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Purpose

The purpose of this document is to provide guidelines and tools to help SPF-SIG grantees amend their accepted Phase II plans in order to ensure implementation of the most appropriate strategies to impact prioritized contributing factors and to attain desired changes.

SPF-SIG grantees should contact their technical assistance consultants for assistance in utilizing this document and/or submitting the forms in this packet.

Lauri Turkovsky, 360-725-3812, turkolk@dshs.wa.gov
Marcia Via, 509-329-5816, viamr@dshs.wa.gov
Jack Wilson, 360-658-6853, wilsojc@dshs.wa.gov
Changing strategies is a continuation of the Strategic Prevention Framework
Washington’s community CPS-SIG coalitions worked to implement the Strategic Prevention Framework.  They reviewed data and identified community-based contributing factors.  They worked to increase the capacity of both the coalition and of the community to implement evidence-based prevention programs and strategies.  They researched potential strategies to address the contributing factors and have worked to develop the environments necessary to implement those programs and strategies.
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But, sometimes communities discover that they have selected an incorrect program to implement.  Or, sometimes needs change in communities, causing a need to reassess the programs or strategies that are being implemented to make maximum use of existing financial and other resources.  Sometimes changes in administration in schools or agencies – or changes in policies – cause programs or strategies to be dropped or added.

Heading into the last two years of the SPF-SIG project, it is likely that scenarios such as those described above – and perhaps others as well - will occur and local SPF-SIG communities will need to adjust the list of program and strategies they are implementing.  

Community coalitions must continually assess how their programs and strategies are working as a function of Step 5 of the Strategic Prevention Framework.  In many cases, that work will result in the community deciding it needs to change programs or strategies.
We developed this change process to ensure that SPF-SIG communities could make adjustments in their program and strategy mix.  At the same time, we need to ensure that appropriate programs and strategies are selected for implementation.

Additionally, it is necessary to create a more formal process in order to demonstrate that program and strategy changes are approved in advance of implementation.  Once the program or strategy is approved, then it can be added to the community coalition’s operating budget and there will be authority to spend funds.
Questions about the Phase II Change Process

What programs/strategies/efforts are covered?

This document primarily targets changes in your current Phase II plan – either deleting or de-activating a program or strategy or adding a program or strategy.  Basically, if you are going to spend money on programs or strategies, they need to be identified in your Phase II plan and approved in advance of implementation.  

It is essential that ALL programs and strategies that involve expenditures from the SPF-SIG project be approved as part of the Phase II plan before money is spent and before the program or strategy is implemented.

What programs/strategies/efforts are NOT covered?

All SPF-SIG communities are currently involved in building community partnerships.  Oftentimes, this requires co-sponsorship of other organizations’ events.  For the purposes of the SPF-SIG project, we will be adding a generically-worded strategy to your Phase II plan called “Coalition Outreach and Public Relations” and will be putting a line item in your operating budget to cover expenses for this strategy.  Your coalition must agree on the amount to be included in the budget and on specific rules that will be used to govern expenditures from the account. 

What role does the coalition play in the Phase II Plan Change process?
The coalitions will need to approve all Phase II Plan Change forms prior to submission to the state SPF-SIG project for review.  In addition, it is expected that coalition members – and perhaps the full coalition – will be involved the process of determining which programs and strategies from the accepted Phase II Plan will be proposed for change.  There are specific descriptions of recommended or required coalition involvement throughout this document.  The review by the coalition of which programs and strategies are working and which are not is part of Step 5 of the Strategic Prevention Framework.  The decisions by the coalition regarding proposed changes to the accepted Phase II Plan must be documented in coalition meeting minutes submitted through the PBPS coalition module.

How will this process fit with development of our operating budget?
The Operating Budget Template for the October 1, 2008 – September 30, 2009 federal fiscal year will be out to communities before the end of the month.  The two documents – Phase II Change Form and operating budget template – will need to work together so that we can ensure that any funds spent from SPF-SIG are associated with approved strategies.  Programs and strategies will need to be approved through the Phase II Plan change process before they can be included in the operating budget.  And programs and strategies will need to be identified in an approved operating budget before SPF-SIG funds can be spent to support them.  The community’s initial operating budget for the upcoming federal fiscal year (October 1, 2008 – September 30, 2009) will be due September 19, 2008.
Will we submit a Phase II Plan Change form to change budget line items?

If your program or strategy is already in your approved Phase II Plan, you will need to change the budget amounts in the operating budget template and you may need to change the program description narratives in the PBPS reporting system.

If it is a new program or strategy, you will need to first obtain approval for it through the Phase II Plan Change Form process and then will add information about the program or strategy to your operating budget template and submit that for review.  All programs or strategies approved for implementation through SPF-SIG must also be entered appropriately into the PBPS reporting system.

What is the due date for getting these forms to you if there are any changes proposed?
There is no one due date for the Phase II Change Form and process. This is something the community goes through as conditions and results dictate.  We will review the initial submission of Phase II plan changes within 10 days of receipt of proposed changes.  Depending on that outcome, the proposed program or strategy could be approved into the Phase II plan, there could be questions about the proposed program or strategy, or the proposed program or strategy could be rejected.  If questions are asked or if the proposal is rejected, there may be additional time needed to address issues that would make the program or strategy acceptable.
Following approval by the SPF-SIG project of the community’s the Phase II change proposal, the program or strategy will need to be incorporated into community’s operating budget.  Both of these steps need to occur before SPF-SIG funds can be spent on implementing the program or strategy.
What is the review process?

The revisions to your Phase II plan must be submitted to both your technical assistance consultant and your local evaluator.  The technical assistance consultant will review the request primarily for appropriateness of the program or strategy for the community and implementation concerns.  The local evaluator will review the request primarily for consistency with the local Theory of Change model and local evaluation plans.  They will review your proposed changes and discuss with you any questions or issues they have.  Once they have addressed their concerns, the technical assistance consultant and local evaluator will jointly recommend a course of action to the SPF-SIG project director.  The review process will be completed within 10 business days of submission of the Phase II change form.
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How do I determine the appropriateness or “Fit” for programs and strategies?
It is important to choose strategies that are both evidence-based and are a strong “fit” for the desired changes and the community.  Fit includes both conceptual (relevance) and practical (appropriateness) fit in relation to the community and target population you plan to impact. [Figure 1 below is from the January 2007 SAMHSA document, Identifying and Selecting Evidence-Based Interventions]

Relevance:  Step 6 of the Phase II Plan Change Process asks communities to determine the quality of the evidence that exists to show that a program or strategy positively impacts the contributing factors prioritized by the community.  Additionally, communities will be required to provide the information about positive impacts to the SPF-SIG project for review.  In some cases, there may be conflicting information, i.e., one report says the program or strategy has a positive impact and another report says it has no impact.  In those cases, the SPF-SIG Internal Management Team will discuss the information and make a recommendation about accepting the proposed change. 

Appropriateness:  Steps 7, 8, and 9 require the community to certify that key considerations about appropriateness of the intervention have been discussed.  These include the degree that the program or strategy is currently ready to use, administrative and financial capacity, and cultural appropriateness.  It is unlikely that the program or strategy will be implemented effectively if it does not adequately address these key considerations.
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What do we do if we identified programs and strategies in our Phase II plan for implementation that we are now not going to implement?
For those strategies, you follow the directions (below) for “How do I delete or discontinue a program or strategy from the approved Phase II plan?”  Basically, all you need to do is to change them from “Active” to “Inactive” to remove the reporting requirement.  By using this process, we can keep track of what the original approved Phase II proposal was versus how the Phase II plan eventually turned out.
How do I delete or discontinue a program or strategy from the approved Phase II plan?

The process to discontinue a program or strategy that is currently being implemented – or to not implement a planned program or strategy - shall be as follows:

A. At the direction of the community coalition, the SPF-SIG community coordinator shall send an email to the technical assistance consultant and local evaluator identifying the program(s) or strategy(ies) that will no longer be active and stating the why the change is necessary (i.e., We no longer want to use SPF-SIG funds to pay for implementation of Project Alert because the school district is now paying for implementation of the program.)

B. In the email, the community coordinator shall ask the technical assistance coordinator to “unapprove” the program or strategy in the PBPS system.

C. There may be discussion between the local evaluator, technical assistance consultant, and community coordinator (and others from the community coalition if they wish to be involved) about the request.

D. Once the program has been “unapproved,” the community coordinator shall edit the program description so that the status of the project is changed from “Active” to “Inactive.”

E. The community coordinator shall then email the technical assistance consultant to request that he/she again “approves” the program.

The effect of this process will be to remove the program or strategy from the list of Active programs the community is implementing.  Once the program or strategy is “Inactive,” the community will no longer be required to report on its implementation.

How do I use the Phase II Plan Change Process Worksheet to add program(s) or strategy(ies)?

Step 1. Identify your SPF-SIG community on Line 1 of the Phase II Change Process form.
Step 2. Type the date that the Phase II Change Worksheet is submitted to the SPF-SIG project for review on Line 3.  (The SPF-SIG project will have your proposed changes reviewed within 10 business days.)

Step 3. Identify the contributing factors you are trying to impact.  There are two methods to accomplish this.  
Method 1:  Select a primary contributing factor from your Phase I plan that contains the list of intervening variables and contributing factors that were reviewed and approved by the SPF-SIG project.  All of the programs and strategies in your approved Phase II plan are associated with these contributing factors.  

Method 2:  Work with your local evaluator and/or technical assistance consultants to identify additional or new contributing factors based on a review of your current community-based data.  Do this IF you have information that there are additional contributing factors or that some of the contributing factors in the Phase I plan are no longer valid.
Step 3 Action:  Identify one primary contributing factor.  Prepare a separate worksheet for each primary contributing factor.
Step 4. Work with your local evaluator and/or technical assistance consultant to identify the type of change you want to have happen as a result of providing prevention programs and strategies targeted at the primary contributing factor selected in Step 3, above.  
There are five primary types of change that can occur as a result of prevention programming:

· Knowledge (i.e., knowledge about the impacts of alcohol, tobacco, and other drugs on the human body)
· Skills (i.e., resistance and decision-making skills)
· Attitudes (i.e., alcohol, tobacco, and drug use is inappropriate)
· Beliefs (i.e., increasing the belief that risky behaviors do not fit with the youth's personal ideals and future aspirations)
· Behaviors (specifically, reductions in substance use)
To identify the kind of change you want to target, look at your list of contributing factors and ask what would need to change for an impact on the contributing factor to occur.  It is easier to determine what needs to change with some contributing factors more than with others.  For example, the contributing factor “Adult attitudes favorable to youth drinking” calls for a change in adults’ attitudes.  Other contributing factors are not as clear, or maybe have several possible changes that could occur.  

Step 4 Action:  Using the list above, identify the primary change you want to have happen.

Step 5. Search the following websites for programs and strategies that could bring about the types of changes you identified in Step 4.  
Make sure to record the evidence of effectiveness in addressing your desired change, or impacting one of your identified contributing factors or intervening variables (Risk and Protective Factors).  Discuss your findings with a group of coalition members and other interested persons and get additional program and strategy ideas from them.  
· Western CAPT - http://captus.samhsa.gov/western/resources/bp/step6/index.cfm (scroll to the middle of the page and select either Conduct Search for Best and Promising Practices or Alphabetical Listing of Best and Promising Practices.  The Western CAPT website contains evidence-based programs and strategies that have been identified by Center for Substance Abuse Prevention, National Center for the Advancement of Prevention, National Institutes for Drug Abuse, and Office of Juvenile Justice and Delinquency Prevention.

· United States Department of Education, “Exemplary and Promising Programs:  2001,” www.ed.gov/admins/lead/safety/exemplary01/exemplary01.pdf.  Many of the programs and strategies identified on this website are also identified on the Western CAPT website.  But there are also several strategies that are on this website that are not on the Western CAPT site.
· Centers for Disease Control – This is a link to a hard copy report about community-based tobacco prevention initiatives - http://www.cdc.gov/tobacco/tobacco_control_programs/stateandcommunity/best_practices/index.htm.  Once there, scan the following sub-sections for information that is relevant to your situation.

I:  State and Community Interventions
II:  Health Communication Interventions
III:  Cessation Interventions
Step 5 Actions:

In the Step 5 Column, write the names of possible new program(s) or strategy(ies) you are considering that have evidence of providing the change you identified in the previous step.  Add additional rows to the form, as necessary.

In the next column, write the name of the websites where you found evidence of impacts on your targeted change for each program identified in Step 5, as appropriate.  Leave the space blank if you did not find the program or strategy on any of these websites OR if the program or strategy does not impact the change you are targeting.  

Step 6. Assign a quality of evidence score to each program or strategy using the following criteria:

· If the program or strategy is listed on one of the websites and the program description shows that it positively impacts the type of change you want to occur: 

Assign a 4 if the program description shows a positive impact on the type of change you are targeting and is rated “Best Practice,” “Effective,” or “Model Program” by at least one of the websites identified above.

Assign a 3 if the program description shows a positive impact on the type of change you are targeting and is rated as “Promising” by at least one of the websites identified above.
· If the program is not listed on one of the websites

Assign a 4 if you have evidence that the program or strategy shows a positive impact on the type of change you are targeting in a controlled, experimental designed study.

Assign a 3 if you have evidence that the program or strategy shows a positive impact on the type of change you are targeting in a different kind of research project other than a controlled, experimental designed study. 

Assign a 2 if you have local records (i.e., program pre- and post-tests, attendance or discipline records) or other documentation of the program or strategy producing the type of change you are targeting.

Assign a 1 if you have local stories (i.e., newspaper coverage) or anecdotes (i.e., key informant interviews or focus groups) about the program or strategy producing the type of change you are targeting.

Note:  In some cases, there may be conflicting information, i.e., one report says the program or strategy has a positive impact and another report says it has no impact.  In those cases, the SPF-SIG Internal Management Team will discuss the information and make a recommendation about accepting the proposed change.
Step 6 Action:  Write your Quality of Evidence score for each program or strategy in the Step 6 column.

Step 7. Dissemination Readiness Review
7A.  To what extent is/are the proposed program(s) and strategy(ies) ready to deliver in your community right now?  Answer this question for each of the programs or strategies identified under Step 5.  Put an “X” in the Step 7A column for the program or strategy only if you determine it is either a 1 or 2, according to the scale below.  
	
	0
	1
	2

	
	Significant adaptations are necessary in order to disseminate the program/strategy to the intended audience
	Minor adaptations are necessary to make the program/strategy ready to disseminate to the intended audience.
	Program/strategy is ready to disseminate to intended audience.


7B.  Please provide responses for each of the following questions for each proposed additional program or strategy that was scored as either a 1 or 2 in 7A.   Be as specific as you can in answering the questions.

Who will implement the program?

We are looking for you to be as specific as possible.  For example, if you know the specific coalition members who will be involved, write their names in.  The information provided here should answer this question for someone who is not completely familiar with the SPF-SIG project.

When will it be implemented?

Again, we are looking for specifics.  We would love to have a range of dates for the implementation.  For a social norms campaign, there might be phases for implementation.  We would like to have the targeted dates for each of the phases.  It will not be acceptable to say Spring 2008, or “later this year.”  
Where will it be implemented?

Social norms campaigns and most other Environmental strategies are community-wide.  For Non-Environmental Strategies, we will need to have specific locations where you plan to implement the program or strategy.  For instance, if you are anticipating that you will implement parenting curricula at three different community centers, write the names of each of the community centers, along with their addresses.  Unless the program or strategy is implemented at your office, don’t give us your office address.  This is a very important piece of information for us as we try to improve the state’s ability to show where prevention services are delivered in relation to where the need for those services appears to be.

Step 8. Community or Cultural Fit Review
8A.  To what extent have the programs been shown to be effective with the populations in your community?  Answer this question for each of the programs or strategies identified under Step 5.  Put an “X” in the Step 8A column for the program or strategy only if you determine it is either a 1 or 2, according to the scale below.  
	
	0
	1
	2

	
	Significant adaptations are necessary in order to disseminate the program/strategy to the intended audience
	Minor adaptations are necessary to make the program/strategy ready to disseminate to the intended audience.
	Program/strategy is ready to disseminate to intended audience.


8B.  Please provide a brief explanation how community or cultural fit was determined for each proposed additional program or strategy that was scored as either a 1 or 2 in 8A.   Please reference your cultural context plan to identify any community or cultural fit issues that need to be considered prior to implementation and what you can do to address the issues. 
Step 9. Community Readiness and Capacity Review 
9A.  To what extent does your community have the administrative, fiscal, and other support necessary to implement the proposed programs or strategies now?  Answer this question for each of the programs or strategies identified under Step 5.  Put an “X” in the Step 9A column for the program or strategy only if you determine it is either a 1 or 2, according to the scale below.  
	
	0
	1
	2

	
	Significant work (perhaps months of work) is necessary before the strategy can be implemented.
	Minor work is necessary to establish support for the strategy before implementation.
	The community is ready now to support implementation of the strategy.


9B.  Please provide a brief explanation about how the community has the capacity to implement and administer each proposed additional program or strategy that was scored as either a 1 or 2 in 9A.   Also briefly describe how you developed your response(s) about community capacity to implement and administer the programs or strategies.  
Step 10. Place an “X” in Step 10 for each program or strategy you are recommending be added to the approved Phase II plan.
There is a possibility (and in some cases a likelihood) that several programs and strategies will be considered by the coalition for revising the Phase II plan.  In those cases, we need to know which of the possible programs and strategies the local group is actually proposing.
Step 11. Make sure to document the decision to submit the completed Phase II Change Worksheet in meeting minutes reported into the PBPS coalition module.

SPF-SIG Phase II Plan Change Worksheet – Complete a worksheet for each contributing factor you are trying to impact through changed programs and strategies
Step 1. Name of community: 




_____________________________________________________

Step 2. Date submitted:  





_____________________________________________________

Step 3. Primary Contributing Factor Targeted: 

_____________________________________________________

Step 4. Type of Change Wanted (Measurement Indicator):  _____________________________________________________

	Step 5 -
Program name

Identify the program(s) or strategy(ies) you considered as additions to your approved Phase II Plan to address the identified contributing factors. Instructions on Page 9-10.
	Step 5 -
Information source

(If applicable, identify the national website where you found information that the program or strategy has evidence of producing the kind of change you want.  Instructions on Page 9-10.).
	Step 6
Quality of evidence score

(Use the instructions on Page 10 to assign a score to each program or strategy) 
	Step 7A

Dissemination Readiness

(Place an “X” in this column for each program or strategy under Step 5 that you scored a 1 or 2, according to the instructions on Page 11-12.  Answer Question 7B for all programs or strategies to which you assigned an “X.”)
	Step 8A
Community or Cultural Fit

(Place an “X” in this column for each program or strategy under Step 5 that you determined scored a 1 or 2, according to the instructions on Page 12.  Answer Question 8B for all programs or strategies to which you assigned an “X.”)
	Step 9A
Community Readiness and Capacity

(Place an “X” in this column for each program or strategy under Step 5 that you determined scored a 1 or 2, according to the instructions on Page 13.  Answer Question 9B for all programs or strategies to which you assigned an “X.”)
	Step 10
Recommendation (Now that you have researched the possible programs and strategies, designate with an “X” which programs or strategies you are recommending be added to the approved Phase II Plan.)

	
	
	
	
	
	
	

	
	
	
	
	
	
	


Step 7B:  Please provide responses for each of the following questions for each proposed additional program or strategy that was scored as either a 1 or 2 in 7A.   Be as specific as you can in answering the questions.

Who will implement the program?

When will it be implemented?

Where will it be implemented?

Step 8B:  Please provide a brief explanation how community or cultural fit was determined for each proposed additional program or strategy that was scored as either a 1 or 2 in 8A.   Please reference your cultural context plan to identify any community or cultural fit issues that need to be considered prior to implementation and what you can do to address the issues. 

Step 9B:  Please provide a brief explanation about how the community has the capacity to implement and administer each proposed additional program or strategy that was scored as either a 1 or 2 in 9A.   Also briefly describe how you developed your response(s) about community capacity to implement and administer the programs or strategies.  
Sample Completed SPF-SIG Phase II Plan Change Worksheet Form

Step 1. Name of community: 




SPF-SIG Community X__________________________________

Step 2. Date submitted:  





July 14, 2008__________________________________________

Step 3. Primary Contributing Factor Targeted: 

Youth lack knowledge about drug use consequences________

Step 4. Type of Change Wanted (Measurement Indicator):  Increase knowledge____________________________________

	Step 5 - 
Program name


	Step 5 - 
Information source


	Step 6
Quality of evidence score


	Step 7A

Dissemination Readiness


	Step 8A

Community or Cultural Fit


	Step 9A

Community Readiness and Capacity


	Step 10
Recommendation 

	Example A 

A – Project Alert
	Western CAPT
	4
	X


	X
	X
	X


Or, if the contributing factor was something about addressing School Climate issues, the completed form might look like this:

	Example B

Paxis Institute’s Evidence-based kernels
	
	1-3, depending on the kernel
	
	X
	X
	X


Step 7B:  Please provide responses for each of the following questions for each proposed additional program or strategy that was scored as either a 1 or 2 in 7A.   Be as specific as you can in answering the questions.

Who will implement the program?

Project Alert will be implemented by 6th grade teachers in their self-contained classrooms and by 7th grade health teachers.  Each instructor will be required to complete the on-line instructor training course.
When will it be implemented?

Project Alert will be implemented in 6th grade beginning October13, 2008.  In 7th grade, the booster sessions will be implemented in the first two weeks of each new quarter.

Where will it be implemented?

Project Alert will be implemented at Community X Middle School, 323 Ghost Riders In The Sky Blvd., Community X, WA, 98888.
Step 8B:  Please provide a brief explanation how community or cultural fit was determined for each proposed additional program or strategy that was scored as either a 1 or 2 in 8A.   Please reference your cultural context plan to identify any community or cultural fit issues that need to be considered prior to implementation and what you can do to address the issues.
According to the program description on the Western CAPT website, Project Alert has been shown to be effective with all of the population groups from our community.

Step 9B:  Please provide a brief explanation about how the community has the capacity to implement and administer each proposed additional program or strategy that was scored as either a 1 or 2 in 9A.   Also briefly describe how you developed your response(s) about community capacity to implement and administer the programs or strategies.  
The middle school principal has given his full approval to implementation of the program beginning in October 2008.  He has discussed implementation of the curriculum with the school’s teachers who have voted their support for the curriculum as well.
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