Implementing Agency

Objectives

To familiariz e you with the responsibilitie s and functions of the implementing agency, including:

the dif ferent types of agencies that host Mpowerment Projects;

sugge sted guideline sfor leader ship;

planning for the Mpowerment Project before implemen tation;

funding issues;

agency policie s, attit ude s, and envir onment;

staff selection and training, including sample job descriptions and interview que stions;
project supervision; and

creating and main taining good communit y relations .

ONOURWNE

What y o u fintl lin the Appendix to this module:

Figure 3.1.a  Sample job announcemen t(ashor t succinct announcemen t)
Figure 3.1.b  Amor edetailed job announcemen t

Figure 3.1.c  Jobannouncemen t for the Outr each Coordinator position
Figure 3.1.d Jobannouncemen tfor the Small Groups Coordinator position
Figure 3.2 Sample intervie wquestions for prospective coordinators

Figure 3.3 Sample Coordinator applic ation

Figure 3.4 Mpowerment Project sugge sted annual expens es



The Mpowerment Project operates
successfully when the implementing
agency creates an environment where

the Project Coordinators, Core Group,
Project volunteers, and optional

Commun ity Adv isory Board can flourish.
The Implementing Agency is usually a
community-based organization such

as an AIDS service organization or a
lesbian/gay/bisexual/transgender (LGBT)
community center whose mission includes
providing HIV-prevention services to gay/
bisexua | men . Additionall y, universitie s or
health departments may implement the
Mpowerment Project themselves or provide
funding to a local organization to run it.

It is the implementing a g e n egpodnsibility to provide effective leadership
for all aspectsof the Project. The agencyis responsible for all planning prior
to Project startup, including creating the structure for the Project, obtaining
sufficient resourcesfor effective implementation, and considering whether
any agency policies may need to be modified to accommodate this innovative
program; hiring and supervising well-qualified, capable staff who are a good
match for this intervention; and monitoring and evaluating the Project.
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What agencies can host an
Mpowermen t Project?

In our researchof Mpowerment Projects acrossthe country, we noted
that severaldifferent types of organizations have successfullyserved
as host agencies.HIV/AIDS -related community -based organizations
(CBOs)were by far the most common groups to host the Mpowerment
Project. However, other host agenciesincluded local public health
departments, CBOsnot focusedon HIV/AIDS, aswell asfunders
themselves. Whatever type of agencyimplements the Mpowerment
Project, there are a number of major issuesto consider when deciding

to implement the program, asdescribed in this manual.
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Quo tes from Project sup ervis ors
and coordin ators about their
Mpowerment Project

A S o me tybuaskygourself
if this is effective and if it really works or
if it is something that is supposedto work,
but when you seeguys talking about how
you are at risk evenif you are atop or a
bottom... to seehow they are empowering
themselves about safer sex, or sometimes

bsti .. whenH thinkotkat it ~ ; ;
;:Vc'::;"‘i’ete "s n.-when Al A T h ésmalet of support for this
' from the agency...the ED loves this Project, and
g from a coordina tor he has very strong feelingsaboutpr event i on. ¢

q from a coordina tor

A T hagencyreally buysinto the fact
that the Core Group is the decision making body for the
Project, and they try to honor the desires of the Core...
they usually make really goodd eci si ons 0

g from a Project sup ervis or

A T hprogram is really important
to the a g e n @ ynédels a kind of prevention
and community organizing that the agencyhas
beenwanting to do for alongt i me éinisa
community level model, which is really important
to the agency...itis central to the goals of the
agency...soit fits inreally we I | . 0

q from a Projec t sup ervis or
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Providing leadership

The following guidelines can help agencies provide effective leadership
for the Mpowerment Project:

7. Make HIV prevention among a diverse population of young
gay/bisexual men a priority. Articulate this goalintheagency 6 s

annual plans and long-range planning, and formulate plans for
implementing the Mpowerment Project in advance.

72 Commit to finding the right people for the Mpowerment Project
Coordinator positions. The Coordinators are critical to the successof

the Project.

3 Acknowledge the importance of the Core Group by creating a role for
it in the a g e n degigiom-making processes.There are a number of

ways to ensure this occurs. For example, Core Group members could
be invited to meet with the a g e n bogard ar directors, or could
participate on a board subcommittee. At a minimum, the Project
Supervisor could ensure that reports from the Core Group are heard
at the highest level of decision-making within the agency.

Shortly after hiring Project Coordinators, agenciesshould have them
conduct an assessmentto understand and be up-to-date about the

young me n $ceneand the diversity within the local young gay/
bisexual male community in order to gain perspectivesfrom diverse
young gay/bisexual men about issuesrelevant to the intervention.
Detailed information on conducting a community assessmentis
provided in Module 2.

Discuss implementation of the Mpowerment Project with other CBO
staff. The Mpowerment Project website has some materials that

may be helpful to share with staff so they understand the goals and
objectives of the new program. Elicit input from the rest of the CBO
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staff about how the a g e n vayiocissprograms can work collaboratively
with the Mpowerment Project, building on the a g e n strer@yths and
experiences.

Ensure that staff who have been hired to run and supervise the
Mpowerment Project obtain adequate training in how to implement

the program, and thoroughly review materials such as the training
manual. Maintain good communication lines with Project staff so
they feel comfortable in requesting assistancewhen they need it,

both from agency staff and from the Mpowerment P r o j ¢echhidals
assistanceteam.

Where needed, introduce new evaluation methods for staff to use
in analyzing Project performance. This may entail training staff

and demonstrating how to apply information gathered during the
community assessment.For example, if your community assessment
showed that many different groups of young gay/bisexual men exist

in your community, yet only one or two groups routinely show up at
Project sponsored Social Outreach Events, programmatic changesare
likely neededto attract new groups of men to the Project. This requires
evaluating every Social Outreach Event for the diversity of men who
attend it.

Continually investigate funding possibilities and submit grant
applications. It is the responsibility of the agencyto generate funding

for the Project. (The young gay/bisexual men who serve as volunteers
in the Project are unlikely to have much expertise in this area.)
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Pre-implementation  planning

The desire to implement the Mpowerment Project may have been
sparked by hearing about the Project at a professional conference;
reading about it in articles, on websites,or in CDCand other
publications; seeingit in action in another community; or hearing
others talk about it. Regardless,oncethe decision hasbeenmade
to start an Mpowerment Project, the implementing agencymust

next consider three key needs:funding, personnel, and space.

befor e implemen ting a Project, we cannot emphasize enough the
impor tance of thinking thr ough the following: 1) how to obtain adequate
funding for the Project; 2) what qualifications and char act eris tic sare
needed in the people who will be hired torun it; and 3) what options
exist in the communit y for adistinct Project space.

Our research has shown that organizations that strategize and plan ahead
are much more effective at implementing the Mpowerment Project than
organizations that do not.

securing adequate funding Implementing the Mpowerment

Project requires substantially more resourcesthan educational programs
that deliver AIDS 101talks, street outreach, or brochure distribution. If you
plan to implement the Mpowerment Project, you need to have funding for
at least one full time Coordinator, but it is better to have at least another
half-time Coordinator (and our research shows that two full -time staff

is by far preferable). And importantly, when we talk about time spent on
the Mpowerment Project, it does not include time working on HIV testing
and counseling. In addition, it is important to find a spaceto house the
Project. Without a sufficient budget to support the expensesof staff and
Project space, it will be difficult to implement the Mpowerment Project
very effectively (SeeFigure 3.4 in the Appendix to this module for sample
Mpowerment Project expenses)

The Pr o | gaalsaesto reduce sexual risk behavior and increase knowledge
of current HIV serostatus among young gay/bisexual men by developing a
strong, healthy, empowered community of men who support each other in
reducing their sexual risk behavior, in getting HIV testing, and in functioning
successfullyin the larger society where heterosexuality is the norm. With
respectto implementing the Mpowerment Project, the a g e n objeétiges
include recruiting, hiring, and supervising staff; securing and maintaining an
adequate Project space; coordinating the Core Group; sponsoring effective
Social Outreach activities; and diffusing norms of HIV prevention (including
safer sex, HIV testing, PrEP, HIV treatment) throughout the entire young
gay/bisexual me n éommunity. Considering the scope of Project objectives
and activities, it should be clear why at least one full -time staff member is a
necessity,and why two full -time staff members are preferable to implement

the intervention successfully.
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An agencyneedsto be creative and resourceful in generating adequate
funding for the Project. Many, if not most, HIV Prevention Planning Councils
have identified young gay/bisexual men as a high priority for prevention
services. The Mpowerment Project is listed in the C D C €@mpendium of HIV
Prevention Interventions with Evidence of Effectiveness, which includes
programs shown to be effective through rigorous scientific evaluation. The
Mpowerment Project is the only HIV prevention intervention that has been
tested through rigorous research methods and has been shown to be effective
in reducing unsafe sexamong young gay/bisexual men. The CDC, which
funds many HIV prevention efforts, strongly urges the implementation

of programs that have been shown to be effective through research. Thus,
referring to the Compendium will add considerable strength to any grant
proposals you write. For the samereason, it makes senseto apply for funding
to health departments, which are likely to be receptive to any program

that research saysworks. Some local or national foundations may also

be interested in funding part of or the entire Project. In addition, it may

also be worthwhile to investigate other sourcesof funding for parts of the
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intervention, such as community foundation grants, local hospitals?, or other
local funding mechanisms. In addition, organizations sometimes obtain partial
funding from their state health department, and supplement it (for example,
for space)from a community grantor or through other fund-raising efforts.

It may not always be necessaryto seeknew funding sourcesif agencies

are able and willing to reallocate existing funds by modifying current
programming. Since the Mpowerment Project may meet the requirements
of existing grants, contracts, or program objectives, if the organization
already has funding for MSM or gay/bisexual me n gregramming, it may be
worthwhile to discussthis possibility with the funder.

st affing

The implementing agencyis responsible for advertising
the Project Coordinator positions, and for hiring, training,
and supervising these staff members. More than anything
else, the successof the Mpowerment Project depends
on recruiting and retaining talented and committed
young men to coordinate the Project. Through

More than our work with organizations implementing the

ﬂ\e Mpowerment Project, we have found that this
anyﬂ“ng e\Sea may be the single most important ingredient that
h Mpowerment leads to success.Consequently, it is essential
S\lcceSS Of the 1“ng that the implementing agencyinvest sufficient
de endS on recru time and energy into locating the right staff.
PYO!QC‘ P \ ted and Project Coordinators must be outgoing, sociable,
and retainlﬂg ta en comfortable talking to strangers and groups,
. d oung men tO and passionate about this new way of delivering
Cﬂmm“te y o ect HIV prevention to young gay/bisexual men. The
Cﬂord'“\ate the Pr(“ ' Coordinators needto be very knowledgeable about

the young MSM community, such aswhat are major
segmentsof the young me n éosimunity, where they
hang out and their culture, and this is best achieved
by being part of some young gay/bisexual me n gosial
networks.

Given the s t a €eftrdldmportance in the Mpowerment Project, it
is important that an agencynot simply hire people who are already on staff
to fill Coordinator positions without carefully considering if they are well
qualified for this role. Our research has shown that these positions usually
require individuals who are currently from and quite socially active within
the MSM community. The characteristics listed above may or may not fit
the description of staff who are already at an organization. If they do not
have these qualities, a thorough search for suitable staff is imperative. More
information about Co o r d i mdes and responsibilities can be found later
in this module, aswell asin Module 4: Coordinators .

1 In one community, alocal hospital becamea generous supporter of the Mpowerment Project
becauseofthe mo d edodheffectivenessand ability to avert asignificant number of new HIV
infections, thus reducing future health-carecosts.
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Emp()w ering

the young gay

pisexual men’s

commu
to the

nity is central

Agenc y policies , attit udes, and
environmen t

The implementing agency must be comfortable with three very basic
conceptsthat are integral to the successof any Mpowerment Project. First,
the agencymust be comfortable letting the Core Group make decisions for
the Project. This is an integral part of the program, since empowering the
young gay/bisexual me n éommunity is central to the p r o0 g r EUIPdss.
Second the implementing agency must be comfortable working with young
gay/bisexual men. Although this may sound obvious, in our research
we have observed situations where the implementing agency behaved
judgmentally towards young gay/bisexual men, and developed policies
and procedures that reflected their discomfort. Third, self-defeating
attitudes and beliefs held by staff at implementing agenciesabout HIV
prevention with young gay/bisexual men, or about the Mpowerment
Project itself is a major barrier to running a successfulMpowerment
Project. We have worked with many agencieswho feel that young gay/
bisexual men will never changetheir behavior, that the community
is too apathetic to get involved, or that a community -mobilization
approach to prevention will never succeed.We acknowledge that HIV
prevention can be difficult and frustrating work, but negative beliefs make
the work even harder, and they often become self-fulfilling prophecies by
dooming a Project before it ever starts.

It may be necessaryto change some agencypolicies in order to implement
the Mpowerment Project effectively. As a prime example, agency
management must understand that becausemuch of the work of running
the Mpowerment Project takes place outside of regular business hours, the
Coordinators cannot work regular fi n i-to-& i \jobsdIn order to reach
clients, a large portion of the work needsto be done in the eveningsand on
weekends. For this reason, management must be prepared to defend the need
for Mpowerment Project staff to work these hours, should other agency staff
question the absenceof Coordinators during regular business hours. Many
agencieshave actually changed work-hour policies, as well as other policies
that may hamper the ability for the Mpowerment Project to be implemented
effectively.
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Project space It is bestto decide where the Mpowerment Project

will be housed as early as possible in the planning process. Ideally, the
spacethat is selected can suitably host a variety of Project activities, from
small group gatherings to larger social events. If the chosen spaceis shared
with others, it is important that the Mpowerment Project have sole use

of the spaceon a frequent and recurring basis. Further, if a shared space
cannot be customized to reflect the gay positive/sex positive nature of the
Project, a different spaceshould be found. During our research, we learned
of Mpowerment Projects that shared spacewith other programs that balked
at openly displaying posters, invitations, and other HIV prevention materials
targeting gay/bisexual men. Sinceit is imperative to have such materials out
and freely available to Project participants, these spacesdid not work well. The
issue of Project Spaceis discussedin greater detail in Module 6: Project Space.




At the time an agencydecidesto implement the Mpowerment Project, it may
also make senseto review existing programs and modify them, if necessary,
so they work together in a complementary way. For example, if an agency
already operates a program for gay/bisexual men, it my want to change the
p r o g r facosdsathat it primarily servesmen the Mpowerment Project is
not likely to reach, such as older men, or men who do not identify asbeing
gay/bisexual.

Training new staff

All staff new to the intervention will needto be trained. First they
will needto learn about the model usedin the Mpowerment
Project, and then learn how to implement it. New Project

Coordinators should be expected tocomplete all of the following:

read the Mpowermen t Project Manual and the M-group Manual

become conversant with the Mpowermen t Project website
(www.mpowermen t.org)

watch the audio slide shows on the website

attend the three -day training on how to conduct the Mpowermen t
Project

attend an 0 H Iprévention 1 0 1tr@ining provided bythe agency or
some other local organiz ation

obtain training on how tofacilitate groups

watch the M-group video and practice running M-groups with Core
Group or other volun teers

read websites daily or weekly about HIV/AID S(e.g., the Kaiser
Family Foundation at www.k ff.org/hivaids/index. cfm which offers
information on HIV/ AIDSwith a national and a glob al perspective ,
or the Unit ed States Center for Disease Contro Is Bational
Prevention Information Network at www.cdcnpin. org which lists
recent news, activities or public ations about HIV/ AIDS pr evention,
including link sto sour ces for funding, conferences,and materials .


http://www.kff.org/hivaids/index.cfm
http://www.mpowerment.org/

The importance of providing Project
Coordinators with adequate training before
implementing the Project cannot be
overemphasized. In our research, we found
that when Coordinators did not know what
the Pr o | €ardEfesents were or how
the Guiding Principles related to the core
elements, the Project was not implemented
very successfully. Reading and watching all
of the training materials and participating

in the three-day training is essential for new
Project Coordinators, even if they have been
a Core Group member or volunteer. Doing
so provides them with afi b p g ¢ t wiew efo
the program that is neededto be an effective
Coordinator.

Additionally, our research has shown

that staff turnover is common among
Mpowerment Projects. Fully 35% of

the CBOs experienced turnover of
Coordinators in the first six months. In
the first year, 56% experienced turnover,
with 23% of those agencies experiencing
staff turnover multiple times. While
turnover is not necessarily a bad thing
(implementation success dramatically
improves when ineffectual staff leave),
turnover does mean that there will be
new staff needing to betrained. Provided
agencies have already anticipated this
need in planning their original budget, this
should not be a problem. However, it also
calls attention to the importance of finding
the right staff to begin with and thus
avoiding having to retrain new employees.
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AThe Super vi soregulang et s
to talk about the goals for the week...he keepsa low
profile...he d o e swardt guysto think that h e éhgcking
up on them...but at the sametime, he gives a great deal
of support...he has a pretty good idea of when he
needsto step in... the next day after an event,
we deconstruct it and try to come up with
waysthat it could bei mpr oved. 0

* From a Coordinator

Project supervision

The individual at the implementing agencywho directs HIV prevention

or gay/bisexual me n pregrams is likely to be the Project Supervisor,

and therefore will supervise the Mpowerment Project Coordinators. It is
extremely important that the Project Supervisor be familiar enough with the
Pr o] gaals, dpproaches,and methods to know when core elements are
not being implemented, or to know when they are not being implemented
with fidelity to the original design. For instance, if the Project Supervisor
doesnot know what an M-group is, how often they are being held, or how
many men are attending, he or shewill have a difficult time determining
whether to encouragethe Coordinators to conduct more of them, or whether
to sit down together and problem solve ways of increasing their effectiveness.

The amount of supervision that Coordinators need will vary substantially
according to their previous experience. Many young gay/bisexual men

have had few formal work opportunities, have rarely supervised or worked
with volunteers, and may not have done administrative work. Others may
have had considerable experience in these areas. Therefore, Coordinator
supervision must be adjusted accordingly. However, even staff experienced
in HIV prevention may benefit from the support obtained through regular
supervision.

Group and individual supervision The need to train and

supervise the Project Coordinators is an ongoing concern. Since the
Coordinator job is multifaceted, its demands are great, and most
Coordinators are relatively inexperienced with having this much
responsibility, close supervision by the agencyis important. In particular,
supervision needsare substantial when the Project is just starting. During
this period, the Project Supervisor can hold both individual meetings and
weekly group meetings with the Coordinators to review collectively how the
Project is going and to problem solve together.
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n Wéavealot of meetings..
two a week...oneindividually and one
as a staff. The next day after an event,
we deconstruct it and try to come up
with waysthat it could bei mpr oved. o

* From a Project Supervisor

since many of the coordinator duties are interdependen t, meeting as a
group helps the coordinators toiden tify gaps in activitie s.these group
meetings allow the Project supervisor tocreateaprocess whereb y

not only the Project supe rvisor,but alsothe coordina torsreview and
provide feedb ack on each ot h e fjob perf ormance and goals. over

time ,the Project supervisor maynot need to att end these meetings
ever y week, but the Project coordinators can continue to meet weekly
to suppo rteach othe r,toreview progresson various items,and to

coor dinate their activities.

Following the weekly team meetings, we have found it helpful for the Project
Supervisor to hold individual meetings with each Project Coordinator,
particularly at the start of the Project or when the Coordinators are new. The
purpose of these meetings is to make certain that each Coordinator knows
exactly what is expectedof him, and to provide whatever individualized support
is neededfor him to accomplish his tasks.

As the Coordinators grow in experience through running M-groups,
implementing Social Outreach Events, and working with the Core Group and
their volunteer teams, their need for supervision will decline substantially.

At this pointd usually after about four months timed individual and group
meetings can be reduced from every weekto every two to three weeks. Yet,

as discussed above, we recommend that the Project Coordinators continue to
meet weekly with each other to ensure that all tasks are being conducted and
are coordinated with each other.

New Coordinators who are hired after the Project has been running for
some time generally will require less supervision than Coordinators who
help to start the Project. This is becauseonce a program is in place, new
Coordinators will encounter an existing culture that supports its day-to-day
operation. The other Coordinators can help the new Coordinator learn what
tasks need to be done.
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set clear objectives for the project It is important to set

clear, measurable objectives for the Project, such as the number of M-groups
or the number of medium-sized Social Outreach Events to conduct in a
certain amount of time These Project objectives should be very specific and
achievable given Project resources (such as staffing and funding). The Project
Coordinators and the Project Supervisor may decide upon these objectives
jointly asthey consider the capacity of the staff and the funding to enact
these objectives. Often the objectives may be specified by the nature of the
funding (e.g., sometimes a Project is funded to produce a certain number of
fidel i v eor unibslofeservice).

Examining the progress towards achieving objectives is a key part of
processevaluation (described in Module 12: Evaluation) and is generally
the focus of supervision. Processevaluation involves examining the
processof implementing the intervention, and may include keeping track
of how many activities are conducted or how many young men are being
reached. Conducting process evaluation is an essential way for the Project
Coordinators and the Project Supervisor to haveaf y a r d $yt whichkt®
assessthe performance of the Project.

AAnyti me we have h
we sit down for an hour to an hour and a
half and talk about what went on...what the
challenges were, the barriers were...what
the successeswere...and by doing that, a lot
of times we become aware of things that we
wer eawéréo f . 0O

* From a Project Supervisor
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us e of behavioral objective s

fi Be h avQbojreacltairev e s 0
objectives that the Project Coordinators are striving to accomplish. The term
fi b e h a vis wsedadedfically sothat it focuseson tasks that need to be
done. In preparation for supervision meetings, each Project Coordinator
writes up their behavioral objectives for the coming weeks. (SeeFigure 4.1
in the Appendix to Module 4: Coordinators for some samples of behavioral
objectives from the Mpowerment Project basedin Austin, TX.) The
behavioral objectives are then discussedand refined during the supervision
meeting. Following the meeting, the Project Coordinators then rewrite

their behavioral objectives, if necessary,and give a copy to the Project
Supervisor for review. As a tool for self-monitoring of their performance,
the use of behavioral objectives is empowering since it provides a reference
point against which the Project Coordinators can measure their progressin
achieving the objectives they have set for themselves.

Behavioral objectives are related to the Project objectives, but they are not

identical. For example, the Project objectives include such items asfi h ofbud
M-groups in 3 mo n t Hrsconirast, behavioral objectiveswould befir ecr ui t
10 men for next w e e Wiégsr o uThe b&havioral objectives then detalil

exactly what work the Coordinator needsto conduct in order to reach the

objective. Combined, the behavioral objectives are the small steps that must

be taken in order to achievethe Project objectives.
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supenvision Style One of the most important aspectsof the

Coor di ndetisaa refléct on the extent to which the Project is effectively
setting in motion the desired processes(e.g., is it reaching new groups of
young men, are young men talking with each other about HIV prevention ,
are they taking over ownership of the Project), and to frequently analyze
their own role in the Project (e.g., Am | facilitating the empowerment of
young men?

Am | acting as a role model for informal outreach to the community? Am |
describing the Project as a fun and social community -building program or
asan HIV prevention Project?). Therefore, the most important thing the
Project Supervisor can do is to help the Coordinators learn how to make this
reflection and analysis processan automatic and ongoing part of their job.

The most effective way to accomplish this is by modeling the processfor

the Coordinators, that is, by being reflective and analytic about the Project.
This approach to supervision comesout of the literature on empowerment;
when people analyze their own problems and then come up with solutions
themselves, this facilitates an empowerment process. It is intended that the
Coordinators then do this in turn with the Core Group and volunteers. This
processof empowerment goesback to the Guiding Principles of the Project.

How supervision is conducted can facilitate or hinder the extent to which
Coordinators are reflective. An overly directive style on the part of the Project
Supervisor is unlikely to facilitate such reflection and self-analysis. We
suggestthe use of questioning as an effective supervision tool to facilitate

the Coor di rsaftreflectiord For example, the Project Supervisor

may be concerned that Coordinators are not focusing enough on doing
activities that are necessaryin order to reach a Project objective. In such

a case,it can be helpful to ask questions about what behavioral objectives
have been identified by the Coordinator and how they will help to reach

' "!.1




Project objectives. As another example, the Project Supervisor

may pose questions about the extent to which young men from

diverse segments of the community are being reached through the

various outreach activities, in order to facilitate the Coor di nat or s 6
consideration of these issues.When difficulties arise, it is beneficial

to brainstorm solutions with the Coordinators, since this further

stimulates the reflective-analytical process.

the project supervisor and core group | 1ne Project

Supervisor can play a critical advisory role to the Core Group,
especially during its first few months. During the meetings,

When people the Project Supervisor can model ways of getting the group
to reflect and work together cooperatively. The Project
analyze theu' owil Superyv presemeélsn.supports the Coor@i.nat.ors,
who are usually less experienced at group facilitation.
It is highly recommended that Project Supervisors
cn
p]‘()blems and th attend all meetings for the first month, and then
. ther meeting for an additional two or three
. ons every 0
come up Wlth SOluu. months. After this, attendance once every few
the mselves, this facﬂltates months usually works well.

an empowerment
proceSS.

coordination of other core elemen ts

The Mpowerment Project has many interrelated and
interdependent Core Elements, in addition to the Core
Group. One of the challengesfacing Coordinators is learning
to coordinate them effectively. The Project Supervisor can
help by continually focusing attention on: 1) the degreeto which
coordination is occurring among components; 2) the degreeto
which the Project Coordinators are coordinating their activities
with each other; and 3) whether all details are being considered.

Suppose, for example, that the Coordinators have planned a large
Social Outreach Event that will entail alot of details: finding
space, ordering refreshments, planning decorations, arranging for
music, preparing media publicity, conducting outreach publicity
at bars and community events, doing outreach at the actual event,
preparing an HIV prevention outreach performance or interactive
activity, gathering materials for distribution at the event, and
collecting names of men attending the event so that they can be
recruited for M-groups. It is helpful for the Project Supervisor to
ask questions that will causethe Coordinators to reflect if they
have remembered all of the necessarycomponents. For example,
how will HIV prevention be encouragedduring the event? Who
will collect names and contact information of every young man
attending the event? How will young men in the community find
out about the event?
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inc orporating  att ention to the
Guiding Principles into supervis on

The Project Supervisor
can also play a strategic role in ensuring that all Project materials and
activities reflect the guiding principles underlying the Project (discussed
in Module 1and listed in the table below). Periodically it is helpful for the
Project Supervisor to ask the Project Coordinators how the Guiding Principles
are being followed when implementing the different components of the
intervention. For example, as Coordinators are discussing the Core Group, it
is helpful for the Project Supervisor to ask questions about how decisions are
being made in a manner that empowers the Core Group members. Diffusion
of messagesis another Guiding Principle. Project Supervisors can help ensure
that diffusion is occurring by periodically reviewing the concept of informal
outreach with the Coordinators, pointing out how opportunities for it exist
in virtually every interaction between Core Group members and young
gay/bisexual men in the community, and that through these interactions,
messageswill be diffused through the community.
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In addition to referring to the Guiding Principles, it is helpful if the Project
Supervisor can review most of the outreach materials that are developed
during the first few months, keeping in mind that these materials should be
positive and uplifting in tone, eye-catching, and address underlying reasons
asto why young men are at risk for HIV (rather than just providing safer sex
guidelines). This will help ensure that Coordinators are keeping key aspects
of the Project in mind and not reverting to older, less effective methods.

when any of the foll owing things occur,it should serveasawarning
toboth the Project supervisor and coordinators that i consciously or
notf the y have abandoned the Guiding Principles of the Project .(this is
not an exhaus tiv elis t of things tolook for .)

the Project begins to use fear appeals in HIV-pr evention messages .

Project activities or materials stop being fun or uplifting.

the HIV-prevention aspect of social outreach events getslost

new young men stop coming tothe Project .

impor tant decisions are all being made bythe coordinators




Encouraging revision and renewal

The Mpowerment Project is designed to be a program that
continually evolvesasparticipants come and go and asthe
needsand desiresof young men in the community change.The
Mpowerment Project needsto be constantly renewedto attract and
retain the young men it seeksto engage.The agencycan play a key
role here by encouraging the Project Coordinators and Core Group
to continually reflecton the status of Project activities, working
with them to identify areasthat needimprovement, and helping
them to revise activities asneeded.Basedon our implementation

research,four areasin particular require agencymonitoring.

avoid clique s

Occasionally the Core Group becomesa clique. For
example, the Core Group may plan small activities that its members enjoy
and attend, but it makes little effort to publicize the event so that new young

A“ me“ men are actively sought and welcomed. While Core Group activities can be
o the valuable in creating morale among its members, another goal of each event
atte“dlng is to bring in new men to the Project through active outreach. The main
s\\O\l\d rationale for having Social Outreach Events is to attract as many and as
C()re GYO“‘) diverse a group of young gay/bisexual men as possible. Another issue
that has sometimes arisen is that Core Group members greet each other,
be but do not welcome men who are coming to the Core Group meeting for
ted- the first time. This is alienating to newcomersand in the past has resulted
gfee in young men never returning to the Project. Therefore all men attending

the Core Group should be greeted and introduced to other Core Group
members. In fact, some Projects have decided that it is important to identify
certain Core Group members asthe i g r e edf al neveople, so that they
feel welcomed and do not feel like they are trying to break into a clique.

Often we have found that a clique doesnot exist, but it is perceived to be in
existence to newcomers. Core Group members and volunteers will know each
other and will all greet each other or spend time with each other. Indeed, this
is one of the goals of the Project, to create new friendships and supportive,
caring social networks. But newcomers may not know anyone and may feel
isolated at a large event, especially while observing others being friendly

with each other. If newcomers are not greeted and introduced to others,

they may feel that the Project is an exclusive clique. Therefore, Projects have
often decided to have greeters of newcomers at all events, whether the events
are Core Group meetings, small Social Outreach activities, or large Social
Outreach activities.

Everyone likes to feel welcomed and to meet some new men. Encourage
Coordinators to go out of their way to make new members feel welcomed.

The Project is for all the young gay/bisexual meninthec o mmuni tjysé not
a selectfew.
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HIV pre vention In a desire to throw impressive Social Outreach
Events, activity organizers may sometimes overlook designing an HIV -
prevention component for the event. When events are still in the planning
stages, the Project Supervisor should double check to make certain

each contains one or more HIV -prevention components (discussedin
greater detail in Module 7: Formal Outreachd Social Outreach Events
and Outreach Team). In addition, names of attendees and their contact
information should be collected in order to help with recruitment to
M-groups.

Publicity for Social Outre ach Events Similarly, sometimes

activity organizers get so involved in throwing an event that they forget the
need to conduct widespread publicity of the upcoming event with enough
advance notice so that people will hear about it and plan to attend. Hence,
the agency Project Supervisor should checkto be sure that publicity is being
planned and conducted in atimely way.

AChlevmg abalanc e Since the Mpowerment Project includes

multiple components, it is important that the agency monitor eachone.
Sometimes Core Groups spend a disproportionate amount of time planning
Social Outreach Events. Occasionally too much time goesinto planning
activities that repeatedly attract the same men, or the Project rarely, if ever,
conduct events that attract different, important segmentsof the community.
This can be avoided if the Project Supervisor works with the Coordinators
to set six-month goals for the types and number of Project activities to be
carried out, and then carefully monitors that the goals are reached.




Selecting Coordinators

The successof the Project is dependentupont he Coor di
skills and commitment both to HIV prevention and to using

the methods of the Project. Therefore, the advertisement of the
Coordinator positions and the selection of Coordinators should

be done very carefully (SeeFigure 3.3 in the Appendix to this
module for a sample job application).

desirable skills and charact eris tics Coordinators fulfill three

main functions. They coordinate Project activities, initiate the diffusion
processfor HIV prevention , and strive to have the Project serve an
empowering function in young gay/bisexual me n livas as they take control
and make decisions about the Project. In addition to these roles,
Coordinators must frequently reflect upon the functioning of the Project to
assessif it is operating effectively. They must also engagein self-critical
analysis in order to observe their own working style and their relationships
with others.

Coordinators are expectedto make adjustments to the Project and to their
working styles as needed.

It is essential to find Coordinators with the skills, talents, and characteristics
neededto carry out these functions. (SeeFigure 3.2 in the Appendix to this
module for a sample list of interview questions.) Individuals who require

a step-by-step cookbook approach to guide them in performing their jobs
are unlikely to be able to perform these complicated roles effectively.
Candidates for the Coordinator positions must possessa high degree of
maturity, regardless of their chronological age. They should be confident
enough in themselvesto be able to be constantly reflective. The most effective
Coordinators show that they have a strong personal commitment to HIV/
AIDS prevention or to gay community issues,as demonstrated through their
work and/or volunteer history. Since Coordinators are expectedto conduct
informal outreach through their own friendship networks, this requires a
strong personal commitment to the goals of the Project.

Coordinators need to work effectively with volunteers, since volunteers are
critical for the successof the Project. Coordinators who demonstrate the
skills necessaryto motivate volunteers, facilitate their ability to work well,
and can empower them to take on greater and greater responsibility are likely
to be a great assetto the Project.

Coordinators needto possessleadership skills, and must be extremely
responsible, organized individuals in order to overseethe broad

range of activities undertaken by the Mpowerment Project including
M-groups, outreach events, outreach at bars and community events,
publicity, administration, and ongoing evaluation. Yet simultaneously,

the Coordinators must strive to ensure that achieving these outcomes is

an empowering processfor those involved. The Coordinators must feel
comfortable working with a nonhierarchical group and sharing with others
authority for developing plans and making decisions. (For additional
information, seeModule 5: Core Group.)
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