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Start-Up Challenge: Recruitment for the 
Young Fathers Project 
By Laine Renfro Sedillo,Executive Director, New Mexico Teen Pregnancy Coalition 

The New Mexico Young Fathers Pro j e c t 
began in 1999, with funding from the 

Office of Population Affairs and its collaborative 
p a rt n e r s : Planned Pa renthood of New Mexico 
and the Father & Fa m i ly Center. The pro g ra m 
received funding to develop and provide a multi­
faceted educational program to address the needs 
of young parenting males at 10 teen parent sites 
across the state.One of the biggest start-up chal­
lenges was re c ruitment of Am e ri C o rps mem­
b e r s . T h rough the process of re c ru i t m e n t , p ro­
gram staff learned some valuable lessons: 

� Po s i tion descri p tions help you re c ruit the 
“ri g h t” m e m b e r s . In the New Mexico Yo u n g 
Fathers Pro j e c t , members needed to be male 
with at least two years of coll e g e, e x p e rience in 
health education or social work, and experience 
in male inv o lvement activities (such as Boy 
S c o u t s ) . Without a clear position descri p t i on , 
you can waste a lot of energy recruiting members 
who are not qualified for your program. A com­
p re h e n s i ve position descri p t i on is essential to 
help you focus your recruiting efforts. 

� R e c ru i ting is best done loca lly. A l t h o u g h 
websites and e-mail discussion groups can be 
good places to advertise for interns,most recruit­
ment inv o lves the local media and tra d i t i on a l 
“low tech” ways of networking within the com­
mu n i ty. St a rt with local colleges and voca t i on a l 
schools or other places where the types of mem­
bers you are looking for might be found. A l s o, 
use other AmeriCorps members to help get the 
w o rd out about your pro j e c t . Pe r s onal re c ru i t­
ment seems to work well. 

� Network with other AmeriCorps sites on a 
c o o rdinated re c ru i tment stra t e gy. If seve ra l 
p ro g rams in your area are re c ruiting members, 
share position descriptions and member applica­
t i on s . A member not suited for one placement 
may be perfect for another. 

� Be pre p a red for lots of paperw o rk . E ve n 
though some of it is computerized, there are lots 
of documents to re a d , f o rms to com p l e t e, a n d 
reports to submit. 

� Once you find members, i nvest heavily in 
them. Members are in it not for the money but 
for the experience and sense of purpose they 
g a i n . St a rt the members off right with a well ­

designed pre - s e rvice ori e n t a t i on that builds the 
ethic of service, unifies the team, and gives them 
the knowledge they need to begin serv i c e . Se t­
ting clear expectations in the beginning will 
reduce confusion and misunderstandings later in 
the year. After pre-service orientation, train your 
members thoroughly and often,since they have a 
lot of desire, but not as much technical expertise 
as you might expect. 

� Seek to learn about the skills members 
a l ready have . Members may possess skills and 
k n owledge that you do not know about. Try to 
build upon the unanticipated skills of members 
in ways that strengthen the program efforts. 

� D o n’t let the small stuff get you dow n . 
R e c ruiting is hard work , and there is no way 
a round the time and effort it takes to re c ru i t 
good members. But if the details of recruitment 
start to get you down,take some time to remem­
ber the big picture : ca reful re c ruiting will ulti­
mately increase the success of your program. �

For more information, contact Laine Renfro Sedillo 
at nmtpc@flash.net or Carl Dellinger, Planned Par­
enthood of New Mexico,at dellinger@aol.com. 

Building a Strong Peer Network 
(continued from page 5) 

G i ve back to your netw o rk . A final pri n c i p l e : 
A lw ays give back to your netw o rk . As you gain 
e x p e ri e n c e, you will have more experience to 
s h a re, and in a couple of years you will no lon g e r 
be the “n ew kid” on the block .T h e n , it will be yo u r 
t u rn to provide support when a new director says , 
“H e l p, I don’t know anything! Wh e re can I turn ? ” 

There are two approaches when starting out as a 
new director. The first is to go it alone, struggle 
to find re s o u rc e s , and when things go wron g, 
blame it on lack of preparation or proper train-
i n g. The second appro a ch is to intention a lly 
d evelop and nurt u re pro fe s s i onal re l a t i on s h i p s , 
ask for help, a n d , w h e n ever possible, e s t a b l i s h 
m o re formal mentoring re l a t i on s h i p s . T h o u g h 
we may still struggle at times, this secon d 
approach will give us a broader network for sup­
port,because we are all in this work together. �
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Financial Management for New Programs
 
By Corland Forrester, CPA,Walker & Company 

We all know the proverbs “A stitch in time 
s a ves nine” and “If something is wort h 

d o i n g, i t ’s worth doing right the first time.” 
These two adages should be held closely by pro-
g ram directors and other stakeholders of new 
programs as they begin the process of setting up 
their opera t i on s . “Doing it ri g h t” means imple­
menting strong financial con t rols to accura t e ly 
manage a program’s operations. A program may 
have a good mission and a great plan for carrying 
it out, but the program can fail if good financial 
management is lacking. As you begin to develop 
your pro g ra m’s financial management sys t e m , 
consider the following essential activities for the 
start-up and operation of a successful program. 

Start-Up Activities 
1 . K n ow the rules you must foll ow while 
a d m i n i s t e ring your gra n t . These rules may 
i n clude the Corp o ra t i on’s grant prov i s i ons that 
a p p ly to your specific gra n t , state guidelines for 
the location(s) of your operations (which may be 
obtained from your state commission or office), 
and fe d e ral guidelines based on your type of 
o r g a n i za t i on . The fe d e ral re g u l a t i ons are found 
in the Office of Management and Budget 
(OMB) Circulars.OMB circulars that may apply 
to your organization (see sidebar) can be found at 
w w w. w h i t e h o u s e . gov /O M B/ c i rc u l a r s / i n d e x . h t m l . 

2 . Design internal con t rols to manage yo u r 
operations.These controls should include proce­
dures for the following: 
� Approving program expenditures 
� Ensuring all expenditures are recorded in the 

financial records 
� R ev i ewing and approving timesheets of 

members and staff, as appropriate 
� Preparing financial and programmatic reports 
� Se g regating activities perf o rmed by employ­

ees to develop a system of ch e cks and bal­
ances (for example, make sure the same 
e m p l oyee does not open the mail, d e p o s i t 
ch e cks and re c o rd the tra n s a c t i ons in the 
financial system) 

3. Document through written policies and pro­
cedures the internal controls that are designed to 
manage your operations. 

4. Design your accounting system with separate 
cost centers to segregate the activities for: 

� G rant expenditures that are reimbursed by 
the Corporation for National Service 

� Matching expenditures,if applicable 
� Other non-federal-related expenditures 

5. Take a careful look at the financial capacity 
of your organiza t i on to provide cash (for mem­
b e r s ’ s u p p o rt) and other operating match e s , 
which can be cash or in-kind support. 

Operating Activities 
1 . Set up a payro ll process for members and 
s t a f f. E n s u re that applicable taxes are withheld 
from members’living allowances,if applicable. 

2 . R ev i ew pro g ram goals against your budget 
and compare to actual expenditures. 

3 . Pre p a re Pe riodic Expense Reports (PER ) 
and Financial Status Reports (FSR) in a timely 
manner. 

4 . E n s u re that policies and pro c e d u res are 
being followed. 

5 . E n s u re that the pro g ram expenditures are 
being approved by the appro p riate person and 
that these expenditures are reported accurately. 

6 . E n s u re that the matching re q u i rements are 
being met. Member support match should be 
met eve ry quarter and operating match by the 
end of the program year. 

7. Document your expenditures so that (1) they 
can be easily traced to the source documentation; 
and (2) it is cl e a rly indicated how these expendi­
t u res were necessary for your pro g ra m’s opera t i on . 

History has taught us that when programs fail to 
implement strong financial management con­
trols, they invite intentional or unintentional fis­
cal problems that can result in a program losing 
f u n d s . The lack of financial con t rols can also 
result in negative audit findings.This can require 
an organization to pay back funds to the federal 
gove rnment or risk not having the pro g ra m 
re n ew e d . If you implement good fiscal con t ro l s 
e a rly in your pro g ra m’s life, you won’t have to 
deal with the negative consequences of not hav­
ing them later on. �

For technical assistance with financial management, 
c o n tact Corland Fo rre s ter toll-free at 1-877-363­
9300 or ceforrester@walkerllp.com. 

Relevant OMB 
Circulars 
State and Local 
Government, Tribes: 
A-102 
A-87 
A-133 

Higher Education: 
A-110 
A-21 
A-133 

Nonprofit: 
A-110 
A-122 
A-133 
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Library Spotlight: Program Start-Ups
 

Corporation for
 
National Service 

programs may check
 
out these and other
 
items from our Library
 
Catalog by contacting
 
Bernadette Perez:
 

Phone:
 
800-860-2684, ext.260
 

TDD:
 
831-461-0205
 

Fax:
 
831-430-9471
 

Website:
 
www.etr.org/nsrc/ 
library.html 

Address:
 
NSRC/ETR Associates
 
P.O. Box 1830 
Santa Cruz, CA 
95061-1830 

Opinions or points of 
view expressed in this 
newsletter or in these 
referenced items are 
those of the authors 
and do not necessarily 
reflect the official posi­
tion of the Corporation 
for National Service or 
ETR Associates. 
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America Reads: Principles and Key Com­
ponents for High Quality America Reads 
National Service Program Initiatives 
Corporation for National Service, 1997 
8 pages,R0688 
D e s c ribes guidelines for integrating Am e ri ca 
Reads initiatives into national service pro g ra m s 
and the standards of quality tutoring activities. 

AmeriCorps Education Awards Programs: 
Starting Strong and Staying on Track 
Catholic Network of Volunteer Service 
Approximately 150 pages,R1636 
Se c t i ons on CNS re q u i re m e n t s , s t a rt-up tips, 
member recruitment and orientation, site super­
visor re s o u rc e s , p ro g ram mon i t o ri n g, site man­
agement, and training and technical assistance. 

AmeriCorps*VISTA Supervisor's Manual 
92 pages,R0730 
Assists supervisors with issues like project devel­
opment,member recruitment,project implemen­
tation,and member administration. 

Becoming a Better Senior Corps 
Supervisor 
National Crime Prevention Council 
120 pages,R1457 
Gives supervisors techniques for active listening, 
coaching, and managing conflict. Describes self-
assessment and time-management methods. 

Becoming a Better Supervisor: 
A Resource Guide for Community 
Service Supervisors 
143 pages,C0096 
Ill u s t rates the many roles of a superv i s o r; i n cl u d e s 
re a d i n g s , assessment tools, and ch e ck l i s t s . 

Complete Guide to Learning through 
Community Service: Grades K-9 
Lillian S. Stephens 
235 pages,C0111 
H ow to establish a serv i c e - l e a rning pro g ra m : 
i n t e g rating curriculum according to age, c o u r s e 
of study, and planned duration. 

Essential Elements of Service-Learning 
for Effective Practice and Organizational 
Support 
National Service-Learning Cooperative 
34 pages,M0791 
I n cludes an intro d u c t i on to serv i c e - l e a rn i n g, a 
description of the essential elements of effective 
s e rv i c e - l e a rning practices and how to apply them. 

Getting Things Started: 

The AmeriCorps Orientation Video
 
8 minutes,V0156 
Ove rv i ew of Am e ri C o rps for those beginning 
their year of serv i c e . D e s c ribes the mission of 
AmeriCorps, the history of national service, and 
what it means to be an AmeriCorps member. 

1995-6 Idaho TRIO AmeriCorps Member 
Calendar-Journal 
150 pages,W0035 
Helps members record, focus, and organize their 
goals and work for the next ye a r. E a ch mon t h 
c ontains a calendar with time-ca rd deadl i n e s . 
Space for weekly journal entries for re c o rd i n g 
work and for writing success stories is provided. 

Practical Applications: Strategies for 
Supporting a Diverse Corps 
38 pages,R0685 
Strategies for encouraging and promoting diver­
sity in AmeriCorps programs. Addresses recruit­
ment and re t e n t i on of members, a s s e s s m e n t 
p o l i c i e s , t raining and skill deve l o pm e n t , a n d 
dealing with group conflicts. 

Programming for Impact National Toolkit 
Angela Roberts,ed. 
Approximately 200 pages,K0565 
R e fe rence manual, l e a rning tool, and guide for 
Senior Corps project directors. Sections include 
p roject administra t i on , w o rking with volunteer 
stations,advisory councils,and tools for commu­
nity needs,data collection,and measurement. 

Seniors for Schools Effective Practices 
Guidebook 
National Senior Service Corps 
350 pages,R1453 
How to initiate and sustain a senior service liter­
a cy pro g ram in sch o o l s : re c ruiting and tra i n i n g 
volunteers, building partnerships, choosing a lit­
eracy model, community outreach, and program 
administration and evaluation. 

Starting Strong: A Guide to 
Pre-Service Training 
MOSAICA, Washington, D.C.1996 
595 pages,R0135 
Provides information on what type of pre-service 
t raining is appro p riate for specific pro g ra m s . 
Also available at www. e t r. o r g / n s rc / p d fs / s t a rt­
ingstrong/starting.html. Disk of activities can be 
ordered at no charge from NSRC.* 



  
   
    

   
   

  

     
 

      

    
      

    
 

  

     

     

  
      

    

    

    
     

    
  

  

    
     

  
     

  
  

       

    

     
   

    
   

    
    

Literacy Projects: Start-Up Issues and Concerns
 

No t e : The foll owing is an exc e rpt from the S e­
niors for Schools Effective Practices Gu i d eb o ok , 
Chapter One, “ C om m on St a rt-Up Issues and 
Concerns.” For more information on establishing 
a literacy program, refer to the guidebook (avail­
able from the NSRC lending library, page 10). 

As project directors, there are many factors to 
be con s i d e red when establishing a litera cy 

p ro g ra m . This art i cle highlights com m on con­
cerns and problem areas identified by Seniors for 
Schools project directors themselves.It offers you 
a starting point for finding your own appro a ch 
and solutions. 

Beginning a New Literacy Initiative 
As a new project dire c t o r, you may feel ove r-
whelmed with the task set before you and have 
s ome hesitancy in knowing how and where to 
begin. Do not hesitate to seek help as you launch 
a new initiative, or continue to develop an exist­
ing program. You have many resources for infor­
mation and problem-solving, beginning with the 
Corporation for National Service in Washington, 
D. C . C onsult your sponsor organiza t i on and 
s chool partners as well . Keep them abreast of 
issues and activities.The more you involve others 
in your project, the broader your foundation for 
the project will be. Seek advice and assistance as 
often as you need it. 

Administering a Grant Authored by 
Someone Else 
Frequently the author of your program’s grant is a 
wri t e r, not a project director or manager. T h e 
author may have identified key go a l s , o b j e c t i ve s 
and implementation pro c e d u res that you have 
not had a role in designing. It is okay and often 
n e c e s s a ry to tweak goals and objectives to fit a 
more realistic and manageable timeline and mile­
stones for your project. You may amend the writ­
ten goals and objectives based on your knowledge 
of your program and goals. 

Securing Staff to Administer the Project 
When projects are selected, there must be quali ­
fied people available to do everything from help­
ing answer the ph ones when re c ruitment ca ll s 
begin to come in, to assisting with financial mat­
ters regarding the new grant.Thus, project direc­
tors often must move quickly to secure new staff 
that can help administer the project. 

Expect an adjustment period for organizing 
a ny new pro j e c t , but plan for staffing early in 
your preparations. Your sponsor agency may have 
staff who are able to help you out. Ask advice 
from your sponsor. They are already established 
in the community and will be a valuable resource 
for inform a t i on and ideas for getting things 
done. They also fund your program and will be 
able to identify what the budget resources are for 
hiring support staff. 

How to Communicate Your Project’s Needs 
to a School Principal 
When a project is new and lacks a track record, 
p roject directors can sometimes feel re l u c t a n t 
and uncom f o rtable being up-front and dire c t 
when identifying project needs and expectations 
for the sch o o l’s ro l e . D evelop a part n e r s h i p 
a g reement or Memorandum of Understanding 
with each sch o o l . ( Samples are available at the 
LEARNS website: www.nwrel.org/learns.) Out­
line what will be provided by your project,and by 
the school. Also establish a timeline for meeting 
o b l i g a t i ons and bench m a rks for measuring the 
success of the part n e r s h i p. This will provide a 
shared understanding of expectations. 

How Much Time and What Topics 
Are Essential to Volunteer Orientation 
and Training? 
T h e re are so many things that project dire c t o r s 
feel are important for volunteers to know and 
understand about their work . This is incre a s i n g ly 
t rue for projects working in litera cy and educa t i on . 

R e c o g n i ze first of all that your project is 
unique. There will be similarities in projects, but 
no two projects are exactly the same, nor are their 
needs the same. Look to other projects for exam-
p l e s , s u rvey your volunteers and find out what 
knowledge they feel they’re lacking and look to 
your partner schools to be re s o u rces as well . 
S chools using particular reading models or 
approaches will most likely want to provide some 
s o rt of training to volunteers. C reate a tra i n i n g 
outline or training plan for the year. 

R e m e m b e r, not eve ry topic can be cove re d 
d u ring the initial ori e n t a t i on peri o d . Build in 
t rainings throughout the ye a r, and make these 
t rainings re l evant to the needs of the ch i l d re n , 
volunteers and overall project goals. 

See Literacy Projects,page 12 
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National Service 
Resource Center Starting Smart in Service-Learning 

By Bob Seidel,Department of Service-Learning,Corporation for National Service 

ETR Associates 
P.O. Box 1830 
Santa Cruz, CA 95061 
Shipping: 
4 Carbonero Way 
Scotts Valley, CA 95066 
Phone:(800) 860-2684 
TDD: (831) 461-0205 
Fax:(831) 430-9471 
E-mail:nsrc@etr.org 
www.etr.org/nsrc 

NSRC Staff: 

Mark Fulop, ext.214 
Program Director 

Susan Hillyard, ext.105 
Program Manager 

Jill Saito, ext.100 
Epicenter Coordinator 

Donna Riggs, ext.130 
Information Specialist 

Mary Girouard, ext.143 
Editor 

Bernadette Perez, ext.260 
Resource Center Assistant 

Administrative 
Assistant, ext.142 

Corporation for 
National Service 
1201 New York Ave.NW 
Washington, DC 20525 
Phone:(202) 606-5000 
TDD:(202) 565-2799 
www.nationalservice.org 
Corporation for 
National Service Adviser: 
David Bellama 
Senior Training Officer, 
T/TA 

Upon request,this materi­
al will be made available in 
alternative formats for 
people with disabilities. 
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Many of the ideas about start-up in Ameri-
C o rps and Senior Corps also apply to 

Le a rn and Se rve Am e ri ca pro g ra m s . T h e re are, 
however, a few key points that are essential,if not 
specific,to service-learning programs: 
� Make sure that your goals and objective s 

a d d ress adequately both participant learn i n g 
o u t c omes and com mu n i ty service outcom e s . 
I t ’s crucial that your pro g ram find ways to 
make these ca t e go ries of objectives mu t u a lly 
supportive rather than competitive. 

� Involve diverse participants in defining goals, 
o b j e c t i ve s , and methods as early as possible. 
St u d e n t s , f a c u l ty, a d m i n i s t ra t o r s , and other 
c om mu n i ty members who have a stake in 
what the program does should all have mean­
ingful representation as early as is practical. 

� Work on program evaluation from Day One. 
Your con c e rn for lon g - t e rm success of yo u r 
program, as well as meaningful outcomes for 
a ll stakeholders, should mean that you inte­
grate process evaluation and outcomes assess­
ment into your initial work on goals and 
objectives.If this is not an area of expertise for 
you, seek assistance from appropriate training 
and technical assistance providers. 

There are important reasons for, and multiple 
facets to, all three of these points.Addressed well, 
t h ey can empower part i c i p a n t s , make service as 
a p p ro p riate and meaningful as possible, h e l p 
focus on similarities and differences among par­
ticipants and other com mu n i ty members, a n d 
stimulate creativity and energy. 

Throughout the program activity, participants 
(students, faculty, administrators, and other com­
mu n i ty members) should reflect on what needs 
d o i n g, w hy, what skills and tools are necessary, 
who should be inv o lve d , re l evant aspects of the 
c u l t u re of the com mu n i ty, and other issues. 
Throughout the activity, organized reflection can 
address what works,what doesn’t, what to do dif­
fe re n t ly, w h i ch early expectations have prove n 
true, which ones haven’t, and many other issues. 
Such reflection—which can integrate group dis­
cussion, writing assignments, and a host of other 
m e t h o d s—can benefit both participant learn i n g 
and community outcomes. �

For additional inform a t i o n ,c o n tact the National Ser­
v i c e - L e a rning Clearinghouse at 1-800-808-7378 or 
s erve@tc.umn.edu or visit www. u m n . e d u / ~ s erve. To 
c o n tact a vo l u n te er peer mentor in serv i c e - l e a rn i n g , 

c o n tact the National Serv i c e - L e a rning Exch a n ge by 
calling toll-free 1-877-572-3924, e-mailing lsaex­
ch a n ge@nylc.org or visiting www. l s a exch a n ge. o r g. 

For help with education or literacy pro gra m s , ca l l 
L E A R N S , the Corp o ra t i o n’s T / TA pro v i d er for edu­
cational success. LEARNS is a part n ership of t h e 
No rt hwest Regional Educational Labora t o ry, 1 - 8 0 0 ­
3 6 1 - 7 8 9 0 , w w w. n wrel . o r g / l e a rn s , and the Bank 
S treet College of E d u ca t i o n ,1 - 8 0 0 - 9 3 0 - 5 6 6 4 . 

Literacy Pro j e c t s 
(continued from page 11) 

Identifying Appropriate Space within a 
School for Tutoring Sessions 
Space is at a premium because schools are fre­
q u e n t ly ove rc rowd e d . Volunteers may initially find 
t h ey must hunt for a space to work on e - t o - on e 
with ch i l d ren and to con s i s t e n t ly ca ll their ow n . 
Not having consistent space for tutoring and vol­
unteer meetings can cause volunteers to feel that 
the project lacks stru c t u re and organiza t i on . 

Although space for volunteers may have been 
identified in the original pro p o s a l , without a 
doubt it must be addressed again when actually 
beginning work in a sch o o l . Be polite and 
respectful when working with school administra­
tors, but be very clear in letting them know that 
space is essential to working with children and to 
the success of the pro j e c t . The space does not 
need to be fancy, but needs to be set apart in 
some way, with some sense of privacy so there are 
not a lot of distractions. 

Evaluating and Assessing the Impact 
of the Project’s Work 

With any literacy project,it is sometimes difficult 
to know what to measure, how to measure suc­
cess and how to communicate the progress of the 
project.There are many ways to demonstrate the 
positive impact of your project. Work with your 
school principal or leader to identify areas of your 
p ro g ram that will be evaluated by the sch o o l . 
Communicate what you need to know and mutu­
ally decide when this information will be provid­
ed to you.If possible, arrange in advance to work 
with a local evaluator who can provide assistance 
to your project. This evaluator should be willing 
and able to have an on going re l a t i onship with 
your project. �


