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Introduction

In	October	2009,	Kenya	National	AIDS	and	STI	Control	Programme	and	its	
nongovernmental	partners	started	developing	standards	for	the	management	of	peer-
education	and	outreach	(PEO)	programs	targeting	key	populations	at	high	risk	of	HIV	
infection,	with	a	particular	focus	on	sex	workers.	With	financial	assistance	from	the	CDC	
and technical assistance from FHI 360,1 the Standards for Peer-Education and Outreach 
Programs for Sex Workers were published by the Ministry of Public Health and Sanitation 
in March 2011 and are available for download on the National AIDS and STI Control 
Programme	(NASCOP)	website.2 

The standards complement the National Guidelines for HVI/STI for Sex Workers,3 which 
provide guidance on developing, implementing, monitoring, and evaluating HIV/STI 
programs for sex workers and their sex partners and describe the components of an HIV/
STI	package	of	services.	The	standards	focus	on	the	management	functions	of	a	PEO	
program, whereas the national guidelines focus on the content of the services delivered 
to	the	target	population.	

The standards contribute to designing a more effective quality assurance system by 
making explicit the relationships between improved program management and improved 
effectiveness of programs in achieving their dual goal of

n	 Reducing	participation	in	high-risk	sexual	and	drug-using	behaviors	and	increasing	
the	frequency	of	risk	reduction	behaviors	(e.g.,	correct	and	consistent	use	of	
condoms,	safe	injecting	and	disposal	practices)

n	 Increasing	the	number	of	persons	from	high-risk	populations	who	receive	necessary	
services, including HIV counseling and testing, STI screening and treatment, and 
ART and drug treatment

Standards define quality, serve as reference for measuring the level of quality 
performance of a program, and allow identifying improvement opportunities to 
be	addressed	through	quality	improvement	strategies.	This	toolkit	focuses	on	the	
measurement	function	of	a	quality	assurance	and	improvement	(QAI)	approach,	
represented	by	the	triangle	in	Figure	1.

1 The	Quality	Assurance	for	Peer-Outreach	Programs	for	High	Risk	Populations	in	Kenya	is	a	centrally	funded	project	by	CDC/Atlanta,	
and	implemented	by	FHI	360	through	a	pass-through	sub-agreement	with	PATH/Kenya.	

2 Standards for Peer-Education and Outreach Programs for Sex Workers.	Ministry	of	Public	Health	and	Sanitation,	Kenya,	FHI	360,	
CDC.	March	2011.	http://nascop.or.ke/marpspubs.php	

3	Also	available	on	NASCOP	website	(same	address	as	above)	

figure 1. Quality Assurance Triangle

 defining Quality

improving Quality measuring Quality
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The	twelve	standards	officially	adopted	by	NASCOP	are	listed	in	Box	1.

Standards are presented with a similar template that includes a short statement, an 
intent	statement	and	a	list	of	criteria	that	help	define	and	measure	the	standard.	Each	
standard has several criteria that serve as the basis for measuring the extent to which 
the	standard	is	being	met.	Box	2	shows	an	example	of	a	standard	and	the	criteria	that	
determine	whether	or	not	the	standard	is	fulfilled	(2.1	to	2.4).	Note	that	each	criterion	
in	addition,	can	have	“sub-criteria”	(sub-criteria,	2.1.1	to	2.1.5	help	determine	whether	
criterion	2.1	is	met)	and	that	a	sub-criterion	can	have	“sub-sub-criteria”	(sub-sub-criteria	
2.1.1.1	and	2.1.1.2	help	determine	whether	sub-criterion	2.1.1	is	met).	

Box 1. Standards for PEO programs for sex workers

Standard 1: 	 A	management	system	is	in	place.	

Standard 2: 	 An	effective	peer-educator	selection	process	is	established.

Standard 3: 	 All	peer-education	training	is	curriculum-based.

Standard 4:		 Establish	a	system	for	retention	of	peer	educators.	

Standard 5: 	 Health	care	services	are	accessible	by	sex	workers	and	their	clients.

Standard 6:		 Comprehensive	peer	education	and	outreach	services	are	provided.

Standard 7:		 The	program	provides	the	necessary	supplies,	materials,	and	tools.

Standard 8:  An enabling environment is established for peer education of sex  
	 workers	and	outreach	to	sex	workers	and	their	clients.

Standard 9: 	 An	effective	referral	system	is	established.

Standard 10:  Supportive supervision is provided on an ongoing basis to all  
	 peer	educators.

Standard 11:		 Continuous	and	sustained	contact	with	sex	workers	is	undertaken.

Standard 12:		 Participatory	monitoring	and	evaluation	(M&E)	is	carried	out	for	 
	 peer	education	and	outreach	programs.
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Box 2. Example of a standard and its criteria

Standard 2: Selection process for peer educators. An effective peer-educator 
selection process is established (Standard Statement)

criteria:  

2.1	Effective	selection	criteria	are	used:	(Criterion)

	 2.1.1	Equitable	representation	for	the	catchment	area	and	targeted	hotspots	 
	 	 is	achieved.	(Sub-criterion)

	 	 2.1.1.1	Subtypes	of	sex	workers	are	represented.

	 	 2.1.1.2	The	number	of	peer	educators	is	proportional	to	the	sex	 
	 	 	 worker	population,	according	to	each	educator’s	capacity.	 
   (Sub-sub-criterion)

	 2.1.2	PEs	have	strong	interpersonal	skills,	including	social	skills	and	the	ability	 
	 	 	to	uphold	confidentiality.

	 2.1.3	PEs	are	acceptable	to	their	peers	(POLs).

	 2.1.4	Both	genders	are	represented.

	 2.1.5	PEs	are	available	and	willing	to	serve.

2.2	The	process	for	selecting	peer	educators	promotes	participatory	engagement	 
	 	of	sex	workers,	gatekeepers,	and	stakeholders.

2.3	A	standard	process	(such	as	a	checklist)	is	used	to	guide	the	selection.

2.4	The	effectiveness	of	the	selection	process	is	monitored.
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Purpose of the toolkit

The toolkit provides the guidance and tools to measure the performance of a PEO 
program against 12 management standards and identifies gaps to be addressed through 
quality	improvement	strategies.	

Who conducts the assessment?
Program managers, supervisors, and external evaluators are the primary users of  
this	toolkit.

n		Managers	and	implementers	of	PEO	programs	may	use	the	toolkit	for	self-
assessment,	as	part	of	their	continuous	improvement	activities.	

n		External	supervisors	(from	the	Ministry	of	Health	and	from	the	NGO	itself)	may	use	
all	or	part	of	the	toolkit	during	regular	supervision	visits.

n		External	evaluators/supervisors	(from	the	Ministry	of	Health	or	from	the	donor/
funder)	may	use	the	toolkit	for	the	purpose	of	accrediting	the	NGOs	and/or	for	
deciding	on	their	funding.	

How long will conducting the assessment take?
The length of time required to conduct the quality assessment will vary depending on 
the	size	of	the	program.	Conducting	an	in-depth	assessment	of	all	standards	might	take	
more	than	a	day	for	well-trained	personnel	familiar	with	the	tool.	The	assessment	can	be	
conducted entirely at one time by one person or the tool can be split up into parts and 
delegated	to	various	program	staff	to	administer	over	several	days.	The	program	staff	can	
then	meet	to	discuss	and	compile	the	results.

How to use the toolkit
This toolkit is designed to be used with the Standards for Peer-Education and Outreach 
Programs for Sex Workers	document.	The	toolkit	uses	a	“layered	approach”	where	the	
sub-criteria	(or	sub-sub	criteria)	are	assessed	first,	and	then	each	criterion	is	scored	
in	order	to	calculate	an	aggregate	and	final	score	to	each	standard.	Box	3	provides	an	
example of the process to calculate a performance score for one standard, starting with 
sub-criteria.	
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How to assign scores to each standard?
The	toolkit	recommends	using	a	three-tiered	scale	described	in	Box	4	for	scoring	each	
sub-criterion	and	criterion.	The	scores	are	noted	on	the	data	collection	forms	after:	 
1)	sources	of	information	are	identified;	2)	specific	questions	are	answered;	and	 
3)	answers	are	validated.	A	column	on	the	data	collection	tool	allows	making	notes	to	
support	the	score	and	writing	comments	regarding	issues	with	the	scoring.

We	recommend	giving	the	same	weight	to	each	sub-criterion	and	criterion	and	using	 
the	arithmetic	mean	to	simplify	the	calculations	of	the	score.	What	matters	more	than	
the	score	itself	is	identifying	improvement	opportunities	(those	criteria	that	are	not	 
fully	met).

Box 3. detailed process to score the performance against standards

n		Step 1: Assessment of sub-criteria:	Each	sub-criterion	is	scored	according	
to	the	scale	described	below.	When	sub-sub-criteria	exist,	they	are	scored	
first	and	the	arithmetic	mean	represents	the	score	of	the	sub-criteria.	No	
sub-criteria	score	can	be	more	than	2.

n		Step 2: Assessment of criteria:	In	the	absence	of	sub-criteria,	each	criterion	
is	scored	individually	according	to	the	scale.	When	there	are	sub-criteria,	the	
score	for	each	criterion	is	the	arithmetic	mean	of	the	sub-criteria	assessed	
under	Step	1.	No	criteria	score	can	be	more	than	2.

n		Step 3: Assessment of standards: The score for each standard is then 
computed as a percentage of the maximum score achievable per standard, 
using a scoring form	(Annex	2).

Box 4. Standard sub-criterion and criterion scoring

Score 2 points	if	the	standard	sub-criterion	or	criterion	is	fully	met.	

Score 1 point	if	the	standard	sub-criterion	or	criterion	is	partially	met.	

Score 0 point	if	the	standard	sub-criterion	or	criterion	is	not	met.	
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What are the forms needed for the quality assessment?
The	toolkit	provides	five	different	templates:	1)	the	data	collection	forms;	2)	a	scoring	
form;	3)	a	score	comparison	form;	4)	a	score	tracking	form;	and	5)	an	assessment	
summary	and	recommendations	form.	The	electronic	version	of	these	templates	is	
available	on	NASCOP	website.

1.	 The	twelve	data collection forms	(one	for	each	standard)	are	provided	in	Annex	1.	 
Each	form	states	the	standard,	criteria,	sub-criteria,	and	sub-sub-criteria,	and	 
provides	space	to	indicate	the	source(s)	of	information,	write	the	score,	and	make	
notes/comments.	

n	 In	the	first	two	columns	(criteria	and	sub-criteria),	the	evaluator	will	find	examples	
of questions to ask to determine if a criterion and/or its sub-criteria are 
met.	These	questions	have	been	selected	from	the	results	of	the	test	that	was	
conducted to validate the tool, but they are not comprehensive and exhaustive 
and each evaluator is encouraged to add/try other questions or to rephrase the 
questions	whenever	necessary.	Each	question	starts	a	conversation	with	the	
manager, staff, and clients of the PEO program that aims to objectively determine 
to	what	extent	the	standard	is	met.	It	must	be	noted	that	questions	can	be	asked	
slightly	differently	for	self-assessment	than	for	an	external	assessment.

n In the third column, the evaluator will write the source of information, whether the 
name	of	the	person	interviewed	or	a	group	meeting	or	a	document.

n In the fourth column, the score	is	assigned	according	to	the	scale	described	above.

n In the fifth column, the evaluator can explain the reasons for the score or make 
any comments on the assessment issues.

2.	 A	scoring form	(Annex	2)	is	a	spreadsheet	that	can	be	filled	out	by	hand,	or	be	
programmed	in	software	such	as	Microsoft	Excel.	The	evaluator	will	transfer	the	
scores for each standard criterion from the data collection forms into the scoring form 
and	calculate	(either	by	hand	or	automatically	in	Excel)	the	average	score	for	each	
standard.	When	a	criterion	contains	sub-criteria,	it	is	indicated	with	an	asterisk.	In	this	
case,	the	criterion	score	is	the	average	of	the	sub-criteria	that	make	it	up	and	should	
have	been	calculated	as	such	in	the	data	collection	form.	The	average	scores	for	each	
standard can be aggregated to provide a global score for the entire program, which 
can	be	tracked	over	time	to	monitor	progress.	However,	standard-specific	scores	are	
more	informative	for	identifying	areas	for	improvement.
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3.	 A score comparison form	(Annex	3)	is	available	to	allow	for	comparing	performance	
across programs at a certain point in time, in order to identify the best performers and 
replicate	their	best	practices	during	a	benchmarking	exercise.

4.	 A	score tracking form	(Annex	4)	is	available	to	allow	for	tracking	the	performance	of	a	
specific	program	over	time.

5.	 The	assessment summary and recommendations	form	(Annex	5)	summarizes	
assessment	results.	It	serves	as	the	basis	for	developing	a	quality	improvement	plan.

Where can the information needed for the assessment  
be found?
The quality assessment requires a combination of the following techniques and sources 
of information:

1.	 Face-to-face	interviews	with	the	program	managers	and	staff:	Interviewing	can	
collect	factual	as	well	as	perceptual	information	from	the	respondents.	The	interview	
questions suggested in the data collection forms should be adapted to the persons 
being	interviewed	and	to	the	nature	of	the	assessment	(self-assessment	versus	
external	assessment).	

2.	 Focus	group	discussion	with	sex	workers	(SWs):	Standards	related	to	access,	
utilization and responsiveness of services, and awareness and knowledge of PEO 
programs	can	be	best	assessed	through	a	focus	group	discussion	with	sex	workers.

3.	 Document	review:	A	desk	review	of	documents	can	confirm	the	existence	of	and	
quality	of	annual	plans,	strategies,	training	curriculum,	checklist,	job-aids,	and	so	
on.	It	helps	validate	the	answers	provided	by	the	interviewees.	The	contents	of	the	
documents	should	be	analyzed	against	the	standards.	

4.	 Inventory	count:	Inventory	count	is	another	straightforward	method,	most	useful	to	
assess	the	adequacy	of	stores	of	PEO	program	supplies,	materials,	and	tools.	

Table 1 suggests	data	collection	methods	and	data	sources	for	each	standard.
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Table 1: Potential sources of information for each standard 

STANDARD DOCUMENTS TO REVIEW PERSONS TO INTERVIEW

Standard 1 – 
Management

Proposal to donor; strategic plan; operational 
plan/annual work plan; capacity assessment 
report;	baseline	assessment	report;	peer-edu-
cation sessions schedule; supervision schedule; 
sustainability plan; budget; communication 
strategy; quality assurance tools; stakeholders’ 
meeting minutes

Program	manager(s);	
technical and management 
staff; peer educators

Standard 2 – 
Selection  
process

Guidelines/SOP for recruitment of PEs; selec-
tion criteria and PE’s job descriptions; checklists 
for section of PEs; list of PEs with gender; QA 
tools of the selection process; Meeting minutes 
and reports

Program	manager(s);	
human resources depart-
ment; technical staff

Standard 3 – 
Training

Report of training needs assessment and  
corresponding tools; PEs ‘ training curriculum; 
trainers’ certification; continuing education plan; 
IEC	materials	for	PE	sessions;	job-aids	for	PEs;	
performance evaluations of PEs

Program	manager(s);	
trainers; technical staff; HR 
department; PEs

Standard 4 – 
Retention

Progress reports; retention plan; monitoring  
system; minutes of management meetings;  
strategic plan; human resources reports

Program	manager(s);	HR	
staff; technical staff; PEs

Standard 5 – 
Access to 
health services

PEs’ documents and reports; SWs’ satisfaction 
surveys; geographic maps or GIS information; 
referral	forms;	list	of	peer-outreach	services

Program	manager(s);	
technical staff; PEs; SWs; 
service providers

Standard 6 – 
Peer-education	
and outreach 
services

SWS enrollment records; IEC materials; risk 
assessment	tool/job-aid;	risk	reduction	plan	
template;	job-aids	for	condom	demonstration

Program	manager(s);	
technical staff; PEs; SWs

Standard 7 –  
Supplies, mate-
rials, and tools

IEC materials; Inventory count; PEs’ diaries;  
attendance records to PE sessions; supplies 
stock monitoring records/stock control cards

Program	manager(s);	
technical staff; PEs

Standard 8 – 
Enabling envi-
ronment

Code of ethics document; HR policies and standards Program	manager(s);	
technical staff; HR 
department; PEs; SWs

Standard 9 – 
Referral system

Referral	directory;	referral	and	counter-referral	
forms; referral tracking tool; minutes of 
performance review meetings

Program	manager(s);	
technical staff; PEs

Standard 10 –  
Supportive 
supervision

Training curriculum for supervisors; supervision 
schedules and tools; supervision reports; 
grievance SOP, policy and tools

Program	manager(s);	
technical staff/
supervisors; PEs

Standard 11 – 
Ongoing support

PEs’ schedules for work and plans of visits Program managers; PEs

Standard 12 – 
M&E

M&E training plan; M&E plan and database;  
data quality audits results; M&E SOP; reports  
of PE sessions

Program managers,  
technical staff; PEs
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What is the quality assessment process?
In the preparation phase, the assessment is planned, a date is decided, a team is 
established,	and	the	staff	of	the	PEO	program	is	informed.	The	assessment	toolkit	 
is made available and reviewed and the forms are printed and distributed to  
the	evaluator(s).

There are two ways to validate the findings: 

n		during	the	data	collection	itself,	the	evaluators	ask	to	see	any	evidence	(usually	a	
document)	that	supports	the	answers	provided	by	the	interviewees;	

n		comparing	the	results	of	the	self-assessment	with	those	of	an	external	assessment	
conducted	shortly	after	and	interpreting	any	discrepancy.

If	this	is	not	the	first	assessment	of	a	particular	program,	the	evaluator(s)	can	compare	
the	results	with	the	previous	one(s)	by	using	the	score	tracking	form	and	interpret	the	
changes	(or	lack	thereof)	in	order	to	prioritize the	next	steps.

Figure	2	shows	a	three-step	process	for	assessing	a	PEO	program	using	the	forms	
mentioned	previously.

figure 2: Quality Assessment Process 

STEP 1

data collection

STEP 2

Scoring

STEP 3

results Analysis

Manager(s)	of	a	
PEO program for 
sex workers or an 
external	evaluator	(or	
team)	complete the 
data collection forms, 
using the sources of 
information and data 
collection techniques 
mentioned above

PREPARE  
FOR THE 

ASSESSMENT

Manager(s)	of	a	PEO	
program for sex 
workers or an external 
evaluator	(or	team)	
validate the scores 
and report them on 
the scoring form 
and calculate the 
performance scores for 
each standard

Manager(s)	of	a	PEO	
program for sex 
workers or an external 
evaluator	(or	team)	
enter the data into 
the summary and 
recommendations 
form and prioritize 
the improvement 
opportunities.

PLAN 
IMPROVEMENTS

How will the assessment findings be used?
The findings from the assessment should be used to address gaps in program quality and 
coverage,	but	also	to	adjust	standards	to	make	them	more	relevant	to	PEO	programs.	

Findings must be communicated appropriately to strengthen the involvement of the 
program	stakeholders	in	the	implementation	of	the	improvement	plans.	A	communication	
plan of the findings should include the following components:

n		Determine the audience: Who needs what information? Generally, the dissemination 
of the results will be internal to the organization, but might also have value to other 
similar	programs	that	should	have	access	to	this	information.

n		How will the findings be communicated? A meeting/workshop, an electronic copy, a 
printed	copy,	and	so	on.
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n		Who will be the person in charge of dissemination?

n		When will the findings be disseminated?

Addressing gaps in performance might require small changes that provide an immediate 
solution	to	compliance	issues	(such	as	providing	a	penile	model	to	each	PE	for	condom	
demonstration)	but	might	also	require	significant	restructuring	of	programs	and	policy	
changes.	It	is	beyond	the	purpose	of	this	toolkit	to	provide	guidance	on	all	possible	
improvement	strategies.	In	any	case,	teamwork	should	be	promoted,	with	involvement	of	
all	stakeholders	of	a	particular	program	(clients,	managers,	PE,	staff,	national	authorities,	
funder),	to	address	performance	issues	with	creative	and	effective	solutions.

The assessment summary and recommendations form provides a starting point for the 
strategic and operational improvement planning that will be needed for improvement, but 
also to share with other programs the best practices that have been identified during  
the	assessment.
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Annex : Data collection forms

NGO/Program name: 

n		Address/location of the NGO/program:

n		Name of the director of the NGO/program:

n		Names of the NGO/program staff interviewed for the assessment:

1 ___________________________________________________________________

2 ___________________________________________________________________

3 ___________________________________________________________________

4 ___________________________________________________________________

5 ___________________________________________________________________

6 ___________________________________________________________________

7 ___________________________________________________________________

8 ___________________________________________________________________

9 ___________________________________________________________________

10 ___________________________________________________________________

Date of the assessment: __________

Assessment team:

1 Team leader: ________________________________________________________
2 Team members: _______________________________________________________
_____________________________________________________________________
______________________________________________________________________
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