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I. Program Description

The SMRC Self-Management Programs (Including Cancer Thriving and
Surviving and Building Better Caregivers)

The Self-Management Resource Center’s (SMRC) programs are workshops given two and a
half hours, once a week, for six weeks, in community settings such as community centers,
senior centers, recreation centers, churches, libraries, clinics, and hospitals. The programs
were developed for people with chronic health problems and their significant others
(spouses, close friends, close relatives) or for family caregivers of people with memory loss.
A description of each of the workshops can be found on our website
(www.selfmanagementresource.com). A history of all of our programs can be found in
Appendix I of this manual. Two trained Leaders facilitate workshops, one or both of whom
are non-health professionals (peers). It is best if both Leaders have the condition of the
workshop focus, i.e., pain, diabetes, are cancer survivors, etc. Please note that the
programs are written to be given in 2.5 hour time blocks, and these blocks cannot be
shortened or divided.

Besides condition-specific information, all workshops have some common elements. These
include: action-planning, decision-making, and problems-solving. All workshops are
designed to be self-tailoring. This means that different participants will be working on
different behavior changes and problems, depending on their own needs and preferences.

Trained Leaders always follow a scripted Leader’s Manual. The workshop developers have
scripted every minute of the workshop for content as well as the interactions of the Leaders
with the workshop participants. Leaders must follow the manual and not add, change or
delete material or activities. They can and should use their own words while still following
the script in order to make it relevant and culturally appropriate for their community, and not
just read what is written verbatim. If anyone wants changes, they should send suggestions
in writing to SMRC@selfmanagementresource.com.

Sometimes there are special reasons to change the program in small ways. Before doing
this, however, email SMRC for permission (SMRC@selfmanagementresource.com). For
general suggestions for changes in the next revisions, contact SMRC at the same email
address. These are considered when the workshops are updated (about every 6 years).

It is the process, or how the workshop is facilitated, that makes it effective. Workshops are
highly participative, where mutual support and success build the participants’ confidence in
their ability to manage their health and maintain active and fulfilling lives.

SMRC Programs Administration/Implementation Manual Page 1
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Do the programs replace existing programs and treatments?

The SMRC programs will not conflict with existing programs or treatment. They are
designed to enhance regular treatment and disease-specific education such as Better
Breathers, cardiac rehabilitation, or diabetes instruction. In addition, many people have
more than one chronic condition. The CDSMP was specifically designed for these people.

What makes these programs different?

All of the programs are evidence-based. This means that they have been evaluated in
scientific trials, the results have been published in peer-reviewed journals and the programs
have all the materials, including this manual, that make it possible to offer the program at
sites throughout the world. Many of the programs have also been named as meeting the
criteria as evidence based-programs for U.S. federal funding. The diabetes programs meet
all the American Diabetes Association (ADA) standards and many organizations are using it
as part of recognized diabetes programs that can receive Medicare reimbursement.

You can find research articles, other publications about the programs and articles about cost
and estimated savings in Appendix I and at our website in the “Resources” section.

How do we convince health professionals to trust the program?

e The easiest way to convince health professionals is to let them sit in on one or two
sessions of a workshop. Before doing this, however, the participants in the workshop
must consent to allowing non- participants to observe. This is necessary to respect the
privacy of the participants and to maintain group identity.

e Encourage workshop participants to talk about what they learned in the program with
their healthcare providers.

e Many health professionals like evidence, so giving them the abstracts of the key program
research articles is useful. Health professionals usually to do not want to read long
articles but you can have these available if they want to see them.

e Have trusted health professionals talk about the program to their peers. Health
professionals tend to trust their colleagues. Be sure the spokesperson is someone that is
mainstream and trusted, not the new fresh kid on the block or the one who always has
crazy 1deas.

SMRC Programs Administration/Implementation Manual Page 2
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e Make it very easy for health professionals to access workshop information. Today this
often means having a website that lists times and places for your workshops as well as an
easy way for people to register and a phone number (answered by a real person) to call
for more information.

SMRC Programs Administration/Implementation Manual Page 3
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I1. What is needed for implementation?

A Consideration before Implementation

While the SMRC programs are relatively low cost, they are not free of cost. If an
organization intends to support a program coordinator and Leaders, as well as materials, it
must be sure that it has enough long-term funding to cover the costs. In addition, the
program must fit with the mission of the agency. While the exact cost of the program varies
from agency to agency, it should be in the ballpark of $300 U.S. dollars per participant.
This includes everything; training, materials, supervision, advertising, registration, etc.
Thus, if you have a grant for $50,000, you should be able to serve about 160 people.

All of the following are needed for program implementation.
e Program license from SMRC
e Program Coordinator

e Master Trainers certified and in good standing (you may be able to borrow these from
other agencies)

e Trained and active Leaders

e Systematic participant recruiting (marketing) effort
e Professional backup

e C(risis protocol

e Community sites

e Program materials

e Quality assurance/ fidelity strategies (see section XII, Evaluation)

Program Coordinator

Every organization needs someone who is responsible for the program. This person, the
Program Coordinator or Administrator, is sometimes a Master Trainer. The Program
Coordinator recruits Leaders, supervises Leaders, arranges for workshop sites, maintains
program fidelity and may conduct program evaluation. This is also the person that Leaders
turn to in an emergency. Depending on how many workshops your agency offers each year,
this can be anything from a 25% time position to a full time position or more. This should
not be an add-on for an already busy person. It needs to part of a job description with
specific time allocations. Over the years we have found that agencies with such a person
tend to succeed and those without tend to have problems.
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Master Trainers

Master Trainers are responsible for training Leaders. Not every organization needs Master
Trainers. In fact, if you are planning on training Leaders less than twice a year you are
probably better off teaming with a nearby licensed organization and training your Leaders
together. All Leaders must be trained by Master Trainers. You will need two (2) Master
Trainers in order to hold a Leader training. These trainers may work for your agency or
1,500 Master Trainers in the US. A list of all currently certified Master Trainers is on the
SMRC website’s private Trainer section. If you need help finding Master Trainers, please
look at our website (www.selfmanagementresource.com) or call 1-650-242-8040.

All Master Trainers are certified. To become certified, a person must complete a 4.5 day
master training (or a cross-training, if eligible) conducted by two certified T-Trainers. These
can take place at Stanford University or can be arranged through SMRC to take place
anywhere in the world. In Canada, the Training Coordinating Center is at the University of
Victoria in British Columbia headed by Dr. Patrick McGowan (pmcgowan@uvic.ca), in
England at Talking Health (www.talkinghealth.org; Jean Thompson at
jean@talkinghealthtakingaction.org). German and French-speaking countries should contact
Jeorg Haslbeck (Joerg.Haslbeck@careum.ch). For Chinese, contact Peter Poon
(peter.poon@rehabsociety.org.hk). For Spain contact Fede de Gispert Boix
(fede@vively.es).

Following training, recommended Master Trainers must lead two complete six-week
workshops. These workshops can be co-led with a certified Leader (who could also be a
potential Master Trainer), a certified Master Trainer, or a certified T-Trainer. For full details
about training and requirement to maintain certification see the SMRC self-management
programs Fidelity Manual.

Once Master Trainers meet these requirements, they submit the Master Trainer Agreement
and Certification Form to SMRC and are sent a letter of certification. At this time, their
name also appears on the SMRC website. Any active Master Trainer can access the private
part of the website.

Over the years, we have learned that if an agency wants to have their own Master
Trainers, it is best if more than two people, preferably three or four, complete the
training requirements. In this way, if one person cannot or will not train, the agency will
still have the capacity to conduct Leader training.

Plan your workshops for the Master Trainers to facilitate before sending them to training.
By doing this, you will have their commitment to facilitate workshops and your agency will
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have a participant recruitment plan in place. Ideally, these workshops should take place
within six months of training and must take place within one year of training.

When choosing someone to become a Master Trainer, there are several considerations:
e The person must be non-judgmental.

e [t is best if the person has a chronic condition, is a cancer survivor, or a caregiver,
depending on the program. If this is not possible, they should have been a caregiver
for someone with a chronic condition or cancer. The object in selection is not prior
knowledge as much as it is having real experience or empathy.

e The person should have experience and comfort with talking before groups.
e The person may or may not be a health professional or a retired health professional.

e [t is best if the Master Trainer is of the same ethnic and/or racial group as the Leaders
he or she is going to train. If you population is mixed racially or ethnically then the
Master Trainers should represent different groups.

e [f you want men to attend your program, it is important that one-third to one-half of
your Master Trainers are men. It will be very hard to attract male Leaders if the
program does not have visible male role models.

e Leaders who have successfully facilitated several workshops can make excellent
Master Trainers.

e Master Trainers must have a schedule that allows them to take four days, two or
three times a year, to train Leaders.

If Master Trainers do not conduct training as part of their work duties, then you need
to pay them at the current rate for professional trainers in your area. The same rate
should be paid to all Master Trainers, whether volunteer/peer or professional. While it
is true that some Master Trainers may do training as volunteers, this should not be an
expectation.

Please note that training Master Trainers is a major program expense. To date only about
half of the people trained as Master Trainers ever go on to certification. This is an expensive
loss. Before training someone to be a Master Trainer, all of the following should be in
place:

e Written commitment from the Master Trainer to facilitate two workshops and one
Leader training within the next year.

e Specific dates and recruitment plans for the two workshops. (It is best if these are
done within six months of training.)
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e Commitment from the Master Trainer’s employer to give them the time for leading
and training.

T- Trainers

T-Trainers are responsible for training Master Trainers. Most organizations do not need T-
Trainers. Only organizations with multi-site program licenses would benefit from having
local T-Trainers. If you are planning on training fewer than 12 Master Trainers and less than
once every two years, you are probably better off teaming with a nearby organization and
training your prospective Master Trainers together. Master trainings need to be coordinated
with the Self-Management Resource Center (SMRC). The first step is to submit a Training
Request Form. SMRC will recruit, select and confirm two (2) T-Trainers to hold the Master
training. For more information, please contact SMRC@selfmanagementresource.com.
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I11. Leaders

Implementation of all SMRC programs requires two (2) active, trained Leaders for each six-
week workshop. The Leaders are usually (although not exclusively) non-professionals
(peers) with one or more chronic conditions. In some cases, they both are volunteers
receiving no pay but it is suggested that Leaders receive a small stipend (150 to 200 US
dollars for facilitating a six-week program). For information on requirements to remain an
active leader please see the Fidelity Manual.

The job of Leaders is to facilitate a six-week workshop using a detailed, scripted manual. It
is not expected that Leaders will find community sites, order materials, or recruit
participants. They may do all of these things, but if so, they need additional training and
compensation. One of the real potential dangers of overextending the generosity of
volunteers is that we will end up exploiting peer Leaders. If this occurs, the Leaders stop
leading workshops or the quality of their facilitation goes down. They may also talk to
others in the community and give the program a bad name.

Selecting Leaders

Before recruiting Leaders, consider the following desirable characteristics. Leaders must be
literate in the language in which they are going to facilitate (this means that they must speak,
read, and write well at about a 10th grade level). They have to be able to read and follow the
Leaders’ Manual fluently. Accents are fine as long as the message flows uninterrupted.

e Leaders should reflect the make-up of the community you are serving. Middle class
areas should have middle class Leaders, Hispanic groups should have Hispanic
Leaders, rural farm groups should have rural farm Leaders, etc. If you have mixed
groups, then the Leader pairing should represent this mixture. The choice of Leaders
for any given population highly influences the cultural appropriateness of the
program. It also determines the acceptability of the workshop to the participants.

o When we did a focus group with a group of Native Americans who took one of
our workshops, we asked if the workshop was culturally appropriate. They
answered that the workshop itself was neither culturally appropriate nor
inappropriate. They added that what made the workshop appropriate and
culturally relevant was having Native American leaders with Native American
participants.

o If you want to serve men, then at least one third of the Leaders should be men.
Women are generally happy to attend groups with any gender mix of Leaders.
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Men will usually feel more comfortable in a group with one or two male
Leaders.

o Leaders should be motivated primarily by wanting to serve others in their community.
Their primary motivation should not be to earn money. Although being a Leader may
help them financially, it is never considered a regular job.

e Be a little cautious about potential Leaders who show the following characteristics or
behavior:

1. Their main focus in life is their chronic condition.

2. They behave as super achievers despite their chronic condition. They are
individuals who have had an amputation and run marathons. They are to be
greatly admired, but their accomplishment is not something that the ordinary
person with an amputation can strive for.

3. They often pass judgement on others

4. Persons who have “found the answer” to their disease and want to share it with
the world.

5. Persons who are really sick. Sometimes a chronic condition can become all-
consuming and people are too sick to facilitate effectively. This is a hard one
on which to make a judgment call. We have had Leaders facilitate while in
chemotherapy, while using supplemental oxygen and certainly in wheelchairs.
The best rule of thumb is that, if someone really wants to become a Leader,
invite them to training and see how they do.

e The people you want to be leaders are those successfully living with a chronic
condition. They have their good days and their bad days but in general get on with
life and lead interesting and productive lives.

e Itis best if Leaders are assigned a workshop to facilitate before they start
training. If they are not willing to commit to this then they probably should not be
trained.

e Final selection of Leaders depends on the recommendation of the Master Trainers at
the end of the Leader training.

SMRC Programs Administration/Implementation Manual Page 9
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Leader Recruitment

Now that we have discussed what to look for in a potential Leader, we will discuss how to
recruit. Recruitment should be an ongoing effort using not one but many simultaneous
strategies. First, decide whom you want to recruit. Remember, Leaders should be
representative of the people in their groups. If you want men to attend, at least one third of
your Leaders should be men. If you are serving an ethnic community, Leaders should
represent that ethnicity.

Remember that when you are recruiting, what you want is name and contact information.
You might also ask in what areas they are willing to facilitate so that you will choose enough
Leaders to cover all the areas in which you want workshops. Thus, when you tell someone
about the opportunity to become a Leader or when you talk with a group, do not ask people
to call if they are interested. Very few of them will ever call. Rather, if they show even a
little bit of interest, ask if you can take their name, contact information, and get back to them
with more information.

In a group do not ask people to sign something at the door if they are interested. Very
few of them will do this. Rather as you are speaking, pass a clipboard with a signup sheet
among the group and then collect it after the meeting. If the gathering is large, pass around
several clipboards.

If your program has a website, you might put up a page that talks about the need for Leaders
and lets people leave their contact information online.

In all of the above cases, give all those who are potentially interested a call within a few
days. You can use this call both to inform people about the program but also to check the
person out to be sure this is someone you might want as a Leader. Some organizations even
have a written job description for Leaders.

There is one caution. Do not decide someone is not Leader material just because the person
is not like you. If they meet the criteria above, then ask them to training. This is where you
really find out if someone can be a leader or not.

e Look around you. You probably know people who would make good Leaders. Maybe
they go to your church, are friends at work or neighbors. They could be clients, friends
of friends, etc.

e Post the opportunity to become a Leader at your local volunteer bureau, senior center,
and if available, online at sites such as Craig’s List and your organization’s Facebook

page.
e Talk with people in ongoing support groups.
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e Post a notice with your community volunteer center.

e As you give talks in the community on any subject, mention this opportunity and take
the names of people who might be interested.

e Post a notice in the newsletters of voluntary health organizations such as the Arthritis
Foundation, Heart Association, Diabetes Association, etc.

e Many local newspapers run free classified ads for volunteers.
e Ask health professionals to ask their favorite patients.

e Post notices in neighborhood newsletters and health clubs in the area that you wish to
serve.

e Ifyou live in a rural area, see if you can get a public service announcement on the
farm report or any other program that you know is listened to by the folks you want to
recruit.

e After you have started offering programs, ask you Leaders to watch for people in their
workshops who they think might make good Leaders. Once these folks are identified,
have the Leader approach them with the idea and if they are call them and ask if they
would be interested.

It is also a good idea to have several staff people trained to offer programs. That way, if you
have to find a substitute Leader in a hurry you can send a staff person.

How are Leaders trained?

Leaders are trained in groups of between 10 and 18 people, by two certified Master Trainers.
Leader trainings take 4 full days. Ideally, training should be offered two days one week and
two days the following week. A 4 consecutive days schedule may be adopted, although
some peer Leaders with chronic conditions may find it physically demanding. Spreading the
4 days of training over a 4-week period is not recommended. The training should never
have fewer or more people than the above numbers. Small trainings do not give a good
opportunity for modeling and really learning how the workshop “feels’. During the four
days the Leader trainees experience every activity in the workshop’s six sessions, set and
report success on their own action plans, practice teach two activities with a co-Leader, and
practice handling difficult people and situations in groups.

In addition, they learn about your organization, how to handle difficult situations, and how
to be advocates for the program.

The practice teaches are the most important part of training. They serve to give the
participants practice with the program and to gain confidence in delivering the program.
They also serve as a fidelity check for the agency. Master Trainers are looking for specific
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things in each practice teach. If a few of these are missing, the person cannot become a
Leader. If someone does not know what they are doing or does not follow the guidelines by
the second practice teach they should not be certified as a Leader. If most potential Leaders
have major problems with the second practice teach, there is probably a problem with the
tramning.

Because the people coming to training usually have one or more chronic conditions, it is best
not to make the training days too long. To become a Leader, someone must attend ALL of
the training. It is surprising how many people will have an important appointment just when
they are scheduled to do their practice teach. If this happens, and your Master Trainers are
available, offer them the opportunity to do their practice teach in your office. This
arrangement 1s very rare and should only be considered when a set of circumstances justifies
it. If someone really has to miss a half-day of training, you can go over this in an individual
session if at all feasible. Check with your Master Trainers, as the training agenda is tight.
However, if they miss more, they should start training again.

Just because someone attends all of training does not make that person a Leader. During
training, Master Trainers observe inappropriate behaviors. Actions such as judging, telling
people what to do, or giving advice are inappropriate. Lateness, talking too much, excessive
joking, and not following the trainers recommendations are red flags. From long experience,
we have learned that the way someone acts during four days of training is likely the way the
person will act when leading a workshop.

In addition, each potential Leader takes part in two practice teaching exercises. There are
often problems during the first practice teach but by the second teach all trainees should be
comfortable with what they are supposed to be doing. Master Trainers are looking for
major problems at the time of the second practice teach such as adding material, not
following the manual or being inappropriate with participants. Based on everything they see
during the training, Master Trainers recommend each of the trainees either to become a
Leader or not to become a Leader. If someone is not recommended, they should never
facilitate workshops.

When is someone really a Leader?

After training, those recommended to become Leaders must facilitate a full 6-week
workshop within a year. It is best if this occurs within six months. Only after someone has
facilitated his or her first workshop is one officially a Leader. Please consult the Fidelity
Manual on what one must do to remain a Leader.
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Something to Think about BEFORE Training

Once Leaders are trained, the training will not do any good unless they quickly facilitate
workshops. If they wait more than 6 months, they will start to forget what they learned
during training. If they have not facilitated workshops within 12 months, they need to be
retrained. It is best if you have workshops scheduled and filled before leaders start
training. By asking potential Leaders to commit to a workshop before they start training
you are sure that they are really committed to facilitate workshops. Of course, you can
always have some folks who don’t make it through training, and you will have to scramble
to find Leaders. This is less of a problem than training many Leaders you will never use.
Y ou should plan on having somewhere between 10% and 25% of the Leaders you train
never facilitate a workshop. You can use this as a rough rule of thumb when deciding how
many Leaders to train.

What is needed for training?

e Master Trainers - Two active Certified Master Trainers (active means that they have
taught at least one leader training in the past two years (either a leaders’ training or a
workshop every year). The names of active trainers appear on our website but are
password protected. Every master trainer has the password.

e A room — a room big enough to accommodate comfortably 10-18 trainees. They can sit
in a circle or opened square hopefully with tables in front of them. Be sure that the room
is accessible as are the bathrooms and that the chairs are comfortable—people with
chronic diseases will be using them all day for four days. If you do not want to sit in a
chair for six hours a day, neither will your trainees.

e Equipment/Supplies

A daily roster sheet to keep track of who is there each day.

Reusable name tags for each trainee and trainer and black felt tip pen.

During practice teaching on the 2" and 4" days, you will need one additional
breakout room. (If you are training 10 people or fewer, this is not necessary).

Easel and chart pads (25x30 inches) (63.5x76.2 centimeters) for each room.

U0 00O

A complete set of prepared charts plus duplicates of some of the charts that are
posted throughout training. The format for the charts for the different workshops
1s always found in Appendix I of the Leader’s Manual. The charts should each be
big enough to be read from a distance (see suggested measurements above) and hand
written. Never use PowerPoint or overheads.
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A whiteboard, chalkboard, or additional easel with blank flip charts for brainstorms.
Whiteboard markers (dark colors) and eraser.

Blank flip chart paper and markers for trainees to make their charts for practice
teaching.

An audio/CD player for use for playing relaxation CD “Time for Healing” (the
classroom version).

Box of tissues.

Water

o0 O OoOoo

You may want to consider having snacks.

e Materials for Leader Trainees — 1 of each of the following for each trainee (see
Master Trainer’s Manual for details)

A training agenda

Workshop Overview and Homework handout

Book: Living a Healthy Life with Chronic Conditions, Living a Healthy Life with
Chronic Pain, or Living a Healthy Life with HIV, depending on program

CD: Relaxation for Mind and Body
Leader’s Manual in a loose-leaf binder

Practice teaching assignment sheets

opooo0 OoOoo

Practice teaching activity Checklists and Feedback Forms

On last day of training:
O Leader training evaluation forms — there is no set form and you can evaluate as you

like.

L Leader certificate of completion—there is no set certificate but it is nice to make a
certificate to give to each of your new Leaders.
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How are Leaders monitored?

1. The first opportunity for monitoring Leaders is during training. If someone is not
appropriate during training, the same behavior will likely occur during actual workshops.
Here are some of the things that Master Trainers will be looking for during training:

Are trainees on time?
Do they treat each other with respect and without judgmental statements?
Do trainees ask appropriate questions?

When a problem behavior is brought to the attention of a trainee, is it corrected or
does it continue?

During practice teach, do trainees follow the manual?
Can professionals leave their professional aside and work as a peer?

Have trainees mastered the basic skills of action-planning, feedback, brainstorming
and problem-solving?

2. Except for very rare instances of hostile or disrespectful behavior, rarely is there just one
behavior that would disqualify a person as a Leader. Rather, we look for a pattern of
mild but unacceptable behaviors over four days. During the Leaders training, the Master
Trainers will be making notes on the trainees and talking with those where there might be
problems.

3. Program fidelity is based on the ability of the Leaders to deliver the program as designed.
Thus monitoring of the Leaders is a key issue in program implementation.

4. Leaders always facilitate workshops in pairs. This is true even if the Leaders have a great
deal of experience. There are several reasons for this:

The SMRC Self-Management programs are complex. They require two people to
be sure that nothing is missed.

If there is a problem with one Leader, (they are late, not following protocol, etc.)
you will often hear about it from the second Leader.

The Leaders act as models for the participants and two Leaders provide a greater
range of modeling.

Leaders support each another. This is especially true if a Leader loses the train of
thought, goes slightly off track, or there is a difficult participant.

By having two Leaders, it is easier to deal with difficult workshop participants.
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5. New Leaders should be paired with experienced leaders. This is not always possible but
should be considered best practice. Leaders sometimes like to be paired with specific
Leaders. This is OK and they should be given their choice if possible. Program needs do
not always allow this, so it should not be an expectation. Furthermore, it is important
that Leaders who do not like each other not be paired. If no one wants to work with a
specific Leader, this is a good signal that something is wrong.

6. After the first session of each workshop it is best to check in with each Leader by
telephone. You can find out if there were any problems with the site, the participants or
the co-Leader. If any of these arise, follow-up. Consider making another Leader call the
fourth or fifth session. Although it may seem that these calls are unstructured, it is
surprising the problems that can be uncovered and resolved.

7. Participants can rate the Leaders. You will find an evaluation form for workshop
participants to evaluate their Leaders in Appendix II. The problem with doing this at the
last session is that only the people who like the workshop and the Leaders will be there.
It is probably more important to mail or email this to those who drop out or do not
complete the workshop.

8. If possible, observe your Leaders at least once a year. It is best to do this at the second
or third session so there will be time for Leaders to utilize feedback. When observing
Leaders, use a fidelity checklist such as the one found in the Fidelity Manual.

9. If you cannot observe all your Leaders, observe those where you think you might have
problems. For example, if one or two Leaders have a greater number of people dropping
out or you get complaints, observe these. You might also train some of your experienced
Leaders to be fidelity monitors and have them do some of the monitoring. Save your
staff time for real problems.

Are Leaders paid?

Before talking about paying Leaders, it is important to discuss what they will be paid for.

Leaders are paid to show up for sessions on time prepared and to facilitate throughout the
full workshop. It is not the job of Leaders to find sites, recruit or do publicity. They
may volunteer to do these things and their help is often valuable, but this should not be an
expectation. Whenever we ask Leaders to do extra things such as give a community talk,
we always give them a gift card or small stipend.

When using the SMRC Self-Management model, there is a fine line between having happy
volunteers and having exploited volunteers. The program is designed to include people with
chronic conditions at every program level. What and how you pay Leaders depends on your
organization and its structure.
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If they are truly volunteers facilitating on their own time without pay of any kind, we
suggest that they receive a small stipend (e.g., 150 to 200 dollars) for teaching a six-week
workshop, or at a minimum, reimbursement for their travel expenses. The other advantage
of this is that they are not paid until they return any necessary paperwork.

Some organizations just pay for expenses and travel.

Some organizations give the leaders gift cards or gifts. These can be instead or in addition to
monetary compensation.

Some organizations find that there is a liability having volunteers or that there is a problem
with labor unions and thus they pay their Leaders at an hourly rate.

Other organizations do not pay Leaders in any way.
In all cases, what is important is that the Leaders are treated well. This can include
recognition at an annual event and or giving them small gifts. One of the most costly

elements of the program is Leader training, and thus it is important to limit Leader wastage.
We will discuss this in the next section.

How to Retain Leaders

The bottom line is to appreciate and support Leaders by paying attention to them and being
nice to them. Over the years, here are some things we have learned.

e People decide to become Leaders for their own unique reasons. The more you know
about these reasons the more you are able to help them meet their expectations. If
someone wants to help people like themselves, then they might be the right person to
give talks to disease specific organizations. If they need social contact then they
might want to facilitate more workshops or do some extra work recruiting. If they are
a student who needs a project, then maybe you can have them evaluate some small
part of your program.

e Leaders are special and need to feel special. Thus, when they call, you should talk
with them or call back right away. When they come into the office, stop and talk with
them. Send thank you notes, birthday cards and/or holiday cards.

e Have a yearly or twice yearly Leader get together. You can use this for retraining but
can also honor special Leaders and give everyone a lunch and maybe a bag to carry
their materials.

e If people decide they no longer wish to be Leaders, find out why. Do not just accept
the first answer such as “I am busy”. Probe a little to find out if there is something
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about the program which has made them decide that this is no longer worth doing.
Here is an example of a probe: “I know that all of us are really busy, but I also know
that sometimes Leaders decide that they want to quit for other reasons such as it being
too much work, not getting along with their co-Leader or not being treated well by the
staff. We really need to know these things so we can improve. Is there anything else
you would like to tell us?”

One of the biggest problems is training folks who never facilitate a workshop. To avoid
this, have Leaders commit to a class with a specific, time, date and place before they ever
come to training. If they are not willing to do this, then do not train them. This means that
you have to organize all your workshops before training Leaders.

How do leaders retain their status as leaders?

1. After being trained, they must facilitate one workshop (six session series) within a
year. Leading their first workshop within six months is better.

2. At a minimum, Leaders must facilitate one series of six sessions every year from date
they were trained as Leader. This is important, as that date will define their
anniversary date every 12 months. This is the time (the twelve-month period) for
them to be active facilitating workshops.

3. Alternatively, Leaders may attend a refresher training. These are available on-line or
offered by a Master trainer in person for groups of 8-16. This option should not be
used more than once every 2 years or the first year after training.

4. Leaders not meeting the above criteria must be retrained.
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IV. Recruiting Participants

Recruiting Systems

Before you start recruiting and even before you train Leaders, be very clear about who you
want to target. Do you want Spanish-speakers, seniors, people living in a certain area, men,
or people getting their health care from a specific health care location or system? Once you
know whom you want to target, then everything else should focus on getting your targeted
folks to attend. This includes the time and place of the workshops as well as how and where
you publicize them.

What often makes or breaks a program is participant recruitment. This is more difficult than
you might expect. Recruitment is a function of five factors: time, systems, scheduling,
names, and follow-up. We will examine each of these.

Time:

e Successful recruiting (all scheduled workshops should have 10-16 participants) takes
advanced planning and it takes staff time. There needs to be a person whose job is to
recruit. Depending on how many people you want to reach this can be a day, a week,
or a full time job. For example, if you want to recruit 500 or more people a year this
1s probably a full time task. This is another reason why you need a Program
Coordinator.

o From the start of recruiting to the start of a workshop also takes real time. You cannot
expect to put out publicity and have the workshops full in a week. We recommend
starting publicity two months or more before the start of a workshop. This is an on-
going effort.

Data Systems:

e One of the keys to successful recruiting is to streamline the process. Computers can
be a great help. Think about keeping two different data bases, Publicity Sources and
Potential Participants.
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Recruiting Tools

Publicity Sources Database:

Every community has many publicity sources. These include major media such as
radio and TV as well as major and local newspapers. Then there are service
organization newsletters, church bulletins, school newsletters, advertising from
realtors that contain community news, neighborhood publications, social clubs,
volunteer organizations, etc.

Do not forget electronic media. Used well, this can be inexpensive and very effective.
When you collect information about potential participants, be sure to get an email.
You can also post on websites, Facebook, and user groups including neighborhood
and church list serves. If your eyes glaze over when considering using the web, do not
worry. This is not complicated and you can surely get someone who is web savvy.

In large cities, you might be able to use Craigslist, a hospital and/or city website.
Voluntary health agencies also have local websites, as do such organizations as
AARP. More and more neighborhoods have user groups and by contacting the group
owner you can often post to these groups.

Every time you find a publicity source, it should go in the database. Be sure to note
when they publish, who is the person to contact for public service announcements, the
fax number and or email for that person, and how far in advance of publication do
they need information. In some cases this may be days and in other cases weeks or
even a month or two. You will also want to include in your database what the
coverage is for that media source. If you can enter this by postal code, neighborhood,
or town, you can then sort your publicity sources when we want to target a specific
area. Every time you find a new source, enter it. Thus, the collective recruitment
wisdom will not rest in the hands of one person who might not be around the next
time you want to recruit.

The big advantage of this database is that when you want to recruit in an area you can
enter the postal code or city and get all the collective knowledge about recruiting for
that area. Of course, you also have to continually add to and update this database.

Potential Participants Database:

Most organizations recruit on a workshop-to-workshop basis. It someone is not
interested now or does not show up at sessions, they are lost as a potential future
participant unless they call again. To avoid this problem, and add efficiency to
recruiting, we suggest that you set up a potential participant database. The purpose of
this database is to keep track of all the people who may have indicated any interest at
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any time. This way they can be invited to each and every program in their area for
two or three years. The important thing is to capture the contact information for as
many potential participants as possible.

o Here is a hint for collecting names: Give talks in the community maybe at sites
where the workshops will be held, take every opportunity to talk to groups
about what you are doing. At the start of the talk, say that you would like the
name of anyone who might be interested in attending and so you will pass
clipboards around the audience and anyone who wants more information can
sign (name, address, phone email,). You will probably get half of the people in
the room to sign. If you just leave this at the back of the room and tell them to
sign on the way out, you will get fewer people.

o If you are recruiting also for Leaders, tell the group this and ask anyone who
thinks they might want to facilitate the program to put a star by their name.
You can follow-up by calling them.

e Once someone has given you his or her name, address, phone and hopefully email
contact information, enter this into your database. In the same database you can keep
information on whether the person actually registered for a program, showed up for a
program and how many sessions he or she attended. You can also keep track of how
many times you invite the person to attend a program before they actually attend.

o It has been our practice to keep people in the database for two to three years and
inviting them to every available program in their area before taking them out of the

database. Of course, we will immediately take out any person who requests it.

Health Professionals:

Almost all new programs start with the assumption that health professionals will refer
patients. This is generally not true. Why do many health professionals do not refer? They
are very busy and avoid anything that adds time to a visit. In addition, they cannot keep
track of all times and places of our workshops. It is easier to do nothing. Educating your
health professionals is necessary but not enough. You also need to put in place a very easy
system for their offices to refer. Here are some of the things that are necessary for such a
system.

e Workshops offered on a regular basis —such as the first Monday in even numbered
months.

e A single call, email, and or web registration. They should only have to contact you
once. This is tricky because just handing patients a number will not get much. What
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you want is for the health care system to give you names and contact information, and
then you call and get them about the workshop. The way this works with privacy
regulations is the health professional says, “We have a great workshop that we would
like you to attend. Can I have someone call you to tell you more?” Patients will
usually say yes and then the doc, the MA or whoever in the office can fax or call you
with the name and contact information. Unless you have a secure email or message
system in your organization, do not use email.

e Someone to follow-up quickly on the referrals and make sure that folks get into the
workshops. If someone is referred and then has a bad experience, there will probably
be no more referrals.

e Closing the loop means letting the referral source know that there has been follow-up
and the results of that follow-up.

e In a few cases, referral is part of electronic medical records (EMRs). In many ways,
this is ideal but instructions on how to institute this are specific to your organization.
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V. Scheduling

When and where programs are scheduled is very important to the success of your
recruitment. For the purposes of recruitment, regularity is important so that if folks miss one
program they will have a good idea when the next will occur. We will discuss three aspects
of scheduling, timing of programs, place of programs and leader availability.

Timing of Workshops

Time of Day/Day of Week:

e In scheduling the time of your workshops, you have to know your community and
who you want to come. Older people will probably not come at night and working
people will probably not come during the day. In our area, we have found that
Saturday mornings from 9:30 to 12:00 works very well for large segments of the
community. For some communities, Sunday afternoon may work well, and for
workplaces, times like 4:30 to 7 may work. It is important to think outside of the
normal Monday through Friday, 9 to 5 box. This may means that some staff will work
some evenings and weekends.

e QOlder people generally do not like to attend workshop that start too early in the day or
end so late that they cannot get home before dark.

e Be very aware of your competition. If a very popular activity such as Bingo is going
on at the same site at the same time, you probably will not get much attendance.

e Do not schedule around Leader availability. This is hard, but the workshops are for
ease of participants. If your Leaders can only facilitate at night and the participants
will only come during the day, you will never have workshops. One of the criteria
for selecting Leaders 1s that they are available when you need them.

Time of Year:

e Itis best to schedule programs so that they will end by the second week in December
and not start again until the second week of January. Nothing happens in the health
promotion world from about December 10 to January 10 or 15. There are also some
other holidays that you need to watch for, depending on where you live and who you
are targeting. These include Thanksgiving, no programs on Wednesday, Thursday,
Friday or Saturday of Thanksgiving week, and of course try to avoid programs that
meet before long holiday weekends. If you have to skip a week to avoid a holiday, it
i1s OK. Just be sure to get in all six sessions.
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e Then there are the holidays that are not date specific as they relate to different
calendars. Some examples are Easter, the Jewish High Holidays, the first and second
nights of Passover and some Muslim holidays. Jewish holidays always start at
sundown. When you look at a calendar, make sure you know which dates are
affected. This website will help you avoid cultural misunderstandings:

http://www.interfaithcalendar.org/index.htm

e Weather can also be a problem, and you have to be a judge about how much to
consider this in your area. Our experience has been that folks of all ages are used to
the weather where they live and that weather is less of a problem than one would
imagine. That being said you need to have contingency plans in case you are snowed
out. In places where weather is important, schedule the workshops at places that
people go even in bad weather such as churches, retirement facilities, or meal sites.

e Since strange things can always happen, from a snowstorm to an earthquake to not
having quite enough people to start a program when planned. We have found that
when you ask for space, you ask for seven weeks instead of six and thus have the
option of starting a week late or skipping a week if the need arises.

Place:

e One important consideration is to hold workshops where people usually go. Familiar
sites are more successful than unfamiliar ones.

e See Community Sites on page 31

Leader Availability:

¢ You cannot have programs without Leaders, so in planning you must have 2 Leaders
committed to facilitate for the full six weeks. If there are many Leaders, for example
in an urban area, you can schedule all your programs and then send a list to all your
Leaders asking them which they want to facilitate. Then you have to do a dance to see
that Leaders and programs match and do a bit of begging to see that all are covered.

e In rural areas or other areas where you may have only two or three Leaders, you
should first ask your Leaders when they can or would facilitate and then schedule as
best you can around them. However, always remember that the time and place has to
be acceptable to the potential participants.
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e Sometimes, the best time for Leaders is not the best for participants. In this case, you
may have to train new Leaders, because if the times are not good for participants they
will not come. As you learn more about times for each of your communities, you can
talk with potential Leaders about when they would be available and train only those
who meet the needs of their communities.

e If you think that one or the other of the Leaders might have a difficult time coming to
all six sessions you might consider having a backup Leader. Some organizations
routinely assign two Leaders and one backup for each workshop.
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VI. Finding Participants

Y ou might wonder why it has taken us so long to talk about finding participants. The reason
is that if you do not have personnel and systems in place, and if you have not done a careful
scheduling of your workshops, finding participants is much more difficult, if not impossible.
This section assumes that everything we have talked about so far has happened.

Be sure that your publicity tells people what to expect. They tend to get upset when they
think they are going to a lecture by a professional and end up in an interactive peer led
workshop.

Many organizations like to put together a publicity kit. This should contain a simple fact
sheet about the program along with as many of the following as you may use.

e Public service announcement print

e Public service announcement radio

e Public service announcement TV

e Flyer

e Letter to potential participants Website
e Website link

e Blog announcement

e User group announcement

e Newsletter announcement

o Twitter feed

e Facebook post (in 2015, more than 33% of people over 60 use social media and this
has grown from 10% in 2010).

Designing your materials:

Y ou might look to someone who knows something about marketing and/or the use of social
media. You are competing with many other things so it is important that your marketing
materials do what they are supposed to do, recruit participants. You might ask for help
from marketing students at a local college or university or even business school students. In
addition, there may be marketers in your community who would donate a little time.

Again, you want to think in terms of systems. All of the publicity should be the same color
with the same logo and typeface so over time, those receiving it will think of your program.
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Produce all of these digitally so you only need to change location, dates, and maybe the
graphics as you publicize each site.

You have done all the ground work and you are ready to place your publicity. Go to the

publicity database and place the appropriate publicity with all the sources in your database
that reach your target participants.

Be Innovative

Here are some things that sometimes work in some places.

e Anything you can do face-to-face is great. Talks to community groups,
announcements made by Leaders at church, talks at community lunch sites,
announcements at sporting events, announcements health clubs.

e Use your sites to recruit. Many churches, senior centers, etc., have their own
newsletters and/or websites. Be sure your publicity is included. Get buy in from the
staff at your sites. This may mean attending a staff meeting and telling them about
your program and answering questions.

e Use of mass media such as newspapers, TV and radio — radio talk shows can be
especially helpful in some areas. Do not forget foreign language radio — this is
especially pow