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Project AIM 

What is What is What is What is Project AIM Project AIM Project AIM Project AIM ????    

Project AIM is a group-level, youth development intervention designed to reduce HIV 
risk behaviors among youth ages 11 to 14.  The intervention is based on Markus’ The-
ory of Possible Selves, which states that a person’s motivation 
is determined by a balance of positive and negative ways peo-
ple see themselves in the future. Individuals who are able to 
imagine both possible positive and negative futures are more 
likely to work toward their life goals and achieve future suc-
cess.  Thus, Project AIM encourages youth to imagine a posi-
tive future and discuss how current risk behaviors can be a 
barrier to a successful adulthood.   

 

Project AIM consists of twelve 50-minute sessions conducted 
by 2 facilitators to groups of 10 to 18 youth.  Project AIM is implemented in small 
groups twice a week, over a six-week period. Project AIM is divided into four parts.  

 

Section 1: OverviewSection 1: OverviewSection 1: OverviewSection 1: Overview of of of of Project AIMProject AIMProject AIMProject AIM    

Part One Encourages youth to explore their personal interests, social surrounding, 
and what they want to become as an adult.  Youth also identify people in 
their lives who may be barriers or  supporters to their successful adult-
hood.  Young adults from the community who are on their road to suc-
cess are invited to speak with youth.   

Part Two Allows youth to envision themselves in a future career and connect cur-
rent behavior with success as an adult through activities such as complet-
ing a career interest inventory, developing business cards and resumes, 
and participating in interviews.   

Part Three Engages youth in role-plays around communication and small group ac-
tivities involving planning and decision-making.   

Part Four Provides the opportunity for youth to think about their future in terms of 
milestones to accomplish goals and overcome potential obstacles they 
may encounter in life. 
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Goals of Goals of Goals of Goals of Project AIMProject AIMProject AIMProject AIM    

The goal of Project AIM is to reduce sexual risk behaviors among low-income youth 11 
to 14 years old by providing them with the motivation to make safe choices and to ad-
dress deeper barriers to sexual risk prevention (e.g., hopelessness, poverty, risk oppor-
tunities in low-income environments).   

Theory Behind the Intervention: Theory of Possible Selves Theory Behind the Intervention: Theory of Possible Selves Theory Behind the Intervention: Theory of Possible Selves Theory Behind the Intervention: Theory of Possible Selves     

The Theory of Possible Selves offers a new approach to HIV prevention by focusing on 
adolescents’ desires and motivations for attaining adulthood goals. In brief, the theory 
asserts that behavior change is motivated by both what youth hope to become 
(positive possible future self) and what they wish to avoid becoming (negative possible 
future self).  Project AIM promotes the capacity of at-risk young adolescents to perse-
vere in their efforts to attain a positive future and to avoid risk behaviors that would 
endanger the success of a positive future adulthood.  

The more clearly youth can envision and communicate the positive future selves (their 
hopes, goals, and dreams), the more attainable (or real) they seem and the more moti-
vated youth become to achieve them. The more youth imagine a negative future, the 
more they may believe it will come true, and the more hopeless they feel.  Being in jail, 
addicted to drugs, and homeless are some examples that youth may envision of a 
negative future. In communities of poverty, youth are often overwhelmed by images 
of the negative future possible selves based on what they see around them in their im-
mediate environment.  

It is important for youth to have a balance of images of 
both positive and negative potential futures.  If youth en-
vision only positive future selves, they may not accu-
rately gauge their chances at success, or properly prepare 
themselves for obstacles, setbacks, or short-term disap-
pointments.   On the other hand, with only negative fu-
ture selves in mind, there is no belief that a positive fu-
ture is possible, no plans for the future, and no motiva-
tion to pursue long-term goals.  It is a balance of both 
positive and negative future images that makes youth 
most likely to persevere in efforts towards achieving 
goals.  Therefore, enhancing a young person’s ability to 
envision a positive possible future self, while also envi-

sioning a negative possible future self, motivates the young person to make healthier 
choices in the present.  
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How How How How Project AIM Project AIM Project AIM Project AIM WorksWorksWorksWorks    

Project AIM is different from other HIV prevention programs. Historically, programs to 
prevent HIV risk behaviors in adolescents have taken one of two approaches: an absti-
nence-based approach or a comprehensive sex education approach. The goal of absti-
nence-based programs is to delay the initiation of sexual intercourse or to stop having 
intercourse for youth who have already begun. Activities in these programs address 
refusal skills and norms for waiting to engage in sex.  The challenges to these pro-
grams are the lack of evidence that they are effective in getting youth to abstain. Com-
prehensive sex education approaches also try to encourage youth to abstain but also 
are based on the idea that while some youth may engage in sexual intercourse we can 
still reduce the harm by promoting the use of condoms or reducing the number of sex 
partners that an adolescent has. These programs are generally based on Social Behav-
ioral Learning Theories and include activities such as condom use skills and condom 
negotiation.  
 
Project AIM affects change in sexual behavior without focusing explicitly on sexual 
risk.  Project AIM is based on a motivational theory that engages youth in activities that 
reduce their engagement in risky behaviors. It is designed to encourage young people 
to think about their desired future and how current risky behavior choices can ad-
versely affect it.  

Project AIM’s efficacy to change youth’s behaviors are due to the holistic approach of 
applying the theories of motivation towards helping youth with adult identity explora-
tion, a task developmentally associated with adolescence.  The overall objective of Pro-
ject AIM is more than changing a specific sexual behavior, it’s about offering alterna-
tive positive choices to defining themselves as successful adults and providing them 
with actual opportunities of achieving success within the program.  
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Youth DevelopmentYouth DevelopmentYouth DevelopmentYouth Development    

Youth development programs promote healthy adolescent development and resilience 
through positive activities that encourage appropriate, age-relevant skills and attrib-
utes.  Project AIM is considered to be a youth development approach.  The strategies 
and activities that are used in Project AIM protect them from engaging in risky behav-
iors and also foster important aspects of youth development such as: 

Youth Development Constructs     Project AIM Strategies & ActivitiesYouth Development Constructs     Project AIM Strategies & ActivitiesYouth Development Constructs     Project AIM Strategies & ActivitiesYouth Development Constructs     Project AIM Strategies & Activities    

Clear and positive identity Project AIM enhances youth’s articulation of fu-
ture self through interest inventories, business 
cards, and resumes. Youth conduct self-
examination of their strengths, talents, interests, 
needed resources, and are encouraged to per-
ceive themselves as one who is on the path to 
success. 

Belief in the future Based on the theory of possible selves, Project 
AIM activities require youth to see themselves in 
terms of succeeding in their future; and in terms 
of the future as holding opportunities that will 
enable them to succeed in life. 

Self-determination Youth are asked to consider how their behaviors 
might promote or impede the achievement of de-
sired future self-identities. There are peer discus-
sions about risky behaviors, creating choices in 
their futures, and making decisions about what 
they want in life. 

Self-efficacy Youth engage in role-playing different styles of 
communication (aggressive, passive, and asser-
tive) to practice self-expression and resist peer 
pressure. Facilitators conduct individual inter-
views with youth to enhance youth communica-
tion skills and help them identify their strengths 
and resources to increase the likelihood of future 
success. 

Pro-social norms The use of small group and role models (guest 
speakers and facilitators) create and sustain 
group norms of delaying or abstaining from sex-
ual activity and other behaviors that could dis-
rupt achievement of their goals. 
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Youth Development Constructs     Project AIM Strategies & ActivitiesYouth Development Constructs     Project AIM Strategies & ActivitiesYouth Development Constructs     Project AIM Strategies & ActivitiesYouth Development Constructs     Project AIM Strategies & Activities    

Behavioral and social competences Project AIM promotes skills in positive self-
presentation such as writing business cards, re-
sumes, decision- making and planning skills, in-
terview skills, relationship & self-expression 
skills. Youth identify role of family, peers, and 
others in supporting or negatively impacting 
their future success. 

Positive emotions Project AIM activities encourage a sense of hope 
for the future, pride in self-attributes, and crea-
tive self-expression.  

Resiliency Project AIM includes activities around withstand-
ing peer pressure and communicating with 
peers, accessing resources, and connecting with 
positive adults in their lives.  
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Research ResultsResearch ResultsResearch ResultsResearch Results    

Project AIM has been tested in a randomized behavioral trial of 240 African American 
seventh graders using random assignment of health education classes to Project AIM or 
the standard curriculum for the health education class. 1 The research was conducted in 
a city adjacent to Birmingham, Alabama. The community had mostly low-income 
households and the school was on academic probation, meaning that the average stan-
dardized test scores for reading, language, and math were in the bottom 50% of the 
country. 

Results showed that Project AIM was effective in reducing sexual intentions and in-
creasing sexual abstinence.  Surveys about sexual activity were conducted before the 
intervention and 12 weeks and one year after the intervention ended.  Research find-
ings showed significant increases in sexual abstinence, across all youth in Project AIM 
from the baseline to 12 weeks after the end of the intervention. 
 

Youth in Project AIM showed sexual risk reduction compared with youth not in Project 
AIM. Project AIM effects on abstinence remained for male youth one year after they fin-
ished Project AIM.  Project AIM youth improved in academic outcomes and decreased 
in school suspensions across their 8th grade year.  School records at the  end of the 
eighth grade school year showed that youth who were in Project AIM received signifi-
cantly higher grades in social studies and science than did youth who did not receive 
Project AIM.  Disciplinary suspensions across the 8th grade school year were signifi-
cantly lower for those who participated in Project AIM than those who did not. 

1 Clark L.F., Miller SM, Nagy SS, et al, 2005, Adult identity mentoring: Reducing sexual risk for African-American seventh 
grade students.  Journal of Adolescent Health, 37:pp 337. 
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Core Elements and Key CharacteristicsCore Elements and Key CharacteristicsCore Elements and Key CharacteristicsCore Elements and Key Characteristics    

Core Elements 

All packaged, CDC-Identified Effective Behavioral Interventions have what is referred 
to as core elements.  Core elements are required elements that embody the theory and 
internal logic of the intervention and are thought to most likely produce the interven-
tion’s main effects. Core elements should be identified through research and program 
evaluation. Core elements essentially define an intervention and must be kept intact 
(i.e., with fidelity) when the intervention is being implemented or adapted, in order for 
it to produce program outcomes similar to those demonstrated in the original research. 

 
There are three types of core elements: content, implementation, and pedagogical.  
Content core elements are the elements of what is being taught that are believed to be 
responsible for the behavior change.  Implementation core elements relate to the logis-
tics of the environment, while the pedagogical core elements refer to how the content 
is being delivered that reflects the theoretical framework of the intervention.  Project 
AIM has the following 7 core elements: 
 

Content Core Elements 
 

1. Engage youth in thinking about a positive possible future self. Help youth: 

• Look ahead to the future as successful adults.  

• Envision a positive future self.  

• Engage in goal setting to achieve a positive future as an adult. 

• Articulate the specific details of a positive future self. 
 

2. Engage youth in present actions to achieve future success. Help youth: 
• Develop skills to achieve effective communication. 

• Identify strengths and the resources needed for future success.  

• Experience success to reinforce youths’ positive future self. 
 

3.   Encourage youth to safeguard the future through risk reduction. Help youth: 

• Develop strategies to safeguard the likelihood of a positive future self through 
risk reduction and a balance of their future possible positive and negative 
selves. 

 



 

8                                               

                             S t a r t e r  K i t     

The components of the three content core elements form the word L E GAC I EL E GAC I EL E GAC I EL E GAC I E SSSS. 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Implementation Core Elements 
 

4. Use two skilled and trained facilitators whom youth find credible to deliver Project 
AIM. 
 

5. Deliver multiple intervention sessions, with sufficient time between sessions for 
youth to process information they are learning, draw conclusions, and invest in 
their goals. 
 

Pedagogical Core Elements 
 

6. Have youth create a compilation of their work representing their positive fu-
ture, possible future self, and the activities to achieving that possible future self. 
 

7.  Deliver activities in ways that support youth with enthusiastic positive feedback 
that focuses on their individual strengths. 
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Key Characteristics 

Key characteristics are important, but not essential, attributes of an intervention’s rec-
ommended activities and delivery methods. They may be modified to be culturally ap-
propriate and fit the risk factors, behavioral determinants, and risk behaviors of the 
target population and the unique circumstances of the venue, agency, and other stake-
holders. Modification of key characteristics should not compete with or contradict the 
core elements, theory, and internal logic of the intervention.7  

Project AIM has the following key characteristics: 

 
1. The optimal group size is between 10-18 youth.  For a larger group size, it is recom-
mended to have an assistant work with the facilitators to help with the out of ses-
sion tasks. 

2. It is recommended that facilitators are young adults 
from backgrounds similar to youth, preferably one 
male and one female, AND able to relate/interact 
positively with youth. 
 

3. Session length is 50 minutes. However, sessions could be extended to 
accommodate for more in-depth discussions about key concepts and/or 
to facilitate supplemental activities that reinforce the core elements. 
 
 

4. Guest speakers share their experiences 
with working towards a positive future 
and the challenges they may have encoun-
tered; these presentations can be in-person 
(preferable), video, or other format. 
 

5. Project AIM uses the career software and the internet to match youth interests to 
career possibilities. 

 

 

 

 

7 McKleroy, V., Galbraith, J., Cummings, B., Jones, P., Harshbarger, C., Collins, C., et al. (2006). Adapting evidence-based behav-
ioral interventions for new settings and target populations. AIDS Education and Prevention 18 (Suppl. A): 59-73.  
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Understanding Understanding Understanding Understanding Project AIM Project AIM Project AIM Project AIM Logic ModelLogic ModelLogic ModelLogic Model    

The Project AIM logic model is the explanation of the relationships between the inter-
vention, risk group, theory underlying the intervention, behavioral determinants, in-
tervention activities, and the intended outcomes. 
 

The purpose of a logic model is to teach the specific logic of change underlying Project 
AIM.  It shows the main elements of Project AIM and how they work together to mod-
ify changes in behavior. For example, these logical relationships can aid understanding 
to select and adapt interventions. 

 

Target population refers to the individuals for whom Project AIM was designed and 
tested.  Characteristics of the target population may include (but not limited to) race/
ethnicity, gender, and/or age. 

 

Risk behaviors are behaviors that place the target population at increased risk for HIV 
and that Project AIM intends to modify. 

 

Risk factors are descriptions of behaviors and contexts in which HIV is likely to be 
transmitted. 

 

Behavioral determinants are the basic determinants or constructs of the behavioral 
change models or theories that the intervention directly focuses on in order to modify 
risk. These are mediators of behavioral change and should correspond to risk factors 
identified in the problem statement. 

 

Intervention activities address the behavioral determinants. These are action-oriented, 
measurable activities of Project AIM which are most likely to have the desired effect on 
the outcomes or the behavioral determinants. 
 

Outcomes are expected changes as a result of activities targeting behavioral determi-
nants. 
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Modifications to Modifications to Modifications to Modifications to Project AIMProject AIMProject AIMProject AIM    

Project AIM was field tested in two community-based settings, including a church set-
ting, by non-research staff with African American and Latino youth.  This intervention 
package is appropriate for implementation in community settings by agency staff with 
African American, Latino, and other at-risk youth.  With minor adaptations, the inter-
vention package also may be appropriate for youth of other races or ethnicities living 
in low-income neighborhoods.  Project AIM has been field tested in low-income school 
districts across the United States. 
 

During its preparation for use in the field, Project AIM was adjusted in the following 
ways to make implementation easier. 

• The original version of Project AIM consisted of 10 sessions for delivery in school 
settings with African American youth between the ages of 11-14.  Project AIM was 
expanded to 12 sessions for implementation in community-based organizations 
(CBOs) with African American and Latino youth. A session was created for the 
guest speakers, while 2 activities from the original version were re-organized to 
create another session. This modification was based on the feedback from facilita-
tors from the pilot study who expressed the need for more time to allow for more 
time to engage youth in discussions and complete activities.  

• During the pilot study, Latino youth also participated due to the geographical loca-
tion of the CBOs and the demographic profile of their clients.  In addition, African 
American and Latino youth face similar issues of living in impoverished areas. 
Therefore, the intervention was also broadened to Latino youth to meet the needs 
of the CBOs.  

• Two supplemental sessions were created for CBOs who have the resources to plan 
a local field trip with their youth and conduct one of the Project AIM activities in a 
computer lab to access more information about their future careers and education. 
These sessions are optional and can be found at the end of the Facilitator Handbook. 

• The Community Advisory Board that consulted with the Project AIM replication 
team strongly recommended assigning activities to youth at the end of most ses-
sions. Thus, To-Do Tasks were added to each session to reinforce Project AIM core 
elements and enhance communication between youth and their parents or trusted 
adults in their lives. 
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SectionSectionSectionSection    II:   II:   II:   II:       

Getting StartedGetting StartedGetting StartedGetting Started    

OverviewOverviewOverviewOverview    

A key part of getting started is for an agency to put together an implementation plan.  
Before getting started, agencies must understand how, where, and for whom Project 
AIM will be implemented, and mobilize the support necessary for smooth implemen-
tation.  Agency capacity issues and developing the budget are two central getting 
started activities. It is important to note that these activities do not happen strictly in 
the order that they appear in this manual; they may happen simultaneously. These ac-
tivities appear in this order in the manual because they build on one another; capacity 
issues lead to the discussions around budget development. 

This section provides all of the information and tools that are part of effective imple-
mentation plan, including:  

 

• Agency capacity self-assessment 

• Getting stakeholders buy-in 

• Stakeholder’s checklist 

• Developing a budget 

• Staffing requirements 

• Suggested timeline 

 



 

14                                               

                             S t a r t e r  K i t     

Agency Capacity Self AssessmentAgency Capacity Self AssessmentAgency Capacity Self AssessmentAgency Capacity Self Assessment    

The following is a brief self-assessment tool intended to help agencies (e.g., CBOs) de-
termine whether they possess the capacity, or can build the capacity, to adopt and im-
plement the Project AIM intervention. Please review each item and then place a check 
mark (√ ) in only one response option. 

Capacities and Resources Needed for 
Project AIM 

Yes, we have 
this capacity 

We do not  
presently have 
this capacity, 
but can build 
the capacity 

  

No, we do not 
have this 
capacity 

  

One program manager (10-20% FTE) to su-
pervise and coordinate implementation of 
Project AIM. 

      

Two staff persons (15-25% FTE) who are 
trained facilitators with appropriate charac-
teristics and experience as outlined later in 
the manual. 

      

Agency commitment to and completion of 
3-day training course for facilitators.       

Agency commitment and support 
(executive, managerial, staff) to implement 
and sustain Project AIM over time. 

      

Ability to recruit 10 to 18 African Ameri-
can, Latino, or other at-risk  youth ages 11-
14 to participate in 12 sessions of Project 
AIM. 

      

Capacity to collect, maintain, and use proc-
ess and outcome monitoring data.       

Access to a private space to conduct 12 ses-
sions of Project AIM with youth without 
distractions. 

      

Resources to provide low-cost incentives 
for youth participants (e.g., transportation 
vouchers, snack, stipends, local field trip).. 

      

Access to basic supplies such as newsprint, 
markers, and pens for use during the ses-
sions. 
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If all of your responses were in the columns Yes, we have this capacity and 
We do not presently have this capacity, but can build the capacity, your agency 
is likely ready for Project AIM. 

 
If some or most of your responses were in the column No, we do not have 

this capacity, these are the areas of development where your agency will 
need to further explore and identify resources in order to successfully im-
plement Project AIM. CBOs may consider forming partnerships with 
other agencies in the local community to build the capacity.  

Getting Stakeholders BuyGetting Stakeholders BuyGetting Stakeholders BuyGetting Stakeholders Buy----InInInIn    

Getting buy-in is crucial because it assures the support of agency administration and 
lets agency resources be used for intervention implementation.  Getting buy-in is done 
best with an intervention champion. The champion is often the project manager or 
could be a facilitator or a team of people. Regardless of the number of champions, the 
main issue is convincing the agency that the implementing Project AIM would make 
the quality of its prevention services better and that the agency is able to implement 
Project AIM.   

A champion is someone within the agency generally who is a mid-to-upper level ad-
ministrator and who links the administration and staff.  The champion must be good at 
answering questions and at helping make any changes in organizational structure.  
The champion can negotiate any necessary trade-offs or compromises.  The champion 
becomes the intervention’s spokesperson, anticipates the reservation of the staff, and 
answers questions about the intervention needs and resources.  The champion must 
have excellent knowledge of the intervention including its costs, Core Elements, and 
Key Characteristics.  The champion can use the marketing materials in the intervention 
package to gain supporters.  Also, the champion can use the information presented in 
this manual and the rest of the package to answer any questions or concerns about Pro-
ject AIM. 

Your agency’s intervention champion can use the following stakeholder’s checklist to 
obtain support for implementing Project AIM.  The stakeholders are those people on 
your Board of Directors/Executive Board, in your community, agency, your staff, or 
your funding source who have an interest in the successful implementation of an inter-
vention.  
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Stakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s Checklist    

Step 1:  Assess the community to determine whether they will 
support Project AIM. 

Step 2:  Identify your stakeholders. 

a.  Your agency’s Board of Director/Executive Board 

b. Staff members from your agency who will have a role in the 
operation of the intervention 

(√ )  Administrators who will obtain support 

(√ )  Supervisors who will monitor the intervention 

(√ )  Staff who will implement the intervention including 
recruitment of youth and co-facilitating the sessions 

c. Local agencies from which to recruit participants 

(√ )  After-school programs serving youth between the ages 
of 11 and 14. 

(√ )  Local community centers 

(√ )  Youth-serving agencies (i.e., Boys and Girls Club, 
YMCA, Big Brother/Big Sister) 

(√ )  Middle schools 

(√ )  Social service agencies 

(√ )  Faith-based organizations 

(√ )  Group homes for youth 

(√ )  Department of Parks and Recreation 

(√ )  Department of Probation 

(√ )  Department of Children and Family Services 
(Child Protective Services) 
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Stakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s Checklist    

d. Local agencies from which to recruit facilitators 

(√ )  Any youth-serving agency from above list 

(√ )  Local colleges and universities seeking internship po-
sitions to work with youth 

e. Organizations which could provide assistance or other re-
sources 

(√ )  Local merchants for incentives and refreshments 

(√ )  Agencies that can provide a venue for the intervention 

(√ )  Agencies that can provide transportation 

(√ )  Agencies that can help identify local guest speakers 

(√ )  Agencies that can provide funding sources 

(√ )  Advisory board to help modify the intervention to the 
youth 

(√ )  Agencies, merchants, printers, publishers, broadcast-
ers to help advertise the intervention 

(√ )  Agencies that can provide facilitators 

(√ )  Other collaborating agencies to provide information 
and services to youth  for resources 

f. Other agencies with which to collaborate or partner 

(√ )  Local school districts 

(√ )  Local youth serving agencies 

(√ )  City council 

(√ )  Health departments 

(√ )  After school programs 

(√ )  Parent Teacher Association  
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Stakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s Checklist    

Step 3:  Determine needs from stakeholders based on Agency 
Capacity Checklist  

Step 4:  Getting stakeholders informed, supportive, and involved  

a.  Decide in advance what specific assistance is needed from 
each stakeholder. Possible assistance includes:  

(√ )  provide financial support  

(√ )  provide letters of support 

(√ )  refer youth to the intervention 

(√ )  be a resource to which you can refer youth 

(√ )  join your community advisory board 

(√ )  help tailor the intervention for your target population 

(√ )  provide a room in which the sessions can be held 

(√ )  provide or donate resources such as small incentives 
and refreshments 

(√ )  help with recruitment and outreach effort  

 

b.  Send letters to inform stakeholders about Project AIM, its 
importance, that your agency is/will be making the inter-
vention available, what specific role(s) you think that they 
might play in the success of the intervention, and offer an 
opportunity for them to learn more. 
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Stakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s ChecklistStakeholder’s Checklist    

d. Follow-up your letters with a phone call to assess their in-
terest. If they are interested, schedule a time to meet (i.e., 
one-on-one, group meeting at your agency, presentation at 
their agency for their staff or association members).  

e. Gaining their support 

(√ )  Describe several specific role(s) they could play (i.e., 
youth incentives, space to conduct Project AIM, recruit 
youth, guest speakers) 

(√ )  Emphasize the benefits of their involvements to them-
selves, their agency, the community, and the youth. An-
swer their questions. 

(√ )  Invite them to commit to supporting Project AIM by 
taking on one or more roles. Keep track of commitment.  

f. Getting them involved 

(√ )  Soon after meeting with your stakeholders, send thank 
you letters that specify the role(s) to which they com-
mitted.  If they did not commit, send a letter thanking 
them for their time and interest and ask them to keep 
the letter on file in case they reconsider later. 

(√ )  For persons who committed to a role that is important 
to pre-implementation, put them to work as soon as 
possible. 

(√ )  For persons who committed to involvement later  in the 
process, send them brief progress updates and a time-
line on when their support/assistance will be needed. 

(√ )  Hold regular meetings to acknowledge and value    
their support, update them on the intervention         
progress, and keep them engaged.  
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Project AIM Project AIM Project AIM Project AIM Staffing RequirementsStaffing RequirementsStaffing RequirementsStaffing Requirements    

In order for Project AIM to run smoothly you will need a Project Manager and at least 2 
trained co-facilitators. 
 
Project Manager 

This list of items below contains some of the Project Manager’s primary responsibili-
ties. They are not necessarily the only tasks that the program manager will do in the 
course of the intervention. 

    P RO J ECT  MANAGER  DUT I E SPRO J ECT  MANAGER  DUT I E SPRO J ECT  MANAGER  DUT I E SPRO J ECT  MANAGER  DUT I E S     

� Managing the budget � Preparing the agency for the intervention 

� Conducting quality assurance � Deciding with which organizations to work 

� Monitoring fidelity � Hiring and managing the intervention team 

� Recruiting and selecting the advisory 
board 

� Setting up training and technical assistance 

� Overseeing the advisory board � Establishing and overseeing the evaluation 
plan 

� Preparing the intervention materials � Overseeing the intervention 

� Working with other agencies � Conducting debriefing sessions 

� Recruiting participants  

    P RO J ECT  MANAGER  CHARACTER I S T IC S  &  S K I L L SPRO J ECT  MANAGER  CHARACTER I S T IC S  &  S K I L L SPRO J ECT  MANAGER  CHARACTER I S T IC S  &  S K I L L SPRO J ECT  MANAGER  CHARACTER I S T IC S  &  S K I L L S     

� Ability to work collaboratively with staff, other leaders, members of a school or or-
ganization, and members of the broader community  

� Previous experience with providing staff supervision  

� Commitment to Project AIM and the belief in its effectiveness  

� Skills in developing and managing the evaluation plan, recruitment/marketing plan, 
budget, and other administrative activities related to Project AIM  
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Facilitators 

As mentioned before, Project AIM requires two facilitators. The list of items below con-
tains some of the Facilitator’s primary responsibilities. They are not necessarily the 
only tasks that Facilitators will undertake in the course of the intervention.  The charac-

teristics and skills for Project AIM would also apply for any group facilitator. 

    FAC I L I TATOR  DUT I E SFAC I L I TATOR  DUT I E SFAC I L I TATOR  DUT I E SFAC I L I TATOR  DUT I E S     

� Attend the training course for Project 
AIM  

� Order and organize intervention materi-
als 

� Conduct orientation meetings to par-
ents and community about Project AIM 

� Recruit participants 

� Co-facilitate 12 sessions of Project AIM 
for each cycle 

� Complete out of session tasks 

� Debrief with supervisor and co-
facilitator 

� Collect and maintain process and out-
come evaluation (if necessary) 

    FAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L SFAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L SFAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L SFAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L S     

ATTRIBUTES 

� Trustworthy 

SKILLS 

� Empathetic, supportive, & active listener 

� Patience in working with youth  � Promote youth self-efficacy 

� Dynamic and friendly � Respect & value youth’s ideas, experi-
ences, & opinions 

� Flexibility to adjust to meet needs of the 
group 

� Communicate in a direct and non-
judgmental manner 

� Commitment to Project AIM and the be-
lief in its effectiveness, youth develop-
ment, & empowerment.    
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    FAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L S  CONT INUEDFAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L S  CONT INUEDFAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L S  CONT INUEDFAC I L I TATOR  CHARACTER I S T I CS  &  S K I L L S  CONT INUED     

GROUP SKILLS/KNOWLEDGE 

� Previous experience in facilitating youth groups 

� Creates a safe, warm and welcoming environment that promotes youth participation 
in a group setting 

� Ability to manage problems and issues with youth in a positive manner 

� Ability to build rapport and establish appropriate boundaries with youth 

� Willingness to learn from the group 

� Comfort in addressing topics such as sexuality, sexual health, and substance use 

� Culturally competent 

adultadultadultadult    

identityidentityidentityidentity    

mentoringmentoringmentoringmentoring    
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Where to Find Effective Facilitators and Project Managers 

� Local colleges and universities seeking internship positions to work with youth 

� After-school programs serving youth between the ages of 11 and 14 

� Local community centers 

� Youth-serving agencies (i.e., Boys and Girls Club, YMCA, Big Brother/Big Sister) 

� Middle schools 

� Social service agencies 

� Faith-based organizations 

� Group homes for youth 

� Department of Parks and Recreation 

� Department of Probation 

� Department of Children and Family Services (Child Protective Services)  

Development and Training of Facilitators 

  
All facilitators should go through formal training for Project AIM. Formal training is 
designed to familiarize facilitators with the goals, purpose, and specific details of Pro-
ject AIM.  The Project AIM training will enhance specific knowledge and skills needed 
to deliver the program. 
 
During training, facilitators will learn the content of the Facilitator’s Handbook. Train-
ing will also emphasize the theory and core elements of Project AIM.  During the train-
ing, participants will experience all the activities in Project AIM.  The participants will 
also have a chance to facilitate some of the activities themselves. This hands-on ap-
proach is the first step in ensuring that facilitators are implementing Project AIM suc-
cessfully. 
 
After participants attend the formal Project AIM training, they will still need to practice 
the intervention activities before implementing with youth.  A great way is to hold 
practice sessions. Participants for these sessions can be recruited from the staff or 
agency volunteers. But, if volunteers participate, it is important to make sure they un-
derstand their role and the goals of the practice sessions.   One of the goals of the prac-
tice session is to give the facilitators an opportunity to spend time learning the inter-
vention before implementing with youth.  Before each session, the facilitators should 
decide who will lead each activity.  These roles may be adjusted between practices.   
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WHAT’S MY WHAT’S MY WHAT’S MY WHAT’S MY 

LEGACY?LEGACY?LEGACY?LEGACY?    

The practice sessions will provide an opportunity to manage behavior and conflict.  
The practice sessions will increase facilitators’ comfort-level with the intervention 
process and promote flexibility in adjusting the agenda to the needs of the participants.  
In addition, the practice session will help facilitators assess their facilitation skills.  Pro-
ject managers and staff members may want to observe the practice sessions and give 
facilitators feedback.  The project manager may choose to use the Project AIM fidelity 
checklist found in the Monitoring and Evaluation Guide to evaluate the practice session. 
 
Once implementation with youth begins, the project manager may want to have a plan 
in place to ensure quality of delivery.  Quality assurance is discussed in detail in the 
maintenance section of this document.  
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Developing a BudgetDeveloping a BudgetDeveloping a BudgetDeveloping a Budget    

This budget is an example of possible costs of implementing Project AIM.  Depending 
on how often you implement or what your specific agency needs, these figures will 
vary from organization to organization.  This is only a guide. 
 
Agency Staff Requirements 
 

An agency will need a part-time project manager (10%-20% FTE) to coordinate all ac-
tivities of Project AIM from program planning, implementation, monitoring, to evalua-
tion. In addition, two part-time staff persons (12.5% FTE each) are needed to recruit 
youth participants and to co-facilitate Project AIM.  Facilitators will need time to attend 
and complete a 3-day training course, while the program manager has the option to 
attend the entire training course or the first day of training only. It is highly recom-
mended for the program manager to attend the entire training course to gain a more in
-depth understanding of Project AIM in order to support and supervise the facilitators. 
Estimated intervention delivery time of 5 hours per facilitator per week includes: 

• 2 hours to deliver 2 sessions of Project AIM per week (6-week period) 
• 1 hour to set-up before and clean-up after each session 
• 1 hour to debrief with supervisor 
• 1 hour to complete additional tasks between sessions 

Equipment 

Facilitators will need access to a computer and a printer with the ability to 
access the internet and print materials from a CD disk or downloadable 
website.   

Location, Room Logistics and Time  

Project AIM is designed to take place either in or near the community of the target 
population.  Here are some suggestions for selecting a location and room logistics: 

• Youth-friendly space 
• Venues where youth currently congregate (e.g., recreation centers, after-school 
programs) 

• Central location - along major transit routes so participants can easily get to the 
location 

• Flexible seating and table arrangements: 
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LEFT                            Facilitator                                   RIGHT 

Easels & Posters             

Facilitator 

youth 

youth 

youth 

youth 

youth 

youth 

youth 

youth 

youth  youth   youth  youth   youth      

• Room needs to be big enough to accommodate 2 facilitators and seat 10-18 youth 
comfortably that allows for group discussion as well as individual and group ac-
tivities. 

• The most ideal room set-up is as follows: 

 

Several factors should be considered when choosing the days and times for your ses-
sion(s).  It is critical that the intervention is held twice a week with enough days in be-
tween sessions to allow enough time for (1) youth to process what they are learning 
and (2) facilitators to complete out of session tasks. 

 

If you do a community assessment, you can ask about the appropriate times for hold-
ing session(s) that are most convenient and suitable to the youth.  Otherwise, your staff 
may be aware of other factors that will affect the decision.  The availability of the facili-
tators and the room also needs to be considered.  
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Intervention Materials 

Materials needed to implement the intervention are in the Project AIM intervention 

package and on the Project AIM CD-ROM.  These materials are: 

• Facilitator Handbook (Curriculum) 

• Implementation Manual and Technical Assistance Guide 

• Monitoring and Evaluation Guide 

• Project AIM Fact Sheet 

• Posters 

• Youth Workbook 

• Project AIM Stationary 

• Self-Confidence cards 

• Role-Play Scenario cards 

• Communication Style cards 

• Directory of Images 

• Career Puzzle Pieces 

• Positive and Negative sheets 

 
The materials listed below are AIM-related items not included in the Project AIM inter-
vention package. These items reinforce the core elements and are integral parts of Pro-
ject AIM.  Implementing agencies need to purchase these items for each youth: 

• Key Chains (Session 2) 

• Career Game Explorer booklets and Web Tickets (Session 5): For more information on 
how to order the booklets and Web Tickets, go to http://www.careergame.com 

• Portfolios (Session 12) 



 

28                                               

                             S t a r t e r  K i t     

The following items are basic supplies that agencies will need to  acquire before imple-
menting Project AIM. These are also listed in the budget. 

• Easels with Newsprint Pads 

• Markers (non-permanent) 

• Envelopes 

• Pens 

Calculators for student use 

• White/Colored Paper 

• Certificate Paper 

• Business Card Stock 

 

 

 

Incentives 

Incentives are used for multiple reasons: to keep youth engaged during sessions and to 
motivate youth to complete the to-do tasks between sessions.   One suggestion is to 
distribute raffle tickets to youth who completed and shared their to-do tasks.  At the 
end of Project AIM, youth received small prizes for their raffle tickets. Other sugges-
tions for incentives include snacks, food coupons, discount store gift cards, movie 
rental cards, and a local field trip.  Use creativity when identifying incentives for the 
youth.  If your agency doesn’t have money to buy incentives, it may be possible to ask 
for donations from the community and offer those donations as incentives.   

COUPONCOUPONCOUPONCOUPON    
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The following cost sheet provides an agency with a general cost analysis of expendi-
tures associated with implementing Project AIM.  This cost sheet makes the follow-
ing assumptions (see page 28) and amount will vary depending on the agency’s lo-
cation, infrastructure capacity and access to resources: 

Sample Cost SheetSample Cost SheetSample Cost SheetSample Cost Sheet    

CATEGORIES    

Staff1 (based on 1 year of implementation) Salary Total Cost 

Project Manager (1 @ 10% FTE) Annual salary x 10% Total Cost (1) 

Facilitator (2 @ 12.5% FTE each) 
Annual salary x 12.5% x 2 

staff Total Cost (2) 

Fringe Benefits (25%)   [(1)+(2)] x 25% =(3) 

(A) Total (Staff) (1)+(2)+(3) 

     

Intervention Materials Cost/Unit Total Cost 

**YOUTH MATERIALS    

Workbook (cost incurred by agency to print 
out 17 worksheets)  

Copies (black and white or color) 

  Insert cost per page x 17 
worksheets x # of partici-

pants Total Cost 

Career Interest Inventory Booklet and Web 
Ticket 

 Insert cost per unit x # of 
participants 

Total Cost 

Portfolio 
Insert cost per unit x # of 

participants 
Total Cost 

Card Stock (10 business cards per youth) 
 Insert cost x 10 cards x # of 

participants 
Total Cost 

Self-Confidence Card 
Insert cost per unit x # of 

participants 
Total Cost 

Project AIM Stationary (2 per youth) Copies 
(black and white or color ) 

   

Insert cost per unit x 2 sta-
tioneries x # of participants 

Total Cost 

Key chain 
Insert cost per unit x  # of 

participants 
Total Cost 

Certificate Paper 
Insert cost per unit x  # of 

participants 
Total Cost 

(B) Total Cost of Intervention Materials $ 
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CATEGORIES    

Basic Office Supplies Cost/Unit Total Cost 

Easel with Newsprint Pad Insert cost of Easel with 
Pad 

Total Cost 

Markers (non-permanent) Insert cost of Markers Total Cost 

Letter (8 ½ x 11) sized envelopes Insert cost of Envelopes Total Cost 

Pens for youth to use during each session  Cost of pens x # of youth Total Cost 

1 Calculators per groups of 4-6 youth Insert cost of Calculators Total Cost 

  (C) Total $ 

     

Incentives (optional expense) Cost/Unit Total Cost 

Snacks/Refreshments (Insert cost) per session x 
12 sessions 

(Insert cost) per 
session x 12 ses-

sions 

Gift Cards (as optional incentives) (Insert cost) per youth (Insert cost) x  # of  
youth 

Transportation Vouchers (as needed) (Insert cost) per youth (Insert cost) x  # of  
youth 

  (D) Total $ 

     

Travel Cost/Unit Total Cost 

Miles to/from intervention location (if other 
than regular work place)  # miles X cents/mile 

# miles X cents/
mile 

   (E) Total  

  Cost/Unit Total Cost 

SUB TOTAL (Staff) Insert Sub Total Cost (A) 

SUB TOTAL (intervention materials) Insert Sub Total Cost (B) 

SUB TOTAL (Basic Office Supplies ) Insert Sub Total Cost (C) 

SUB TOTAL (Incentives) Insert Sub Total Cost (D) 

SUB TOTAL (Travel)  Insert Sub Total Cost (E) 

DIRECT COSTS GRAND TOTAL 
SUM of (A) + (B) 
or (C) + (D) + (E) 
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• 
1 Staff salary is based on a 1-year implementation plan of Project AIM. 

• One cycle consists of twelve sessions over a period of six weeks.  Group size 
ranges from 10-18 youth. This annual budget is based on conducting between 6-
8 cycles (or groups) across a 12-month period. 

• The agency may have access to intervention participants through outreach 
within their agencies or the surrounding community. 

• The agency has an appropriate facility to hold (12) 50-minute group sessions. 
• The agency is located either in or in close proximity to the community where 
the intervention will be delivered. 

• The facilitators have access to a computer and printer with Internet access to re-
produce some intervention materials. 

• Indirect costs should be formulated based on the agency’s rate. 
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Suggested TimelineSuggested TimelineSuggested TimelineSuggested Timeline 

A timeline covering all stages of Project AIM is a useful resource to aid with planning 
and implementation of Project AIM.  A suggested timeline with specific tasks follows. 

MONTH ACTIVITIES NOTES 

1 Conduct Agency Capacity Self-Assessment 

to ensure agency has the capacity to imple-

ment Project AIM. 

 

1 Identify key stakeholders to obtain buy-in, 

support, and/or needed resources to imple-

ment Project AIM. Use the Stakeholders 

Checklist  to assist with this process. 

 

2 Identify members of the Program Implemen-

tation team (Project Manager, Facilitators, 

support staff). 

 

2 Secure Project AIM intervention package, 

AIM-related items, incentives, and other ba-

sic supplies. 

 

3 Arrange training for facilitators and identify 

potential sites for training. 

 

3 Send facilitators to training.  

3 Develop an evaluation and quality assurance 

plan. 

 

3 Develop  a marketing and recruitment plan. 

Create flyers, information sheets, and other 

marketing/recruitment tools. 
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MONTH ACTIVITIES NOTES 

4 Begin recruitment of youth. If necessary, con-

duct orientation meetings to parents and 

community to inform about Project AIM. 

 

4 Secure venue to conduct Project AIM ses-

sions. 

 

4 Schedule Project AIM sessions.  

4 Arrange for transportation and snacks/food 

as needed. 

 

5 Begin facilitation coordination and practice. 

Set up regular meeting time with co-

facilitators to review and prepare for each 

session. 

 

5 Organize intervention materials and other pa-

perwork (such as client forms, staff forms, 

and evaluation forms). 

 

5 Enroll youth who will participate in Project 

AIM and obtain written permission from their 

parents or guardians. 

 

5 Provide youth and their parents/guardians 

information about the program location, dates 

and times.  
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MONTH ACTIVITIES NOTES 

6 Develop a crisis/referral system for youth 

who may need additional help. 

 

6 Conduct pre-implementation evaluation as 

needed. 

 

6-7 Implement 1 cycle of Project AIM.  

6-7 Co-facilitators schedule regular meetings 

with Project Manager during implementation 

of Project AIM  to debrief about the sessions 

and troubleshoot any issues that may arise. 

 

6-7 Observe program activities and/or review fa-

cilitators’ procedures to ensure quality and 

fidelity. 

 

8 Conduct post-implementation evaluation as 

needed. 

 

8-9 Review and analyze the evaluation data.  

10-11 Use the evaluation data to adjust your pro-

gram as necessary. 

 

12 Provide progress reports to funders, agen-

cies, and other key stakeholders. 
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CDC Information MaterialsCDC Information MaterialsCDC Information MaterialsCDC Information Materials     

Important Information for Users 

 

This HIV/STD risk-reduction intervention is intended for use with persons who are at 
high risk for acquiring or transmitting HIV/STD and who are voluntarily participating 
in the intervention.  The materials in this intervention package are not intended for 
general audiences.   

The intervention package includes implementation manuals, training and technical as-
sistance materials, and other items used in intervention delivery.  Also included in the 
packages are (1) the Centers for Disease Control and Prevention (CDC) factsheet on 
male latex condoms, (2) the CDC Statement on Study Results of Product Containing 
Nonoxynol-9, (3) the Morbidity and Mortality Weekly Report (MMRW) article 
“Nonoxynol-9 Spermicide Contraception Use—United States, 1999,”  (4) the ABCs of 
Smart Behavior, and (5) the CDC guideline on the content of the HIV educational ma-
terials prepared or purchased by CDC grantees (Content of AIDS-Related Written Ma-
terials, Pictorials, Audiovisuals, Questionnaires, Survey Instruments, and Educational 
Sessions in CDC Assistance Programs).   

Before conducting this intervention in your community, all materials must be ap-
proved by your community HIV review panel for acceptability in your project area.  
Once approved, the intervention package materials are to be used by trained facilita-
tors when implementing the intervention.   
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PPPPrrrroooojjjjeeeecccctttt    AAAAIIIIMMMM                                                                                                    

Project AIM Project AIM Project AIM Project AIM is a group-level, youth development intervention designed 

to reduce HIV risk behaviors by providing youth  motivation to make safe 

choices and to address deeper barriers to sexual risk prevention.  Youth 

are motivated to achieve a positive future and avoid a negative future. 

Project AIMProject AIMProject AIMProject AIM helps and encourages youth: 

• To understand the concept of legacy through the use of role models 

• See a picture of themselves in the future as successful adults 

• Set goals to achieve their desired future selves 

• Identify strengths and resources needed for future success 

• Build effective communication skills 

• Protect their future through reducing risk behaviors today 

 

  

 For more information contact: For more information contact: For more information contact: For more information contact:     

Leslie Clark, Ph.D., M.P.H. 

University of Southern California 

Childrens Hospital Los Angeles 

(323) 361-3917 

lclark@chla.usc.edu 


