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Step 1: Manage the planning process
Worksheet 1.1: Describe the planning context 
At the beginning of planning, it is important to identify and reflect upon assumptions, expectations and other contextual issues. This worksheet includes nine questions that will help you summarize the context within which you are planning.
#
Number
Number
Question
Response
1.
Why are you going through a planning process at this particular time?
2.
Are you modifying an existing plan or starting a new plan?
3.
What, if anything, has already been decided? For example have you decided on audiences, issues, settings, strategies, or activities? Briefly explain the rationale for these decisions.
4.
Have you considered how health equity and the social determinants of health will inform your planning process? Your program? What do you need to pay particular attention to?
5.
Are there any other circumstances or expectations that may affect how you must carry out your planning process? Consider things like internal/external policies, leadership, election cycles, and government initiatives.
6.
What kind of content must be included in your plan? For example, is there a template or form provided by your organization or potential funder?
7.
How much time do you have to plan? Specify start and end dates if known.
8.
What are the reasons for these deadlines? Do you have any flexibility with these dates?
9.
Are there any other circumstances or expectations that may affect your final program that need to be considered during the planning process?
Step 1: Manage the planning process
Worksheet 1.2: Identify stakeholder roles and expectations
Stakeholders are people and organizations who have a connection with the program being planned. They come from within and outside of your
organization and include: staff, funders, politicians, community partners, volunteers, and the intended audience/program participants.
Stakeholder Roles
#
Name/Position/Organization
Interest in Program/Process
Degree of Involvement
Engagement Strategies
Step 1: Manage the planning process
Worksheet 1.3: Outline decision-making processes
Every step of the planning process requires decisions. It is important to be aware of who has to be involved, consulted or informed about the different decisions made throughout the planning process and to be clear about the method or process used for making those decisions. This worksheet has seven questions to help clarify your decision-making assumptions and processes. 
#
Number
Number
Question
Response
1.
Discuss and define what key stakeholders and decision-makers consider to be a major decision. Identify a few examples.
2.
Describe who needs to be involved or consulted before a major decision is made. Identify who has the final authority for making major decisions (e.g., core planning group, manager, funder).
3.
Discuss and define what the group considers to be a minor decision and give a few examples.
4.
Describe who needs to be involved or consulted before a minor decision is made. Identify who has the final authority for making minor decisions (e.g., identified staff lead, manager, sub-committee).
5.
What decision-making process will the core planning group adopt? Consider: consensus, majority vote, manager veto, other (specify) or combination.
6.
Describe specifically how the decision-making process will work within the core planning group. Define the terms and steps in the process to ensure everyone understands it.
7.
Describe specifically how the decision-process will work outside of the core planning group. For example, are there situations when subcommittees or individuals will make decisions autonomously or use a method other than the one used by the core planning group?
8.
Describe how decisions (major and minor) will be communicated to other stakeholders in the planning process.
Step 1: Manage the planning process
Worksheet 1.4: Assess resources for planning
This worksheet captures information about the different kinds of resources you have available for planning and data gathering/analysis. It will serve as a reference point as you update your work plan. Should the situation change, modify your entries. Strive to be as specific as possible. For example: identify people by name, position and organization whenever possible; identify the amount of funds available and their source as well as any limitations. 
#
Question
Response
1.
Identify the staff, stakeholders and volunteers that will be available to participate in the planning process. What is their approximate available time, and do they have any specific expertise or interests?
2.
Identify the staff, stakeholders and volunteers that will be available to participate in the data gathering/analysis process. What is their approximate available time, and do they have any specific expertise or interests?
3.
What funds are available to support the planning and data gathering/analysis processes? Are these funds tagged for a specific purpose? 
4.
What in-kind contributions are available to support the planning and data gathering/analysis processes? Consider supplies, equipment, space, and services.
5.
What resources are needed to support the planning and datagathering/analysis processes that are not currently available?
Step 1: Manage the planning process
Worksheet 1.5: Develop a work plan for the planning process
Your work plan will initially begin as a high-level document, identifying broad timelines for each planning step based on currently available information. As you gain the data needed to help you make decisions you should return to your work plan to fill in gaps, add details and make changes. Review your work plan frequently throughout the planning process, so that stakeholder expectations are properly balanced with available resources and any changes in the environment.
#
Task
Planning  
Step
Lead 
Responsibility
Support
Staff
Time
Allocated
Deadlinedd/mm/yy
Budget
Other
Resources
ApprovalAuthority
Step 2: Conduct a situational assessment
Worksheet 2.1: Identify your research questions and data needs
This worksheet lets you capture the specific research questions you and your stakeholders want to explore within the three primary situational level questions along with the reasons why this information would be helpful. It also asks you to identify the types of data you need to collect to answer your research questions. This information will then inform your data gathering plan (worksheet 2.2) and guide data synthesis (worksheet 2.3). Refer back to Step 2 in the Planning Health Promotion Programs: Introductory Workbook for sample questions to further explore, and be sure to incorporate questions that explore health equity issues and social determinants of health.
Research Questions
#
Situational Assessment Question
Your Specific Research Questions
Why Do You Want This
Information?
What Types of Data Will Help You Answer These Questions?
1.
What is the situation?
2.
What is making the situation better or worse? 
3.
What possible solutions, interventions and actions can you take to deal with the situation?
Step 2: Conduct a situational assessment
Worksheet 2.2: Develop a data gathering plan 
A data-gathering plan is a clear and realistic list of specific tasks or action steps necessary for guiding your research. This worksheet helps you document the different types of data you need along with the possible sources of information and methods for collecting it. Each type/method/source combination you select represents a specific data-gathering task; as such it requires its own row in the table. The worksheet also captures details about roles, timelines and resources. Use the information from worksheet 2.1 to guide the development of this data-gathering plan. 
#
Type of Data
Method
Source
Degree of Rigor
Rationale
Lead
Support Staff
Time Allocated
Deadline
dd/mm/yy 
Budget
Other Resources
Step 2: Conduct a situational assessment
Worksheet 2.3: Summarize the situation 
This worksheet uses six questions to help you organize the key results and insights derived from your data gathering process. Use this information to craft a concise summary to inform your decision-making processes in Steps 3 and 4. 
#
Number
Number
Question
Research Findings
1.
What is the situation? Describe the magnitude of the issue and how it has changed over time. 
2.
Outline the burden and impact of the problem for specific population groups. 
3.
Summarize what you learned about the health inequities and social determinants of health related to this issue.
4.
Describe the public's current perception of the issue.
5.
Briefly outline stakeholder perceptions and concerns about the situation. 
6.
Outline the advantages and potential consequences of acting now versus later. 
Step 2: Conduct a situational assessment
Worksheet 2.4: Summarize the situation 
This worksheet uses six questions to help you organize the key results and insights derived from your data gathering process.Then you can use this information to craft a concise summary to inform your decision-making processes in Steps 3 and 4. 
Then you can use this information to craft a concise summary to inform your decision-making processes in Steps 3 and 4. 
#
Possible Action
(Strategy, Program or Activity)
Source of Idea
Unintended Positive Impacts
Unintended Negative Impacts
Additional Details
Information/Evidence About Effectiveness
Step 2: Conduct a situational assessment
Worksheet 2.5: Consider how to proceed 
This worksheet includes four questions to help you reflect on the overall quality and quantity of your situational assessment data, and the most logical next steps. The decision to proceed should be based on the quality and quantity of your data relative to stakeholder expectations, and your understanding about your ability to improve the situation with your available resources.
If you discover you need additional or better quality data, or do not have the time, financial resources or mandate to have an impact on the situation, it may be useful to redefine the scope of the project (worksheet 1.1), redefine the situational assessment questions (worksheet 2.1) and/or seek out additional resources before proceeding with the planning process. 
#
Number
Question
Response
Briefly Explain Your Response
1.
Are there gaps in data quality or quantity, relative to stakeholder expectations, that may restrict your ability to make evidence-based decisions about goals, audiences, objectives, strategies, activities and resources? 
2.
Have you examined the situation from a health equity and social determinants of health perspective?
3.
What is your current perception about your ability to have an impact on the situation based on your available time, financial resources and mandate? 
4.
What are your next steps in the planning process? Will you proceed now or must you revisit research questions, project scope or resources?
Step 3: Set goals, audiences, and outcome objectives 
Worksheet 3.1: Set goals, audiences, and outcome objectives
Based on the results of your situational assessment, you should now be in a position to articulate one or two goals that will guide the rest of your program planning along with the primary and secondary audiences that require special attention to reach identified goals. This worksheet uses three tables to help clarify and document your thinking. Table A focuses specifically on identifying one or two goals and the audiences you need to focus on to reach those goals. Table B helps identify the key components that need to be included in outcome objectives. In Table C you will craft objectives statements and then designate whether they are short, medium or long-term.
Table A: Identify Goals and Audiences
#
What are one to two goals you want to work towards achieving?
Which audiences will require special attention to meet your goals?
Primary
Secondary
Step 3: Set goals, audiences, and outcome objectives 
Worksheet 3.1: Set goals, audiences, and outcome objectives
Consider the goal statements and audiences you identified in Table A and think about the changes you hope to bring about through your program. Use the table below to brainstorm a variety of possible outcomes over different time horizons (short <1 year, medium 1-5 years and long 5+ years). You can have multiple objectives for each goal and audience. After you have identified all the component parts, write them in objective statements.
Table B: Brainstorm Outcome Objectives
Goal Statement
Intended Audience
(WHO do you want to change)
Area of Change
(WHAT change do you wantto see)
Direction of Change
Amount of Change
(HOW MUCH)
Timeline
(BY WHEN – date) 
dd/mm/yy
Step 3: Set goals, audiences, and outcome objectives 
Worksheet 3.1: Set goals, audiences, and outcome objectives
Now that you have identified all the component parts for your outcome objectives, combine them into objective statements that flow logically. Use the Duration column to identify if the objective is short-term, medium-term or long-term. This is useful when the time comes for prioritizing activities and creating a logic model.
Table C: Draft Outcomes Statements and Identify Duration
Goal Statement
Objective Statements
Duration
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Step 4: Choose strategies, activities and assign resources
Worksheet 4.1: Choose strategies and brainstorm activities
This worksheet uses your situational assessment findings (worksheets 2.2, 2.3 and 2.5) and outcome objectives (worksheet 3.1), to organize the activities to address your situation under specific health promotion strategies. Multiple strategies may be used to achieve each objective in relation to the identified time horizon (short, medium, long-term outcome). You may wish to reach agreement on your desired strategies before populating the activities column. Alternatively, you could populate all columns and then review the information with stakeholders prior to selecting your preferred strategies and the specific activities you wish to include in your plan (worksheet 4.2). 
 Outcome Objectives
Strategies
Potential Activities
Source for Activity
Step 4: Choose strategies, activities and assign resources
Worksheet 4.2: Assess and choose activities
This worksheet will help you assess your potential activities so you can then select the ones to be included in your program plan.
#
Strategy
Potential Activity
Information About Expected Effectiveness
Information About Audience Appropriateness
Required
Resources
(Financial,
Human, Material)
Gaps in Available Resources
Include Activity in Plan
Step 4: Choose strategies, activities and assign resources
Worksheet 4.3: Assign resources and outcome objectives
Now that your program activities have been selected, it is time to identify the tasks that need to be completed to implement the activity and estimate/allocate the financial, human and material resources required to support implementation. 1. Cut and paste your objectives from Worksheet 4.1 and the activities you selected to include in your plan from Worksheet 4.2 into the appropriate columns in this worksheet. 2. Identify all the small tasks that will need to be completed to implement each activity. 3. Use the final three columns to specify the financial, human and material resources need to successfully complete the activity and tasks. Be as specific as you can, for example list dollar amounts, name staff and/or positions, itemize supplies.
#
Objective
Activity
Tasks
Financial Resources
Human Resources
Material Resources
Step 4: Choose strategies, activities and assign resources
Worksheet 4.4: Develop process objectives
This worksheet contains two tables to help identify process objectives for each of your activities. Process objectives become part of your operational plan and help you to be more accountable for your actions. Each activity selected in Worksheet 4.2 can have one or more process objectives.  Table A helps you to identify the key components that need to be included in a process objective. In Table B those elements are combined into process statements that flow logically.
Table A: Brainstorm Process Objectives
#
Strategy
Activity
Output
Population of Interest
Amount of Change
Timeline(dd/mm/yy)
Table B: Draft Process Objectives 
After you have identified all the component parts, write them in objective statements that flow logically and contain key details.
#
Strategy
Activity
Process Objectives
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Step 5: Develop indicators
Step 1: Manage the planning process
Worksheet 5.1: Develop outcome indicators
Worksheet 1.1: Describe the planning context 
This worksheet will help you identify possible indicators for each of the outcome objectives identified in worksheet 3.1. It also requires you to identify any reliability, validity or accessibility issues associated with those indicators so informed choices can be made about which ones to include in the program plan.
At the beginning of planning, it is important to identify and reflect upon assumptions, expectations and other contextual issues. This worksheet includes nine questions that will help you summarize the context within which you are planning.
#
Outcome Objective
What will tell you that you have achieved this objective?
Where will you find/gather 
the data?
Concerns About Reliability
Concerns About Validity
Data Accessibility
Include in Final Plan?
Step 5: Develop indicators
Worksheet 5.2: Develop process indicators
This worksheet will help you identify possible indicators for each of the process objectives identified in worksheet 4.4. It also requires you to identify any reliability, validity or accessibility issues associated with those indicators so you can make informed choices about which ones you wish to include in your program plan.
#
Process Objective Related to this Indicator
What will tell you that you have achieved this objective?
Where will you find/gather the data?
Concerns About Reliability
Concerns About Validity
Data Accessibility
Include in Final Plan?
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Step 6: Review the plan
Worksheet 6.1: Review your plan
This worksheet includes 40 questions that will help you identify where your plan needs improvement so that it is:
a. Complete 			b. Logical 			c. Evidence-informed (e.g., aligned with results of situational assessment)
d. Sufficiently resourced 	e. Clearly written and presented Select the appropriate answer from the dropdown menu (yes, somewhat, no, N/A). Then use the comments box to identify any actions needed to rectify identified issues and concerns. It is best to complete this checklist in consultation with your key stakeholders and completed worksheets. If you decided to create a logic model (worksheet 6.2), that can be helpful to have on hand as well.
Review Questions
Answer
Notes/Actions needed to rectify identified issues
A
COMPLETENESS
Question
1.
Have you produced a plan that outlines the values, purpose, objectives, expectations and obligations necessary for creating shared leadership, accountability and benefits for all stakeholders? (worksheets 1.2 and 1.5)
2.
Have you developed a broad goal to provide overall direction and focus for the program? (worksheet 3.1)
3.
Does the plan clearly identify primary and secondary audiences? (worksheet 3.1)
4.
Have you identified outcome and process objectives? (worksheets 3.1 and 4.4)
5.
Are the objectives written in SMART (specific, measurable, appropriate, realistic and time-limited) format?
6.
Does the plan incorporate one or more health promotion strategies appropriate for advancing the identified outcome objectives? (worksheet 4.1)
7.
Does your plan include short, medium and long-term activities? (worksheets 4.1 and 4.2)
8.
Have you identified any unintended negative consequences the chosen activities may trigger and developed a mitigation plan to address them? (worksheet 2.4)
9.
Does your plan identify indicators for both outcome and process objectives? (worksheets 5.1 and 5.2)
10.
Are the chosen indicators accessible, reliable, and valid? (worksheets 5.1 and 5.2)
11.
Does your plan identify the ways and means to capture an appropriate level of public interest and involvement? (worksheets 1.2, 4.1 and 4.2)
12.
Have you included the time and resources needed to develop a more detailed evaluation/accountability framework based on your objectives and indicators? (worksheets 3.1, 4.4, 5.1 and 5.2)
B
LOGIC
13.
Will the short-term objectives help you achieve your medium and long-term outcome objectives? (worksheet 3.1)
14.
Do the strategies support the achievement of the identified goals and objectives? (worksheets 3.1 and 4.1)
15.
Do the identified activities clearly align with the defined strategies? (worksheets 4.1 and 4.2)
16.
Are the activities the best ones to advance each strategy? (worksheets 4.1 and 4.2)
17.
Are the activities appropriate for the intended audience(s)?
(worksheets 3.1 and 4.2)
18.
Do the activities help to address one or more broad determinants of health?
19.
Do the activities help to reduce identified health inequities?
C
EVIDENCE-INFORMED DECISION MAKING
20.
Is your plan consistent with the key findings of the situational assessment? (worksheet 2.3)
21.
Did you use explicit criteria (degree of rigour) for what to include as acceptable evidence? (worksheet 2.2)
22.
Did you thoroughly assess the environments, conditions and circumstances relevant to your situation? (worksheet 2.3)
23.
Did you consider how the determinants of health, and their interactions, link to your situation and identify possible solutions? (worksheet 2.3)
24.
Did you carefully analyze health inequities and identify ways to mitigate these inequities? (worksheets 1.1 and 2.3)
25.
Did you identify and assess the evidence pertaining to the effectiveness of your chosen activities before making planning decisions? (worksheet 4.2)
26.
Did you use a range of acceptable evidence (some of which may have been collected/created by you) to inform your planning decisions? (worksheet 2.2)
D
RESOURCES
27.
Does your plan indicate what resources are required to implement each activity properly? (worksheet 4.3)
28.
Do you have adequate funding to implement the program?
29.
Do you have the necessary technical assistance to implement the program?
30.
Do you have the required staff/volunteers to deliver the program?
31.
Do you have the support of decision-makers in all your stakeholder organizations?
32.
Do those responsible for leading/implementing/evaluating the program have the knowledge and skills needed to fulfil their duties effectively?
33.
Do you have a written communications plan for disseminating the results of your situational assessment and other program planning decisions?
34.
Do you have the necessary political support to effect change?
35.
Does your plan include stakeholders and resources from multiple sectors, not simply the health sector alone? (worksheets 1.2, 1.4, and 4.3).
E
PRESENTATION
36.
Is the plan presented in a format and order that is useful for you and your stakeholders?
37.
Is it written in clear language, appropriate for the intended audience(s)?
38.
Are the tables and illustrations in the plan easy to read and interpret?
39.
Is the level of detail included in the plan sufficient to ensure stakeholders are able to champion the program (internally and externally)?
40.
Is there a good balance of text and white space to support readability?
Step 6: Review the plan
Worksheet 6.2: Basic Logic Model
Copy and paste your content from Worksheets 3.1, 4.1, 4.2 and 4.4 into the appropriate sections of the logic model.
↓
↓
↓
↓
↓
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