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Implementing Cancer Control
in Your Community

T EXAS

GET ORGANIZED, GET CONNECTED, MAKE A DIFFERENCE




Steps to Implementing Cancer Control in Your Community

Getting started can seem overwhelming in the beginning. The following eight steps are
general guidelines that have been previously used to guide similar efforts in other Texas
communities. They are intended to serve as a roadmap as you set out to do cancer
control planning. Some of the information may apply to your community or project and
some may not. Use whatever you find useful and appropriate to your efforts.

The nine Tools in the Toolkit are intended to expand on the steps discussed in this section.
They provide a more in-depth look at certain topics in cancer control planning and include

activities to help you work through the process and resources for further assistance and
information. The tools will be referenced throughout the text in the following format:

Tools for Planning Meetings includes an activity to
help identify potential members.

If you would like more information from others who are attempting to put together similar
efforts or who have done similar projects, please visit the Texas Cancer Data Center website
at www.txcancer.org and look for the Texas Cancer Prevention and Control Programs
Inventory. This Inventory contains a description and contact information for cancer pro-
grams across Texas. Once you have achieved success in your program, you may want to
enter your program in the Inventory. To connect to a statewide cancer coalition go to the
Texas Comprehensive Cancer Control Coalition website at www.texascancercoalition. org

and sign up for the newsletter.

The steps to implementing cancer control in your community are:

Step 1 Identifying Groups/Organizations/Individuals/Key Opinion Leaders

Interested in Cancer Control

Identifying Key Issues in Your Community
Mobilizing Groups/Individuals

Priority Setting & Planning

Securing Resources & Funding
Implementing Your Project

Evaluating Your Efforts & Achievements

Step 8 Celebrating & Reflecting
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Identifying Groups/Organizations/Individuals/Key Opinion Leaders
Interested in Cancer Control

Involve all of your community. Identify key organizations and individuals to become members
of your efforts. There are a few key steps that you can follow in order to identify them easily
and invite them to be part of your group.

1. Include a diverse representation from the entire community. Many different community
members possess valuable insights to assist you in achieving your goals.

2. Consider inviting health care professionals, hospital workers, cancer survivors, local
government and civicleaders, local celebrities, media partners, and local health departments,
among others. Use existing connections (organizational or personal) to identify who is
interested and able to assist in the effort.

Identify community partners

Community partners that are available to you can be:

local offices of state or national

chambers of commerce organizations

businesses local health departments
libraries schools

cooperative extension agents faith-based organizations
private organizations community organizations
private citizens elected officials

hospitals institutions of higher learning
community health clinics media

3. Key opinion leaders are essential to the creation of a collaborative effort. Contact them to
introduce the concept and ask for their opinion on whether this effort can be undertaken in
the community. Ask them who else they think should be invited to join this effort. Community
leaders include both formal leaders - those in highly visible positions such as elected of-
fices and high-profile professions, as well as informal leaders - those with the ability to truly
move community members to action because they have earned the trust of many community
members.



4. Contact cancer organizations that are statewide or nation-wide to see if they have a local
office/chapter in or near your community.

5. Develop a working relationship by meeting with individuals and discussing the purpose of
the effort. A general guideline would be to converse with about 15 to 30 people, depending
on the size of your community—enough to get a broad perspective and make many contacts.
Obtain their commitment for assistance and thank them for helping you. It is important to
follow up with a letter thanking them for their time and information and letting them know

that you will be in touch with them once you have finished talking with other community
members.

Tools for Planning Meetings includes an activity to help identify
potential members.




Identifying Key Issues in Your Community

Study your community’s cancer problem. You will want to collect information from as many
places as possible to determine what are the key issues in your community regarding cancer.

For example, the following questions can be used by your group to begin considering the

issues you want to address. You may also want to ask questions of your community to obtain
the most complete information possible.

Questions to Consider

\/

* What issues are important in the community?

* What is the community proud of?

* How do things get done in the community, whether it’s better schools, less pollution
or more police protection?

* What do people in the community know about cancer?

* Would they like to be involved in some way?

* Who else should you speak with?

* What groups are in conflict and over what issues?

Pulling together information about your community involves looking at different types of
information that help create a picture of what is happening in your community.
The type of information you may want to collect includes:

@ Key Community Issues

* Demographics (age, race, income, etc.).

* Cancer incidence and mortality rates for the key types of cancer in your area.

» Community prevention activities related to nutrition and physical activity,
comprehensive school health, and sun protection.

* Quality of life issues such as cancer patient, family and caregiver resources for
information and referral, education and support, services and products.

* Prevalence of cancer related screening and risk behaviors (Behavioral Risk Factor
Surveillance Survey (BRFSS) and Youth Risk Behavior Surveillance Survey (YRBSS)).

* Socioeconomic factors related to cancer prevention, early detection and patient
support. (numbers of uninsured, average household income)

* Organizational and governmental laws and policies impacting access to
prevention, early detection, treatment and patient support.

* The strength of your community’s smoke-free ordinance.

¢ Other medical and community resources (programs and services).




Tools for Using Cancer Statistics provides guidance on obtaining and using
cancer related data (statistics and other information) and connects you with
data resources.

Organizations in your community, such as the American Cancer Society, United Way,
Cooperative Extension, or others may already have a description of cancer control in
your community. You may want to consider using this information for your efforts.

Tools for Developing Your Plan contains a copy of the Texas Cancer Plan.

During your initial steps, you and your cancer control partners should read through the Plan.
You will quickly realize that issues you face in your community are many of the same issues
facing communities all over Texas. You may identify one or more of the Plan’s Goals that are of
particular interest to you and that seem to fit with the cancer needs in your community. You can
use the Plan to identify Goals and Objectives that are of the highest priority to your commu-
nity, thus narrowing down your focus to something manageable. Strategies and Actions Steps
in the Plan will give you ideas on what your community can begin working on.

For more information about the Texas Cancer Plan and how your community can work towards
implementing the Plan, visit the Texas Cancer Council (TCC) website, www.tcc.state.tx.us or
contact TCC at 512-463-3190 or texascancerplan@tcc.state.tx.us.




Mobilizing Groups/Individuals

This next step guides you through inviting community members, holding your first meeting, and
getting your community mobilized.

Drafting a Letter of Invitation

It's time to have a meeting! You will need to have a meeting that brings the people identified
in Step 1 together. But how do you invite them? One of the best ways to make initial contact is
to send a letter of invitation. This letter will introduce your ideas for working on cancer control
issues to potential members, so you will want to consider carefully what information you’ll
include.

It is important to explain the objective in bringing together this group, so include a statement
about the purpose as well as the benefits that members and the community will receive. Also,
be sure to include the details of the meeting in your invitation, such as contact information,
next steps for interested members, and date, time and location of the first meeting, in a clear
manner. You may also want to include a tentative agenda so potential attendees can get a
better idea of what the meeting will entail.

B Tools for Planning Meetings.You can find a sample letter of invitation.

Planning Your Agenda

You will want to send out a preliminary or tentative agenda with your letter of invitation.
Your agenda should be flexible. One of the key points to keep in mind when you are drafting
the agenda is what you want to accomplish in the first meeting. Make sure you include an
introduction section early in the agenda so everyone can introduce themselves. You will also
want to inquire about who is already working on cancer-related issues. Your agenda will also
provide a record of this meeting and will act as a guide in drafting your minutes.

Tools for Planning Meetings. You can find an activity and sample agendas
to help you plan for your first meeting.

Holding Your First Meeting

When you make your welcoming statement to the attendees, be sure to state the purpose
for bringing the group together. Also, remember to make clear your openness to ideas and
suggestions throughout the course of the meeting. This will emphasize the collaborative nature
of your activities.

It is important that those in attendance feel comfortable sharing their ideas and opinions.

A good way to accomplish this is to follow introductions with a brainstorming session.This will
set the tone for the rest of the meeting and encourage open participation throughout.

B Tools for Planning Meetings. There are tips for brainstorming.



Ask all of the members present at your first meeting to introduce themselves and have them
identify what they think is the most pressing issue in cancer control in your community, apart
from increased funding, which is an issue that could take too much time at your first meeting.
You can start with a list you create as a result of the research you did in identifying key issues
in your community. Make a list of the issues the group identifies by starting fresh or adding
to your list. Write the list in a place that can be viewed by everyone and keep this list for
future meetings. This list provides a place to begin identifying the most pressing needs in your
community. Begin to identify what various stakeholders are able to contribute to the effort
(i.e. time, expertise, tangible resources) and how they want to be involved. Chances are your
group will have members that are passionate about a particular cancer issue. Build on the
passion that your group members bring to the table.

Your first meeting is the best time to share the Texas Cancer Plan with the group. Using the
Plan as a starting point will be beneficial to the group’s efforts. The Plan is a public document.
Feel free to copy pertinent sections of the Plan to guide your discussion and provide copies of
the Texas Cancer Plan for each attendee to take home and read. An electronic copy can be
obtained at www.tcc.state.tx.us. For additional printed copies of the Plan please contact the
Texas Cancer Council at 512-463-3190 or texascancercouncil@tcc.state.tx.us.

Tools for Planning Meetings. You can find an activity to help you plan for
your first meeting

Identifying Leadership

The manner in which your group comes together will influence who will initially become the
leader. If a single organization has put forth the effort to form partnerships with others and
convene a group, a representative from that organization might take an initial leadership role.
If the group is convening around a specific issue or event, the group may select a leader or a
lead organization familiar with the topic during the first meeting. Regardless of the reason for
starting the group, it is important to identify a leader who can speak on behalf of the group.
Many people think the person inviting everyone to the table should be the leader. However, if
the group is intended to be self-directed the leader may be someone from the community. This
can be particularly helpful in mobilizing the community to participate in the program being
developed. Ideally, groups have leaders who can communicate a broader vision of cancer
control issues and inspire active participation in the group.

You may also find it helpful to use a facilitator. The facilitators can be a member of the group
or you may ask other group members if they know of a trained facilitator in the area. In addi-
tion, groups need someone to manage the following responsibilities:

Facilitate group meetings.

Develop meeting agendas (with input from members).

Ensure that follow up meetings are scheduled.

* Welcome new members to the group.

* Maintain the membership roster.

* Record and produce meeting minutes to document the groups discussions and decisions.
* Disseminate materials and communicate with the group.
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Group leaders also need to have an understanding of group process and dynamics to help
the group evolve through the normal stages of group development. As new members are
added and the structure evolves, leadership may need to change to best meet the needs of
the group.

Taking Care of Logistics

While you have these new members assembled, make a plan for future communications.
Many times, passing around a sign-up sheet can answer several of the key questions that will
emerge such as: best phone number to call and an e-mail address that the member checks with
regularity. Suggest an e-mail list for regular communication if all of the members have e-mail
access. Also, develop a phone tree.

You should devote some time to developing a meeting schedule. During this early stage of
the formation of the group, more frequent meetings will be required, tapering off over time.
Agree upon a schedule of meetings, preferably at a standard time and day of the week so
members can put the meetings on their calendars with plenty of lead-time. You may also need
to designate who will keep records for the group so that everyone knows who to go to if
questions arise.

The Second Meeting & Beyond

Hopefully your first meeting was productive and engaging enough to make the members want
to come back for meeting number two. Additionally, you will want to send out e-mail reminders
to your entire list and if needed, employ the phone tree to get attendance up for subsequent
meetings.

But what items should you discuss at this and subsequent meetings? First, your group should
work on solidifying your statement of purpose or mission statement and identifying your group’s
goals. Check to see which Goal(s) of the Texas Cancer Plan your group’s goal(s) align with.

Tools for Planning Meetings includes Coalition Building, created by
the Department of State Health Services. This manual gives more detailed
guidance on how to continue to build on the efforts of your group.
The next Step will assist your group in taking everyone’s ideas and prioritizing them based on
an assessment of your community.



Priority Setting & Planning

Community Assessment

Re-examine the original statement of purpose and the ideas that were brainstormed in
initial sessions. Before you move on to prioritizing, your group may want to consider doing
a community assessment. A community assessment is the process of gathering, analyzing
and reporting information about community needs and the capacity of the communities to
meet those needs. This is an important step in a larger process of program, planning and
evaluation.

A community assessment will help you look at your community resources, opportunities, and
gaps in cancer prevention and control. You should think of your ideas in terms of the community
as a whole, in other words, what are the opportunities and challenges facing not only your
group, but also the entire community in which you are operating? Refer to the Texas Cancer
Plan to determine what Strategies and Action Steps have been proposed as statewide efforts
to address the issues. If the Plan Strategies and Action Steps fit with your group’s priority
needs, consider putting them into action in your community. If your needs do not fit with those
addressed in the Plan, you may use the Plan as a model for drafting your community’s own
unique Action Steps.




Questions to Consider when conducting a Community Assessment:
The following questions can be used to gather the information necessary for your

assessment. These questions should be directed to various members of your group,
partners, and cancer stakeholders.

1. Determine the “boundaries” of your community. It could be the entire county, perhaps
just the city, or select neighborhood(s).

. Who are you trying to reach within your community?

. Is there a target population that you want to reach?

. What are the current attitudes about cancer control?

. What means will you employ to conduct the assessment? For example, will you develop

O N WNDN

a questionnaire to send out or will you use one-on-one interviews?

6. Is there a multicultural or a hard-to-reach segment of this community? If so, how will you
address this? (Some groups have found it necessary to translate materials, such as
questionnaires, into different languages or to have an oral survey component if the community
has low literacy rates).

7. What are your existing strengths and resources? (For example, a high level of perceived
importance in the community as supported by data or several organizations committed to the
issue).

8. What are the obstacles and threats you will face? (For example, a low level of
accessibility of cancer control and prevention resources or a particularly hard to reach
population within the community).

9. How can you enlist community suppori?

10.Have there been proactive cancer awareness campaigns in the past?

What were the results?

11.Who are the key stakeholders in the community? (Government leaders, civic groups, etc.)
How will you maintain their awareness of your progress?

12.1s any of this information already available? For instance, institutions of higher education
or governmental organizations may have conducted this type of research in your community
and can make the information available.

13.What is your timeline? Be realistic and include all the steps you plan to take in your outlook.

More questions and needs will reveal themselves as you go through the exercise and begin
to get a clear picture of what challenges lie ahead. You may want to form a community
assessment task force to tackle this process separate from the entire group’s meetings.

1 Tools for Developing Your Plan has further direction on
community assessments.

Ask for volunteers at your next group meeting. If you don’t have enough volunteers, consider
extending a personal invitation to any members that you feel would be assets to the task force.
Make sure to include diverse representation from many different areas such as health care,
community activism, and civic leadership.
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You also may want to check with a local college or university to see if you can get some
assistance with developing and implementing the assessment. Students might take this on as a
class assignment.

TOOIS for Developing Your Plan contains a sample needs assessment for
ping P
your reference.

Once the assessment is completed you are ready to move on to prioritizing and drafting a
plan of action.

Prioritizing

Chances are, your group has developed a rather lengthy list of cancer prevention and control
issues that are of importance to your community. Using the data and other information you
gathered under Step 2 “Identify Key Issues in Your Community”, try to determine if the data
and research support your group’s ideas of what the problems are. Having data and research
to support your description of a problem will assist you in getting further community support
and possibly funding. Data can also help you identify what the most acute or pressing problems
are. Out of the problems that you've identified, which ones can be taken on by the group?
State your issues as possible projects you want to accomplish in your community.

Tools for Developing Your Plan will help you prioritize your many ideas
into a manageable few.

Once your group has prioritized your ideas or projects, you can use the Texas Cancer Plan
to further identify and describe how issues are addressed by the Goals and Objectives in the
Plan. Together, group members can then discuss the various Strategies and Action Steps put
forth in the Plan. This may help you to identify what Strategies will work in your community
and how your group might implement Action Steps in the Plan to meet your community’s
objectives.

Your assessment and prioritizing activities may guide you to add additional members from
specific groups or populations. Inviting representives from the populations you are trying to
reach to participate in the planning process will help to ensure your plan is realistic and
sensitive to the populations needs and issues.

Developing a Plan
Now that you have identified priority projects, they can become your goals.
Your next steps will include:

11



* Making a plan and detailing how the group will achieve the goals it has set for
itself.

* Identifying measurable indicators that will let you know if you've succeeded.

* Taking into account the resources available to you.

1 Tools for Developing Your Plan has activities to assist you in creating a
plan of action and a sample chart for assigning project responsibilities to
your group members.

Part of your planning will also include locating resources to implement your plan.

Tools for Finding Resources connects you with resources that already
exist, so you may not have to create your program from scratch.

Tools for Working with Priority Populations provides information and
resources for including multicultural groups, economically disadvantaged
people, rural communities, and people with disabilities into your program
outreach.

Your Plan of Action will need to include activities for securing funding. Step 5 discusses
funding.

Tools for Finding Funding can help in identifying and pursuing potential
sources of funding.

Include in your planning how you will communicate your activities to the community at large.

Tools for Media and Outreach contains ideas and tips on how to
accomplish this.

Induding Evaluation in Your Plan of Action

Evaluation needs to go hand in hand with the planning process. As you identify specific
objectives to meet your goals, think about how you could measure those objectives. Step 7
will expand on the role of evaluation.

Tools for Evaluating Your Efforts provides more in depth instruction on
evaluating your program.

12



Securing Resources & Funding

Do not underestimate the value of a great plan of action and a committed and motivated team.
However, without resources, accomplishing your goals can be quite a challenge.

Resources can be in-kind contributions or funding. In-kind contributions can come in a variety of
ways such as donated meeting space, printing, advertising, etc. Many times local organizations
and businesses such as grocery store chains, banks, hotels and printers are better able to
help with in-kind contributions rather than actual cash donations. Funding is available from a
variety of sources dedicated to helping groups like yours maximize their potential.

You should designate a member or a special team that will seek funding for your projects. The
fundraising team can start by applying for grants and donations from any of the following:

* Philanthropic members of your community.

* Local organizations or businesses.

* Local government.

Maijor health organizations.

* Charities that offer grants to community organizations.
* Civic groups.

* State government and state-sponsored health initiatives.
* National groups and foundations.

Tools for Finding Funding can help in identifying and pursuing potential
sources of funding.

If there is @ member in your group that is already familiar with free grant writing, have them
craft your proposals. If not, free grant writing training is available from the State Grants team.
For more information you can visit their web page at www.governor.state.tx.us/divisions/
stategrants. When writing proposals be sure to let funders know your project activities are
serving to implement Goals, Objectives, and Strategies in the Texas Cancer Plan. Funders
want to know that cancer control efforts are coordinated and are moving the state forward in
meeting its cancer control goals. If you’ve been successful in securing in-kind contributions from
different organizations make sure to emphasize that in your grant application as well. Funders
like to see that your grant request is supported locally. Keep a list of the different types of in-
kind contributions that you receive so that you can publicly acknowledge these contributions.
Once you have secured funding, you will be much more able to make your group’s vision for
the future a reality.

Before filling out a funding application or drafting a letter of request, your group will need to
identify a fiscal agent. This will be the organization that actually receives the funds and will
have accounting responsibility for all expenditures and receipts. Your group will need to select
a fiscal agent that is known and respected in the community, that is financially stable, that
has the personnel to handle the accounting required, and that will be considered neutral and
trusted by all members of your group.

13



Implementing Your Project

Involve as many members of the group as possible in any implementation activities. Gather
as much information as possible to determine the success of the ideas/priorities that were
implemented, as this is part of the evaluation process. Consider linking activities with short and
long-term outcomes.

Depending on what you plan to do, implementation will look different for different activities.
Monitor your implementation progress. Use the timeline you created in Step 4 “Priority Setting
& Planning” as a checklist for monitoring implementation activities. Make sure you note any
special circumstances that affected implementation so that you can use that information for
future efforts.

’OOIS for Developing Your Plan has some examples of riority settin
ping P P g
checklist.

Tools for Media & Outreach has tips for letting others in your community
know about your group’s efforts.

Tools for Influencing Public Policy provides information and samples for
reaching your local and state policy makers and garnering their support for
your project.

Did your activities happen as you planned them? Look at the evaluation section and refer to
process evaluation to see if your process is working as planned. At your regularly scheduled
meetings report back on activities so the entire group can stay informed on progress made on
reaching desired goals.

14



Evaluating Your Efforts & Achievements

When people think about how to evaluate their activities, they often think in terms of what they
can count, such as the number of people who came to a program or the number of educational
materials distributed. All of these are important indicators of program activity. However,
consider other program indicators as well. The quality of the program can be examined by
measuring the perceptions of those who are reached by your program, as well as others who
have contact with the program (i.e., community advisory committees, professionals to whom
you make referrals, key informants in the community). You may wish to develop a simple
questionnaire for your activity.

To understand not only what works, but why, evaluate both processes and outcomes. While
you want to know if your activities are having the desired effects, also consider if the activities
were implemented as planned:

* Did you have the materials and resources needed?

* Did your community partners contribute as intended?
* Did your activities reach the desired population?

* How did they respond to your message?

Outcome Evaluation
Ask yourself what are realistic outcomes that you can measure.

* What do you want people to do, think, or know as a result of the project?

* If your goal is to increase children’s use of sunscreen protection, then how many
children use hats and sunscreen when they are on the school playground before
versus after your project?

* If your activity targets prevention, how many people adopt the preventive behavior
you are promoting?

Collecting information directly from those in your “target population” can also help you
understand if they see barriers you could address in your outreach activities.

Tools for Evaluating Your Efforts includes examples of questionnaires and
a more thorough discussion of process evaluation.

What about systems changes? Are more facilities providing needed services, in ways that are
more accessible to your target population? Has a no-smoking ordinance been adopted? Did
local media cover your event or observance?
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Celebrating & Reflecting

Celebrating small achievements will help keep people motivated. Give recognition to the key
leaders within your group that helped implement your priorities. Make your celebration public
so more people can be involved. Make sure to acknowledge publicly any in-kind contributions
or donations, especially those coming from local sources. Remember everyone who has helped
you along the way.

Tools for Media & Outreach has suggestions on how to communicate
successes.

Get statewide recognition for what you did and share your success with others around Texas.
Go to the Texas Cancer Prevention and Control Programs Inventory on the Texas Cancer Data
Center Web site at www.txcancer.org and add your program to a statewide database of
cancer prevention and control programs in Texas.

Now that you know what you can accomplish, don’t stop now! Use what your evaluation
feedback tells you about your previous efforts to plan future projects.




