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i . Introduction ;

-

Designing Your Family Plﬁnning Education Pragram is a guide to
planning. It 1is written for people who are ‘interested in“dpveloping-
a plan to design a new education service or improve the quality of
an existing.one. By applying the planning concepts and suggestions
contained in .this guidebook, you will be able to identify what your
education progran néeds td accomplish in order to' serve the interests
‘of your clients and community well.” Use of these concepts will also
“help you plan a program that will overccme many of the problems which
have plagued health education programs in the past," such as lack of
trained staff, time, space and money.

<

The book 1S written in a practical "how to" fashion which guides
you through the planning process step-by-step: defining thé problem,
setting the obgective, selecting a strategy, identifying resources,
developing an action plan, and designing the evaluation. As you will
learn, these steps in program planring form a continual process of
asking and re~asking the following questions: s

o What do I have to consider to set up or 1mprove a family
planning education program?
4 >
" @ What steps do I need to "take?

o What will be accomplished?

e

o How do I measure the accomplishments?, L
e What will the measurements tell me?

° How can I use this information?

By learning which ‘duastions to ask and how to get the.answers, you
will become equipped to solve day-to-day problemq confronting your
education program. You will also be able to develop long~range plans,
write a grant application for outside funding, and justify an education
budget increase to your agency director. In other words, planning is
. not just theory put on paper--it has numerous and diverse applications
for solving the problems encountered by your agency.

Since the planning process tends to be orderly anq analytical, we
have tried to make it come alive for you by illustrating how the con-
cepts can be used to design a family planning education program. The
guidebook 1is organized into five chapters. The first chapter describes
the basic concepts of planning and evaluation which can be 2pplied to
any agency, regardless of its size and composition. Each subsequent
chapter then presents practical suggestions on how to plan different

~Z
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parts of your agency program. Chapter IT is dedicated to the client
education program. Chapter III discusses the planning corsiderations
for community edycation. Information on how to plan and evaluate an
in-service staff development program is presented in Chapter IV. The
fifth chapter describes ways you can plan to select and develop edu-
cational materials to support your program efforts. A sixth section

of the guidebook’ offers a bfkgf summary of the major planning concents
to remember., .

-
a

1

Although the“guidebook cannot deal with the various situations
that are unique to every family planning program, it is’ Specific enough
to provide you with a general framework for developing an education
plan. If this guidebook makes your planning -tasks easier, then it has
served its purpose.

A 4
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I. pr to Plan and Evaluate Your Program ,1

) People often shudder when they hear ithe words ° planning and "eval-
= uation.” Visions of esoteric concepts and eveu more incomprehensible ’
statjstics immediately leap to mind. Actually, planning and evaluation
need not be complex. A practical, realistic approach makes the best
. plan, and this is the kind of appxoach introduced in Chapter I.

This chapter will help you work through the planning process step- ’

° by-step. Concepts and principles are presented along the way which have
broad application for almost any-planning situation in a family planning P

service setting.’ In subsequent chapters, we will offer specific sugges-
tions fox applying these “ideas to the needs of your agency.

2 kl

Don't be discouraged if you don't grasp the concepts immediately,
Sometimes the logic of -planning seems to make no ,sense at all when you
are busy trying to cope with the demands of day-to-day agency life.
Once you ve learned the steps’'in planning, you will be able tc¢ design
problem-solving strategies to help your program meet the demands and
operate more effectively:

%

A\\ Step 1: Define the Problem™ ' :
Vﬂ ’

Planning is your blueprint for action--it tells you where yqu 3
should be going. The first step of planning is to "know thy problem.”
'Bx becoming aware of the problems affecting.your program, and also
those that your program can tackle, you become able to do two important »
_things' . . :
o First of all,.you can tailor your plan to what needs to be
done.
e Second, you can jistify your plan _to those who might help -
you put it into action.

* The planning steps were adapted in part from Hip Pocket Guide to Planning and Evaluation by Dorothy P. :
LT Craig, Copyright©1978. Publiahed by Learning Concepts, Austin, Texas. Used with permission.

-
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MHAT IS A PROBLEM?

—

* & a2

There are many¢definitions of what a probiem is.
we think can help you develop your plan. L

> v

This is the one

| -

. ‘a situation that you and others consider un-
desirable, that affects someone or spmething, and -~
. that will continue to ‘exist if nothing is doney
. .

» .~
2

- - -

°

A problem is a situation that". . .

@ you and -others consider undesirable.

"It may be somethiné that has a bad consequence, such as -
women having unplawned pregnancies.

Iy
4
- -
~

It may be a situation where things are just not as good

. as you would like. | For exaniple, agency staff: members who
are interested in improving their skills may not have
access to staff debelopmenq opportunities.

»

™ 4

e affects someone or something. . . °
- N R ‘ -

A problem isn't-als}dblem unless it has an impact. Tt

-~ —could affect your clients—your-staff,.-your-education
or ‘agency program.- It coald also affect members of .
your community. As a plarfer, you have to know who '
and what are affected by the problem.

¢ will ‘continue to-exist if nothing is done.

»

You are hot’going to want to spend the time, energy and
money to{develop a plan for solving a problem unless you

~ are reasonably sure that it will not go away on its .own.
Ask yourself, - “What will happen if nothing is done?" .
Will the problem contifue? Will it get worse?
then your plan is justified.

"
A

\
\

If so, - .

%]




.Your plan can solve many kinds of problens; these may be in tﬁe
_ . community, the agency, or inyour own family planning eghcatian program.
. The problem may affect others, such as: i SR \ N .

- ¢ Your agenoy has a problem with clients not returning for their
SRR scheduled’appointments. :

-1

)
s

”
-

The problem may affect your own education prograwm, sueh as:

3 o The local school board has banned all discussion about contra—: .

s ception in public school classrooms, so your community 9 ..
educators can no longer make presentations in the schools.
: * . ° »

5 L3

The problem may be caused by your own educationeprogram, such as:

e The Spanish-speakiné clients are'not able to give informed
- . consent” because all pbf the materials are in English.and no
' one on the staff spe?ks Spanish.

-
M . 'v’ M

-
- . H t

The type of problem you define will determine the type of plan you
develop. For example, a community education prcgram which is planmed.
around’ combating teenage pregnancy will prohably be quite different .

’ from an agency progrfam planned around improving clients' knowledge about
contraception. It is up to you to identify which problems need to be
tackled by your plan. - -

F
.
. . a3

HOW DO I IDENTIFY THE PROBUEM’

- e

needs of your staff, clients, and community. Therefore, you must ask .
them what problems need to be solved, or at least alleviated; for your

——program_to serve them well. Don't try to identify the problems on your
own; what you consider an undesirable sifuation may not be viewed the
same way by others.

The goal of _your family planning _education program is thmeﬁtwghgereﬂw"“,.i

‘When you ask others te help you identify problems, be sure to have -
a framework prepared for making your request easy to understand. Use
intriguing questions to get everyone's thoughts on track, and employ 1,
examples of the kinds of problems that might exist. :

Here are some ways that you can involve others in identifying the
problems: ..

I




" ~ : ~
. .

!, 2 ST e
Ask your agency staff to identify problems. Getting feedback from

persannel who have diffef&ht responsibilities will give you several per-—
spectives on what the problems are. Also,’by involving the staff.in \
program planning, ybu can build-a cooperative effort whHich will be - ] )
valuable when the time comes for thé education plan to be approved and
carried out. -You may find that some gtaff members would be willing to
he a part of your planning team; togegher the team can poll others tﬂ
identify problems. re > :

» ’ -9
. - v

s ! ) r

K

Ask your clients what problems .$pouid be tackled by your familv )ﬂ
planning education program. You can spend a ‘day, a week, or evea a
~ month gathering information from your clients. The more feedback you . .
get,,the better. . . e N !
. ] A . . ”., - “-
Lo Ask members of the community. ° The important issues are more-
likely to become apparent if you commuricate with people representing »
a variety of interests, such as: potential.clients, health and sdcial | o
service workers, community leaders, educators. .
. - ? . v .

By the time& you have’ finished~communicating with all of these v
pebple, you will probably have a long list of problems. You and-your, .
planning team can organize the list in order of priority: which prob- ’ ;
lems are post relevant to the goals of your agency Which ‘are so L
crucial that they were cited over and ovér by everyona? Once the . - -
problems are grouped like this, it wili be e/ sier to determine which . 3
".prodblem should be addressed by your prbgram. J

L
v

-’. ‘- w - ..
HOW  CAN I DOCUMENT<lHE PROBLEM? ’ ' ’
7 \ K ] .
,Numberskcan tell-you a great ‘de 'aoout problems.” You can find ' a d o
the numbers you need by looking at
dagencies,, including your own. There are several way< numbers can!be
used to document #He fact that a pekceived problem actually exists: \ ¢
/ ‘I/
¢ Numbers can ﬁemonstrate the,sxistence and site of the i . :
i problgh, For example: In 1979, ‘500 cases’ of vadere . \
) - reported to the local health department, which was a 202 . ~ - 7
. increase over the previous year. X /i ,<\ . . .
. L 2 B ’ N " . . ‘s
s © Numbers can show the cOnseguences “of .fhe problem. Fo>\' R .
» exampie: In 1979, 30% of the births by teenage mothers h .
) " were premature, which ‘was an increase of lO/ over the K -
previous year. - ) . -

B

. 48

\
, | !
e : - : L | \‘
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HOW DG I MAKE A:EQRHAL STATEMENT OF THE PROBLEM? .

¢ Numbers can show how many people share the perception
of a situation as a problem. For exdmple: ‘ght out A
of ten agency staff members eited "clients' misinformastion
- ebout contraceptive methods” as the major problem to le.
addressed by the education program.

You can_ see from these examples that community and agency data can
reveal quite 3 Bit about a problem. Later chapters of this guidebook
will offer some pracrical, suggestions on where to find the numbers you
need né‘how to use chemq

r -

Yfiter you have identified and documented the problem you want your

. education program to address, {t becomes time to State the problem in

formai terms. This consists of looking at the problem from your pro-
gram's viewpdint. . The formal statement reveals what your éﬁucation
program is not doinp to reduce or solve the protlem.

- .

e fdllowing five basic elements should te contained in your
ormdl statement"

-

-

:QﬁEN; Period of time that the ongéing problem has existed‘

PR 3 S e e e e e

-

{™HERE: ‘Geographic location cr.organization that the pro- .
blem affects’ . o .

WBAT: Nature of the problem. S i IS

AHHQ: Characteristics of :he people affected by the

problen.
1

HOW MUCH: Size of the problenm.

B
»
»

Here is an example of how s family planning educator could write a

fggmal statement of a problem within the agency:

&

sl 14

1
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The agency staff and community representdtives have jdenti-
' fied "an increasing client dropout rate™ as the ma jor problem °
that your education prograrn needs to address. Agency data
kave indI€ated that this problem if ‘not going to go away
‘on: its own: chere has been a steady increase over the past
three years in the number of clients dropping out of the .
family planning program. The agency data have shown further \
that most of the dropouts are Spanish-speaking clients,.and
80% of the Spanish-speaking clients drop ~ut of the program
within one year. The educator has asked the staff and re-
presentatives o6f the Spanish-speaking community to help determine
why the education pregram is not addressing the dropout problem.
Their answer: the program educatés all new clients as a group-—
X there are no specific educational services for the Spanish—speaking /

clients. - ) /

A ]

Therefore, the formal statement of the problem would be: ‘

- .

WHEN: For the past three years (dates)

1

WHERE: the family plannfng education program (name)
A

WHAT: has not addressed the increasing problem of
client dropoufs, to the point where now (date),

-

. WHO: the Spanish-speaking clients' dropout rate is.

HOW MUCH: 80Z. B )
H

3 = * Step 2: Set the Objective /
: :L;?;> . -
N . So you have taken your first step; you have identi#fed a problem

and you know what your education ﬁrogram has not been doing to solve
it. The second step of the planning process is to state precisely
what your planned program will accomplish to reduce or eliminate the
problem« This {5 commonly called "setting the objective."

P -
r




" WHAT IS AN OBJECTIVE? ‘ ~
Your education program objective must be a specific, ‘measurable

statement of what you intend to accomplish by a certain time. It
contains the shme elements that you included in your formal statement v
of the problem. ' The fofmal statement of the probiem defines the s
gituation of yOur education program in negativé terms, whereas yoq; ’
objective states it in positive terms. With this in mind, here's our
definition.

1

Al:l Objecti\’e is ¢« o o . 410 . i \
a siﬁ&ation that is considered desirable,
affects people or ydur program, and will
. exist in the future.

S

HOW DO I SET THE OBJECTIVE? . : =

* ' P

The program objective can be set by -tramslating the problem state="%
-ment into-'a positive declarative sentence, in which you state.precisely
what. will be accomplished, when the end result-is expected, where the .
accomplisnments will occur, who will benefit and in what way, ,, and how . =
much needs to be achieved to , reduce or eliminate the problem, Since : =
problems can rarely be eliminated completely, though, the "how much"” ’ P
part of the objective statemeat is usually smaller than the one con-. L
tained in the problem statement. . Therefore, the objective rarely . T
(gﬁ:tes that the program results wiil totally eradicate the problem.
best advice for determining "how much” is to BE REALISTIC about
what your educationfgipgram can and cannot do. This doesy't mean you
ghould hesitate to tackle big problems. Just make gure that you and
your staff consider the objective attainable. A ’

Here is an example illustrating the difference between probtlems
and objectives: the problem may be that 80% of the Spanish-speaking
clients drop out of the program within one year. A realistic objective
may be to reduce their dropout rate to 40Z. o

Using the &uove example, the statement of the objective could be
written as follows:

[}
WAL

14 '
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Samplé Objective - !

WHEN: By January 1 of this year (i.e.; one year
from now) ’ ]

WHERE: our family planning education program

l " WHAT: will have services

v
~

WHO: - for Spanish“speaking clients

HOW MUCH: that will reduée their dropout rate from

) 80% to 40%. » .
i}
. . L4 -
You would not know as much.if you had written the objective in the
following incorrect way! ‘ ‘

Ve -

~ w -

"Our objective is to reduce the.dropout rate."- ,

First of all, what is the date yhen you expect the objective to be
reached? Then too, what is the desired future state of the program?
Whose dropout rate is it? Who is the targeted group? Finally, hew
would you know when you have reached the objective? ‘There are too many
questions left: dnanswered in this statement of .the objective.

R

HOW NO. I MEASURE THE OBJECé%%E? ;

When you write your program objective, it is essential that you
inrlude a way to measure whether the objective has been achieved.” Be
specific in_what you propose to accomplish and who will be affected.
In addition, include numbers whenever possible. . For example:

&

- N ~ 0 - T
don't s:y “clients" SAY "new clients who have never‘
practiced contraception.” .
don't sav "materials” SAY "one filh on the pelvic /
exam and 500 pamphlets on VD" i
. {
don't sey "recruit SAY "recruit 20% more new cliehtq
more clients” throygh community education than\the
100 who were recruited this way JAast
year." ‘ : g

N /

/
10
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_The "how much” part of your prcblem and objective can be difficult
to determine, especially since family planning education deals with how
people think and behave. There.is no simple, precise method for measur-
ing human behavior outside of -an experimental laboratory. You can find
a way instead to hint indirectly at what you want te know. Ar indirect

" measure is known as an "indicator.” For example:

If you say “"help new ‘elients THEN SAY "the indicator for
become knowledgeable about knowledge 1s: the number of
* their selected method” new elients who can state at
least four basic facts about
their selected method at the

. exit interview."”

.

"If you say "ﬁé;Eh all clients THEN SAY "the indicator for

" 'to’ practice contraception effective practice is: the’
effectively” number of clients who did not
; " become pregnant éfter +hey had
T selected a method @

*If you say "help all clients THEN SAY the-indicator for
"feel satisfied with the agency clients' satisfaction is:
program” . the number who make return-

vigits to the agency."”

.-{' s

We hope the message 1s clear: once you've defined the way(s) in
which you will measure the outcome of the objective, you must stick to -
it. It's cheating to decide later that <it was a bad measure if it
points to failidre, so be careful and precise. ’

A 4

7N

/\>> , Step 3: Sele.ct.a Strategy
= . ,

Now that you have defined the problem and set the objective, you
should settle down and figure’ out how to solve the problem. Step 3 of
planning involves identifying, analyzing, and choosing the best general
strategy that will help you arrive at the 9bjective.

¢

11 . m
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WHAT IS A STRATEGY? y

A strategy is . . .

a series of activities that are carried out by
members of your educatior program to reach the
objective. ) . ) |

First, come up with as many ways as you can to 'solve or reduce the
problgg. The more ideas you have, the bettet your chances of selecting
- <Q\?trategy that will work. ‘

[

-~

. 2
N HOW DO I DEVELOP STRATEGIES?,
T\ - i
%, The more people you involve, the better. One of the quickest,
} easlest ways to generate ideas is to hold .a brainstorming. session with
B staff members, where you ask them to think up, as many strategies as
- - possible for reaching the objective. (Don't criticize any ideas at this
point=-it might inhibit creativity.) By the end -of the brainstorming - )
session, you should have a sizeable list of options for attacking the -
problem and reaching your objective. . #

. An example of én objective and a list of possible strategies are shown “
o as follows: .

N
.
M

VAR
o

Sample Objective

N <«

o " | one vear from now, our program will have family planning
: ‘ education services for Spanish-speaking clients that
will reduce their dropout rate from 80% to 40%.

Sample Strategies

- ’

o Have éppropriate educatioral materials available for Spanish-
speaking clients.

12
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e Instruct current staff members on how to meet the needs of the
target population.
?
e Hire a Spanish—speaking educator to attend to the needs of :
these clients.,

e Conduct a’ community education program for the Spanish-
speaking population.
|
e Establish -a telephone "hotline” using-Spanish-speaking
volunteers. ‘
) . \V\l )
3 . HOW CAN I SELECT THE BEST-STRATEGY? . ‘ :
. , ] . N . ' R
You now havela long list of strategies. It is often pos§ib1e to :
combine several ideas into one strategy, but in any case, you must view
each one from different, angles to see how workable it would be. Here is
g . an example of how you can analyze the favorable and unfavorable fdgces
L influencing a single strategy. N ’

. \
S . . _ \\\

= . . ~Hire a Spanish~speaking educator to devélop, conduct v LI
Y and evaluate a new education program.- ‘

s s

N ‘ gy - .
i AR '
[y i . ‘Q
: Favorable Forces , Unfavorable Forces -

Tl s
NPt .

Spanish-speaking clients may <«-~--=-»  The prograin does not meet

R T

- be less likely to drop out the needs of other clients
because of the special who have dropped out.
attention. e
Other educators will have Bttt -  The Spanish-speaking educator
- more time to de'dicate to . : may have too many clients to
- the other zlients. ‘ handle. )
= The educator can develop “%--——~—-» | The budget for educational L
B ‘ materials for Spanish- ’ \ materials is limited.

= _speaking clients. .
. ¢ ‘ . -
~ The agency administrator .is B Bttt o he agency board is against
in favor of the program. the program.




.
’

Looking at the forces that can help or prevent your strategies from
working, answer the following questions: -

¢ Can the forces supporting the strategy be strengthened?

-

¢ Can the unfavorable forces acting against the strategy be
reversed or disregarded?

¢ Can your agency find new support to help carry out the
strategy? :

B ~
o

After you have analyzed all of these factors, you will have a much
better idea of which strategies are the most feasible.

-

7N '
/‘S J Step 4: Identify Resources

At this point, ynu will know where your education program needs to
go to solve or alleviate a problem (Step 1); when you'll arriveé and what
you will have accomplished (Step 2); and even what the best "means of
transportation” is (Step 3). Now you have to figure out where to get
the gas!. This step in planging is known as "resource identification."

‘ WHAT "ARE RESOURCES?

’ . |
, ) : L
When you plan and evaluate your education program, keep the follow-'

ing definition in mind:

3

)

v Resowurces are « . .

both tangible and 1ntangibfe things used by.

people for carrying out a strategy in order $
to reach an objective. ’

i

% " /"
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Here are some examples of the types of resources that are necessary
, for' family planning education programs:

S L e~Monex——How much, money is needed to carry out your education
plan? Is there enough already in the budget? If not, can
money be reallpcated to the program from other budget items,
z or can it be acquired elsewhere? _ R
e People—How many people are required to carry .cut your strategy?
Are they currently available? If not, .can you find more people
SN elsewhere? o ]
- - } ™ \\ .
e Facilities—How much and what kind of space is reqpiredffor
the program? Do you have the space? If not, can you.get it?

® Materials-What kind of educational materials do you need to
‘reach the objective” Do you currently have enough of the
= . right type? 'If not, tan you develop them at’ the agency or . .
acquire them from somewhere else?

2; ' ¢ Equipment--What kinds of equipment do you need to conduct the u‘\ .
= education program? Do they exist and are they available? 1If .

not, can you -acquire®or develop them?

e Time~~How much time‘is required to develop and implement your ' =
A . program strategy? Do you already have enough time allocated '

) to your program for conducting the plarned activities? If ) .
not, can you fake the time” . i -4 e z
Knowledge-What kind of knowledge is needed to reach the
objective? Do the people who will be implementing the plan
already possess this Knowledge? If not, can they acquire
the knowledge, or can you find a knowledgeable person outsiﬁk3 -
your program to help? )

<

’ *

; Skills-What skills or practical abilities are necessary? o

N _the people who will be involved in the program have the
= necessary skills? If not, can they develop or acquire them
a elsewhere? ’ .

- HOW DO 1 IDENTIFY THE REQUIRED RESOURCES? ’

Look at your objective and chosen strategy’ to see what resources
} are required. You and the other people involved in plamning the educa-
= ) tion program must find answers to the following interrelated questions:

e What types of resources are required?

v
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]
¢ What resources do you already have?

-

¢ What resources do you need to acquire or develop?

<
.

You may discover that .your:program is‘:able to acquire all of the
resources necessary to carry out the plan. If so, you are in fine
shape to go on to the next planning step. Some planners find at this
stage that the required resources are not available, however--it seems
as though they have reached a dead end. If this happens to you, it
doesn't mean that your planning should stop; it just means that you
must go back and re-assess the previous planning steps. By re=-thinking
and adjusting the problem, objective, and strategy, you might be able
to come up with the resources you need. Then you can move on to Step
5 of developing the education plan.

N . | -~

\ J Step §: Develop an Action Plan
X ' /

-

Most people, not just planners, are already aware of the consider-
ations in this planning step: who is going to do what, on what days,
and with what resources. More than any other step, developing an action
plan is a good test of whether you did-your homework during the previous-
steps.

i{

WHAT IS AN ACTION PLAN?

This is the point where your plan becomes very real. It is time
to determine and assign tasks, develop schedules, and calculite your
- use of resources. The result is a plan of action you will use lto
carry out the strategy. With this in mind, our formai definition of
such a plan 1is that: R ’

Qv

An action plan is . . .

a summary of the tasks that must be done by certain
people, by specific deadlines, using a designated
amount of rescurces, in order to carry out the strategy.

16
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¢
HOW DO I IDENTIFY THE TASKS?

) First of all, gather your planning group to help outline the tasks
- and to answer the following questions:

i . .
° o What must be done? |
. o In vhat ovrder shoulp the tasks occur?

¢ When should the work be comﬁleted?

-

Here is an illustration of how an action plan can be develOped from
a strategy: . o,

Strategy

Hire a Spanish—-gpeaking educator.to develop, conduct
= and evaluate an education program for-Spanish~speaking
7 clients. e

LA . -

.
o
=2

In looking at the sample strategy, four necessary tasks come to
. mind right away. -First, the educator must be hired. Then, the educator _ -
N has. to develop and conduct the program. Finally, the program must be . =
evaluated. Isolating these major taske helps reveal other work that I
must be done, for example: advertise the job opening, interview and E
screen applicants, etc. Eventually,, a-realistic list of tasks will be z

developed for working toward thé objective. - .
. . )

After the tasks have been identified, you must decide: =
e which staff members should be responsible for doing each task
¢ when the work will bagin

e e when it Qill be completed

¢ what kinds and how many resources will be used..

To make these decisions, first estimate how much time will be re-
quired to complete each taske Then determine the staff costs by multi-
plying the time for each task by each person's hourly wage. (If the
staff person has an annual salary, you can determine the hourly rate

>

oo
e




by dividing the salary by 2,080 hours; for example, $15 000 per year .

divided by 2,080 hours = $7.21 per hour). The costs for other resources

required for each task_fhould also be noted, such as: one film = $300. -
, . LY

3 Luckily, there are ways that you can develop and §ummarize’a11 of. -
your action plan in one place, as shown by the table on the following

page.

[

Here is a categorical breakdown of the table:

Column A: 1lists each task involved in carrying out the
strategy.
shows the, time when each person's task begins

Column B:

and ends. You can determine the specific dates
on this timetable by starting with the latest
date each task should- be completed. The start-
up ‘time is derived by ‘estimating the amount of

“time recessary to complete the task _allowing

2 gome time for delay. . ’
Column Cr xind:{cates the title of the assigned staff
- person(s). ] ,
Column D: details or at least estimates the time and cost
spent for each person, plus any other tangible
resources required, and their costs.,
“Coluin E: 1ists the total costs in time and money for each i

task, and
program,
much time
budget.

also the grand totals for thé entire
The grand totals tell you exactly how
and money should be included in your /

i

Summar*zing your action plan in this kind of table iz very useful "
in figuring out what tasks must be done, and whether the tasks you've
outlined are realistic in terms of staff, time and resources. Moreover,”
thé timetable. of tasks is useful as both a planning tool and a management
device for monitoring the program. By reading down the table, you can
determine which activities should be occurring during a particular’
time, who is responsible for each task and what the end result will
be . / - .

i/ ’ s N

Knowing the total costs planned for each task and for the entire
program will help you justify haJing the staff time and costs included
S %n the education budget. - (This,—of course, is precisely the kind of
- information the people honing/€he purse strings want" to know.) Your
- action plan table will also be Very useful when the time comes to
- _evaluate your program, which is the six;h "nd final step of planning.
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L ’y,. " .. ACTION PLAN TABIE ’ '

ot ¢ N . hd . : \) r ..
. /S1'RATEGY: HIRE S‘PANlSl:l-SPEAKlNG EEUCATOR TO DEVELOP, IMPLEMENT AND EVALUATE CLIENT'PROGRAM - " .
- S - ° - - - * N «
B. MONTHS ) N . E. TOTAL'CQSTS |
A. TASKS . 7 4 g C. WHO D. RESOURCES — Y
1 2 3 4 5 6.1 7 8 9110 11 ) 12 . Time Mobey
1. Advertise job position | Shrel ] - | Clek 3hrs. @ $3.50 perhr.., |\ 3 houss | § '20.50
T ) ‘ «| newspaper ad @ S\0.00 5 y .
2. Screen applicants & N N ‘ | Director Shrs. @ $12.00 pechr. | S hours {'S  60.00
hire educator . , o . tc]:phonc. private réom - \
3. Orient educator to - . | ‘| Clinic M.D. | % hr. @ $30.00 pet hr. .o
clinic procedures ) -0 11 Nurse -~ 1 hr. @ $8.00 perhr. ~ -
i oK ; . ¢ Director 1 hr, @:$12.00 per hr. : B
i ‘Educator M4 hrs @ $8.00per hr. .} 5 hours | § 55.00
4. Develop educational . i N “Educator | 10 hrs. @ $8.00 per hr. .
materials for . 1 film @ 3300.00
. Spanish-speaking ‘ * £ . 500 brochures @ $50.00 10 hours | $ 430.00
clients 1. . ' : *
» . b . . . N
5. Develop test of clients’ - Educator 12 hrs. @ $8.00 per hr. 20 ‘hours | $ 96.00
* knowledge Jg.o |- ] Consultant | 8 hrs., no cost ‘ * ’
. . ’ . 7 . .
6..Conduct educational . fdusatcr ] 796 hrs. @ $8.00 per hr. %" hours | $ 768.9@
sessions ™} (3 hours per week) \ .
N » + - waiting room L,
- Lt . private room .Y -
, .
- 7. Conduct client testing i . ’ e —— e Educator ' 16 hrs. '@ $8.00 Per hr.. - _' 16 thours’| $ 153.00
e A ‘ ' * .1 500 questionnaires @ $25 ~ :
. . ‘ . . ‘ ' QU : ‘ o, 8
8. Record data. - -, = a Clerk .8 hrs. @ $3.50 per hr. .8 h}:ufs $ 28.00
9. Monitor program 3 b 2O T b & Education 4.5hrs. @ $10.00per ht. | . 4S5 hours | § 45.00
/ A Supervisor . . r
10. Evdluate program ' . Director - 2hrs, @ $12.00 per hr. ° :
, ’ Supervisor 2 hrs. @ $10.00 per b,
. "1 Educator 10hrs..@ $8.00perhr. | 14 hours | § 124.00
ucator W pe =i
’ A IR . ) * ' 181.5 hours | $ 1;779.50
GRAND TOTAL i : . L '
5 - — o : — e 2 - - .
KEY: e .separate activity . . . ’ : i ° e \. . )
- o - : . . . .
mss Often-repeated activity . g . L . . 2 o
. . . - . ‘~ . - s s ‘ . L 4 ~ G
. . . P §
. ¢ [ /e AN -t . H »
Ll AP D ' ‘ .
+ . ” ’ * - Ty ' . .« .., “e
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'%};,g ,}3 Step 6: Design the Program E%’aluaition :
%, 3‘:;» :

At last you are at, the final step in planning an educatign program.
Actually, a lot of the work you have done in the previous planning steps ° N
will help you complete this onme. Step 6 requires you to develop ways
for evaluating (or méashr’.og the success of) your program efforts. The
evaluation techniques we describe will'help you improve your program
based on, its past performance, and also help you judge how well your e
pléﬁ-is"@orking. When youknow how well the program is doing ana why, :
you can then make the best use of resourcee and attack problems with ) =
renewed vigor. . - ‘

- s B B * . .
. . ) R
- . -

-

. WHAT IS EVALUATION? . . . 3

Evaluation means many different things to people, but here's a
definition we think will help you: :

Eval“iftio“ is I S )

a system that provides information for making judg-
ments and decisions about your actual results by

comparing them to either your planned or past results.

&
*

+This definition has several key terms that are worth exanining:

qulu&tign i5 ...

o a system that provides information.’

This wmeans that evaluation is planned; it is not a random
activity or an isolated event. It should be vontinuous
- and should consigt of orderly and well-thought-out steps.

* 8 sygtem for making judgments.

Evaluation“ves not take place unless you can judge whether
the progra-. efforts and results have been successful or
unsucecessful. -

[




_# a system for making decisions.

Once you make a judgmenz, then you must ‘decidc what to do
. about’ the program. Do the results show that your planned
efforts should continue, be modified, or dropped altogether?

Z Evaluation linked to decisions leads to action. Y
i 1S EVALUATION ALWAYS THE SAME PROCESS? . ’ ﬁ
2“ Actually, evaluation comes in two forms, both of which you will
.use: monitoring and assessment. . .
Program Monitoring ’ r

,/‘

Y This form of evaluation helps you answer: "liow well are we doing?”
The monitoring process requires that you look at your actual segoing
performance varsus the one you planned. The action plan table developea

in Step 5 is a useful standard with which to compare your actual per-
formance. Frequent monitoring (through meetings, observation, written
,reports«and record review) will help you make an early detection of the
existing or potential problems that might impede progress. Changes or .o
adjustments can then be made in your tasks or resources before the prob~ P
. - . lems-beconme major. g

4

Program Assessmént

accomplishinents. 1t tells you the answer to: "How well have we done?”
and it takes place toward the end of the time limit set by your aobjective.

y F Assessment of the success of the program's efforts is done by comgaring
‘the actual results to some standard.

"The second form of evaluation ig one you use to a&i:ss the program's

One of the easiest standards to use’for:comgariaon is to look at
what you planned. For example, compa;éng your actual program results
to your original objective will tell vou how successful the program has

been, X . - \D

Another useful standard {s the problem situation that existed before
you inplemented the plan. If the actual results of the education program
created a better situatfon than that which existed before; then you have
) 4 good reason to judge the program successful. If you find the contrary,

s T wzll...at least you've identified a problem, so you can go back to Step 1
i again!

&




", WHAT DOES EVALUATION MEASURE? " L

Yonr evaluation will measure two main aspects of the program. its~‘\%\\: Ly f
effectiveness and its efficiencz. You've probably.heard these terms ~—

before; fudding sources almost always require that these two measures
be used in evaluation. Awm usual, there are many definitions of these
:erms JHere are the ones we like:

Effectiveness is .+ «, «

a measure of the extent to whdch the actual use of re- )
sources, carrying out tasks and strategies, and meeting :
of the objective occurred as planned. . :

Your evaluation will alvays measure program effectiveness, because
this mé¢asure tells you how successful your program efforts have been
= . in reaching che objective. Yop can also compare the actual results to
= your program's past efforts to determine whether the original problem
" has been solved or alleviated. For example, 4 dect;zle in the number
R of client dropouts might indicate improved family plahning education

services. f
! ;
- . 2 R
: EffiCiency 18 s+ o W
a measure of the cost of resources (in time, money and
L number of people) used to carry vut the plan, in com-
o parison to the actual results (or benefits).
' E - ' —

" - Thip weasure will help you judge whether the results were worth

- the- time,.money, -and-ef fort by comparing the actual costs and results

" to thoge. which vere-planned. For example, 1f the costs of conducting
aseparate edﬁcatian progra@ for Spanish-gpéaking clients were the

. game or léss than ‘you had planned, and the number of clients agtually
- gerved was the same or_ higher; then the program would be considered

?e effici»nt. If the-actual casts were more than’ planned, ‘and the nunher

’ of clients sefved was elthar the same or less, then it ,would have buatd

an inefficient progrsm.

3
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Usually, you measure program efficiency nly if you have already
Judged .yoyr program to be effective. If your program was unsuccessful,
then it doesn't matter if it was efficient. For example, ,if you planned
to decreagse the cli'ent dropout rate from 80% to 40%, and the dropout
rate actually incéreased to 85%, then it doesn't matter if the actual
program costs were dramatically 1225 than planned.

f! ‘ ' BNE

In foxlowing the previous planning stecps carefully, you have already
developed ways to measure the results of your program (its effectiveness)
and ho much it cost to obtain these results (its efficiency). You
can probably see now why we insisted that you state in your objective
precisely how much you expect your program to accomplish. Irf writing
the cbjective, you have already developed measpres and/or in icators
to evaluaté the results of your plan. ‘ -

* !

2

HOW DO I OBTAIN INFORMATION FOR THE MEASURES?

) ‘Once you know what measures you will use to evaluate the program's
effectiveness and efficiency, you must then think abqut how te obtain
the information you need. For example, a measure of program efficiency
might be: "the number of staff hours spent conducting private education\'
sessions;” the data for the measure would be: "500 staff hours were >
spent conducting 500 private sessions. Answers to the following ques-
tions will help you get the neqessary data:

# What kind of informatign (data) do I need to meesure
effectiveness and efficiency?

»
¥

# What kinds of data are already available?

- & What data.will have .te be collected?

e How will the data be collected?

. Use Available Data .

’ Keep the data collection process as simple as possible. HNo one '
in your agency~-clients or staff--wants to fill out another form. So,
prioxity number one is to use available data if you can. )

As you well know, the clients already give you a lot of inforpa—
tion, most of which is contained in their client visit records. The
agency reports a good deal of this information, as well as financial
data, to your funding source eve.y month. These reports contain such
useful dara for measuring effectiveness and efficiency as:

0




o number of clients served - -
» types of services provided
o~§pecific characteristics of individuals (age, sex, socio-
economic class) for whom services were provided
. o exvenditures : | S , ’ - : 4
|
|

e cost of providing services

® agency incone. . ’ R,

These reports should ncw include information on your education
. service. According to the January 1, 1980 instruction manual for the
" . BCHS Common Reporting Requirements (BCRR), your agency director must
report the number of staff and volunteer pérsonnel working in agency
education/social setvices and community services and their number of
enco%%ters with clients (on-site) and potential clients (off-site)
"~ Look for. this information in your agency records. Other useful .
*  availabple data can be found in your program's grant applications, : -
finarcial récords, and staff time sheets.

»
-
©

Collect New Data s .

-~

If you are not able to get all the information yZL need from exist=~
ihg data, make sure that the-methods you “devise tc collect new data are
simple and quick. Questionnaires aund interviews don't have to be long
to get the information you need. Staff monitoring ofi your agency and
community education sessions can be conducted once.z month or four times
a yesar, rather than every session. Just make sure when developing an
evaluation plan that you describe precisely what data sources will be
used and how you will cellect the data.

-

n

WHO COLLEéTS AND ANALYZES TﬂﬁngALUATION DATA?

You need to decide who will be reSponsible for. d1ta collection and
evaluation. Here is*some advice: :
e Assign one person for overall supervision and coordination
of the evaluation procedures.




N

¢ Involve the people who are already responsible for
collecting and filing the available data you will use.
Seek their advice and cooperation in helping you extract
and record the data you need.

e Work directly with your agency director in daveloping a
system that will allow you to have access to the pertinent .
financial, client, and staff data which are reported to
others (for example, BCHS, the board of directors, other
funding sources) .

Keep in mind that it takes resources to develop and implement
your evaluation plen. Make sure that your action plan includes: the
schedule for evaluation; the persons assigned for each task; and the
amount and cost in time and money of the required resources. These
kinds of information will help you monitor your efforts and get the
cogsts included in the education budget items.

With the evaluation process worked out, your entire plan is now
complete. Just think how good you'll feel when your-plan is approved
and put intc action, and you find that everything is running smcothly

‘on schedule, because you thought out everything in advance. It's worth
.the effort, isn't it? ’

~
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II. Client Education

2

As the starting point of your family planning education program,
the agency should aim towatrd providing clients with accurate informa-
tion that is sensitive tq individual needs. and appropriate to individual
levels of learning. To 1 form is only the beginning-of client educa-
tion, though. Your program“should help clients use the facts to develop
sound family planning practices and good reproductive health care. In
the end, this is what your agency's education program is all about.

This chapter will discuss ways'in which you can plan an education
program to promote clients' effective health practices. By following
the planning steps you will also be able to make the most out of the
regources you have, and to develop the additional resources you need
to do a better job. -

c/% Define the ‘Problem

WHICH KIND OF PROGRAM IS BEST FOR MY AGENCY?

Your first step in designing a client education program is to de-
fine the problem. Look at-the current agency situation; you must under-
stand the present gituéfion before you make plans to change it. What .
kind of education does the agency provide? Is it formal or informal?

Who is doing the educating? Are you using supplemental materials, and
are they appropriate? Who are your clients? Is the agency reaching

the people it should? After you document what the education. program is
doing, you can assess whether it is meeting the overall needs of the
clients, staff, and agency; by finding answers to the following questions:

e What problems are affecting your education program?
e What needs are not being met?
o What resources can be used?

Answering these questions will help you identify which kind of
education program to plan. We cannot antlcipate what problems and’
unmet needs should be addressed by your program——that's up to you. We
can, however, give you'some advice on ways in which you can identify
the problems and needs. -

&
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' Review, your general program'needs

When designing the agency education program, your plan should in-
clude strategies that will assure that the following basic needs will
be fulfilled:

e A pleasant, "caring" agency atmosphere

How would you feel if you walked into your agency for the
first time? Is it pleasant and attractive, or cold and
'sterile2 Do-the staff members treat you courteously cr do

they growl? Are the staff members atterntiveé, or harried
and distracted?

e A smooth-running flow of .clients

Do the clients get through. the agency procedures witiout
enduring long, empty waiting times? Are they rushed
through with little or no personal attention? D~ your
staff members have enough time to do their work well,
or do they rush from task.to task, never quite giving

" the concentration each chore requires? Is staff time
wasted because the client, flow bogs down?

ERR NN

o Competent, well~informed staff

Do your staff members know what they are‘doing? Are they
competent, both personally and professionally?. How do
they treat your clients? Are they well-informed about the
latest medical and contraceptive technology? Are all staff
members=-from receptionist to physician--aware of ways in
which they car help educate clients about family planning?

+

e Satisfied staff

Are the members of your staff happy with their jobs? Do
they feel involved with the clients and care about serving
them? Or do they view clients as just bodies to be pushed
.in and out of the agency.as quickly as. possible? Do your
staff members work well together, or do they go their own
ways?

«
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e Satisfied clients ) -

Do your clients return for their scheduled appointments,
v or are there a lot of "no—shows”? Do clients.return to .
- . the agency before their scheduled appointments because °
S . - they are having problems with their method? Do you have
o . a high dropout rate? Do follow-up telephone calls to =

, dropouts show that they stay away because they don't like
the agency? Do your clients complain about the services
and staff?- . : oo Coe

" ¢ Well-informed clients / .
Do your clients learn enough -about the various methods of
- contraception to make an informed choice7p Or do they pretty
much know which method -they want before ﬂhey come to the
agency, and disregard other information ﬁresented to them? .
Do th&y ask many questions abeut their metnod after attending
the educational session? Does, your program have a way to
judge whether the clients know’ enough’ about their selected -
method before they walk out the door? Do all of your
cllents know at least one back-up met?od by the time they
leave? Do they know where to get emetgency care when the
agency ig closed?
] p /A .
e Clients who practice famfly planniné‘effecti%ely
" Do your clients become pregnant only when they want to?
Or do you find that many clients fetuzrn to. the agency with
an unplanned pregnancy because of their ineffective contra-
ceptive practices? Do many of your clients switch their
method of contraception frequently, or are they satisfied
with their present method? Does your program include
" partner involvenent? . -

These are general needs of every:family. planning program, all of
which your education program can help to meet: -Do not base your plan
on meefing only these needs, however; your program is unique. Remember

to consult others to find out what unmet needs and problems should be
* addressed by your agency's education program.

29
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Ask your clients and review their recofds

Asking your clients directly or indirectly (via questionnaire or
suggestign box, for example) Is a good way to identify what kind of
educasiqh prognamlthey need. Make sure you know before approaching
clients what ﬁuespions you are going to ask. This will help organize
your thoughts, thiis saving the time and effort of everyone concerned.

Another valuable way to identify their needs.is to look at the
client vigit records to see.whom the agency is seérving. If you know
the characteristics of your clients, you can pinpoint many of their

educational heeds. -

The. age distribution is a characteristic of your clients tﬁgt can
tell you a great deal. For instance, teenage clients, especially the
younger ones, usually need more-detailed information about contracep~
tion, reproduction, and venereal disease than do older women. As a
result, teens usually require moresstaff time, and they may require
educational sessions and materials geared toward their age group.
Older women may be more intérested in learning about topics which are
of little interest to teens, such as sterili?ation, infertility, and
child-spacing. . .

When you check the records for your clients’ age distribution, be
sure to document their numbers. Documentation will help you justify and
evaluaté your plan, particularly if the program ohj:ctive is addressed
to a specific age group of ‘clients. . ségﬁ

%

The client visit records or the computerized summary will also
tell you the proportions of new and return clients currently being
served by the agency. This information is important for education
program' planning, because these two types of clients have different
educational needs. . .

3

An education session_for_ggg clients of a federally-funded Title
X agency must emphasize the following topies: the value of family
planning in maintaining individual and family health;- the use, effec~
tiveness, and possible side~effects of s1l the contraceptive methods;
male and female reproductive anatomy and physiology; the procedures
and range of services, including infertility services when appropriate.
On the othker hand, the federal guidelines recomménd that education
servicgs for return clients.include information on reproductive health
and disease prevention. Does your program have separate education
sessigns for new and return clients? If not, then a plan to do so is
warranted. '




‘The records will also help you identify client groups who:need .
special attention, which in turn may reveal a need to plan for special .
education sessions or a specially qualified educator. For example,
does your program have services for men?® Do you have clients who have . ]
‘handicaps, such as being blind, deaf, paral?zed, or learning-disabled? Ctz
Do ‘'you have many clients who are not fluent in English? If your eddca"-.-_f -
~tion program is not currently meeting any of these needs, thEn‘a plan .,

" to do so is certainly justified. ca ’ o0 ' ..

. s N y -

~

Another group of clients whq may reed’dbecial attention-is com " v
prisced cf those whom the agéncy records«have identified as "high“risk“ -
‘clients. Agencieg define "high-risk" clients in many 'ways, but two .
typical identifiers are: first, women at high risk of undergoin& med= . -
ical complicat ons associated with either cdntraceptive use or P egnancy, Y iy
and women whose babies. are at high risk of medical complications, such . A -
as teens and women over age’ 35. .Such women usually “need special edu-
cational as well as medical attenti n. Second, women at high risk Qf

having an unplanncd pregnancy; 'thése might 1nq1ude. teenagers, women . “/si
under aﬁr\BO ‘with five or mote children, and women who have had repeated *, - o
unplannad pnegnancies. R : - ’ A%
1Y ‘ - . ko \-‘ "é

Many family plénning educators febl that these clients should at le;% ks
least have the option of receiving special: ceducational attention from ) . 2

the agency. ‘Does your agency have many high~risk'c11ents9 Are they .
receiving the education serviceg they need? If not, you may want to . =
draw up a plan for servipg them. A~ ‘

b 4
.
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Ask_your en;z,st Lo e, Sy B 3
; % -
Every member of yohr =taff edﬁcages clients in some wa " The

receptionist fields many .quegt ibns over the phone and at the desk; she .
can identify problems and ‘education’ program needs for you. Soycan .
the nurses, aides, practitioners, and physiclans Involve them in”
problem identification—-ask them what kind of education program should o :
be planned. K { S

.
-

- “~ L P

.
’ . . ¥ Y -

Look at your current and available resdurces. P

r

The resources that you have now and the ones you can develop or ‘
obtain, reveal a lot about what kind of education program jou cah plan.
Idealiy you would have a lsvge e¢ducation budgets, plenty of public and "
private space for conducting the sessions, and qualified, experienced

educators vho have enough time for carrying out educational activities.




B4 . -
v Bac& td reglity!, If your gency doesﬁ t have unlfmited~resources, ) .
the lﬁmitations may give'you an idea of what kind of program you may or . :
‘ may not_.bé able ‘tc plan. For example, 1f there is\go private space ) _y
.available for your program and there seems to be no ay that privacy : -
.7 cawm’ le created; then at leasgt: you'll knew not to design, an education . .. T

. . progrant that includes. private sessions--no~matter how much privacy is

= needed. There are.ways, howevér, that resources can ‘be deve%pped ‘and
+ ' good planniﬂg--not maeicians' ricks--can holp. We'll give you some -
ideas later on in this chapter. -

. -

. . -
- . -
- ’ . ¢

Write a Formal.Statement of the Problem . LT

S By the time you have onsulted with pthers, reviewed records, and
N assessedsresources, you've robably uncovered a lot of problemsX Now
you and the planning team RWst decide which problem your education pro-
_ . gram should tackle. Oncé this ‘décision is maﬁe write a-formal state-
¥ ment which shows what the program has not been doing in the ,past to
solve the problem. Writing this statement fordes you to pinpoint why
_,your program has not héen meeting the identified‘needs. Recognizing’
the program,s “past weaknesses helps you make plans for .Amprovement=
- which ‘leads to the néxt step in %}anning‘ e -

“)7§§:§3 * ‘:1 e . :" N - L |
% x Set the Objective” e T \
}”%Z::§f57 ' e N e 4 , .

Lars
e '. *

A ¥ > %

- 1}
HOW DO I'SET THE, PROGRAM OBJECTIVE? -

2 . 7

o set the client education program objé/ﬁive, first determine how
*" your program is going to reduc& the problem. Then, declde how much
your' program can realistically accompljsh by a certain point in time.
Whenéyou write' the objective make sure that the statement includes the
following information: e»

- . L3 o .




A ) &

T ] . WHEN? Thg future point in time that the expected . 't |. ' .
= RN N resultszwill be reached. ° : v, . LN %“ .
- , : ) . 1
8 -0 WHERE: Ths\:ame of the organization that will produce -

o — hHe~results (i.e., your program) and where .

the accomplishments will occur.

% ; ) . . WHAT: The nature of the p*ogram activities. - g'.} K .
= . . . ‘1. I - }"
T _ . WHO: What/specific kind of client will be helped c O
e : _ " by the-program. , S T P

. HOW MUCH:* An estimation of how much will be accomp- & <E) e
. lished, or the sizeg of the expected results. i |
1 Use numbers“if_possﬂtie, or define the in~ | : TN
S . dicators when necessary. ’ ’
" a 2;, - . » =

. .. . <

- @ jSé{eétaStrzﬂateg.y | . = o ‘ f

HOW DO I SELECT THE BEST STRATEGY?  ° . : P T
. Tﬁé educational strategy you will use to reach the program objec* -
tive will depend largely on the idantified needs of your clients and

o on the amount of resdurces available. To help you,igggiifv and selgct

-

’ * the approaches that will Fit your' own agency situafion, we will offer
- a range of sample sclutions. The actual prbécedures and\techniques
N ) will not be discussed in detail,” simply becausé the purpose 5f-this
= geidebook 1s to help you plan an education program for clients. How
to deliver educational services is covered in depth in Family Planning
* Services: A Guide for Client Education, November 1980, e

r

L3
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C}ient Educational AP aches

Your education program can use three differeny approaches for instruc-

ting the clients on good family planning practices. In general, these
~approaches are:

2
¢ «

+ small or large group sessions

. s private sessions

-

s cllient self-instruction.

There are many variations on these forms. You aré‘probably 'amiliar
with quite a few of these. You will be the best judge of what refine-

ments may be required by ycur agency situdtion. Some variations to
use are as follows: )

{Group Sescions] ' -

“e Lecture: The educator presents specific information;
questions may or may not be asked. This approach is
appropriate. when your .only purpose is to infotl.\

¢ Structured Discussion: The educator introduces specific
topics and structures a discu~ ‘on around them, adding
or correcting information wh: . .ecessary.

o Open Discussion: Clients define t': topics on which
they need information, support a- ¢ advice; the educator
is present to answer “questions. K

{Private Sessions)

- ® Educator-Rirected: The educator instructs the client and
his or her p.“tner., The topics of instruction are '
, either ‘defined by the educator or requested by the client. '

& Glient-Directed: The.client and/or partner:define the

2.

teples on o they need instructinn, support, and advice.
The”ﬁ'ucator is present to answer questions and to support
clients in making decisiocus.

[Client Self-Instruction]

Clients use educationai ma:erials from the agency to teach
themse}.ves about family planning. This method may b~ used
along with other educational approaches to reinforce in-
formation received elsewhere.

34
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Look at Clients'-Needs

Selecting an appropriate educational strategy depends first of all
on the needs of the clients. Some approaches [are ugsed primarily to
inform and educate ¢lients, others are used tg provide clients with
support o make decisions and reseolve proble N Therefore, since the
needs of the clients vary considerably, one approach might work well
for some and not for others. For example, open group discussion works
'well with clinnts for whom ypu cannot predicl their needs, such as re-

turn clients; this approach allows them to ddcide which topics to dis—
tuss. On the other hand, open diszussion works less well in educating
new clients, if it's used as the sole approath; the educator 'doesn’t
direct the'discussion, so there 1s no way to|ensure’that new clients
will receive comple:e information. -
- x »———;\ P H

You may find that ovly one- éhucational approach ueefs to be included
in yosr plan. Or you way have identified several différpnt client needs
that can be met only by using a combination of educationhl approaches.

£ 5
- -

Leok at Available Resources

Whether your objective is to use one or more approaches. Aalso de-
pends sqmewhat on huw extensive your resources are. Answ ring the fol~
lowing questions about resources will help you decide-whidh approaches
are feggible.

e How much time can be allocated for educational activifies?
The approaches require varying lengths of time. The lec—
ture, ‘for example, requires 15 to 30 minutes, whereas |the
structured discussion usually regaires 30 to 60 minutels of
gession time.

@ What are-the client scheduling procedures? The group
sestions require a scheduling system that ensures that
there are enough people in the agency at the same time
to form a group. 7The other approaches can be adapted td
any echeduling system.

o Wha" space is available for educational activities? The hmount
of space required for group sessions depends or: the size iof the
group, which in turn depends on the size of your client l:ad.
The other approaches require private space away from the hoise
and distraction of the agency activities.




e How many educators are available? Group sesslons require

at least one educator. The number of staff required for v

conducting private sessions will depend on your estimation
of how many clients need the service. If the client self-

. imstruction approach is used, preferably there would be a
staff member available to answer questions and, if ‘necessary,
operate equipment. '

e What are the current staff skills? The staff skills vary
according to the appreoach used. A1l approaches require
the educator to have good communication skills and knowledge
of the topics. In addition, some require an ability to lead
groups, others require coungeling skills. - ‘

¢ How much money and what kinds of materials are available?

 All approaches require the cost of staff time to 'be included
in the budget. The client self-instruction and the educator—
directed approaches require educational materials. The qual-

ity of the other approaches is greatly enhanced if.materials
aré&’used. :

In order to help you select the most appropriate educational strat-~
egy for your clinic program, all of the basic requirements for each
approach are summarized in the table on the following page.

LY

.
»
.

Identify Resources

o

HOW CAN I DEVELOP MY PROGRAM'S RESOURCES?

There is nothing more frustrating than identifying an educational
approach that will best suit your clients, and then realizing that you
do not have some of the resources required to implement it. Fortunately,
* there are ways to stretch your existing resources. Also, through carefgﬁﬁ’
planning you can develop or acquire some of the resources you need.
Maybe a few of the following suggestions will help:
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AGENCY EDUCATIONAL APPROACHES AND REQUIRED RESOURCES

Staft

T Time Funds
Educational - and e and
. Approach, Clients Scheduling Space Number Competehcies Malterials
| GROUP SESSIONS |
Lacture: -
Purpose Is 16 inform With same 15-30 min. | 41to 30 H Knowledg? of Cost of staff me.
e informational clients topics; good Materials optional
- oeeds Any ' ’ communication | but desirable.
—— scheduling skills
Structyred Discussion; . .
A Purpose is to inform Same as 30-60 nﬁn. 41020 1 Same as above, | Cost of s1aff time.
- mud educate above Block time | clients plus able to Materials optional.
scheduling - jead groups- &
Open Discussion: v
N Purpose is to lend Any, aslong {-15-60min. §{ 41020 1 Same as above, | Cost of staff time.
support and advice “as ot only Block-time | clients plus counseling
- approach for,| scheduling skills
» new clients / e .
s g {, -
PRIVATE SESSIONS
Eduncator-Directed
Purpose is to inform With special 5-60 min. Private Depends on, | Same as fzr Cost for staff time. -
and educate educational space number of + | lecturer Cost for educatipnal
b needs Any clients who materials. .
scheduting need & ~
. - session
Client.Directed , :
Purpose is to lend ‘Any with- - 15-60 min. | Private Same as Knowledge of Cost for staff time.
support for problems or space above topics plus
decision-raaking Any - vounssling
requiring scheduiing skills
fndividual :
attention
CLIENT
SELF-INSTRUCTION
Purpose is to reinforce | Any 15-30 min. | Depends on 1is Ability to refer | Cost of materials,
information received number of preferable if answer is including materials
from other approaches Any clients snknown ‘for handicapped
scheduling | interested o and non-English
. speaking people.
37 '
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" Staff Requirements

All of the client education approaches require at least one staff

. person, but this does not necessarily mean one "body". Your educator

could actually be, for example, a composite of some of the nursa2's time,
the receptionist’s time and the aide's time. So think about re-ass!gning
several staff members to assume some of the educational dutieg. We are
not saying that this will be easy to do, since whatever time a person
spends {n educational duties is time taken away from other duties. As
long as your agency director and staff support your program objectives,
though, {t can be done.

1f you declde to re-assign staff duties, do heed these two impor-
tant reminders: first, make gure that the staff's time-and costs are
ingluded in your action plan. This way you can ensure that these
figures will be rzflected as specific items in the education budget.
Also, by keeping track of their time, the new educators will know how
their various tasks really stack up. Second, make sure that your "part-
time educators” have the necessary skills for educating the clients; if
not, they 2an develop the skills through in-service training. (Ways. to
develop a craining preogram are desucribed in Chapte* IV of this guidebook.)

Another way to stretch your staff time for education is to use un~
paid personnel {volunteers). For example, college students may be will-
ing to work without pay so that they can acquire skills aund experience
to use later in the job market. If you use unpaid staff, make sure that L
their time is scheduled, and that they are given training.

-

Time and Scheduling Required

The type of educational approach{es) you select will determine how
much time and what kind of scheduling are needed. Also, each client's
needs will influence the length of time spent in educational activities,
so allocating educatfom time can be very tricky. Time is difficult co
str~tcb and scheduling 1s hard to change. There are, however, a few
things you can try if time and scheduling are your biggest resocurce
problems, such as:

¢ Have a session or speci{al hours reserved only for new clients,
or only for clients with special needs. This way you can avoid
having tco many new and return clients coming to the agency at
the same time. You will also be able to orient each education
session solely toward meering the special neads of the clients.

KE




e Schedule the education session on a day or time separate
from the medical activities. Some programs have done this
successfully. Would it work in your agency?

e 1f you want to conduct group education sessions, and have
a staggered~time schedule with a situation such as three
clients coming in every 15 minutes, see if you can modify
the schedule by having 10 to 20 clients come to the agency
every hour. This way you will have enough people to form
2 groupe. -

“\

Space Required

“Another resource that many education programs lack is space. There
are three ways you can develop this resource: re-design existing space;
look for additional space; or re-schedule sessions to allow for sufficient
space. . ) . .

Start with a:very cowplete examination of all possible space in
your agency. Be imaginative, look for unused space, and look for ways
to use your space’ most effectively, For example, one agency "created
space” in their waiting room for group sessions by placing two folding
screens ‘down the middle of the room: one side was designated for
people to walt, the other for the group session. The screens did not
diminish the noise, but at lea?t they created a psychological buffer
and sense of privacy. .

Local merchants can often be persuaded to donate furniture, rugs
and the other extra touches needed. ERemember that people are often
more willing to give something tangible-~so don't always ask for money,
ask for chairs! N

-

-
L

Materials Required .

- The .£final resource which you might find limited is money for devel-
oping educational materials. Ideas for developing materials at little
or no cost are suggested in Chapter V. -You can track down free litera-
ture that meets your needs; for example, the Federal government and drug
companies are. good sources fer free printed materials. You can also
ghare materials and equipment (such as,films and projectors) with other
comzunity agencies. Sharing materials is a practical alternative to
ouwning them, 2 @aspecially 1if your agency is open only a few hours a day,
0T once & aeeac
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Some people may label all of this "scrounging,” but others call it
being innovative. Whatever you label it, do not allow lack of funds to
stop you from delivering educational services.

y Develop an Action Plan

WHAT MUST BE DONE TO CARRY OUT THE PLAN?

Once you have determined what must be done to meet the identified
needs of the education program, you should plan the following: what
specific tasks will be performed, who needs to be involved, when the
tasks will occur and what spezif’: resources will be needed. We refer
to this as an action plan because it describes precisely how the program
strategy will be carried out. This plan is also very useful for moni-
toring program progress and it has cost information you will need for
the budget. o

Chapter I contains an example of how an agency education plan could
be summarized in one table. Throughout this guidebook, different ways
to develop action plan tables will be illustrated. For now, the task
planning sheet on the following page is one example of how to summarize
your action plan. )

Ig%D th‘P ‘E I‘t°
% J esign é rogram Evalua mnl

HOW DO I EVALUATE MY AGENCY'S EDUGATION PROGRAM?

Your evaluation of the education program will measure both the
program's effectiveness in méeting the objective as planned, and its .
efficiency 'in using resources to get the actual results. In other words,
have you achieved what you said you would? And wexe the results worth
the cost? In order-to help you make a program evaluation plan, we will
give you a few ideas about what measures you can use to judge the effec-
tiveness and efficiency of your agency program.
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TASK. PLANNING SHEET

Need - ¢ Solution .
» \ ° - -
Space Create area large enough for group discussion -
and f1ilm viewing; and include private space
- for one-to-one communication.
Task Why When - Who Resipirce
1. Evaluate all | Determine unused Jan 10 Self 2 Hours
space at agency places and ways to
location r— use space differ-
- ) . ently
2, Elicit sug- Input will add Jan 11-13 | Self and 2 Hours
gestions from -ingight Staff
fellow staff « ) Members )
members . '
3. Review find~ Gain support Jan 14 Self and "1 Hour
ings with agency . Management | .
director
4. Design space Overall view to . Jan 15 Felf 2 Houry
plan allow for neces—
sary_changes " '
5. Obtain.pos~= C}eaie the educa~- Jen 16=30 | In-house 6 Hours
ters, pamphlets, | tion environment " and Con~ and $100
and materials ’ mundity
as approved by o v  Resources
staff review & ¥
‘budget
, , ’ !
6. Obtain appro- | Create a fune~ . Jan 16-30 | In-house 4 Hours
priate accessor- | tional and com~ and $75
ies: piilows, fortable environ-
chairs, lights ment - .
7. Arrange Achieve objective | Jan 31 Self and 4 d%uis
space of .afea largé:. - Strong
enough for groups Helpers
with identified
private space for )
one-to—~cne sessions
21 Hours
$175
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Effé&tiveness

%

Your agency education program primarily aims to promote clients'
knowledge about the various contraceptive methods to help them practice
effective family planning. One indicator you can use to judge whether
your program was successful along these lines is: clients' grasp of
the facts about their selected method and at least one back~up method.

Each client's knowledge could be assessed at the time of her post-—
axam “exit"” ‘interview. Usually the nurse talks to each client about -
when and how the selected method should be used. What you might do 1s
‘devise a simple form for the nurse to record the following:

. ¢ Whether or not the client knows the facts about héf rnethod;
¢ Whether the client is a new or a return client;
¢ What method she selected; and

o'Tﬁe type of education session attended by the client,

Here ig an éxample of this kind of form:

EXIT INTERVIEW SHEET

{pfte: g‘-ﬂgﬂ )0"2 /‘?‘8"' )

> My

¢ fn‘éf i Needs Additional Education on Method? : 'i-zpe of
Return/New - ‘ Session
b Pil} b{'})] Diaphragm { Foam Condon Natural Attended .
- ° w9 Privates &y
Newr . : o™ Fiscled |

flewr | g | 7y b‘m‘%

o

A form such as this can be used to monitor the)education sessigns

and evaluate their effectiveness. For example, a recond of the number
of clients who- require more instruction after they have attended#a par-
ticular type of eddcatfion sesslod shows whether that type of q§ssion is
effective as an educational technigue. Af the same time, a récord of
the methods on which the clients meed further instruction éan indicate
to the educators which methods need to be discussed.more thoroughly.

~

R 4
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An indicator ycu could use to judge a client's success in prac-
“ticing coritraception is her pregnancy history after selecting a method,
i.e.,.planned versus unplanned preghancies. Reviewing the client visit
records to note pregnancy history wihl give you this information.

Efficiency

One commonly uzed measure of education \program efficlency is the
number of ¢ lients receiving educational services per educator. For ex—
ample, if during one year 500 clients have received educational services
from 5 staff members, them-the measurement of the program's efficiency
would be that each educator provided education ty 100 clients. Another

" way you could measure thls is:
-3

The number of c¢lients educated per: . \
e Clinic session (such as 25 clients per session);
e Hour of educator's time (5 clients per staff houf);

e Education program costs (it costs $5 to educate)} and <

o

e Number of total clients served (1 client out of 2 receives
education services).

Needless to say, there are many ways to measure efficiency. Look
at your results in numbers (such as the number of ctients served) and
then compare them to the costs (in time,.or money, or staff members).

.

i

Data Collection

Make sure that you have a way to record by type of visit how many
clients receiv€ education services. If the services are broken down
by type (such as private session, rap group, or lecture), so much the
better. You may already have a record system that contains this in-
formation. If not, "count noses” at eéﬁ%& group session and record
the num%er and date of the session. The same thing holds true for
private sessions. This information can be used to measure both effec-
tiveness and efficiency. ' An example of a form that can be used is
given in Chapter III on page 63. \

Do your staff members keep time, sheets that show how much time they
spend in each agency activity? If not, devise one for all the people
who have education program responsibilities. An example of a time sheet
is also(found in the next chapter on page 62. .




. ) . . ) .,
Your education budget xyill give you the information needed to compare - '
the planned and actual program costs. By the time your well—thougpt:-out .
plan is implemented, you should have your own budget. Think of that wher
you arengoing through the planning steps--it will heip. ¢ - )
" NOTES ’ |
’ , - - X
PR -
. . : ’
- f;lm‘ ‘ ) ’
. £ |
. : }
i fi
, . ) 1
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III. Community Education

The community relies on your family planning educators for
their expertise. In turn, you rely on the community to use your
agency's services and to support your program's:objectives.

"Your agency and community can help each other, as long as you?“\\ .

program is planned to mert the community s needs.

» ‘Family planning educators are usually responsible for designin
their own community programs to reach two general goals:

y

e Create strong community support of the family planning

program.
e Recruit people who need and want family planning services i . \\\
into the program. h c :

Community education can reach these general goals in many ways.
It can also go far beyond providing the public with the facts about.
family planning and recruiting clients. Ideally, a community educa='
tion program should ‘also help people understand their own sexuality
and promote good reproductive health care. Good planning can help
your program reach these goals.

l{ ' Def{ne the Probiem | )

" WHAT KIND OF PROGRAM SHOUiD I PLAN?

_Before you can decide wnich'type of program is most appropriate -
for your community, you must define the problem. Are the problems

_that you and others identify what they seem to be, or do they mask

something elge?

Often what we label as problems are really the fear and unfa-
miliarity expressed by community members—~states of mind that can
be changed through geod community education. For example, lack of
knowledge about the services your program offers can prevent the

/

!
7
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community from supporting your efforts. Parents often fear that
others are usurping the résponsibility for thelr children's sexuality
education. Such indccurate perceptions can be dispelled by your
community program.- . . L s

.

Include Community Members , ] ,
Community members can provide answers to the following qyestions
to help you identify the problems that should ‘be addressed by your

~ plan: ' T

.~

’

® What problems or barriers prevent family planning educa-
tion from reaching community: audiences?

- =

X
e .

e What problems pgévent the audiences from accepting or
seeking family planning services?

-

e What are the'causes of the problems?
. . .
‘e How can your community edication program be planned to . W
reduce or avoid the problems? !

" People r%presentiﬁg'varipusugroups and, {nterests in your com~
munity can offer a broad view of where the community stands with
regard to family planning. This view includes information about
the residents! knowledge, attitudes and practices. You will also -
be able to céflegt different perceptions about the'barriers or prob-
lems that prevent residents from adopting and practicing family
planning techni&ues; The active participation of the community
*in planning your program can also help to foster the atmosphere

of acceptance and support, 8o neces¥ary for implementing your plan
successfully.

' The following is a list of'pebple you might consider asking
for help:- | ’ . . T
¢ .

¢ school board-members, gﬁministrators and teachers

-

e clergy and other religious workers , - ’
¢ A
' codmungty_leaders (in government, business, and -
social policy)
¢ vworkers” from welfare departmenté, drug and.rehabilitation
programs, crisis centers and mental health centers ’

e health workers from hospitals, health cenéers;‘
family planning programs .

PP ) ’

~

46

T,




N .
¢ . .
-

o workers from youth~serving agencles .

o parents - ¥ ' '
¢ representatives:of the people who need the : -
' . .
agency's services - B
«~® tepresentatives from the medis. N ‘ ' : =

. .
* *

¢ ,
WL

There are many ways to inVolve community memﬁers in sthe planning .
pqpcess. Here are some suggestions.

Uk

> -
-~ -

. Als develop a way to identify thé type of respondent,
such fas: white female 10th .grader; middle~aged,-black °*
male/PTA president. By knowing.who cited what problem,
you will be able to determine whether or not different - (’
segments of the_population perceive the same problems.

e Conduct a survey of people representing your community L - %
by telephone or by questionnaire. MaKe sure before : TR
you conduct a telephone survey that you' develop a list "
of questions and a way to record everyone's answers. ° . -
This way you cary compare the answers directly to noté . 3 e < ]
which problems EZd suggestions were cited the,most oftem. . I ,g

~ - -

o Meet with community repreéentatives indi%idually. Although * . .
this approach is time-conguming, it has the advantage of .
being more personal, .so people will probably be-more will~ .
ing to share their ideas.this way. Make,sure that you deter—
¢ mine which questions to ask, and that you develop the medns -
to record responges and tdentiﬁg the*respondents before .
you begin interviewing. £ B ’ *

'Y Invite people who repreeent various segmeuts of your commu~ *.
*nity to 'a meeting. Or you can .place a nofice in the news~
paper inviting all interested people’to attend a meeting.

Have dveryohe write and submit‘a list of problens before

the diéhussion begins. Make sure that, someone takes care- .
fulmnotes during the_meeting so that you'll have a tecord

of what .problems were mentioned, ¢ .

) %tabliah a community advisory board with specific activir
ties assigned to them. Don't forget te¢ include men and womsy,
teenagers. and members of: the racial/ethni¢ groups in your .
community. The group migbt review films and materials dis-
tributed by your agency, represent you at various community
meetings, and agt as advocates for your program. 4

3
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e Place posters around town or put a notice in the news-
paper asking that citizens call or wri.e the agency to
make suggestions about whar problems should be addressed
by your family planning education program. You might get
a few cr nk calls and letters, but you might also find that
some pt .olems ex{st that you had not suspected.

Look at Community Data to Identify and Document Program Needs

Reviewing community data can help you define and document the
number of people wno are affected by th. problems you have identified.
These data will also show you the number and characteristics of
people who should be reached through your community education efforts.
The people who need your services are commonly referred to as the
“target population.” Do you kn.w who comprises your target population,
and how many people belong to this group?

Family planning programs define their térget population in vari-
ous ways. For example, the earliest federally-funded p .rrams focused
primarily on recruiting and serving low—income women W' . were in
need of family planning services. Later, the target population came
to include sexually-active teenage girls as well. Recently some
agencies have expanded the vargeted group to include teenage bovs
and men. 4

It doesn't matter who your target population is, providing that
you can justify the group's nerd for your services and that you know
how many people in this group might be affected by your program.

This information w#1l help you plan your community education efforts

to serve those who need it the most. Then, when it mes time to
evaluate the results of the program's efforte, one measure you can

use to juage the program’'s success is to compare the number of people
you actuallv served to the number you planned to serve.

You can uncover some of the problems shared by members of your
target population by looking at community data. Try using the data
to answer some of the following questions:

¢ How manv women in your target group experienced either
a birth or a fetal death this year (or the year when
the latest data are available)?

e How do rae number of births and fetal deaths compare
‘- pirevious years? Are they on the increase or decrease?

@ Are certsin members of the target group more affected
by the problem than others? Young versus older teens?
Blacks versus whites?




o How mahy of your community's teens drop out of school
because of unplanned pregnency?

e How many members of your target group have either died
(maternal mortaiity) or suffered illness (maternal mor-
bidity) as a result of pregnancy? What are the
mortality and morbidity rates for infants born to these
mothers? Are the maternal and infant deaths and mor-
bidity on the increase or decrease?

e What is the incidence of venereal disease in your
community? Who is affected?

Documenting this information will ensure that you have identi-
fied how your target population is affected by the problem. This
factual approach will also help you get the money and community
support for implementing your plan to address the problem. Parents,
legislators, funding sources, and community leaders can-be persuaded

- by statistics, so use them. . =

How on earth can you get the numbers? Here are some good com-
munity data sources: -

e The Vital Statistics Reports issued (usually every one or
- two years) by all state and county health departments are
an excellent source of information about your community.
These reports include data on:

4

e population estimates of all counties and major
cities in the state. The estimates are usually
presented by race and sex, and sometimes by age.
By identifying the size and composition of your
commpnity's population and comparing it to the
size and composition of your clientele, you can
determine how well your agency services are
reaching the community.

o the number of births (in and out of wedlock),
maternal and infant wuworfality, maternal and
infant morbidity, and number of fetal deaths
are given in these reports. Usually the data
are presented according to the age and race of
the mother.

e The Center for Disease Control (CDC), Atlanta, Georgia,
publishes statistics cn abortion, sterilization and hys-
terectomy in its annual surveillance reports. The data
are presented for eazh state, and sometimes for communi-~
ties as well., These data include:
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e the number arl characteristics of persons obtaining
the procedures

e the mortality and morbidity figures.

e The record-keeping section of local hospitals, and health
departments may be able to give you information such as:

s maternal and infant mortality and morbidity rates

o the incidence of patients admitted with cémpli-
cations resulting from use of a contraceptive method

o the number of births, including premature births,
by age of mother

o the number of sterilizations and infertility tests
conducted.

® School boards or individual public and private schools may
have records of information such as:

s the number of students dropping out of school
for pregnancy-related reasons

o the number of pregnant students remaining in school

e the number of students taking sex education courses
("Family Life/Health Education” or the like).

e Welfare departments have records on comnunity residents who
require financial assistance; since one of the ma jor target
groups of family planning programs is low-income women, it
would be useful for you to know what size this population
is. You should collect data such as: ~

e the number of women and the number of their
dependents receiving welfare assistance (AFDC,
Food Stamps, general assistance payments, Medicaid)

s the charact-ristics of female, welfare recipients,
such 2s age, race, and soclo-economic status.




a

munity demographic and health data for researech projects.

&

e Newspaper articles often report community health statistics.

e Colleges and universities ofteggcollect and analyze com-

I

Look at Available Resources

Assessing resources at the outset of planning your program
can help identify what program strategies may be the most feasible.
For' example, i{s there at least one staff member who can serve as the
community educator, or will you have to hire someone? Do you have
an efficient system for handling telephone inquirieg? Is there
space avallable for holding a community meeting?

As the ansyers to all these questions emerge, you will become
able to document the problems and needs, analyze your resources, write
a formal statement of the problem, and lay the groundwork for your
community contacts. Then you will be able to decide what program
. objectives can really meet the needs of your community.

, ' A

ﬂ?}s
' J Set the Objective &
=%

HOW IS THE PROGRAM OBJECTIVE SET?

b
- Tr objective is a writtea contract stating what the program is
going to do to solve the problem. To make this contract werk you
must answer "yes” to the following questions:
e Will the program's accomplishments help to meet the
identified needs of the community? M

o Will the program objective be supported by the
community? By your agency director?_ - *

e Does the program have the resources required to
reach the objective? )

® Are you st “e the program can accomplish ‘as much as
you stated in the objective?

51

>

1
Co




e Have you written a well-defined objective that in—
cludes the elements of when, where, what, who, and
how much?

& word of caution——don'r ;nclude any grandiose statements in
your objective about your program's future impact on community prob-
lems, such as "Our program will reduce the teen pregnancy rate.”
Remember that the causes and the cures of community health problems
involve many factors. Your program may contribute to reducing a
problem but it is not going to solve the problem on i{ts owr. Further—
more, even if the problem gituation changes, you would have no way to
measure whether the change was due to your program's efforts alone.
Keep your objectives simple, realistic, and measurable!

) Select a Strategy
\?L

WHAT ARE SCME COMMUNITY EDUCATION STRATEGIES?

You can design your program to furnish any or all of the follow-
ing services to the community:

¢ Supply information

s provide public gpeakers

o maintain an efficient system for handling
telephone inquiries

o provide information to the media
« distribute printed {information

s« maintain a family planning library for public use

¢ Provide educational services
o supply educators for community groups

o offer training in family planning education to
community professionals

s




« assist the community in developing a curriculum
{n family 1ife and human sexuality for schools

# Furnish outreach

-

=« provide referral and follow-up

» recruilt people in need of family planning services.
. - %,

There are maany strategles that can be used to provide these com~
munity education services. You can get some gocd ideas by referring
to the bulletins issued by the National Clearinghouse for Family
Planning Information, P.0. Box 2225, Rockville, Md. 20852. Here are
a few suggestions that have proved succeassful for other programs: -

.

Programs .for Teens

s Train teenagers to bz family planning edﬁgptors and
sources of referrval for thelr peers. ~ Solicit sup-
port from the sthools to choose the participants and
to promate acceptance of the peer Fogram at school.

s Develop a "family iife theater” prcogram for teens
vhere teenagers convey information about parent~
child relationships, love, sex, and drug use through
.a series of iwmprovigarional skits,

e Organize community advisory committees of adolescents,
parents and adults to plan, develop, and coordinaze
activities for bringing 'teens and adults together.
Bringing teens and adults together should foster a
better understanding of each other's problems and
concerns and improve coammunication. HRecrestional
activities, for exampie, are a good way to close
the age gap. ’

e Give high school journalists background material for
articles about adclescent sexvallty, pregnancy and
parenthood.

oy,
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Programs for Parents

o 0ffer sexuality education programs for pafénts
of teens, pre-—teens, and young children.

o Train community members to conduct sex edfiication
programs for parents.

e Distribute literature to parent groups.

i

e Provide speakers and educators to PTA programs.

Communit& Proérams

@ Using various media, advertise your services with . -,
the message that something can and should be done -
to reduce the numbeér of unplanned pregnancies.

n o
¥ ’

® Provide educators for non-school sertings such- as .
detention homes, YWCA and YMCA groups, and other g

'youth groups. Focus on developing’ decision—
making and communication- gkills. i o

) ¢ Establish and operate a hotline in cooperation
with one or more service agencies.

‘e Sponsor_a "community health conference” with a '
. wide spectrum of participante.

e .Set up health displays at comﬁunity sponsored fairs.
s ® Sponsor a media fair for professionals and other
community members. Show films and display materials.
Conduct workshops based on, participants' needs.

* Distri@ute & ‘newsletter to the community. Include

information such as: an introduction to your staff,

and the schedule for upcoming community education

programs, and an update on the latest.research on

fertility management. - . )

P4 - _ ,.// )

e Offer to be “he source of technical information on

reproduction, human sexuality, and family planning

for school health teachers, nurses and residents

at community hospitals.
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Identify Résources e

HOW CAN I DEVELOP RESOURCES? : »
Many of the strategles you devise will depend on the agency

" joining with other groups who share common concérns and who are

willing to work cooperatively with you.

o~

Form Linkages with Other Groups

You can stretch the resources of your agency, increase services,
and avoid a duplication of effort by linking with community organiza-
tions. For example, link with:

e A local church, to co-sponsor a series of discussions for
parents and teenagers.
¢ The Jouior Service League, to co-sponsor a thrift
shop as a fund raising activity for your program.
e Community colleges, to establish a once-a~week clinic, -
where you use your time and their space.
L 4

¢ A local libre.y, to display educational materials and
co~sponsor an evening seminar.

Linkages can be formed with a wide variety of groups; it is
amazing how many interests can be shared when your resources are
limiteds Look to the following in addition to the examples shown
above: schools, PTA's, recreational groups, volunteer organizations,
social service agencies, health agencies, and private businessess

Create Networks
a b

Another way to stretch resources and expand your community
education efforts is networking," where public dand private agencies
come fogethgr to solve all aspectc of a mutually identified pro—
blem. The problem usually affects a wide spectrum of the community
and requires a variety of participants to share the responsibilities
for solving it. For example, teenage pregnancy may be a concern of
your entire community. One of the best ways to address this problem

i
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might be to work together with several community health and youth
service agencies. ‘Each agency could develop a community-wide strategy,
supplying the services for which it is best suited. A coordinated
effort such as this is much more likely to put a real dent in the
problem than if each agency worked on it alone, because the parti-
cipants can tackle the problem from many different directions.

Through networking you can demonstrate your program's commitment
to solving community health problems. In addition, you involve
others (at’' no cost!) in helping to prohote effective family planning
practices in the commugity.

~f

Stretch Your Staff Capabilities

Education programs often raise a hue and cry for more staff,
especially when a new program is being planned. One way that many
programs have successfully overcome their staff shortagés is to use

"unpaid staff"~-otherwise known as volunteers. Some of the commu-
nity members who helpad you identify the prohlem may be willing to
devote some of their time to your program. Community agencies might
be scurces of unpald staff; phis {s the kind of assistance that makes
linkages and networks. Many family planning agencies have increased
the number of their staff educatord by offering internships to college
students. The students get the work experience and sometimes academic

‘credit, while the agency gets their valuable assistance.

If you decide to use unpaid staff to help conduct community
education activities, make sure they receive the same kind of orien-
tation and training that you offer the paid staff, In facr, the
only difference between your paid and unpaid staff should be the
paycheck.

Use thg Media

Ansther way to.extend your program's family planning message is
to let the media do the work for vou. Fitst of all, contact local
television and radio stations to make a Public Service Announcement .
(PSA) about your agency services, ‘~rluding any community-education
activities that are scheduled. PSA's (.ach a large percent of the
population that vou may be unable to reach otherwise. A good source
of {nformation on how to produce and use PSA's is the National Clear-
fnghouse for Family Planning Information.

Cons{der writ ing newspaper articles or ge;cing a journalist
interrsted enough In your program to do some writlag for vou, or
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use an articulate spokesperson to present your message on a local
television or radio talk show. If you've identified a serious com~
munity problem which will be addressed by the education program,
there is already enough reason for an agency representative to be
invited as a guest.

If you or other agefcy staff members. lack the skills necessary
for using the media effectively, turn to members of the community .
who might be able to help you. Are there other community agencies
who have used’ the media successfully in sthe past? If so, ask them
how they did it. °

VT < -
B - -
Make the Best of Staff Time

If yaoy have limited staff time allocated to community(education -
efforts, make the best use of the available time by working directly
with a few people who can pass your message on to many others. For
example, offer family planning education training to professionals
rather than trying to-reach the people they serve. This approach
would find you training the local high school teacher rather than
conducting a classroom program yourself, or training nurses rathesx

than initiating a bedside program at the hospital. o

.

g} Develop an Action Plan o

HOW DO I PLAN TO CARRY OUT THE CHOSEN STRATEGY?.

’

By this stage of planning the community education program, you:
have already set objectives after identifying and documenting the
needs. You have also selected the ‘best strategy to'carry out each
objective using available resources. Now you are ready to develop
'aq action plan which will delineate who 1s going to do what, when

and with how much time and money. You-can develop a budget for the
program by noting the itemized and total costs of resources contained
in your.action plan. The table you develop to plot the planning
information might look something like the following:
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sTEK?ﬁcY:
- A .« ' Dates * Person Costs

Tasgks Start End | Responsible | Time | Money

Phase 1 -~ Setting up
the Program

Task:

Task:

Task:

Phase 2 == Conducting

Activities, -
Task: ) Q‘j

Task:
Task:

Phase 3 -+ Evaluating -

Qegults
Task: .
4 Task: )
' TOTAL: S0

‘ v Design‘the Program Evajuation
\?v::%" |

HOW DO I EVALUATE THE PROGRAM?

Community education programs are difficult and fruscraring
to evaluate, becaus® it is impossible to measure all the'ways in
which the audience has responded to the message. You cannot, for
example, count the number of people who responded by going to some
other health provider or by improving their individual health practices.
Nor can you know how many people passed your message on to others.,
Your community program has many beneficial results, most of which
cannot be measured directly._ This does not mean you shouldn't bother
with evaluation, though. There are several indicators and also one
direct measure you can use to judge the progress and success of your
program’'s efforts. The evaluation plan could include any or all of ~
- the suggested indicators which follow:

- 58
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Lodicators for Program Effectiveness

One commonly used Indicator of a program 3 success is the number P
of pesople from the target population who have been recruited as
. c¢lients. through the program's efforts:

e How many people in'the target population were contacted
through your community education activities? T

® How many of these people actually became clients?
(The source of referral to the agency cited by new
clients will tell you this.)

e Did the number of persons recruited equal the number
stated 1n your objective? , -

Another indicator is a compariéon of the number and chagacteristics ¢'
of the communi:y participants with those of your targe; popuiation: . )

s Are the participants in the educational activ*ties
those you had planned to reach? »

. e Has the program reached as many members of the target
group-as tlanned? C.

s Has the progrem reached more of the target population
_than had been the case before the plan was implemented?

A third indicator of program effectiveness {s a comparison of
the number and type of requested community education activities with
the actual activities. . -

e Has your program able to meet all of the requests? s
] . .
* Did the program actually conduct as many activities
as had been stated in your objective?

The number and kind of educational and Informational materials
discributed constizute yet another indicator:

e Yhap was the audlence’'s response to the materials?
Has there an ‘increase in demand for them? Did vou
find that the materials were discarded?

5
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¢ Did you distribute as many matefials as yoﬁ:had planned? Lo

¢ Were more materials distributed than had been
before your plan was” iwplemented’ -

¥ ‘ -

Other indicators that have been used by education programb to

evaluate effectiveness ihclude.' . s .
. e The humber and kind of telephone inquiries from the public.. L s
® The number of favorabTe and unfavorable reports by the media . .
about the program.- . . ) )
- ~ . ~ ¢ !

' By using any or all of these indicators 'plus those you‘develbp,
you will be in a good position to monitor the progress of the program
. and assess whether it has achieved all that was planned. In the end, - .
you will also be able to judge qﬂ%thersthe community, education program |
was able td meet the identified needs of the communiby* ) .

»

Indicators of Program Efficiency

You will &dso want] to judge whether the ptogram efforts were ef-
ficient. Your program's efficiency can be judged by answering these s
questions: How much staff time was spent in conducting your program? °
How much did the other program resources cost? Compare these costs
! time, money, and other'resources to the actual results of your
[ :gram. Were\the results worth the cost? *

. {

Here are two interrelated examples (using recruitment figures)

of how to do the arithmetic for making your comparisons.

E)

1. Assume that 300 persons participated in your
community education program (i.e., your recruit- .« -
ment coatacts), and of these, that 20 became new
‘ clients (pérsons recruited). Divide 20 into 300,
and you'll come up.with 15. This means that out
of every 15 persons your recruitment program con~
tacted, 1 was actually recruited.

2. Assume that the community education program cost
$1,000 (total recruitment costs). Dividing 20

(persons recruited) into $1,000 (cost) will tell vou
that it cost about $50 for each person recruited.

Going through the same'process with the number of
those contacted will tell you that it, cost $3:33 for
your community education program to reach each person.
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Youw’ can analyze the information in many ways, such as the

" following: .
N/ : , . .
i Total . Total Number
ecruitment costs recruitment costs of recruitment
J spent ! ‘ __gpent contacts made
— Number . Number Number of persons
. , ‘of persons - of recruitment recruited
: . recruited contacts made
i | - .
. Number Number Number .
. of personnel of personnel of personnel.
hours spent $ hours spent hours spent
“ Number Number Number
Y of recruitment of persons of recruitment
e hours spent recruited contacts made
. As you can see, efficiency can be measured numerous ways, but
you need not use all of them. Just choose and stay with a few that
v rare particularly revealing.
\ 3
Monitor Your. Frogram.‘
Make a per{ogic review off your records of community and school
< contagts, requests, -presentations, the number and type of partici~-
: pants,*etc. By doing so, %oulwill always know approximately how
. many persons have already beern exposed to your educational pregram
and also wheré to direct futurke efforts. Also, if you continually
) compare the ongoing program rebults to the acfual costs incurred,
- - , You will be able to develop and revise the program for the most
productive and cost-efficient results.
Data Collection
Y ‘ The type of data you collect will depend on the type of
indicators you use to monitor and evaluate program effectiveness and
o efficiency. Some of the data necessary for evaluation are already

collected routinely by your agency, such as:

and the total and itemized program costs.

4

the community educators themselves.,

61

the source of client
-referral, the number of people reached through community educationm,

' You ;Ly find, however, that new data.gust be collected.  The
best sources for collecting and recording data for evaluation are

i Have them keep careful records

for reporting-their progress regularly to the program supervisor, to

other members of the staff, and to each other. The educators may




collect and report on such data as: the number and type of rbquested
and actual community education activ.ties, the number and kipd of
participants, and the amount of time spent in each activity.! The
educators should also keep a rec~rd of: the topics diSCusseq in com~
munity sessions, the problems encountered during community ac?ivi-
ties and their subjective impressions of the prograt s succesg.

The following are examples of forms for recording the information:

™ TIME AND TASK REPORT
Community Education Rendered Name: }
for Period:
Fism To
.Date Hours . Tasks Performed
)
Y. ¥
~ \ ’ “: ®
Tetal ‘
| Wours | -




TOMMUNITY EDUCATION PROGRAH

Date:
Place: ___

Timé: (From

Numbar of Attendees:

« Male:
Female

ipr
H T ————
rv—————re

 Age Range!

Discuseion Topics:

3

Significant Qurestions Asked By\Attendees:

Probleus Encountered:

€

Comments:

X

From Evaluation to New Planning

Looking at the data that are routinely ccllected and examined
will give vou an f{dea of how 2ell the community program is doing
and what else needs to be done te make the efforts more successful.
Rempmber that the end Is but the beglinning: planaing {5 cyclical. And
evaluation gives vou the evidenc: for continuing te plan.

*
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IV. Staff Development

The most critical ingredient of a family planning education
program is made up of the people who provide the services. More
than anyone or anything else, they can make the difference between
the program's success or failure in meeting the educational needs
of the people they serve. For this reason, staff development
should be part of your education plan and it should receive the
full support of the agency administration.

WHAT IS STAFF DEVELOPHMENT?

The following is our working definition of staff development:

Staff development is . . .

education for a job, a task, or
an activity.

Staff development acquaints personnel with the program objectives,
and provides them with opportunities to develop their skills, to
update their knowledge, and to learn new techniques——all of which
lead ko better service for the public.

WHO NEEDS STAFF DEVELOPMENT?

tach staff member contributes ir come way to meeting the pro-
gram's objectives. Offecing educational opportunities to all in-
terested staff members expands their professional development and ,
also promotes high <orale and a sense of purpose.

Staff development programs shoula be planned both to orient new
personnel ~o their job responsibilities and also to provide continuing
education to experienced staff members. [y making staff development
avallable to all personnel, vou build the staff teamwork and cooperation
that is so vital for the success of the family planning program.
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WHAT KINDS OF STAFF DEVELOPMENT ARE NEEDED?

Step 1 in planning an educational program for your sgtaff ig
to determine what skills they need to develop in order to do a
better job. The person designated to formulate the staff develop-
ment plan can also identify subject areas where education is needed.

Answers to the following questions will make these planning detisions
easier:

¢ What are the agency's and program's objectives?
e What staff skills are needed to reach the objectives?

¢ What are the present skills and responsibilities of
each staff member?

If you find that the current staff skills do not meet all of the
requirements of the program objectives, then you can identify the
areas in which staff members need to be educated. There are many
ways to conduct the needs assessment far staff development; the
following sections will give you a few ideas. !

.

Identify the Required Staff Skills

Your agency records will provide some clues to which staff skills
are needed, because z11 Programs maintain up~to-date job descriptions
for each staff position. Presumably, these descriptions will include
information about the skills that each staff person should pnssess,

As a double check, however, you may wish to ask each staff person to
write his or her own job description and have this information appended
to the employment records. T
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In addition to the specific taske to be done, each job description
should contain a profilc that describes the krowledge, specific skills,
and the personal traite best sulted for the position. The descriptions |
could be reviewed yearly by the administrator and staff and updated
whenever necessary to reflect thanges in duties. Keeping track this
way, you should have an accurate record of what staff skills are neces-
sary for meeting the objectives of your family plaunning program. |

F

Agsess the Actual Staff Competencies

After you and the staff have fdentified what skills they should
have, the next step is to tatly up the skills already available.
There are many.techniques that are useful for reviewing your staff's
various skills,_ Use the_ones that will work best in your program,

&\E{\in'your agsessment.

and involve the whaiihzta
s A self-assessment checilist or questionnaire is a way of '

allowing the stafA to [indicate anonymously which skills they
have and which theW\would like to develop.

e A suggestion box can be used to reves! many of the hard-to~-
admit concerns. )

e Staff meetings are & way to foster open discussions about
the weaknesses and strengths of the 9ver311 staff.

2 ng“pla ing involves the staff members playing various
a8 o/ dealing with clients, followed by 2 discussion.

Whichever sssassment method is cbosen, wnke sure it is conducted
{n a non-judgmental matiner; this will asSure people on the staff that
figuring out which skills they have and don't have in no way threatens
their jobs. You will then stand 3 better chance of identifying how -
to develop the necessary staff skills.

The following checklist is an example of a non-threatening technique
that could be used by the staff to assess thelr own skills,
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SELF~ASSESSMENT .CHECK LIST

Directions: Rate your present level of skill in the following
areas using the scale below, and place the appropriate
number on the line at left.

<t

0. ‘ 1 2 3

not little some well~- -
applicable knowladge knowledge informed
Medical 4

female reproductive anatomy

male reproductive -anatomy

Contraception - use, effectiveness, contra-
indications, side effects,
research -

|

= pill

wp .-
diaphragm
spermicidal agents (e.g., foam, suppositories, etc.)
condom .

natural family planning/fertility awareness
sterilization !
sexually-transmitted ‘diseases

physical examination

understanding of medical procedures in my agsncy s«
-/ -

e

T

Attitudes/Communication

feel comfortable with my sexuality

feel comfortable discussing sexuality
arcept variolls sexual life styles
establish rapport with clients

lfsten actively .

focys  in on client's immediate concerns
,recognize client's unspoken fears
relate to client's partners +
recognize need for referral

complete interview in allotted time
understand adolescent developtient

feel comfortable talking to teens

feel comfortable hearing street language
relate to client's family .
communicate with ageucy co-workers

THILTHTT

¢ -
i

This checkliat vss daveléped by Joan 5. Benesch, Training Associate, Family Planning
Trainiog Inatifute, Saltimore, Kd. Used with the suthor's permission.
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Ay .
ﬁ Set the Objective . v
St |

1

HOW DO I SET THE STAFF DEVELOPMENT OBJECTIVE? -

Whether you are developing a yearly plan or an individual

session plan, the rules for setting the objective remain the, same.
When writing your objective, make sure that it contains answers to
the following questions:

[y

[ ]
o

- Who will conduct the’session?

When will the staff development session occur?

Whefe will the session be conducted?

3 . -

‘What kind of staff development will be offered?

H .

Who will attendsthe session?

How will you measure the effectiveness of the

session? ’

For example, here is a well—wr£t€én, measurable objective;
"At the conclusion of the staff development session
conducted by Dr. (name) on (date), staff members will
demonstrate their understanding of all the contraceptive
methods offered by our agency by being able to list at
least four basic facts about each method.”

] N @
Now practice writing your owh. ,gfg
13
Objective
When: ’ - \
- Where: i ,

What: 3
Who:

How much:

e




! Select a Strategy
R AN -
. \ ‘

WHAT KINDS OF STAFF DEVELOPHMENT PROGRAMS ARE THERE?

Programs take many shapes=-there s no single formar to be
followed; be sure to plan a variety talfiored to the staff needs
you have ident{fied.

In-Houge Staff Development

In~house staff development is for both paid and unpaid personnel
and takes place within the agency. It can be informal or quite strup~-
tureds The form and content of an in~house program varies according
to the needs of the staff. It can provide personnel with on-the~job
instruction in various skills, such as decision waking or the dynamics
of group leadership. It may offer them continuing education, such as
an update on informarion about apernicides or 1 lecture on Mow to.
write a propasal. An in-house program can also offer job orientation
“for new.staff, or agency orientation for Incoming members of the
advisory board.. To help you decide what type of program’ to plan,
here are some approaches thatrequire few resources and that do rnot
inzerfere with agency activitiesn:

¢ " The brown bag or pot* luck lunch and wine and cheese after
work are two approaches-where you use short periods .of time
to have staff members share their expertigse., For example,
your nurse practitioner could make a brief presentation on
the congsiderations of vigk .for clients taking the oral con-"
traceptive. Or you might conduct a staff debate in whien
feelingsaare allowed to surface~-a guod gtechnique to discuss
such troublesoms igsues as teenage sexuslity and’nnplgnéed
pregnancy. (Generally speaking, in~house staff- development
focuses on fncreasing knowledge rather than changing w«ttitpudes,
but it {s helpful to "afr” feelings). You could alse select a
toplc for which each staff member might bring in a pertinent
nedspiper or journal article to share. :

-

® Staff meeting time can be used in part to cover topics you
have set as objectives for your astaff program, {(When all
personnél are present, a meeting is also a good time to
review films and daterisls being considered for purchage, )
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The peer app_oach is where one co-worker observes another;
the "observer” can learn new things to try by using the co-’
worker as a model. This approach can also be used between
your agency and another which has similar programs.

Workshops can be initiated by establishing a theme and .
having everybody participater in a half-day or full day

of discussing a particular topic thoroughly. You.can

invite experts to present information, ideas, and tech-

niquies to the staff. This approach, #oTe than others,

may require a greater commitment of resources, including

“cogts for staff time and for the experts' fees if they

do not donate their time. , .

N

Staff Development Programs Outside the. Agency

that

a spe

You shonld also identify programs in your community and»region
would relp members of your staff improve their expertise. The

'knowiedge they acquire can be extended to the remaining staff th;Ough
gial staff meeting, or through circulation of the program materials.

Community and regioral training programs are usually structured learning
gituations where some dg the following approaches are used:

L J

5

-

Y
i

Community Workshops are similar to in-house workshops, “
although the participants come from different agencies. .
A yorkshop usually covers one topic of interest. You
can have two staff ‘members split one day, with one
attending in the moRping apd the other in the afternoon.

~

Y

Conferences usually last more thap one day, and often

cover more than one topic. A valvable outcome of con-
ferentes is that a wide range of professionals get to

share ideas and educational .approaches. . R 3
Regional Traininé Centers offer staff development courses

on differentttopics throughout the year. Staff members of
family planning projects are }igible to enroll in these
courses. Information on obtaining these services is available
from the Regional Offices.

Ore~Shot Educational Events are short presentations of s
information on topics of interest to your agency: staff; .
they are usually held by groups outside of your program.

For example, one member of your staff might spend a

couple of hours in the evening attending a special dem-

onstration of the techniques-of breast self-examination
& .
” 3

-

71

hl




o s rr

"’Q! } Identify Resoukrces.

at a.local hospital. Another might visit a pharmfeeutical
company to learn more about ‘their latest researct on
spermicides. Or a local drugstore might sponsoy a new
community education campaign on VD prevention and {n-

vite your staff to attend, the instructional session for
employees. ’

\

As you can see, many different forms of staff development
programs can be planned. Whatever possib@fﬁties you select,
the plan should include some incentives for participation, guch as:
certification of attendance, notation in the personnel record, or
an offer of credits for continuing education (CEU's). Incentives
provide participants with documented evidence of their professional
development, which may help ?hem advance in their careers.

fad

fi:ém\

-

WHAT RESOURCES ARE NEEDED FOR STAFF DEVELOPMENT?

I,

Time and costs for staff development should be allocated in the
budget and supported by the administration. Visions of multi-dollar
signs need not dance through your head if you plan a realistic number
of educational opportunities per year,

-

For example, an appropriate objective might include scheduling
ohe hour 2 month for in-house gfaff jessions and allocating time and
costs for staff members to attend either an all-day conference, or
two half~day workshops.

] Tre in-house staff developmert budget could cover such items as
the costs for the instructors, materials and equipment. It could
also include an allocation of gtaff members' time for planning and
preparation of the sessions. The budget may also include the costs

.and travel allowances for staff to use non-Title X-funded education

programs, provided that there is documented Justification.

>
2y
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WHO PROVIDES THE INSTRUCTION?

« hd ?

Use the talent of vour own staff as instructors whenever possible;
however, do not be afraid to bring in outside help. You can look for
assi{stance in developing the staff program from the DHHS Regional
Tratning Centers, educarion specialists in other family planning
services, the National Clesringhouse, other health societies (for
example, the American Cancer Society) and professional societies
thar deal with skills development of health personnel.

Organizations such 3s these are often willing to 'share information
and geaff.

Your community ‘{8 also a good source of instructors. For example,
the public school system may have teachers who'are willing ro offer
technical assistance to your staff for developing counseling or
teaching ekills. ’ .

b
Lo
3 v,

K_., % Develop an Action Plan
3’5:’" ’

-

h HOW DO 1 DEVELOP AN ACTION PLAN FOR STAFF DEVELOPMENT?

At this point in planning, you must summarize all the previous
planning steps {nto an action plan., By doing so, you will be able
to record what activities will take place and when, who will be
responsible, and what kind and how many resources are requirad.

A chart of the action plan csn be used to list what must be done
to set up the staff program. Have columns designating times, names
of people responsible, and.costs. You can include on the chart items
gsuch as: reserving a room, reccuiting resource people, notifying
participants of the time and place, *arranging for refreshments,
getting handouts ready, obtaining a blackboard, snd so on. This
type -of chart can be used to monitor progress, and it will contain
the coast information necessary for your budget.

An action plan table can be developed for each session, but you
should also develop an annual table. The following example shows
one way vou could summarize the annual activities:




ANNUAL STAFF DEVELOPMENT PROGRAM

Session Months Costs
topics J FIMIAIMIJTIJTIAlSTolINTD Time | §

Q""“\J\s\ ’ .

¢

2 > Design the Program Evaluation

‘ 5
WHY EVALUATE?

Your agency director and fundiqg sources will want to know whether
the objectives of the staff development program have been reached
successfully (effectiveness), and whether the results were worth the
costs (efficiency). F-aluation will provide the answers. '

The importance of evaiuation goes far beyond meeting the report-
ing requirements: it actually helps both the participants and the
instructor. Participants benefit from their evaluation of tth’
program because it provides them with a voice in planning future
sessions, and also with the opportunity to review and summarize what
they have learned. In turn, the participants' evaluation helps the
instructor, After devoting time and energy to plamning and presentation,
the instructor needs feedback from the participants. Their criticisms,
suggestions and praise can help the instructor and others plan and
conduct better sessions in the future.
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HOW DO I EVALUATE STAFF DEVELOPMENT? ‘

In staff development programs, the participants are aiming for an
increase of their knowledge and skillg, and possibly a change or at .
least an increased awareness of their own attitudes and behavior. The
. results of the program should be measurable eiths- directly or through
indicators.

+

" Look at Session Outcomes

When conducting the evaluation, first focus on the expected out-
comes of the activities. Do the staff members know all the symptoms .
of VD? Do they know how to ask an open-ended .question? Can they use
various educational materials to reinforce the information presented to
clients? The specifit responses to these questtons can help you eval
the prdgram. /M

The best judges of a staff development session are/ﬁbe/ﬁg;;icipants'
‘themselves. You can give gach participating emploveg/a'chance to .
comment on the good and bad points of the session, -rnioting especlally
whether it communicated the necessary facts. ‘ﬁ/}staff might also
agree to, be tested on their acquired knowledge and skills immediately
after the sessicd, and then again in six months, to see whether the
still remember the information. In addition to the staff, the instruc-
tor, an independent .observer, or a supervisor may evaldate the staﬁf
education sessions. A -

'Y shad

|
f
§

Look at Job Performance '! . . ) /

Ultimately, the true measure of program effectiveness and efficiency
is the actual performance of the staff. Has your program helped the
staff develop and/or improve their skills? As a result, do they offer
better services to your clients and comnunity?

In order to evaluate job performgnce, you can use much of the
information guthered in Step 1.6t planning when you determined what
kinds 3{ staff instruction were required. For example, each person on
your staff has already,identified what skills his eor her job position -
requires. Using this profile as a standard for colparison, have the i
required skills been, strengthen d through staff development? You N
have also documented the staff's actual competencies, After in“ M-
struction, were their areas of competency improved?

5




Another evalugtion zethod, which is used My Reglonal Tratning.
Centers, {8 to have sach partici{pant write a conrract which describos-
the job-related skills she/he plans to use within six sonthe,  Each
participant is contac.ed ister and asked vhéther thesir obiectfves R
have been reached. . -

Mgthods to Uge

You ‘can wmeasure theae pre- and post~training differencer by

using any of the approaches described earlisr for asssssing the

staff needs for tralning, namely: =staff ssetinge vith opgn, norr v
threatening discussion: an anonygous checkli®t ar questionnaire for -
staff membera; and a permanent suggeation box for staff members te
define which of their skille atiil need -t4 be developes, You can

also have clients rate the effectivensss of the staff’s pertormance
through {ntevviews, quest {onnafres, or 4 suggastion hox.

[4]

Regardless of which method vou uvse for gvgluation, you w(ll
discover new ideas, new problems, and new ataff needs, Thus, your
evaluation will lead to new planning~~and the eycle wiil continue.

e
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V. Educational Materials

Materjals are the tools of education. Although brochures, films,
posters and all other educational materials can never be a substitute
for educatord, they do of fer many advantages which can supplement and
enrich vour program. If used effectively, they can help to attract
and hold the learner's attention and emphasize key points to remember.

¢ Haterials can also be used by the educator to convey information that
“w-difficult to verbalize; for example, pictures or a film about the
pelvic exam might be worth a thoysand words.

People differ from one another in how they.take in new information
best, and materials can impart information to suit individual learning
styles, For example, one person might respond well to hearing a 10-
minute gudio cassette lecture supplemented by a question—and-answer
gession with an educator, while another person might learn more from
seeing a slide show and then reading a pamphlet. Since/your clients,
staff, and community members probably have every kind of learning style
there 18, you should have a range of materials available for their
use. Good planning will assure that your program's materials will
meet the needs of those it serves. ’

*> Define the Problem ’

HOW CAN I IDENTIFY WHAT KINDS OF MATERIALS ARE NEEDED?

As with all planning, you must first determine if the existing
materials are meeting the program needs. If you find that they are
not, then you've identified a problem; a plan t» change the situation
may be justified. Answering the following qiestions will help yoﬁ
determine whether there is a need to design a plan for selecting
and developing materials:

e Can the program objectives be reached through the use
of existing educational materials?

e If not, then what materials are needed?

(o
L
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Here are some suggestions or how vou can 80 about finding the answers.

Look at the Program Objectives

Your pragram objectives will tell you a great deal about what

"educat ional materials are razquired. Knowing what the program is
. expected to accomplish, you can determine which materials can help.

First examine the objectives of your agency, staff development,

your client and community education programs. What are they? Whet
materials are necessary to ensure that the anticipated results are
reached? For example, the need for materials suitable for parent
education may be {ndicated, if an objective is to establish a community
program for parents to help them educate their own children about
sexuality. o

I

Assess the Materials Available

¢
RN

» After you have defined what materials are needed to help achieve
the program objectives, you must then determine whothes they are
available. You can do this by reviewing the stock on hand. There
are certain things you should look for in the educational materials.
you plan to adopt. They should: )

e Be relevant to your target population: The materials
should suit both the clients you have and the clients
you want. For example, if the agency is attended mostly
by adults and you want more teens to come, note whether
the tone and content are appropriate. Teens may have
less concern with using family planning to space their
pregnancies and more concern with finding a relatively
portable method of birth control., and a brochure that.
tries too hard to speak in the current teen lingo might
be laughable o college-age clients (not to mention how
funny it will seem to everyone in a ,ear or 'sol)

e Refiect up-to-date information: Timeliness is a-consider-
ation when it comes to content as well as style. Materials

" should'reflect the changes in family planning information .
from new studies. The National Clearinghouse for Family
Planning Information is an excellent source »f up~to~date
information. Remember, these materials are in the public i
domain and can be duplicated by your agency without per- T
mission, - ' '

I d
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s Be accurate and consigtant: Of.course, all the materials

your agency uses should be asccurate and consistent with
each other. Clients who read in a drug company's leaflet

that: “foam {s a highly effect{ve method” and then are told’

by the educator that "foam should be used with other wmore

ef fective methods” are going to be confused, perhaps to the

point where they wonder whether anyone really knows the
facts,

Be visually pleasing: The teaching materials should be

eye~catehing. An attractive logo, a thought provoking
brochure cover, or a poster that 8sks an openrended
question will attrdct the interest of your clients. Be
sware of the colors used, too. Sometimes a poster isn't
rcad because the printing {s tco small and the coler is
hard on the gyes.

-

Be easily understood: The educational materials your

sgency offers to clients must -be readable and basfcally -
non~technical in nature: Correct terms for body parts ,
should alusys be-uged. Check all publications and posters

before presenting them to:wlients.  Match for difficulr

worde and scientific terms. Have sbmeone in your agercy
learn how' £o &0 a “readability test” and check all priﬁted
oaterials offered ts the public.

Reflzct your :11ent3 cultural values and languages: Xnow
gour target popplation and the language(s) they speak. If
your clinic serves s predominately Spanish popuxaiion, be

certain you offer your educational materials in Spanish as’

well as {n English. Also, be awvare of the cultural values

of your clients aod neighborhood. - The materials should not

go against the values of the clients you serves Before
prasenting materials for public use, scrutinize them to
make suve they contasin no sexua.,ftaciai rel{gtaue, or
other blages. : ,

Bao hones:. Hateylals of fered Ecr client education and

information sustinot offur false reassurances aboui any

aspect of contraception, medicasl side effects, or othér
health {ssues. Be certain that the :heoretical effec~
tjveness of 3 method {s coupled with the actual _use
effect{vencns, and that the differences between the two
are nade clesv. Make sure you have matevials on all con~
traceptivi. wathods ({ncluding natursl fasily planning)
that are completely objective in hov the facts ave pre-
sented; “ -
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e Be used both inside and outside the agency: It stands l\
to reason that your educational materials should also
be usable outside of the agency setting. Be sure they
\ are compatible with community values. Look over
your posters and publlcations te see if they have mul~
tiple uses; you may decide not to develop or reorder
materials that can be used only in-house.

Form an advisory committee to help review aid comment on all the
materials at least once « year, using the items listed above as criteria.
The advisors should include staff members, clients and representatives
from the community. You could alse use health educators from other
community agencies to help in the review. If you decide tha: additional
technical assistance is fequired, check with your Regional Office to
see 3f a consultant is ava%lable. : ’

, When reviewing the educational materials, look for gaps; the ones
you use may not cover all of the information your étaff, clients and
other advisors consider relevant. For example, do your materials for
l{teens include informatimn on abstinence as a pregnancy prevention
method? NN

Going through this review process will help you identify what
kinds of maferials are unsuitable. Note which ones need to be replaced,
and whtgp need to be replenisheds Thén you can take the next planning
steps to acquire or develop the educational materials that are needed
bywaawmqi.m”mn - - - - T ‘

—

-

, ﬁ ~ Set the Objective

e L3y

WHY SET AN OBJECTIVE FOR MATERIALS?

By setting the objective, you translate the need for materials
into a positive statement which specifies what kinds and how many will
be used for program activities, where and when they. will be used, why
and for whom. When yeu set an objective tec obtain educational waterials,
make sure that they reinforce your agency's potential for success.

80
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] , Select & Strategy

. -

HOW CaN 1 DEVELOP AND USE MATERIALS?

@&

The dame criterfa you used to review existing materials apply to
decéioping your own as well. You may prepare something as simple as a
mimeographed instruction sheet, or as highly sophisticated as a slide/
tape presentation. The talent available on the agency staff, your
judgment of the cost-effactiveness, and your clients' specific needs
are guides to how much should be developed in-house. This section
nakes some suggestions for using educational materials, including some
"home-grown™ ideas.’ :

IS

Ry

Printed Materials
a & N
¢ Prepare a2 pamphlet that introduces the client to vour
agency procedureg such as pelvic exams, Pap smears, and ;
_ pregnancy-tasts.
i

e Print “agency calling cards” and be sure to include .he
agency's nat  address, phone riumber, and hours.

& o ’ N
e Obtain permission to reprint a section of a publication
" that you consider valuable.

& Re-use the good pfeces of old printed materials. 1
. ] .

¢ Digplay materials i{n an orderly but accessible vay,
making sure your clients kiow which onee they can take,

¢ Yrépare pamphlets or mimeographed sheets iﬂciuding
written {nstructlons about each method chofce and
an emérgency nuaber for alients.

‘% ia the uai:ing foom, keep {dteresting magazines and ari.cles
that highlight topical.subjects.




-

s Develop or order materials for your clients who require’
special attention, such d¢ vigually-impaired people.*

1
' \

Yisual Haterials and‘ﬂodels

¢ Design flip charts that tell the story gf the statistics
you want to emphasize, they will make the numbers come
alive for your audience.

¢ Have a staff member design a "permanent" flip chart that
tells the story of your agency's services. This would be
a great aid to take to community functions like the Lions'
Club.

. Haké your own postere by prcjecting slided on paper and
then tracing and coloring {n the lines.

s Organize poster contest in your agency. Have.art
supplies svailable for clients and their guests to wor':
with if there is a long waiting time in your agency.

¢ Put up attractive, uncluttered bulletin boards in su;t-
able locations with fimely information. - | -

, 13
» Construct display bokes with compartments to show all of
theé® contraceptive methods. Keep the.boxes in the examin-
ing reoms and in the waliting area. K

& Conatruct and hang a decorative mobile on a single theme,
such ag the symptoms of pregnancy.

e

Audio~Vigual Materfals . %

& Introduce }our films by describing briefly what each'is
about, and|making auggestions as to what the clients
should look for uhan’they watch the f£ilm.

. PN '

*

1
H

Library of Copgress has an informatiop and referral service on volun-

te groups across. the country who can’transcribe yoar materials into

spefial medla Buch ag Braille, audic casgettes, or'extra~large type.

Write the National Library Service for the Blind and Physically Randi{-

capped, Library of Congress, First St. , S.E., Washington; . 20542.
P ’ "%
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o Include time for discussion when you plan to show a film.

e Be familiar with the operation‘of all your equipment, maintain

it in running order, and don't leave damaged equipment around. .
& Combine your presentation of materials. Hand out pamphlets

after a film, or place a poster highlighting the main ideab

of a brochur2 next to the stack of brochures. Co

e Prepare a "media exhibit" for school fairs or church bazaars.

e Use your staff members’ tAIents in photography to develop a
slide show for agency use and for the educators when
they make a public appearance.

You may come to the conclusion that all the materials you need
cannot be devekgped in-house and that some will have to be purchased.
The following list contains suggestions on what to do before buying
. new materials:

-

i

1

|

Printed Materials and Vigiasle :
¢ Before placing large orders for printed materials, writé for
scmples and louk them over carefully; the selection crfteria
we listed earlier may be helpful in your review.

e Assign one staff person to the task of finding publication -
lists and-writing for samples. This person might either
review the materials his/herself or ask fellow agency workers
and clients :to look over the samples. .

# In selecting flip charts and posters, double-check them for: -
durability.

Audio-visuals

i

o Check to see 1f the supplier offers a free preview of each
film; if not, then rent before buying. It is a good idea
to get the opinions of clients and staff over a short
period of time in addition to the initial staff review of
a film.

P
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# Many audio-visuals are available ln a variety of models.

Check the equipment you have to see whether the materials

you_ choose are adaptable.

}

o Conglder aplicing ‘to update a film s style dr contept {f
most of the original versinn is nccep:abie.‘

ldenhfy Ressumes

HOW CAN I OBTAIN THE RECESSARY RESOURCES?

to develop or buy new educational materials.

i

You should have a

money in your budget Xo purchase materials?

the needs you have {dentified?

pamphlets? Will there. be costs Eor faincenance or repair?

If you find that your current budget does pot have sufficient

-

*

good idea of what existing resources can be used
For example, {s there

If so, is it enocugh to meet
Will the cost be a one~time expense such
as buying a projector, or is it a continuing expense such as printing

funds for the purchase of materials, do you have taleunted staff members

who are w#{lling to help you develop materiale?

will be require!? Will thelr time be recompensed?

new ones for material development.

There are ways to stretch the available resources and to devise
Perhaps the following suggestions

will give you some ideas; .

»

he bullatins senc to your agency by the National Clear{ng~
House for anily Plzining Information often contain a one-
page handout. All you need to do- {§ add the agenc? address
The

and phone number and then duplicate copies as néeéeﬁ

Clearinghouse may also provide pamphlets and posterd ak ao

COSt to progranms wich limfted education budgpts.

¢ The Offf{ce for Fanily Pianning and groups such as Planned
Parenthood Federation of America and, the American Cancer Societv
produce packets of camera-ready public service advertisemedts .
that axe free spon request. You could usc-these ads to {.lustrate

your oun’agency materials.

\ 1
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How much staff time

¢
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# Local health organizations such as the heart and lung associ-
ations have free educational materials that you can adapt for

your program.

s Continuing education courses in your Region often teach skills
for producing materials. Local colleges might also have courses
in print .or audiovisual production that someone on the staff |
could- take, . }

@ Look to your volunteers——there Qay be a wealth of writing
and artistic talent waiting to be tapped.
) | B

) ; » )
» Spongor and supervise an art or journalism summer intern to -
produce materials for .your program.

¢ Convince. the art instructors in local schools-to start a
student project based on a family planning themé. - Then
decorate yeur agency walls with the resulting artwork.

The agency director may be willing to help you get resources, if .
you have an education plan that includes clearly stated objectives and
an itemized list of required materials with their costs, The next
step will help you develop such a plan.
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AR Develop an Action Plan | .
. :215/"/ 4 . \

§ HOW ®iLL AN ACTION PIAN SUHHARY HELP?

Any acaion plan that you devise for the education program should
contain inf#rmatiah about materials, including such things as: what
materials will be acquired or developed;:who will be responsgible;

Yhetthe maserials will be avaiiable, and what the associatefl costs will

¢

You may also find it useful to summarize in another table all of
the information on materials from your agency, community, agd staff
devpiopmenﬁ plans. This summary table can be used for close monitoring
of fhe activities and costs essociated with material development and
uge. There are a variety of possibilities for the format of an action
plan summary; the following example is one you might find useful:
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Material Type Why | When Who Costs
’(Requested by |(Related to
what depart- what program | Specific Person
ment?) objective?) time limits | responsible | Time| §
4
¥ . Total: ‘
7 |
(34 . *
> / ~ Design the Program Evaluation
HOW DO 1 EVALUATE THE ‘EDUCATIONAL MATERIALS? ° . 2

>

As with all aspects of your program, the materials should ba ?

evaluated. Do they extend the educational messages you wanf to convey?
Are they carrying the:& messages beyond the agency walls? (Again,
materials going into the community must'bg congsistent with commuriity
gtandards.) Are you.satiefied with the materials you have selectad?
As ve guggested earlier, all materials that you use should be re¥iewed
and evaluatod by both clients and staff; be sure to.document their
\comments. _ . . . E
¥

Review the S{tuation

Your evaluation sgheuld take the situation {nto sccount by cor~
sidering the following: Was the audlence the right size for the
presentation? Was there engugh time for the clients to see the whole
film? Do your pamphlets ahd brochures end up in the “circular file™
on their way out of the agency? Do your sreff members feel comfortable
with thelir part {n the pregentation, and are their reviews faverable?

’ -~
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Is time needed for staff development and“can you provide {t? What

" about space==is there 8 corner for a bulletin bourd, a display table
or rack, and privacy for showing a film without intérruption? The
answers to questions like these aid in ycur decisions regarding the
appropriateness of the materials.

l L]

-

Look for Effectiveness -

,Part of judging educational materials is assessing thelr effec~
tiveness. Your observations, questions after a film, and exit inter-
view are all sound techniques. Look for answers to questions such
as the following: D4d the materials hold the attent{on of the audience?
Did they {mpart all of the facts c¢learly? D{d the matevrials deliver a
mebgage that is offengive or distasteful by local standards? Did they
contain anything <that people perceive as being false? Did members of
the target audienca find tke megsage meaningful to their ovn lives?

PEL o

Your educational aaterials are more likely to‘be effective if
they ara atgractive, acceptable, and comprehensible to the audience.
H¢ hope that this guidebook, w11l help you design a pl&n to use matevials
such az thege for the benefi of your program's eéucational objectives.
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There {s no end- to pla-.ning. The questions "How are we doing?” and
"Where are we going?" never stop. The angwers to these questions will :

gulde your program design, but pla'x\ming is worthwhile only {f it {is
translated into action. So if youw.want your plan to be carried out,

review it to be sure yoy've included the following ¢rucial e¢lements. If - ¢
you find that all the bases are covered, then the program youw've planned ,
has a good chance of succeeding. ‘ '
DD You:
[:] Involve key peapla? .
‘," | D Detgtmine how to go about getting h
& _ your plan accepted? .
. ,HID You: : S
. . s, . . - . .
. ' [[] Resescch the problem?
g , Define the . . ;-
. \Pfoblem, D Identify prokram needs? ‘ ' :
] . ' . [J vrite a clear p oblem Qtatement? ' '
l; . o
. . DID YCU:
: Set th ‘\\ D Write a positive, well-defined objective? .
‘ g e s ) A - * _
Objective ' D Define the objettive as 2 situation
" you expect to happen? . .
' D Describe cesults that are realistic
A ) _and can be measured?
* ‘ ’
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DID' YOU:{_, B ‘ hy

(] Think of many alternatives? : ' )

| iy

D Analyze the feasibility of each
strategy? ..

[._J _\Include .sta'-i"f in choosing a stfategy? .

f

A

! -
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°

-~ * DI} YOU:

-

L

D. Define exactly what is needed?.

ldentlfy, S
Resources ’ / D Assess avatllab-le resources? . .
AR i ’
\ D Develop additional resources'l
N R e R SR ) G
. oo | ' 7
i Identify }the tasks involved ir' carrying
Develop an ' “out the s‘trategy" . -
Acﬁon Plam / ' =
- o E] “Make a t;ﬂ)le that indicates deadlines,
/ responsibilities and costs? .
D Prepare:a budget" L
\'v

a DID YOU- A -
B \ ) D; Definelthe me\asdres and/or i.ldicat:ors?—

D Collec% aﬁpropiriate‘ data?

Develog‘: a monitoring system? b
D Decide Pn a way to judge the program 5
success? . -

.

d = AN A+ EDUCATION PLAN, (.

A
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