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HPTN Community Involvement Workplan 

Guidance and Worksheets for Sites

May 2003

HPTN Community Involvement Workplan (CIW) Template:

Components, Definitions, and Examples

This document is intended to assist Community Program Staff at HIV Prevention Trial Units (HPTU) sites to develop workplans for community involvement efforts.  A format for HPTU-specific Community Involvement Workplans (CIWs) is provided as a guideline for development of the site’s workplan to assess, plan and evaluate efforts to integrate community involvement in HIV prevention research activities

There are four parts to this document:

· Background to CIW Planning Process

· Instructions

· Community Involvement Text Descriptions

· HPTN Objectives and Activities Worksheet

The first section (CIW Planning Process) will look at the planning process and describe the cycle of planning as well as how to write your goals, objectives and objective measures.  The  “Instructions” section describes the different parts of the format for the CIW to help in writing the workplan.  The “Community Involvement Text Descriptions” section is a worksheet for writing the text to describe general background information about specific objectives.  The last section, the “Objectives and Activities Worksheet” provides a blank template to use in organizing your objectives and measures as well as an example program outline.

The finished workplan is comprised of the completed Community Involvement text and the objectives and measures worksheets.  This workplan is due July 15 of every calendar year.

If you have any questions or comments about the development of your local CIW, please contact a Community Program Manager of the HIV Prevention Trials Network CORE:

Stella Kirkendale
Wayne Wilson
skirkendale@fhi.org
wwilson@fhi.org
919-544-7040 x222
919-544-7040 x394

Background to CIW Planning Process
Your HPTU Community Involvement Workplan (CIW) describes how the site will support the involvement of communities in the local HPTN research.  Specifically, the CIW provides a format to describe the existing situation in the community right now, what is needed, what you plan to do, and how you will know if you have done what you planned.  To do this, a CIW needs to have some descriptive elements as well as measurable goals and objectives so resources can be properly allocated, progress can be tracked, and your efforts can be documented.

The CIW is an annual workplan, based on the quarters of the calendar year: 

· Quarter 1 (Q1): July 1 through September 30

· Quarter 2 (Q2): October 1 through December 31

· Quarter 3 (Q3): January 1 through March 31

· Quarter 4 (Q4): April 1 through June 30

At a minimum, the CIW should include objectives to address your short-term community involvement goals for the year starting in Q1 through Q4.  If your site and community advisory group is established and working well, medium and long-term goals can also be discussed and put into the CIW.  The HPTN Objectives and Activities Worksheet (attached) will help you in developing your objectives and measures.

Description of Goals, Objectives, and Measures 
The goals and objectives for the site community involvement workplan should be set within the context described above.  They reflect the priorities for the action to be taken.  

1. Goals

The goal describes the ultimate mission or purpose of the program, while objectives describe the mileposts that must be met to achieve the goal.  Program budget development needs are based on goals and objectives.

The HPTN goal for community participation is common to all HPTUs, even though objectives will vary between sites.

The goal is:
The HPTU will increase community involvement in HIV prevention research efforts within the HPTN.

2.
Objectives

Objectives are statements describing what you expect the project to accomplish within a given period to meet the goals of your project.  Objectives are activity-specific, time-specific and measurable and answer the question, “What changes do you want to effect within what timeframe?”  It is important that objectives address the gaps and needs identified through a community resources inventory.  (see section I.B.)
Objectives form the basis of the workplan, and assist in monitoring progress during each stage of the project.  Each objective should state what intervention would be done, by whom and when. 

3. Measures / Evidence of Accomplishment 

Measures describe how the project documents the accomplishment of the objective.  They are the end result of the objective or the product of the activity.

Instructions
Below are descriptions for each section of the Community Involvement Workplan that is needed to create the complete CIW for submission to the HPTN Community Involvement Program.  Review each of the sections here in preparation for using the CIW Template that is attached, as each section needs to be addressed in the CIW.  

I.
Introduction/Overview 

Describe existing community involvement activities at the site, the advisory group, and potential partners.  Include information on the HPTN studies, ongoing or planned, at the site.  

A. HPTU Communities and Community partnerships  – describe the communities involved in the HPTN research at the site.  Include current and potential partnerships for community education and advisory activities.
B.
Needs Assessment: 

Needs assessment is an ongoing process of providing the information that is needed to direct the Community Involvement Workplan.  This section should begin with a general description about how the needs were established and the process for gathering information. 

The key focus for HPTU needs assessments is the Resource Inventory.  The resource inventory provides the site staff and the community advisors with a baseline level of information of what HIV prevention and care services, programs and potential partners are available, and indicates where gaps may exist.  Supporting materials on how to assemble the resource inventory will be 

II. Community Program: 

The strategy for involving the community in HIV prevention research needs to include activities for the research community, community partners, community advisors, and site staff.  

A.
Community education – Implementation of community education activities is based on the results of the needs assessment.  The focus will be on the site’s HIV prevention research efforts, but it can include basic HIV awareness and prevention information, as it supports those educational efforts. 
B. Community Advisory Activities

This section deals with the specifics of developing and sustaining activities to support the community advisory process to the HPTU. 

1) Structure for Advisory Partnership: This section should start with a description of your existing structure and process of how the community advises the site.  Developing a community advisory structure can be done in many ways, including through a Community Advisory Board or by coordinating regular town meetings to share information, for example.
The HPTN and all HPTUs should strive for community participation that effectively supports community members to voice their opinions, suggestions and concerns about the HIV prevention research in a way they know they are being heard.  

A common way to do this is for the site to work toward the development of a Community Advisory Board (CAB) where a group of stakeholders of the local HIV prevention research effort participate in a process to advise the site on key research issues.  Stakeholders are individuals who are invested in the process and outcome of the research activities conducted by the site.  There are two types of stakeholders, direct and indirect stakeholders, and their differences can be described as follows:


· Direct Stakeholders:  Those individuals directly affected by a health issue or research study are clearly among the direct stakeholders.  These individuals or groups are the ones who stand to benefit or lose directly from HIV prevention research in their communities, such as the people who make up the study population.  
· Indirect Stakeholders:  Those individuals or organizations that are not directly affected by a health issue or research study but are interested in or invested in the outcome of such activities in the community.  Such stakeholders may include representatives from NGOs, intermediary organizations, private sector businesses, and political structures

It is important to keep in mind the differences between direct and indirect stakeholders to make sure the research community of direct stakeholders is adequately and appropriately represented.  People may frequently be both direct and indirect stakeholders.  How someone is identified for the purposes of the workplan depends on their function within the advisory group.  Identifying and enlisting the appropriate intermediary groups can prove tricky, and sometimes results in trial and error selection processes.

CABs have proven to be effective in organizing and guaranteeing community participation in research efforts.  However, the HPTN recognizes there is a diversity of communities, and the ways they function, throughout the Network.  Although committed to the CAB model, the HPTN is responsive to suggestion of alternative methods.  

The endpoint of any site advisory process is to guarantee that appropriate communities are engaged, informed and active in the HIV prevention research process at the local level.  If alternative structures to CABs are created, they must at a minimum support exchange of information between researchers and study communities.

Different systems can be put in place to guarantee adequate and timely information exchange between the community and the site, and they can evolve over time.  Some examples of alternative structures include:

· Central formalized system of communicating with affected communities (focus groups, street outreach surveys, work with existing support groups)

· HPTU CAB with indirect stakeholders and a system of communication with affected communities (focus groups, street outreach surveys, work with existing support groups, and town meetings)

· HPTU CAB with direct and indirect stakeholders

· HPTU CAB with direct stakeholders only
· Multiple CABs within the same HPTU (ie. representing diverse study populations)
2) Advisor Recruitment:

Identifying the appropriate partners in community relationships is of critical importance, and energy must be invested to ensure optimal community representation.  Outlining the site’s efforts to identify and enlist the active support of stakeholders will be the main way to develop a formalized community advisory process.  The participation of marginalized groups within the research population is an important part of this, particularly when they are among the most affected by the research question.  

3) Preparation and Training: Specific steps need to be outlined that help prepare community advisory members for their role as local advisors on HPTN research.  Issues such as advisor orientation, and training about HIV and prevention research are important to consider and plan.  Issues concerning participant rights and informed consent are particularly important.  The HPTN Community Involvement Program staff have suggested topics, outlines of training, and other resources to help with identified needs.
The goal is to develop a sense of autonomy among the advisors working with the HPTU site staff.  Autonomy implies that the participants have the information and skills to do what is needed to influence decision-making.    
4) Participant Recruitment:

The role of the CAB or others involved as community advisors in participant recruitment should be determined and described in the text.  Participant recruitment plans developed by the site should have community advisory review and input.

5) Participant Retention:
The role of the community advisory process in participant retention is similar to the issues regarding recruitment and should be determined and described in the text.  Participant retention plans developed by the site should have community advisory review and input.

C. Network-level Participation:

Specific steps need to be taken to ensure community participation takes place at all levels of research in the HPTN.  This will include: 

1) Participation in Protocol Development Teams

2) Participation in HPTN Community Working Group activities

3) Participation in Science Working Group process appropriate to the site’s research objectives

4) HPTN committees as appropriate

    The site’s participation in any or all of these levels should be described.

D. Evaluation

  Community involvement evaluation is comprised of:

· The network evaluation, through quarterly reports

· CIW measurements

Evaluation is a useful process in that it helps us make improvements to our programs and activities, in order to achieve maximum effectiveness.  

The description of your community involvement activities evaluation should mention how the measures of your objectives will be collected and periodically reviewed.  By following the HPTN Quarterly Report format, the data needed for the HPTN Network Evaluation Committee measures will be easily compiled at the end of the year.  By collecting the evaluation information quarterly you will have the annual information available for the next year’s planning and evaluation process.

III.
Resources

A.  Community Involvement Resource Needs – Identify all the items that will need to be included, based on goals and objectives.  HPTU budgets are done on an annual basis, and are submitted to the U.S. National Institutes of Health in May of each year.
B.  Technical Assistance  - Identify technical assistance needs: what areas of education, training, or skills development are needed by the community advisors, community involvement site staff, site coordinators, and site principal investigators.

Community Involvement Workplan Text Descriptions

This part of the CIW provides background information for the specific objectives and measures contained in the “Objectives and Measures Worksheet.”  Include specific mention of ongoing as well as planned activities.
I.
Introduction:

  HPTN Communities and Community Partnerships:

Describe the existing community and existing community partnerships: 

	


  Needs Assessment:

Describe your process for needs assessment that will drive your HPTN community involvement activities, and a description of your resource inventory:

	


II.
Community Program:
This section of the CIW provides the background information about your objectives and measures that are indicated on the chart for community involvement activities. 

A.
Community Education:

Describe the site’s approach to community education, ongoing and planned:

	


B.
Community Advisory Activities:

Describe the structure and method of the advisory partnership, ongoing and planned:

	


Describe the process for recruiting advisors:

	


Describe the process for preparing advisors to participate through activities and training:

	


Describe the input advisors have had on the participant recruitment process and their role in activities (if appropriate):

	


Describe the input advisors have had on the participant retention and their role in activities (if appropriate):

	


C.
HPTN Participation:

Describe the community involvement from the site in HPTN activities:

	


D.
HPTN Community Involvement Evaluation:

Describe your process for evaluating the HPTN community involvement activities:

	


III. Resources

   A.  Community Involvement Resources:
Describe the process for identifying needs and resources for community education and advisory activities:

	


   B.  Technical Assistance:
Describe identified community involvement needs for training and technical assistance from the HPTN CORE and/or the Community Involvement Program.

	


HPTN Objectives and Activities Worksheet

	Goal 

(larger issue to be addressed)
	Objective
	Activities
	Who will do it
	Measure of objective

(end-product of the work that lets you know your objective is met)
	Date com-pleted

	Increase community involvement in HIV prevention research.


	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


HPTN Objectives and Activities Worksheet (example)
	Goal 

(larger issue to be addressed)
	Objective
	Activities
	Who will do it
	Measure of objective

(end-product of the work that lets you know your objective is met)
	Date com-pleted

	Increase community involvement in HIV prevention research.


	Community Advisory :

1.  By December 30, 2001 the site’s Community Advisory Board members will actively participate in research discussions and decision-making.
	1.a. Determine the skills-building needs of CAB members at CAB meetings.

1.b. Set annual training plan with timelines

1.c.
Implement scientific training for CAB members. 
	Community Educator

Community Educator

PI, project staff, community educator
	Written report of decisions and input made by CAB members.
	

	
	Community Education:

   1. By March 31, 2002 study –specific educational materials will be developed and produced.


	1.a. Draft language for study brochure.

1.b. Draft fact sheet on microbicides.

1.c. Review of materials by research staff and CAB.


	Community Educator, CAB Members, Project Coordinator

Same

Project staff, CAB


	1.Printed study brochures and microbicide fact sheet ready for distribution
	

	
	Community Education:

2.  By December 31, 2002, twelve (6) community sensitization events will be held in area marketplaces. 


	2.a. Set annual events plan with timelines

2.b Create an event checklist to use

2.c. Plan and conduct interactive role plays

2.d. Distribute educational brochures.


	Community Educator, CAB

Community Educator

Community Educator, CAB

Community Educator, CAB


	2. Documentation of event with list of participants, materials and number distributed, date of event and where distributed


	

	
	Needs Assessment:

1.  By March 31, 2001, the site will have completed a resource inventory
	1a.  Determine information sources for the inventory

1.b. Obtain information about local services and programs 

1.c. Share inventory as a directory

1.d.  Update inventory annually
	Community Educator, CAB
	Completed resource directory
	


  


Suggested Format for HPTU Community Involvement Workplan (CIW)





I.	Introduction: 


HPTN communities and community partnerships


Needs assessment





II. 	Community Program: 


Community education


Community Advisory activities


Structure for Advisory Partnership


Advisor Recruitment


Preparation and Training


Participant recruitment


Participant retention


HPTN participation


Evaluation





Resources:


Community Involvement Funding


Technical Assistance
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