 
degree of "outness" around certain issues. These can include their sexual orientation, or just the 
tact that they are sexual at all, regardless of orientation. They may have difficulty discussing 
'heir gender identification. They may be uncomfortable discussing their occupation, drug use, 
income status. They may be unwilling to risk exposing another person s involvement in their 
actions. Try to be sensitive to people s own ability to discuss difficult personal issues, even in 
the needs assessment process. Be creative about figuring out ways to get the information you 
need without violating your interview subject s sense of comfort. Sometimes this means 
changing either the style or location of your interview, or changing interviewers. 
 
Who can help provide this information? 
 
Again, you will want to interview members of your target audience directly, as much as possible. 
If there are public policy people in your organization, they can help you identify issues in 
research, health care, and government legislation which may impact your program. You can 
also work with a political lobbying group or political action committee to gather what legislative 
information you need. 
 
Talk to your staff, Program Planning Team, board members, and members of other 
organizations who provide services to your community to assess what political obstacles they 
have encountered in the past. 
 
If your target audience is in an environment which clearly controls the information reaching 
them, such as in a prison or a school, you need to assess the opinions of the people in control 
of those institutions. 
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Political Assessment Worksheet 

 
Have your Program Planning Team, Executive Director, staff and volunteers summarize their 
findings below: 
 

Who inside your target audience's community 
has been supportive of the issues of your 
target audience or those addressed by your 
organization in the past? 
 

Source of this information? 
 

Who outside your target audience's community 
has been supportive of the issues of your 
target audience or those addressed by your 
organization in the past? 
 

Source? 
 

Who inside your target audience's community 
has been resistant to the issues of your target 
audience or those addressed by your 
organization in the past? 
 

Source? 
 

Who outside your target audience's community 
has been resistant to the issues of your target 
audience or those addressed by your 
organization in the past? 
 

Source? 
 

What legislation currently restricts your 
organization's activities? 
 

Source? 
 

What are the "morals" of your target audience? 
 

Source? 
 

If someone controls the flow of information to 
your target audience, what are their "morals"? 
 

Source? 
 

If someone controls the flow of information to 
your target audience, what is their opinion of 
your agency and the issues you address? 
 

Source? 
 

What are the cultural values of your target 
audience? 
 

Source? 
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Conduct a Community Resource Inventory 

 
Resources can mean many things. Some resources come in the form of services or actual 
products. Some are simply information resources. 
 
Investigate what is already available to your target population at other agencies or through 
community groups in your area. Learn whether condoms and other safer sex items are easily 
available in places that your target audience already accesses. Beyond actual services, see if 
information about HIV and STI transmission is already available to your target audiences’ 
immediate environment. Also determine what resources are available to your target audience, 
which address any of the many "co-factors” for HIV. 
 
By using the results of this survey, you can better determine where the "gaps” are in available 
services. Sometimes it is because something just is not available to your target audience at all. 
Sometimes it's not necessary to create a whole new program, if a particular service is effective 
for one population, but needs some adjustment or linkage to other existing programs to work for 
your target audience. 
 
Your final program must be targeted to fill these gaps, and not overlap or duplicate existing 
services. 
 
Who can help provide this information? 
 
Your outreach workers and volunteers are a good source of information here. They can tell you 
what requests are made of them, what they see when they are out in the field, and their 
impressions of how readily everything is available. Also, your case managers can tell you what 
they have had to provide for their clients. 
 
Ask other agencies what programs they have which are directed towards your target audience. 
Also, find out from them how many members of your target audience are accessing services 
which are not community specific. Gather materials like brochures and posters and see what is 
targeted towards your community. Also, find out what is available to your audience at STD 
clinics, health clinics, drug counseling centers, abuse counseling shelters, homelessness 
services, etc. 
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Community Resource Inventory Worksheet 

 
Have your Program Planning Team, outside service providers, and your staff/volunteers 
summarize their findings below: 
 

What HIV prevention services are available 
to your target audience outside of your 
organization? 
 

Source of information? 
 

What services are available outside of your 
organization to members of your target 
audience who are living with HIV or AIDS? 
 

Source? 
 

Are these outside services sufficiently 
accessible in the opinion your target 
population? Consider here language, 
financial, physical, and geographic 
accessibility concerns. 
 

Source? 
 

If a member of your target audience wanted 
safer sex supplies, where would they be 
able to obtain them? Is this sufficient in the 
opinion of your target audience? 
 

Source? 
 

If a member of your target audience wanted 
supplies to avoid using unclean needles or 
works, where would they be able to obtain 
them? Is this sufficient in the opinion of 
your target audience? 
 

Source? 
 

In your target audience's view, where are 
the gaps in available services? What do 
they think causes these gaps? 
 

Source? 
 

In your staff's and volunteers' views, where 
are the gaps in available services? What do 
they think causes these gaps? 
 

Source? 
 

 



20 

Conduct an Agency Capability Assessment 

 
Before you can fully commit to creating a program, you need to figure out exactly what your 
agency or community group is ready to do. DO NOT BE UNREALISTIC! You may want to do 
anything to help your clients, but the truth is that there is only so much that any one person, 
program, or agency can handle. 
 
You also need to assess what is in line with your agency's current path, and what would push 
your agency in a direction outside their mission statement or long range plan. 
 
This information is also critical for grant proposals. It is what funders use to learn more about 
your agency, and to determine if it is the right one to implement your proposed program. 
 
Who can help provide this information? 
 
Your main resource will probably be your executive director. If you are in a large agency, you 
may have greater access to some of this information through the development department or 
the program director. Also, the information about your agency's past experiences with the target 
audience can lie supplemented by current and former staff members, and volunteers. 
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Agency Capability Assessment Worksheet 

 
Have your executive director, fundraisers, and/or board members provide the following 
information: 
 

When did your organization form? 
 

Source of this information? 
 

When did your organization begin working 
with the target audience of this proposed 
program? How? Is this ongoing? 
 

Source? 
 

How does this program's target audience fit 
into the mission statement and long-range 
plan of your organization? 
 

Source? 
 

What past experience does your agency 
have with this target audience? 
 

Source? 
 

What past experience does your agency 
have with different intervention 
methodologies? 
 

Source? 
 

What is the current expertise of your staff 
with the cultural and linguistic needs of your 
target audience? 
 

Source? 
 

How successful is your agency in recruiting 
volunteers, collaborators, new staff, and 
other outside support? 
 

Source? 
 

Are current priorities on changing existing 
services or on creating new ones? 
 

Source? 
 

Are members of your target audience 
represented on your staff or board? 
 

Source? 
 

What other funding or awards has your 
organization received? 
 

Source? 
 

How have clients, researchers or funding 
sources rated the quality and effectiveness 
your organization's services? 
 

Source? 
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Step 3: Prioritize 
 
Why do we have to prioritize? 
Prioritization is important because there are limited resources (financial, human, time) and there 
are different levels of need. 
 
How do we prioritize? 
The epidemiological profile helps you prioritize people and the gaps analysis (findings from the 
needs assessment and resource inventory) helps you prioritize services.  Populations and 
services need to be ranked based on the data collected.   
 
The important question is, how do you make sure that you are spending your time on the things 
that will make the biggest positive impact? 
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Step 4: Design your program 
 
This is where you can get creative.  You have to determine the goal of your program and define 
the parameters of your target population (helping and hindering factors).  You need to begin to 
outline what you want to accomplish with your program. 
 

The Goal 

•This is the long term vision of what you hope to accomplish 

•Needs to be broad and related to your program 
•Needs to be realistic! 
 
Set Your Goals 
 
The overall goal of most HIV programs is to reduce the rate of transmission or increase the use 
of HIV services. However, each individual program needs to focus on achieving specific goals. 
By breaking down a larger problem into smaller, more manageable parts, you can build up the 
pieces which will contribute to this overall goal. Write out in 1-2 sentences which goals you want 
to prioritize at this time. 
 
Goal Statement: Write out in 1-2 sentences the following: 
 
The Goal of Our Program is: 

 

 

The Marketing Mix Compass 

 
Think of the behaviors you are promoting as "products" that you want people to buy into.  
Realize that there is a price to pay with any behavior change and figure out an effective 
placement of your messages to get your target audience to pay attention. 
 
In addition, you may have to deal with some politics before you can get your program going.   
 
Complete a Marketing Mix Compass 
 
You can now borrow from the experience of marketing specialists in getting people to buy new 
things and ideas. To organize their information, they often use a compass-shaped map which 
charts the positive and negative aspects of a product, different places that the product could he 
sold, and ideas on how to promote it. You will basically do the same thing, but with the goal of 
changing behaviors instead of making a profit. In this case, think of the behaviors you are 
promoting as "products" that you want people to buy into." There is a price to pay with any 
behavior change. And you're going to have to figure out an effective placement of your 
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messages to get your target audience to pay attention. In addition, you may have to deal with 
some politics before you can get your program going. 
 
The application of these ideas to behavior change is called "social marketing," which has been 
specifically adapted to HIV under the term "prevention marketing." Using this theory, you will 
gain a clear, simple graph of the different factors affecting your target audience. It will also give 
your teams a common language to use with each other during program planning. 
 
But we're not about 'Marketing'..." It is misleading to think of this as only creating advertisements 
for your programs. Prevention Marketing actually is more program planning in anything else. It's 
equally misleading to consider it only good for prevention, because it usually works in many 
other fields as well. 
 
Determining the 5 P's. There are five main factors when talking about behavior change: 
 

1. Product, which is the behavior that you want your target audience to engage 
in to either directly reduce their risk for HIV or increase their utilization of HIV 
services. This product comes with certain positive benefits which are the 
direct result of engaging in this behavior. 

2. Price, which includes all the "negative" qualities of the behavior in the opinion 
of your target audience, and the barriers that they would have to overcome to 
gain access to your product. 

3. Politics, which control what information gets to your client. Politics can act as 
a filter, keeping some things out while letting others in. They can also act like 
a magnifying lens, making some things very important while distorting others. 

4. Place, where you can offer information about your product or the tools to 
adopt the targeted behavior. 

5. Promotion, which includes information or skills that you can offer to either 
reduce the price or increase the benefits of the desired behavior. The 
promotion will become the content of your eventual intervention. 

 
Drawing the compass 
 
First, think about a single member of your target audience, one of your clients. 
Now, picture a circle all around your client. This represents the Politics which affect the way 
your client sees the world, because to get anywhere, he/she needs to cross through the circle. 
Around that, draw another circle like a compass with four points. 
 
At the top is Product, the behavior that you want your client to adopt, in order to either reduce 
his/her HIV risk, or increase access in services after sero-conversion. You need to be able to 
describe this in one sentence. Next to this, write all the reasons why your client might want to 
engage in this behavior. This is a list of your Product's "perceived benefits." 
 
To the right is a Price list, all the reasons why your client would not buy into your Product 
("internal barriers"). Also add any reasons why your client can't do that desired behavior 
("external barriers"). This list includes access issues, supply problems, financial concerns, etc. 
 
At the bottom is Place, a list of where your client goes during the week, what your client reads or 
watches, and who your client considers reliable sources of information. These Places will 
determine where you can reach your client most easily. Note that under Place you should also 
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have people who are trusted by your client, sources of media, and other things that we don't 
normally think of as Place. 
 
To the left is Promotion, the messages about your Product which will either reduce its Price or 
increase its benefits. Start thinking about how you might increase the benefits or "selling points" 
of your targeted behavior, or what your client would get out of doing it. Also think about how to 
either eliminate or just reduce the importance of the internal or external barriers. This Promotion 
also can be in direct response to the Political circle, so more information about your Product can 
get through to your client. 
 
Sorting through your options. You can create several possible interventions with different 
promotion messages to decrease the price or negative politics, or to increase benefits of your 
product. You will find that each piece of information you add to any compass point, increases 
your options.  
 

PROBLEM SOLVING: Beware of the grant-centered program 
 
Too often, program design is driven by the grant writing process and is done in a 
rush under time-pressured conditions. When this happens, the program is often 
guided not by a full understanding of the current needs of a community, but by 
the resulting contract or grant. 
 
Do not fall into the trap of deciding to create a program mostly because there is 
money available for it. Grant-centered programs are not necessarily client-
centered programs, and can waste money, frustrate your staff, and alienate the 
community. Generally, both private and public funders choose to send out 
"Requests For Proposals" ("RFPs") in response to a demonstrated need, and 
most programs you design will fit into their constraints. On the other hand, if you 
ignore a grantor's wishes altogether, you will not receive any funding. The trick is 
in finding the balance, while always remaining focused on client needs. 
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Marketing Mix Compass Worksheet 

 
This will probably be too small for all your information, but should provide a good start: 
 
 
 

Place: 

Politics: 

Promotion Price

Product: 

Product Benefit: 
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Create Intervention Sketches 

 
Now that you have identified the elements of your options through your Mix Compass, the 
Program Planning Team needs to turn the 5 P's into a plan. You will first create short sketches 
(three sentences long) of possible interventions and pre-test them with your Target Audience. 
Each sketch will feature different products or different promotions using a few alternate 
methodologies. You will also use these sketches as a basis for considering potential 
collaborators for your future program. 
 
After you have decided on which sketch to pursue, you will finalize the plan by creating 
objectives, detailing the process of collaborations, writing out your future staffing needs, and 
creating a budget. 
 
To illustrate, we'll look at some possible intervention sketches developed from a Mix 
Compass: 
 
Suppose that the Price you decide to target is that your client thinks putting on a condom 
takes too long and causes too much disruption to be worth the effort. You could try to 
overcome this barrier by teaching your client faster and more fun ways to put a condom. Or 
you could try to make this concern less important by emphasizing the benefits of using a 
condom such as preventing STDs, HIV, etc. In the first instance, you are trying to decrease 
the Price. In the second, you a promoting the Product's benefits. 
 
If you decide to choose the first option of teaching fun condom techniques, you still need to 
determine how to do it. Going back to the Place column, you would choose a channel which 
would be most likely to capture your client's attention. You can choose to create positive peer 
norms around making condoms fun through a Community Level Intervention by creating 
brochures, stage shows, etc. Or you could decide that more direct and personal trainings are 
necessary, opt for an Individual Level Intervention, and train your case managers to show 
clients one at a time. Or you could put an emphasis on showing these individual tools in your 
client's environment, using a Street Outreach Intervention Methodology. In that case, you 
could train outreach workers to show your client the condom tricks when they're out in the 
field. You could also choose a Group Level Intervention and develop hands-on workshops. 
 
Perhaps the greatest barrier is not actually that your client hates condoms, but that he/she has 
never even handled one, and so thinks that it's going to be a problem. Perhaps the reason 
that your client hasn't had access to condoms is because they are prohibited by someone 
else. Yon may then actually need to develop an intervention to address a Political barrier 
before you can actually show your client your tricks. 
 
All of this is contained in Promotion and Product, as determined by Place, in response to 
Price and Politics, in order to sell your client on your Product. This balance of your compass 
points is called the "Marketing Mix." See? No real mystery. It's all prevention marketing, even 
if there are no ads and no money is exchanged. 
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Intervention Sketch Worksheet 

 
Use your Goal Statement, Target Audience Identification, and Mix Compass to complete the 
following sentences. These will be the simple activity sketches that you will present to your 
Target Audience, potential collaborators, and others who will be affected by your future 
program. 
 

Our future goal will 

[your goal] 

By helping 

[your Target Audience] 

To 

[do specific behaviors/your Product] 

Through our future Promotion 
we must increase 

[perceived benefits of your Product] 

And/or reduce 

[barriers in Price or Politics] 

To do this we will provide 

[a specific intervention] 

In/at/through 

[Place] 

We are basing this choice upon 

[Methodology or Theory] 
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Step 5: The Program Plan 
 
This is where you compile everything you’ve done.  After you have decided on which sketch to 
pursue, you will finalize the plan by creating objectives, detailing the activities, writing out your 
future staffing needs, and creating a budget. 
 

The Program Pyramid 

 
Objectives 
 
A clear and SMART statement of what you are going to do – how are you working towards your 
goal? Monitoring and Evaluation Indicators are developed based on the objectives.  Outcome 
objectives determine what you want to accomplish in the end.  Process objectives determine 
how you are going to implement your program. 
 
Staffing 
 
Start thinking about what skills you will need in each job to make it the most successful. Break 
down the program into clear elements, figure out how much time each one will take and how 
much staff time you will need to get this program running. Use information from the program 
planning process to anticipate any training needs you might have, based on your potential 
staff's experience 
 
Budgeting 
 
From your program plan you create a lot of numbers: 

• The amount of time needed for a workshop,  

• The number of people you need to hire,  

• How many people you expect to reach, etc.  
 
Turn those numbers into costs: 

• Personnel Costs 

• Intervention Operating Costs 

• Program Capital Costs 
 
Finalize Your Program Plan 
 
After you've determined which intervention sketch to develop, you will need to set up the plan 
for your program. This means setting objectives, detailing your collaborations, identifying your 
staffing needs, and creating a budget. Some of this work entails adapting your planning 
language for grant-writing needs. 
 
Detail Your Program Activities and Objectives: A Pyramid 
 
Your final program plan needs to have a full description of your intervention, what you will do to 
make your intervention happen, how many times and when you intend to do the intervention, 
how many people you expect to have participate, and what you expect the end result will be of 
their participation. 
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Your original Goal statement is what everything is building up to. 
 
Your desired behavior change (your Product) is the basis for your desired Outcome. Your 
Outcome Objectives are numbers which measure if the intervention managed to affect 
enough of this behavior change. Did your client actually engage in your desired behavior? 
What percentage of Target Audience participation in the Product will you consider 
successful? How will you monitor whether or not your client actually did the behavior? These 
are some of the questions you should ask when determining whether or riot you were 
successful in achieving your desired Outcome. 
 
Your intervention sketch is the basis for your Process. Your Process Objectives are numbers 
which measure if you managed to implement your intervention to the level that you thought 
you would. That is where you state how main' times you'll do each intervention, how many 
people you plan to have participate, etc. You should have one process objective and one 
outcome objective per intervention. 
 
The base of the pyramid is made up of the activities you will do to make each intervention 
happen. On your timeline, these activities will begin from the moment you receive the money 
through final evaluation, and are the logistical foundation of your entire program. When trying 
to detail your activities, try to determine what you need to do to: 
 

a) Create the right Promotion (e.g. hold a focus group, hire a consultant, conduct 
a survey) 

b) gain access to the right Place channels (e.g. meet with the school principal, 
contact restaurant owners, identify sympathetic news editors, join a meeting 
house collective, get an internet service provider) 

c) create the tools to enable your intervention (e.g. build a set, design a 
brochure, hire new staff, recruit volunteers, secure a meeting room, record a 
PSA, install more phone lines) 

d) Get the training you need to enable your intervention (e.g. facilitation, 
counseling, street outreach, journalistic writing, computer graphics, carpentry) 

 
How permanent are these Objectives? It's hard to know what will work in advance. 
 
Don't be afraid to make detailed plans for your program. As you progress through 
implementing it, you may need to make changes in your activity' timeline, process objectives, 
and even your outcome objectives. Through your periodic checks of your plan, you have the 
opportunity to see places where programmatic changes are necessary, if things are not 
going as you thought they would. You might also discover that you were too ambitious when 
you made your objectives, or that you encountered unanticipated obstacles in implementing 
your program. 
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Think of the Program Pyramid 

 
Interventions, Process Objectives & Outcome Objectives 
Using your Goal Statement, Target Audience Definition, Mix Compass, and Intervention 
Sketches, (complete the following. You will give these documents to your Grant writer. 

REMEMBER: While you can make changes to run a program in the: most appropriate, effective, 
and realistic way possible, you can't make fundamental changes which change your overall use of 
the grant money without consulting your grants administration people. Because a funder gave you 
the funds to do something specific, they expect that you will do what you said you would. Of 
course, because you are doing such careful evaluation and tracking the progress of your activities 
and interventions, you will be able to explain why you need to make your proposed changes. Most 
grantors respond well when communicated with regularly. 
 
Most of the time, however, you will find that because you've done such careful preparation, your 
plan will be pretty much on track throughout your program. 



32 

Interventions, Process Objectives and Outcome Objectives Worksheet 

 
Using your goal statement, target audience definitions, mix compass, and intervention sketches, 
compete the following. This information will help you in the grant writing process. 
 
INTERVENTION 

What is a shorthand description/name for your Intervention? 
 

Please write a description of your intervention. 
 

What is the structure of this intervention? 
 

How long will each one last? 
 

Where do you intend to offer the intervention? 
 

How will you document that you have completed the intervention? 
 

Will this intervention lead the participants to utilize any other services at the organization? 
Which? 
 

Will this intervention lead the participants to utilize services at any other organization? Which? 
 

Will this intervention be offered in collaboration with another organization? Which? 
 

What is the methodology and theory behind this intervention? 
 

What barriers/Price/negative Politics will this intervention overcome? 
 

What Product benefits will this intervention promote? 
 

Have you identified other Promotions? What are they? 
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PROCESS OBJECTIVE 

How many times will this intervention happen in one grant year? 

When will you begin offering this intervention? 

When will you complete this intervention? 

How many members of your target audience do you intend to have attend each intervention? 

How many participants total do you intend to have participate in your intervention in one grant 
year? 

Who will be responsible for achieving this objective? (Their job title) 

How will you document participation in this intervention? 

 
OUTCOME OBJECTIVE 

What behavior change is the target of the intervention? 

What about the behavior do you intend to change? (e.g. the number of people engaging in this 
behavior, the frequency that an individual will engage in this behavior, the location of the 
behavior) 

How many people, who participate in your intervention and then engaged in the desired 
behavior change, would it take for the outcome objective to be successful? (numbers or 
percentage of total) 

How will you measure this change? What evaluation tools will you use? What baseline will you 
measure your success against? 

When will you complete this outcome objective? 

Who will be responsible for achieving this objective? (Their job title) 
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Intervention Activities Timeline Worksheet 

 
For each intervention write out a timeline of the activities required to make it happen. Include 
here formative research stages, recruitment, hiring, training, materials development, etc. Put no 
more than one intervention per sheet. (Note: this timeline layout is for one year, divided into four 
quarters) 
 
Intervention Name: 

Activity Person responsible 
When? 

Qtr 1 Qtr 2 Qtr 3 Qtr 4 

1) 
 
 
 

     

2) 
 
 
 

     

3) 
 
 
 

     

4) 
 
 
 

     

5) 
 
 
 

     

6) 
 
 
 

     

7) 
 
 
 

     

8) 
 
 
 

     

9) 
 
 
 

     

10) 
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Staffing and Training Plan 

 
Now you have to get specific about who is going to be in charge of each part of the program you 
have designed. You will use this step to break down the program into clear elements, figure out 
how much time each one will take, and how much staff time you will need to get this program 
running. You will create job titles, descriptions and describe each person's responsibility for 
different elements of the program. 
 
This is also the right time to start thinking about what skills you will need in each job to make it 
the most successful. Many people are hired because of their knowledge of and/or relationship 
with particular communities. While this works in many cases, there are times when it is most 
important to hire someone because of their skills, even if they have no prior experience with the 
target community. It is important to identify this kind of priority early, because it will help you 
make decisions later about where to advertise a job, how to describe job requirements, and how 
to describe the job to potential applicants. This is another point to anticipate potential community 
problems which result from confusion over hiring choices, especially when applicants are coming 
from outside your target audience. 
 
You can also use this information in the program planning process to anticipate any training needs 
you might have, based on your potential staff's experience (or lack thereof). These trainings will 
probably cost some money, and will certainly require a certain amount of time. You want to 
anticipate this in your program's timeline and budget. 
 



36 

Staffing Plan Worksheet 

 
Complete the following information for each staff person needed for the program. This includes 
people who are currently on staff that are going to be working on the program and people who 
are going to be hired if you get new funds. (All staff responsible for different parts of a program 
need to be written into a program plan and into a grant proposal) 
 

What is the job title for this position? 

If this person is already on staff or if a candidate has already been identified, what is this 
person's name? (Please attach resume) 

If a staff position, will this person be full-time, 3/4 time, 1/2 time, other? If a consultant, how 
many hours are necessary for the consultancy? From when to when will they be involved in the 
program? (give in months or contract year quarters) 

If a staff position, what will this person's annual, full-time salary be? (If they are working less 
than full time, they will receive the corresponding percentage of this total amount). 

Briefly describe this person's role in the program and the amount of time per week that will be 
spent on the following: What will be their primary responsibilities? 

With whom will they be working? 

Will they supervise anyone? 
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Will they be responsible for any part of the coordinating or collaborating relationships? 

What role will they play in evaluating the program? 

What will be the required and preferred qualifications on this hire? 
 
 
 
 
 
 
 
 
 
 
(Include here preferences for experiences with a particular community, linguistic needs, 
managerial skills, work and skills background, type of education.) 

What types of training will this person need to succeed in this position? 

To whom (what position) will this person report? 
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Prepare a Program Budget 

 
"Budget people" have the exact same goal as any program planner: making a program work in 
order to serve clients. They base all of their work on what a program needs as defined by the 
objectives set up by the people planning the program- There is no way that a budget person 
can accurately do a budget without the planner—they might end up not leaving enough money 
for something important, while being unaware that something else was even necessary because 
they weren't told about it. On the other hand, program planners usually know very well what it 
might take to run a program, but not have a clue about how a program's budget works into an 
organization's budget. Program planners should determine the cost of the intervention and then 
work with a finance/accounting person to figure out the program's impact on the whole 
organization. 
 
When you make an intervention activities plan and program objectives, you create a lot of 
numbers, like the amount of time needed for a workshop, the number of people you need to 
hire, how many people you expect to reach, etc. The accountant will simply take those numbers 
and figure out the dollars that are attached to each of them. 
 
The Accountant and Program Planner need to meet together and talk through the budget for 
every proposed program. This document will be used in grant applications. It's also a good plan 
to create a couple of different program scenarios at different levels of funding. That way you'll be 
prepared if you don't get all of what you apply for. You'll also have more options if you have to 
apply to several smaller funding sources to assemble enough to create the program. Don't wait 
until after you've completed the plan, get sold on it, and then figure out that there's no way that 
you can reasonably do it or that it could fit into your upcoming grant proposal. 
 
Can't I just hand them the Intervention Activities & Objectives Worksheets?  
 
No. There are many places in your plan where you may have made assumptions which the 
Finance Wiz couldn't account for. For example, if you say that a staff person will do a particular 
activity, are you assuming that you will hire someone who is already trained to do that, or have 
you left time and money in your plan to train them? When you said that you will conduct a 
workshop, did you think about where the workshop would happen and if you need to include 
space rental costs in your budget? Did you actually figure out the real amount of time it would 
take someone to supervise their staff? To complete a report? To meet with collaborators? To 
develop a brochure? 
 
These are the sorts of questions that you will clarify as you work together with the Finance Wiz. 
They will take this information, determine the real costs of your program and its impact on the 
overall agency budget. The budget is then handed over to the Grant writer along with your other 
Worksheets. 
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Personnel Costs Worksheet 

 
Program Staff 
List all direct program staff needed to implement your program. You do not need to include 
supporting/shared staff (i.e., Program Director, Receptionist, etc.) 
 

Title FTE Salary Dates 
1.    

2.    

3    

Shared 

4. Program Director 
 

 
 

 
 

 
 5. Administrative Assistant 

 
 
 

 
 

 
  

Shared Staffing Notes: In this space indicate anything unusual about the shared/supporting staff 
needs of your program (i.e., receptionist will be asked to schedule counselor appointments). 
 
 

 
 

 
 

 
Consultants 
List all consultants needed to implement your program. 

Title No. Hours/Days Rate Dates 

    

    

    

 
Full Time Equivalent (FTE) Calculation 
To verify that FTE is sufficient for the program use this table to compare hours available to 
hours needed. 
 
Hours Needed for Activity 1 
 

 
+XXXXX 

Total Hours 
(Wkly hrs x wks) 

 
XXXXX 

Hours: Activity 2 
 

 
+XXXXX 

Subtract Vacation Hours 
(No. days x hrs) 

 
-XXXX 

Hours: Activity 3 
 

 
+XXXXX 

Subtract Sick Hours 
(No. days x hrs) 

 
-XXXX 

Hours: Activity 4 
 

 
+XXXXX 

Subtract Holiday Hours 
(Holidays x hrs) 

 
-XXXX 

Hours: Training 
 

 
+XXXXX 

Subtract Staff Meetings 
(Mthly hrs x mths) 

 
-XXXX 

Hours: Program Planning 
 

 
+XXXXX 
 

Subtract Supervision Hours 
(Wkly hrs x wks) 

 
-XXXX 

Total Hours Needed for Program  Total Hours Available for Program  
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Intervention Operating Costs Worksheet 

 
Direct Intervention Costs: 
List all direct, program costs needed to implement your program (e.g. advertising, printing, food, 
travel, condoms). You do not need to include supporting/shared costs (e.g. rent, general 
supplies). Include only one intervention per worksheet. 
 
Intervention:  

Budget Category Item Name Cost How Many 

1. 
 

 
 

 
 

 
 

2. 
 

 
 

 
 

 
 

3. 
 

 
 

 
 

 
 

4. 
 

 
 

 
 

 
 

5. 
 

 
 

 
 

 
 

6. 
 

 
 

 
 

 
 

7. 
 

 
 

 
 

 
 

8. 
 

 
 

 
 

 
 

9. 
 

 
 

 
 

 
 

10. 
 

 
 

 
 

 
 

 
Shared Cost Notes: 
In this space indicate anything unusual about the space and/or materials needs of your 
program (i.e., training sessions will be held for 100 participants — may need to rent space to 
accommodate). If no notes are listed, the standard allocation rates will be applied. 
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Program Capital Costs Worksheet 

 
Equipment Costs: 
List all new equipment needed to implement your program (e.g. computer). 
 

Item Purpose/For What Intervention? Cost How Many 

1. 
 

   

2. 
 

   

3. 
 

   

4. 
 

   

5. 
 

   

6. 
 

   

7. 
 

   

8. 
 

   

9. 
 

   

10. 
 

   

 
Site and Facilities Costs: 
Describe any new site(s) and/or facilities that will be required by the proposed program. 
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NOTE:  If you want to create contingency budgets for different levels of program activity, please 
use separate worksheet for each level. 
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Program Planning Wrap-up 
 
After the Program Planning Team completes the process by going through all the steps you will 
have designed an effective program.  Step 5 helps you to collate all of the information collected 
through the process, but Appendix A and B provides possible outlines for presenting the 
information. 
 
The next piece is to develop a monitoring and evaluation plan that can be integrated into your 
program plan. 
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Monitoring and Evaluation: an introduction 
 
MONITORING is a continuous function that aims primarily to provide program or project 
management of an ongoing program or project with early indications of progress or lack thereof 
in the achievement of program/project input and output objectives. 
 
EVALUATION is a systematic analytical effort, planned and conducted in response to specific 
management questions about performance of program. 
 
Monitoring and Evaluations Basic Points 
 

• Monitoring and evaluation (M&E) should be viewed as two separate but integrated 
components of a system.  Both are essential management functions, equally important, 
interactive and mutually supportive.  It allows managers to know how to allocate 
resources for best results 

• M&E is a tool - it should be as light and predictive and USABLE as possible to help 
anticipate program demands/directions 

• M&E is never an after thought: Before starting program it is accounted for, planned, 
agreed to and budgeted for 

• M&E is a feedback mechanism – i.e., data should flow top��down��top 
o Always share with those who provided you data 
o Use it to modify programs 

• An effective monitoring system also makes an important contribution to the evaluation 
process.  It provides information about the progress of programs 

• Monitoring may reveal operational problems that can then be investigated in more detail 
through process evaluation. Good monitoring helps avoids “surprises” during 
evaluations.  It assesses if activities are carried out as planned  - Highlights what works 
and what doesn’t  

• Build evaluation into program from beginning: work backwards, know what you want to 
measure, and then build the program from there. 

• Use local resources and existing information where possible, keep it simple. 

• Give feedback from the results quickly to help develop interventions, giving directions to 
the project. 

 

Monitoring: What is being done? 

 
Monitoring is the ongoing (daily/weekly/monthly) collection of relevant information about 
implementation of a program.  Done correctly it ensures early identification of problems and 
possible solutions, coordinated and organized schedule of supervision of work and workers, 
production of information that funding agencies (and stakeholders) want in programmatic 
reports  
 
Sample Monitoring Indicators 
 

1. Programmatic indicators under each activity 
2. Financial resources (Item-wise budgetary allocations) 
3. Policies (Policy deliberations, experts) 
4. Personnel (Appointment of project staff) 
5. Program inputs under each strategy : 
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6. Facilities (Infrastructure, Drop in center, clinic space) 
7. Equipment (Clinic equipments)  
8. Supplies (Clinic consumables) 

 

Evaluation: What have we accomplished? 

 
Evaluation is the process of collecting and analyzing information and looking at effectiveness of 
programs.  It may occur on a regular basis to assist in development of work plan/programs.  It is 
also done at the end of period for which a program is implemented.  An evaluation system 
measures what impact was made in a program; it answers the “so what?” of project 
implementation.  Evaluation helps decide if plans need modifying or fine tuning to be more 
effective, to judge effectiveness, and measure impact of programs. 
 
Evaluation ultimately is related to program outcome.  Program outcomes are the intermediate 
results at the population level that are loosely linked to program activities and program level 
results.  These intermediate results or outcomes are generally achieved in two to five years. 
 
Sample Evaluation Indicators 
 

1. Programmatic indicators under each activity 
2. Increase in awareness of HIV/AIDS transmission and prevention 
3. Reduction in number of partners 
4. Increase in condom usage 
5. Increase in health seeking behavior 
6. Reduce in Stigma and Discrimination 

 

M&E Levels 

 
There are four main levels to any M&E system: 
 

• Inputs: people, training, equipment, resources put into project to achieve outputs 
o Resources, staff, funds, facilities, supplies, training 

• Outputs: activities or services delivered including HIV prevention, care and support to 
achieve outcomes 

o Condoms, needles, trained staff, quality of services, knowledge of HIV 
transmission 

• Outcomes: Outcomes are changes in behavior or skills, especially safer HIV prevention 
practices, increased ability to cope with AIDS, increased condom usage, provision of 
good quality, economical, accessible & widespread services.  

o Short term and intermediate effects: Behavior Change, attitude change, Change 
in STI trends, increased social support 

• Impacts: Outcomes intended to lead to major measurable health impacts, including 
reduction of STI/HIV transmission, reduction of AIDS impact, reduction of morbidity in 
IDU. 

o Long term effects: HIV/AIDS trends, AIDS related mortality, social norms/stigma 
change, coping capacity in community change, economic impact   

 
Suggested Framework for M&E 
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Logic modeling (discussed in more detail further) is normally used to structure most M&E 
systems.  Logic models are logical pathways of results – results at one level lead to results at 
the next level.  Logic models need to be ordered around the overall goal, which is the outline of 
what the program wants to achieve.  Each Major Level Connected to the Next: INPUTS � 
OUTPUTS � OUTCOMES � IMPACTS. 
 

The Phases of a M&E Systems 

 
1. Identifying the indicators which can be used to monitor the progress  
2. Collecting and analyzing data  
3. Modifying existing interventions and developing new interventions  

 
Phase #1: Selecting Indicators 
 
An indicator is a marker used to determine performance of functions, processes, and outcomes.  
For an M&E system, you need to select indicators that best show if a program is meeting the 
goal and objectives. 
 
Choose indicators that help you measure:  

• Implementation/Process: Has the program been established successfully?  
o Number of staff recruited  
o Number of training sessions for staff  

• Is the program reaching or attracting target population? 
o Number or proportion of targeted population contacted  

• Is the program delivering project’s objectives as intended? 
o Number of services delivered  
o Number of 1-1 HIV Prevention sessions, Number of needles and/or condoms 

delivered   

• Outcome: Has desired change in target group occurred as a result of intervention? 
o Level of HIV/AIDS awareness among target group 

• Reach to target group 
o Proportion of target group who regularly engage in desired behavior 

• Is the intervention an effective/efficient use of resources? 

• Is intervention cost effective? 
 
Phase #2: Collecting and Analyzing Information 
 
Most of the data that you will need for M&E purposes is readily available.  
 
Sources of information can include:  

• Registers  

• Work Schedules/Logs 

• Field Diaries 

• Account books 

• MIS systems 

• Minutes of meetings  

• Reports of consultations 

• Accounts, invoices, receipts 
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• Government and NGO reports  
 
Information can be both quantitative (numbers) and qualitative (narrative).  Quantitative data 
includes numbers, rates, and rations and it is analyzed mathematically/statistically.  Qualitative 
data can be recorded observations, interviews, conversations, and discussions; it uses and 
analyzes words, providing impressions and context. 
 
Phase #3: Modifying existing interventions based on data 
 
M&E systems have a very real and practical application to programs.  Without an M&E system 
you cannot tell if you are using resources effectively or be able to tell if there was something 
wrong in your programs of how to fix it.  After you have implemented an M&E system in your 
programs you need to use the information collected to adequately amend your programs and 
ensure success. 
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Logic Models 
 
What are Logic Models 
 
Logic models are a basic element of programming that communicates the rationale behind a 
program.  It is defined as a picture of how your organization does its work – the theory and 
assumptions underlying the program. 
 
Why Logic Models? 
 
A program logic model links outcomes (both short- and long-term) with program 
activities/processes and the theoretical assumptions/principles of the program.  For Example, a 
logic model illustrates the presumed effects of hiring an outreach worker: 
 

"Trained outreach workers lead to more information about AIDS 
getting dispensed in a high-risk neighborhood; increased contacts 
with outreach workers leads to a greater proportion of hard-to-
reach clients coming in for treatment" 

 
The How of Logic Models 
 
YOUR PLANNED WORK 
Describes what resources you think you need to implement your program and what you intend 
to do. 
 

1. Resources include the human, financial, organizational, and community resources a 
program has available to direct toward doing the work. Also known as Inputs. 

 
2. Program Activities are what the program does with the resources.  Activities are the 

processes, tools, events, technology, and actions that are an intentional part of the 
program implementation.  

 
YOUR INTENDED RESULTS 
Include all of the program’s desired results (outputs, outcomes, and impact). 
 

3. Outputs are the direct products of program activities and may include types, levels and 
targets of services to be delivered by the program. 

 
4. Outcomes are the specific changes in program participants’ behavior, knowledge, skills, 

status and level of functioning. Short-term outcomes should be attainable within 1-3 
years, while longer-term outcomes should be achievable within a 4-6 year timeframe.  

 
5. Impact is the fundamental intended or unintended change occurring in organizations, 

communities or systems as a result of program activities within 7-10 years.  
 
How to “Read” a Logic Model 
 
When “read” from left to right, logic models describe program basics over time from planning 
through results.  Reading a logic model means following the chain of reasoning statements 
which connect the program’s parts:  “If...then...” 
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Resources/Inputs Activities Outputs Outcomes Impacts 

1 2 3 4 5 

Your Planned Work Your Intended Results 

Certain resources 
are needed to 
operate your 

program 

If you have access 
to them, then you 
can use them to 
accomplish your 
planned activities 

If you accomplish 
your planned 

activities, then you 
will hopefully deliver 

the amount of 
product and/or 

service that you 
intended 

If you accomplish 
your planned 

activities to the 
extent you intended, 

then your 
participants will 

benefit in certain 
ways 

If these benefits to 
participants are 
achieved, then 

certain changes in 
organizations, 

communities, or 
systems might be 
expected to occur 

 
For Example: A Family Vacation 
 

 

Resources/Input
s 

Activities Outputs Outcomes Impacts 

Your Planned Work Your Intended Results 

-Holiday flight 
schedules 

-Family schedules 

-Frequent flyer 
holiday options 

-Holiday weather 

-Create family 
schedule 

-Get holiday flight 
info 

-Get tickets 
-Arrange ground 
transport 

-Tickets for all 
family 
members 

-Frequent flyer 
miles used 

-Money saved  

-Family 
members enjoy 
vacation 

-Continued 
good family 
relations 
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Logic Model Worksheet 

 
Use your program plan to work through the logic model sequence.  Ensure that each step 
logically follows the next.  If results are not directly related, then you have a gap in logic which 
needs to be addressed in your program design. 
 
Your Planned Work Your Intended Results 

Resources/Inputs Activities Outputs Outcomes Impact 
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Create an Evaluation Plan 
 
Your interventions are complete, does that mean you were successful and hit your goal? Not 
necessarily.  
 
When you complete your process objectives, you only know that you physically did the job that 
you said you would do. You still don't know if you managed to reduce HIV risk in your target 
community, affected their Knowledge, Attitudes, Beliefs, and Behaviors around HIV or increased 
the use of related services. You need to administer evaluations to determine this. 
 
You'll also want to know what your target community thought of your program. Be sure to 
include program evaluations in your plan. You should also have program evaluations completed 
by your agency and program staff, volunteers, and collaborators. This will measure how well 
you did on your way to accomplishing your objectives. 
 
When you are deciding on your evaluation methods, consider the following questions: 
 

1) Evaluation Question - What questions should be answered through your 
evaluation activities? The two basic questions which should always he asked arc, 
"did you complete the process objectives (what did you do)?" and "did you 
accomplish the outcome objectives (what impact did you have)?" 

 
2) Data - What kind of information (data) will you need to collect to answer the 

evaluation question? Data can be quantitative or qualitative. 
 
3) Data Source - Where and when will the data be collected? Data can be collected 

from many sources including the program's own documentation records (e.g. 
client registration forms, field notes), other service providers or institutions (e.g. 
HIV testing clinics, STD clinics, schools), and directly from staff, volunteers, and 
clients. Once the sources for your data are selected, you must determine at what 
point(s) in the intervention you will collect it. 

 
4) Collection Method - How will the data be collected? Data can be collected 

through the routine process of documenting program services (e.g., sign-in logs, 
registration forms, activity documentation forms); through designed data 
collection instruments (e.g., surveys, questionnaires); through interviews, focus 
groups and direct or field observations; and through the review of documents 
(e.g., client chart extraction). Be creative. 

 
5) Baseline Data - If the evaluation is designed to measure a change, what is the 

baseline against which you will measure that change? Conducting pre- and post-
tests with the same client group or conducting pre-tests with one group and post-
tests with another are two simple ways to establish a baseline. 

 
6) Standard of Success - Once the data has been collected, how will you know 

whether it indicates success or not? What evaluation result would constitute a 
success? (e.g. "40% increase in participation in needle exchange programs"). 
Once this standard has been established, both the organization and the funder 
will be able to agree on the interpretation of the evaluation results. 
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7) Evaluator - Who is responsible for conducting or coordinating the evaluation? 
Evaluation activities typically include developing and refining research questions, 
developing a data collection plan, designing and pre-testing data collection tools, 
training staff and volunteers on data collection tools and protocols, gathering the 
data, checking, entering, storing and securing the data, analyzing the data, and 
summarizing and reporting the results. Consider utilizing an evaluation consultant 
from a local university or research group to assist you along the way. 

 
8) Use of the Data - How will evaluation data be used to direct program design and 

implementation? At the very least, data should be used by the program director 
and project staff to assess a program's effectiveness, modify its design and 
adjust its implementation. Toward this end, the project's successes, failures 
(challenges), barriers and corrective actions taken should be documented as part 
of the evaluation process. 

 
9) Audience for the Results - How will the results of the evaluation be reported and 

who will receive the results? Decide which potential audiences should receive 
copies of the project evaluation reports, including the program director, program 
staff and funder, your SACS, your executive director or trustees, potential 
funders, or even researchers at a local university. 

 

 

You don't have to design evaluation tools on your own. Much research has 
been done to design all kinds of evaluation tools. Ask for assistance from the 
researchers you identified for your Program Planning Team, from other 
experienced program planners, or from behavioral science resources. 
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Evaluation Plan Worksheet 

 
Complete one worksheet per Process Objective and per Outcome Objective. 
 

Objective 
 

 

QUESTION 
(What question will 
your evaluation seek 
to answer?) 

 

DATA 
(What kinds of data 
will be collected?) 
 

 

SOURCE 
(at what points will 
data be collected) 
 

 

COLLECTION 
METHOD 
(Using what methods 
or instruments will 
data be collected?) 
 

 

BASELINE 
(Using what 
comparison group or 
baseline, if any?) 
 

 

SUCCESS 
(What result 
constitutes a 
successful outcome?) 
 

 

EVALUATOR 
(Who will conduct the 
evaluation?) 
 

 

USE 
(How will the 
evaluation data and 
results be used?) 
 

 

AUDIENCE 
(How will the results 
be reported and to 
whom?) 
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APPENDICES 
 

A. Sample Program Plan Outline 1 

B. Sample Program Plan Outline 2 
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APPENDIX A - SAMPLE PROGRAM PLAN OUTLINE 1 
 
Appendix A and B provide sample outlines for compiling the program planning information 
collected. They are possible ways to present the plan.  The first sample provides space for the 
amount of detailing necessary for a thorough plan for only 1 objective. Ideally, you should 
delineate all the information for each objective. 
 

Goal 
 
 
 

Intervention 
 
 
 
 

Outcome Objective 1 
 
 
 
 
 
 
 

Outcome Objective 2 Outcome Objective 3 

Evaluation Indicators 
 
 
 
 
 
 
 
 
 
 
 
 

Evaluation Indicators Evaluation Indicators 
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Outcome Objective 1 
 
 
 
 

Process Objective 1 
 
 
 
 
 
 

Process Objective 2 Process Objective 3 

Evaluation/Monitoring 
Indicators 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Evaluation/Monitoring 
Indicators 

Evaluation/Monitoring 
Indicators 
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Process Objective 1 
 
 

Activity 1 
 
 
 
 
 
 
 
 
 
 

Due Date (By 
When?) 
 
 

Activity 2 
 

Due Date (By 
When?) 
 

Activity 3 
 

Due Date (By 
When?) 

Outputs 
 

Outputs 
 

Outputs 
 

Monitoring Indicators Monitoring Indicators Monitoring Indicators 
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Activity 1 
 
 
 

Sub-Activity 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

When? Sub-Activity When? Sub-Activity When? 
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APPENDIX B - SAMPLE PLAN OUTLINE 2 
 
Additional way to structure plan 
 

Goal 

Intervention 

Outcome 
Objective 

Indicators Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Outcome 
Objective 

Indicators Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Outcome 
Objective 

Indicators Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

Process 
Objective 

Indicators Activities Outputs Indicators When? 

Activities Outputs Indicators When? 

 


