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Purpose of This Manual

Why This Manual Was Needed

Organization

Purpose of This Manual TC "Purpose of This Manual" \l2 
The Insider’s Guide to AmeriCorps Program Management has been specifically designed as a guide for those who administer the Corporation for National and Community Service (CNCS)’s AmeriCorps programs in State Service Commissions and National Programs including National Direct parent organizations, Indian Tribes and the national Education Award programs.  These “Jacks and Jills of All Trades” are usually known as program officers in State Service Commissions or program directors in the National Programs, with some variation in titles and responsibilities from state to state and organization to organization.  They are responsible for developing and administering the process to select AmeriCorps grantees and sites; for monitoring, supporting, and evaluating these grantees; and, above all, for working collaboratively to make the grantees successful.  In smaller states and organizations, everything may rest on one individual’s shoulders.  

NOTE: The Insider’s Guide is meant to be equally useful to State Service Commissions and all forms of National Programs. Where there is information provided that is specific to only one grantee type that will be noted, to minimize potential confusion.  While State Service Commissions and the National Programs are considered the “grantees” of CNCS, for the purposes of the Insider’s Guide, we will use the term “program staff” to refer collectively to both State Service Commission program officers and National program directors.  However, in the Insider’s Guide, the term “grantee” is used to mean the AmeriCorps*State programs managed by State Service Commissions.  The term “site” is used to refer to both the operating and service sites of all types of National Programs.
The Insider’s Guide has been developed to particularly help those who are newcomers to their positions to gain a general understanding of the management functions for overseeing the AmeriCorps grantees/sites in their portfolio.  It is intended to:


Provide a roadmap for AmeriCorps grantee/site management


Lay out a typical administrator’s general work load so that it isn’t 

overwhelming


Illustrate legal requirements 


Show where there is both control and flexibility to shape AmeriCorps in 

each state or organization


Show the similarities and differences between how State Service Commissions 

and National Programs operate 


Serve as a vehicle for experienced administrators to share their ideas 

and experiences 

This manual was created “by the field, for the field,” drawing on a wide spectrum of expertise, including administrators in both large and small State Service Commissions, individuals with one year of experience in AmeriCorps program management as well as some who have been in the national service arena since the inception of AmeriCorps.  Both State Service Commissions and National Direct parent organizations were extensively consulted in its development. 

Caution

This manual does not supersede any of the requirements established by the terms, conditions, and provisions of an AmeriCorps grant or contract, or the standard federal requirements applicable to all federal grants.  Likewise, the information contained in this resource manual does not include all the legal requirements of an AmeriCorps grant, nor does it constitute CNCS’ official definitive interpretation of the law, regulations, and policies related to AmeriCorps programs.  Rather, it is intended as a resource guide to help program staff establish and maintain sound operations in compliance with federal and state statutes, regulations, provisions, and policies. 

Organization TC "Organization" \l2 
The Insider’s Guide to AmeriCorps Program Management has been designed to be objective, reasonably comprehensive, and user-friendly.  Its chapter layout offers program staff a tour of CNCS, AmeriCorps, and program administrative responsibilities.  The table below provides a quick overview of this organization:

	One
	Introduction
	Why was this manual needed, who helped create it, and how to use it?

	Two
	Overview of National Service
	Background to AmeriCorps, current CNCS programs, and key players in the selection and support of grantees.

	Three
	Grants Process
	How State Service Commissions select grantees, National Programs select sites and how grants are administered.

	Four
	Support
	How to work with grantees/sites to assure success.

	Five
	Monitoring
	How to monitor grantees/sites and conduct on-site visits.

	Six
	Reporting and Records Retention
	How to complete required program and financial reports and what records to retain.

	Seven
	Performance Measurement and Evaluation
	How to support grantees/sites in their performance measurement and evaluation efforts.


The Insider’s Guide will be useful to program officers as they work to meet the CNCS State Administrative Standards and to program directors as they address the assessment criteria for National Programs.  The table below indicates the chapters of the Insider’s Guide that relate most directly to these standards and criteria.

	Guide Chapter
	State Administrative Standards*
	National Grantee Monitoring Tool **

	Three
	Standard 5
	Section I. C

	Four
	Standard 7
	Sections III. A-B

	Five
	Standards 6 and 8
	Sections IV. A - E

	Six
	Standard 6
	Sections I. B, I. C

	Seven
	Standard 6
	Section I. E, I.F


*FY2005 Corporation for National and Community Service State Administrative Standards

**FY2006, AmeriCorps*National Grantee Monitoring Tool.
Additional Resources

Each of the chapters after this one includes an Additional Resources section at its conclusion.  These sections point the way to the many fine resources available that supplement or discuss in greater detail the content of this manual.  These resources include CNCS documents, technical assistance centers, websites, a listserv, on-line manuals, and toolkits.  Since useful resources continue to be developed, there are also references to manuals and documents known to be currently under development. 

Icons

Each chapter of The Insider’s Guide has a variety of tip boxes to highlight key points, ideas, definitions, and warnings, as follows:

	[image: image1.emf]
	Between Colleagues
	Practical advice and suggestions.

	[image: image2.emf]X


	Caution
	Tips for avoiding major problems.

	[image: image3.emf]
	Local Angle
	Examples of how things work in specific states and organizations.

	[image: image4.emf]
	Quotes
	Personal stories and experiences.

	[image: image5.emf]
	Terminology
	Definitions, terms, and unfamiliar acronyms


Most of these were contributed by State Service Commission program officers or National Direct parent organization program directors—your colleagues.
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A Brief History of National Service

Seventy Years of Volunteerism in America

Corporation for National and Community Service Programs

Description of Current Service Programs

Description of Key Players in National Service

How AmeriCorps Grantees are Supported

Additional Resources

Where to Find More Help

A Brief History of National Service TC "A Brief History of National Service" \l2 
When faced with challenges, our nation has always relied on the dedication and action of its citizens. The Corporation for National and Community Service (CNCS) carries on a long tradition of citizen involvement by providing opportunities for Americans of all ages to improve their communities through service.  

The Civilian Conservation Corps

During the Great Depression of the 1930s, President Franklin D. Roosevelt created the Civilian Conservation Corps.  Four million young people joined in response to his call to service, restoring the nation’s parks, revitalizing the economy, and supporting their families and themselves.  For 11 years the Civilian Conservation Corps provided billions of dollars in services and enabled millions of families to live in dignity.

The GI Bill

During the 1940’s, the GI Bill linked wartime service to educational benefits, offering returning World War II veterans the opportunity to pursue higher education in partial compensation for service to their country.  Veterans improved their own lives by attending college.  They also contributed mightily to America’s future.  With the education they received, those citizens helped spark the economic boom that helped make America the world’s leading economy.  

Peace Corps

In the 1960s the call to service came from President John F. Kennedy, who challenged Americans in his inaugural address “Ask not what your country can do for you, ask what you can do for your country.”  In response to this challenge, the Peace Corps was born.  The Peace Corps continues to engage thousands of volunteers who travel the world far and wide, building schools where none existed, helping farmers provide food for the hungry, and creating hospitals to care for the sick.  After returning from overseas, Peace Corps volunteers put their new knowledge of others to work at home, in the spirit of citizenship, changing America for the better.

The War on Poverty

President Lyndon B. Johnson brought the spirit of the Peace Corps home to America by creating Volunteers in Service to America (VISTA) in 1964.  VISTA, which is now part of AmeriCorps, continues to fund programs under the sponsorship of local public agencies or nonprofit organizations to improve the condition of people living in under-served, low-income communities throughout America.  Other initiatives such as the Retired and Senior Volunteer Corps (RSVP), the Foster Grandparent Program, and the Senior Companion Program were developed in order to engage older Americans in the work of improving the nation.  

Youth Service Movement

In 1970, Congress created the Youth Conservation Corps (YCC), a summer environmental employment program for youth ages 15-18.  This was folded into the Comprehensive Employment and Training Act (CETA) in 1974.  In 1978, a Young Adult Conservation Corps (YACC) became part of CETA, but was eliminated in 1982 by the Job Training Partnership Act (JTPA) which did not include national service programming.  Some components of YCC and YACC remained active in several states, funded through public and private dollars, and, in 1976, California became the first state to create its own youth conservation program, the California Conservation Corps.  Private funders helped create additional youth corps programs during the seventies, including the Youth Volunteer Corps of America, City Year, and YouthBuild.  Associations such as Youth Service America (YSA) and the National Association of Service and Conservation Corps (NASCC) were formed to work with the various youth service movements.  Youth service programming grew on college campuses, sponsored by such national programs as the Campus Outreach 
Revival of Interest National and Community Service

President George H. W. Bush helped spark a revival of interest in national service when he instituted the White House Office of National Service in 1989.  In 1990 Congress passed the National and Community Service Act, which created a Commission on National and Community Service whose mission was to “renew the ethic of civic responsibility in the United States.”  Full implementation began in 1992, when the commission awarded $64 million in grants to support four broad types of state and local community service efforts.  These initiatives were the Serve-America programs (now Learn and Serve) which involved school-aged youth in community service and service-learning through a variety of school and community-based activities; Higher Education Innovative Projects aimed at involving college students in community service and at promoting community service at educational institutions; American Conservation and Youth Service Corps, supporting summer and year-round youth corps initiatives that engage both in- and out-of-school youth in community service work; and the National and Community Service Demonstration Models, for programs that were potential models for large-scale national service.  The National Civilian Community Corps (NCCC), a demonstration program to explore the possibility of using post-Cold War military resources to help solve problems here at home, was enacted later as part of the 1993 Defense Authorization Act.  It is a residential service program modeled on the Depression-era Civilian Conservation Corps and the United States military.

National and Community Service Trust Act

President Bill Clinton sponsored the National and Community Service Trust Act, a revision of the National and Community Service Act of 1990, which was passed by a bipartisan coalition of members of Congress and signed into law on September 21, 1993.  The legislation created a new federal agency, the Corporation for National and Community Service (CNCS), to administer federally-funded national service programs.  The law created AmeriCorps, which was designed to support local, state, and national organizations across the nation, involves Americans in results-driven community service.  Individual AmeriCorps participants, known as members, serve for a year, during which they receive a living allowance.  After service, members receive an education award, administered by the National Service Trust, and paid as a voucher redeemable for current education costs at colleges, universities, other post-secondary institutions, and approved school-to-work programs, or to pay back qualified student loans already incurred.  The legislation drew on the principles of both the Civilian Conservation Corps and the GI Bill, encouraging Americans to serve and rewarding those who do.  The new agency also took over management of the programs of two previous agencies, ACTION, which was responsible for running VISTA and the National Senior Service Corps programs, and the more recent Commission on National and Community Service, including the NCCC, forming a new network of national service programs.  

Service in the New Millennium

In his State of the Union address on January 29, 2002, President George W. Bush called on all Americans to serve their country for the equivalent of two years and announced the creation of the USA Freedom Corps, an umbrella network for volunteerism.  A coordinating council housed at the White House and chaired by the President is working to expand and strengthen federal service programs like the Peace Corps, Citizen Corps, AmeriCorps, and Senior Corps, and to raise awareness of and break down barriers to service opportunities within all federal government agencies.  Several bills have been introduced in Congress over the past three years to increase funding for national service and to reauthorize the National and Community Service Act.

Corporation for National and Community Service Programs TC "Corporation for National and Community Service Programs" \l2 
CNCS provides opportunities for Americans of all ages and backgrounds to serve their communities and the nation through three programs: AmeriCorps, Senior Corps, and Learn and Serve America. Members and volunteers serve with national and community nonprofit organizations, faith-based groups, schools, and local agencies to help meet pressing community needs.  CNCS is part of USA Freedom Corps, the White House initiative to foster a culture of citizenship, service, and responsibility, and to help all Americans answer the President’s Call to Service.  CNCS fosters civic responsibility, strengthens the ties that bind us together as a people, and provides educational opportunity for those who make a substantial commitment to service.

The Board of Directors for CNCS working in collaboration with the field and staff developed a strategic plan in 2006.  The focus areas in the strategic plan are:

1. Mobilizing more volunteers

2. Ensuring a Brighter Future for All of America’s Youth

3. Engaging Students in Service

4. Harnessing Baby Boomer’s Experience.

For more information, please visit: http://www.nationalservice.gov/about/focus_areas/index.asp.

AmeriCorps

This program, sometimes referred to as “the domestic Peace Corps,” is the national service program that engages Americans of all ages and backgrounds in results-driven service in the five priority areas of education, public safety, environment, homeland security, and other human needs.  AmeriCorps programs provide full and part-time opportunities for members to provide service to their communities through community organizations and agencies.  Nearly 500,000 people have served in AmeriCorps since the program was founded in 1994.  
For more information, please visit the AmeriCorps Fact Sheet: http://cns.gov/about/media_kit/factsheet_americorps.pdf.

Within AmeriCorps, there are three major goal areas:  
	Needs and Service Activities
	AmeriCorps programs provide a variety of specific and identifiable services that address community needs.  Such direct service activities are performed by AmeriCorps members, often with additional community volunteers and provide a direct impact for the beneficiaries served.  

	Participant Development
	AmeriCorps expands opportunities, helping those who help AmeriCorps.  Because of their AmeriCorps service, members develop additional skills, gain valuable experience, and receive education awards that can be used for post-secondary education or to repay student loans.  To help ensure that members are prepared for and benefit from their service, programs provide members with training and experiential education to develop the skills needed for their specific service assignment, as well as leadership, civic engagement, and life skills.  

	Strengthening Communities
	AmeriCorps strengthens communities by involving citizens directly in serving community needs.  AmeriCorps members help bring individuals and groups from different backgrounds together to cooperate in achieving constructive change and to solve critical community problems.  They also help develop collaborations and working relationships with other nonprofit, government, and for-profit organizations in the community.


AmeriCorps*State and National

AmeriCorps*State and National members participate in local service programs operated by community based nonprofit organizations, local and state government entities, Indian tribes, territories, institutions of higher education, local school and police districts, and partnerships among any of the above.  Members serving in these programs help meet communities’ critical education, public safety, environment, homeland security, and other human needs.  

On September 6, 2005, a new Administrative Rule became effective.  The Rule provides policy guidance for all AmeriCorps programs.  The Rule supersedes the annual AmeriCorps guidelines and provides a more permanent basis for AmeriCorps programs.  The Rule and associated announcements, as well as Frequently Asked Questions can be found at http://www.americorps.gov/about/ac/rulemaking.asp.  

In many respects, the new Rule merely codifies existing policy guidance.  However, there were several significant changes in terms of match requirements, evaluation, and cost effectiveness.  For more specific information, see the Rule materials at the link above

AmeriCorps*State

Approximately three-quarters of AmeriCorps grant funding goes to State Service Commissions appointed by governors, which in turn distribute and monitor grants to local organizations and agencies in response to state-specific local needs.  These programs are called AmeriCorps*State programs.  AmeriCorps*State also includes the Territories programs, and State Education Award programs.  They are funded either through a formula allotment granted to each state or territory or through a competitive process in which high quality applicants compete for funding from the CNCS competitive pool with other potential programs from throughout the nation.  
For more information on AmeriCorps*State, please visit: http://www.americorps.gov/about/programs/state.asp.

AmeriCorps*National

The other quarter of AmeriCorps funding is dedicated to the AmeriCorps*National portfolio to provide grants directly to national public and nonprofit organizations that sponsor service grantees, Indian tribes, and consortia formed across two or more states, including faith-based and community organizations, higher education institutions, and public agencies, also through a competitive grants process.  Grants assist these groups in recruiting, training and placing AmeriCorps members to meet critical community needs in education, public safety, homeland security, health, and the environment.  
· AmeriCorps*National Directs

National Directs are national nonprofit organizations operating in at least two states that run a multi-site/AmeriCorps program.  They are responsible for administering a grant process for their operating sites (subgrantees), monitoring and evaluating them to ensure they comply with legal and grant requirements, offering technical assistance and training specific to AmeriCorps, and providing financial oversight.  Both National Directs and their sites work in collaboration with State Service Commissions and CNCS State Offices by attending statewide events and conferences and keeping them informed of their activities.

· AmeriCorps*National Education Program

An AmeriCorps program that receives minimal financial support from the Corporation for National and Community Service and has less fiscal reporting requirements. Because of the minimal financial support, EAP grants are best suited for pre-existing service programs or for organizations with other sources of funding, for whom becoming part of AmeriCorps will add value to their program. For instance, the association with AmeriCorps might allow a program to recruit more service participants, to recruit a higher caliber of service participants, or serve more beneficiaries. 

· AmeriCorps*Indian Tribes

An AmeriCorps program sponsored by an Indian Tribe.  An AmeriCorps*Indian Tribe program uses service and volunteering to address compelling community needs.

· AmeriCorps*National Professional Corps

An AmeriCorps program that recruits and places qualified participants in positions as teachers, nurses and other health care providers, police officers, early childhood development staff, engineers, or other professionals providing service to meet educational, public safety, human, or environmental needs in communities with an inadequate number of such professionals.

For more information on AmeriCorps*National, please visit: http://www.americorps.gov/about/programs/national. 

AmeriCorps*VISTA

AmeriCorps*VISTA members serve low-income communities and families across the country.  Members of AmeriCorps*VISTA work and live in the communities they serve, creating or expanding programs that continue after they complete their terms of service.  AmeriCorps*VISTA members are assigned to local project sponsors and focus on building organizational capacity, mobilizing community resources, and reducing poverty through increasing self-reliance.  VISTA project host sites are selected by the State Offices of CNCS, with the approval of each state’s governor.  
For more information, please visit the AmeriCorps*VISTA website: http://www.americorps.gov/about/programs/vista.asp.

AmeriCorps*NCCC

AmeriCorps*NCCC is a 10-month residential national service program for more than 1,200 members ages 18 to 24.  Based on the successful models of the Civilian Conservation Corps of the 1930s and the U.S. military, it sends members in teams of 10 to 12 on “spikes” to help nonprofit groups provide disaster relief, preserve the environment, build homes for low-income families, tutor children, and meet other challenges.  AmeriCorps*NCCC teams meet community needs in cooperation with non-profit programs, state and local agencies, and other community groups.  Members live at one of five regional campuses located in Charleston, South Carolina, Denver, Colorado, Perry Point, Maryland, Sacramento, California, and Washington, D.C., though their projects often take them to other communities throughout their region. Members are trained in CPR, first aid, and mass care, and can be assigned to new duties on short notice; they are particularly well-suited to meeting the emerging homeland security needs of the nation.  
For more information, please visit the AmeriCorps*NCCC website: http://www.americorps.gov/about/programs/nccc.asp.

Senior Corps

Senior Corps taps the skills, talents, and experience of more than 500,000 Americans age 55 and older to meet a wide range of community challenges through three programs: Foster Grandparents, Senior Companions, and the Retired Senior Volunteer Program (RSVP).  These grantees receive funding through annual appropriations and are selected by CNCS State Offices on a non-competitive basis.  In addition, Senior Corps programs may compete nationally for funding as Programs of National Significance (PNS).  
For more information, please visit the Senior Corps website: http://seniorcorps.gov, http://cns.gov/about/programs/seniorcorps.asp, or the Senior Corps Fact Sheet: http://www.seniorcorps.gov/about/media_kit/factsheet_seniorcorps.pdf.
The Foster Grandparent Program (FGP)

Foster Grandparents serve as mentors, tutors, and caregivers for at-risk children and youth with special needs through a variety of community organizations, including schools, hospitals, drug treatment facilities, correctional institutions, and Head Start and day-care centers. In fiscal year 2003, more than 32,500 Foster Grandparents provided 27.9 million hours of service at 12,600 stations to tend to the needs of 263,600 young children and teenagers.  Local nonprofit organizations and public agencies receive grants to sponsor and operate local Foster Grandparent projects. 
The Foster Grandparent Program is open to people age 60 and over with limited incomes. Volunteers serve 15-40 hours per week and receive a small stipend.  Organizations that address the needs of abused and neglected children, troubled teens, young mothers, premature infants, and children with physical disabilities work with the local Foster Grandparent program to place and coordinate the services of the Foster Grandparent volunteers. Local partners (called volunteer stations) include children’s services agencies, child and youth-oriented charities, and faith-based institutions. 
For more information, please visit the Foster Grandparent Program (FGP) website: http://www.seniorcorps.gov/about/programs/fg.asp.
The Senior Companion Program (SCP)

Senior Companions serve one-on-one with frail older adults, adults with disabilities, and those with terminal illnesses who have difficulty completing everyday tasks. They assist with such activities as grocery shopping, bill paying, and transportation to medical appointments. Senior Companions also provide short periods of relief to primary caregivers. Because of the program, thousands of citizens are able to live with dignity in their own homes. 
SCP is open to healthy individuals age 60 and over with limited incomes.  Volunteers serve 15-40 hours per week and receive a small stipend.  In fiscal year 2003, 16,500 Senior Companions provided 13.9 million hours of service to tend to the needs of 57,700 adult clients.  Local nonprofit organizations and public agencies receive grants to sponsor and operate Senior Companion projects. Community organizations that address the health needs of older persons work with local SCP projects to place and coordinate the services of the SCP volunteers. These local partners (volunteer stations) include hospitals, area agencies on aging, and home health groups. The stations’ professional staff identifies individuals who need assistance and work with SCP projects to place them with Senior Companions. 
For more information, please visit the Senior Companion Program (SCP) website: http://www.seniorcorps.gov/about/programs/sc.asp.

Retired and Senior Volunteer Program (RSVP)

RSVP volunteers serve in a diverse range of nonprofit organizations, public agencies, and faith-based groups. RSVP is open to people age 55 and over regardless of income.  Among other activities, RSVP volunteers mentor at-risk youth, organize neighborhood watch programs, test drinking water for contaminants, teach English to immigrants, and lend their business skills to community groups that provide critical social services. 
In fiscal year 2003, approximately 468,600 volunteers provided 78.1 million hours of service at an estimated 63,800 local organizations.  Local organizations, both public and private, receive grants to sponsor and operate RSVP projects in their community. These projects recruit seniors to serve from a few hours a month to almost full-time, though the average commitment is four hours a week. Most volunteers are paired with local community and faith-based organizations that are already helping to meet community needs. 
For more information, please visit the Retired and Senior Volunteer Program (RSVP) website: http://www.seniorcorps.gov/about/programs/rsvp.asp.
Learn and Serve America

Learn and Serve America provides grants to schools, colleges, and nonprofit groups to support efforts to engage nearly one million students from kindergarten through college in community service linked to academic achievement and the development of civic skills. This type of learning, called service-learning, improves communities while preparing young people for a lifetime of responsible citizenship. 
Learn and Serve grants are used to create new programs or to replicate existing programs, as well as to provide training and development to staff, faculty, and volunteers.  CNCS funds state education agencies, State Service Commissions, nonprofit organizations, Indian tribes, and U.S. territories, which then select and fund local service-learning programs through Learn and Serve K-12. Institutions of higher education and consortia are funded directly through Learn and Serve Higher Education. 
For more information, please visit the Learn and Serve America website: http://cns.gov/about/programs/learnandserve.asp or the Learn and Serve America Fact Sheet: http://cns.gov/about/media_kit/factsheet_lsa.pdf
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CNCS (headquarters)
As the primary federal source of funding for national volunteer activities, CNCS is obviously the most important “player on the field”.  AmeriCorps operates in a decentralized manner that gives a significant amount of administrative responsibility to states and national and local nonprofit groups.  CNCS realizes that the many organizations and individuals around the country with which it shares administrative responsibility for AmeriCorps will look to it for assistance on a broad range of issues and problems.  
The following table suggests some of the principal support functions that CNCS the office can provide: 

	OFFICE
	AmeriCorps SUPPORT FUNCTIONS

	Program
	Oversees programmatic aspects of grants and awards.  Program officers serve as the primary liaisons with state service commission and the National Program grantees.

	Grants
	Oversees financial aspects of grants and awards.

	Office of Leadership Development and Training
	Works with national technical assistance providers and with training and technical assistance coordinators in state service commissions.

	Trust
	Manages the education awards for AmeriCorps members.

	Public Affairs
	Oversees media relations, marketing and publications, including the online recruitment website.

	Public Liaison
	Oversees national initiatives, national service days, and all AmeriCorps awards.


	General Counsel
	Provides legal counsel for CNCS and can answer legal questions related to AmeriCorps program management.

	Office of the Inspector General
	Detects and deters waste, fraud, abuse, and violations of law of CNCS funded programs.


There are two main divisions in the AmeriCorps headquarters staff: AmeriCorps*State and AmeriCorps*National.  Each State Service Commission has a specific CNCS AmeriCorps*State program officer assigned as their primary liaison at headquarters; each National Program grantee has a specific CNCS AmeriCorps*National program officer assigned as their primary liaison.  CNCS program officers are the frontline support for program staff, assisting with any issues that arise including locating needed information and clarifications of policy.  Program officers are also the primary monitors at headquarters of how things are going in the states for which they are responsible.  Program officers work closely with other units at CNCS to provide quality support to the field.

CNCS State Offices

CNCS also operates offices in each state.  These offices are responsible for administering AmeriCorps*VISTA projects as well as the three Senior Corps programs.  The CNCS employees in these locations assist with the monitoring of National AmeriCorps programs sites, solicit and review Martin Luther King Jr. Day of Service grants in their states, and participate in cross-program planning initiatives, including development of State Service Plans.  One of them, usually the state office director, serves as an ex-officio member of the State Service Commission. 
For a list of CNCS State officers and contact information, please go to: http://nationalservice.org/about/contact/stateoffices.asp
State Service Commissions

State service commissions exist to foster a bipartisan state-level commitment to advancing service initiatives in the state.  State service commissions have direct accountability for the grantees running local AmeriCorps programs.  To do this, commissions must develop a solid infrastructure that will enable them to select and support high quality national service programs and effectively manage commission activities in their states.  Commissions monitor and evaluate grantees to ensure they comply with legal and grant requirements, are progressing well towards meeting performance measures, and have high quality service projects and management systems.  Each commission also has the broad role of developing and communicating a statewide vision and ethic of service, and promoting that vision throughout the state.  That vision should incorporate all components of AmeriCorps (State, National, VISTA, and NCCC, as applicable), Learn and Serve America, the Senior Corps, and the larger volunteer community.  It can be realized by promoting the idea of service statewide, by offering supportive training and technical assistance activities, both formal and informal, and by fostering partnerships between CNCS-funded programs and other service and volunteer activities. 

For a list of State Service Commission Executive Directors and their contact information, please go to: http://nationalservice.org/about/contact/statecommission.asp. 
There are many roles that commission program staff play, many hats that they wear, and many priorities that they juggle.  For example, some program staff are also the fiscal staff, the training staff, the service-learning staff, and the administrative staff for their organizations.

Some commissions also have a Disability Coordinator.  CNCS grants funds intended to promote the inclusion of individuals with disabilities in national service programs to State Service Commissions annually based on a tiered formula based on state population (grants are roughly $30,000 to $59,500).  While granted to State Service Commissions, the funding is intended not only for use by AmeriCorps*State grantees but also to support the participation of individuals with disabilities in AmeriCorps programs operated by AmeriCorps*National sites in each state.  Disability Funds are not available for Formula funded program accommodation.  Because of the limited dollars, few states hire a full-time disability coordinator, although grant regulations permit them to do so.  More typically, this role is a percentage of a regular program officer’s time.  Program officers given the role of disability coordinator are responsible for assessing the needs of both AmeriCorps*State grantees and National Program sites in terms of disability and to develop procedures for programs to use to request disability funding for reasonable accommodations, alternative format materials, or training.  These program officers should seek training on disability issues so that they can effectively respond to programs and assist them in ensuring the full participation of members with disabilities.

	[image: image6.emf]
	Local Angle:  In Michigan, the commission has developed the National Service Inclusion Project Resource Guide. This manual provides a number of self-assessment tools and resources to ensure that programs are inclusive to people of all abilities. Assessment topics include program design, recruitment practices, building/facility accommodations, etc. By meeting the standards in this guide, programs can ensure compliance with ADA regulations. Download the manual at: http://www.michigan.gov/mcsc/0,1607,7-137-6118_22503---,00.html


AmeriCorps*National Directs

National Directs are national nonprofit organizations operating in at least two states that run a multi-site/AmeriCorps program.  They are responsible for administering a grant process for their operating sites (subgrantees), monitoring and evaluating them to ensure they comply with legal and grant requirements, offering technical assistance and training specific to AmeriCorps, and providing financial oversight.  Both National Directs and their sites work in collaboration with State Service Commissions and CNCS State Offices by attending statewide events and conferences and keeping them informed of their activities.

State Education Agencies

State education agencies (SEAs) receive and administer the school-based Learn and Serve funds.  These monies are distributed to SEAs on a formula basis and support service-learning activities for K-12.  States have significant latitude in how they design their programs.  For example, some states offer large grants for district-wide implementation of service-learning.  Other states offer smaller grants to individual schools, classrooms, or teachers.  Unlike AmeriCorps, SEAs apply for funding for service-learning and then decide which programs/districts to fund through a competitive process that occurs after the fact.  Funds support both the implementation and capacity-building of service-learning.  In addition, SEAs may choose to apply for other Learn and Serve funds on a competitive basis.  These funds may vary each year depending on CNCS’ priorities and appropriations.  SEAs are responsible for monitoring, reporting, and training the CNCS-funded service-learning programs they administer.

Other Stakeholders

Other stakeholders include corporations, private foundations, elected officials, the media, and some state agencies.  State Service Commissions and National Programs need to build long-lasting relationships with these other stakeholders to strengthen service programs and build public support for national and community service.



Additional Resources TC "Additional Resources" \l2 
Accessing Your Network of Colleagues

Program staff from State Service Commissions and National Programs have very similar roles, and have a wealth of information to share.  Some programs have formed informal communication networks and there are resources to foster the sharing of information in a more formalized way.  For instance, there is a Program Officer listserv hosted by the National Service Resource Center that exists for program staff to discuss issues related to program administration, monitoring, performance measurement, evaluation, grant review, sustainability, and anything else that program staff want to discuss among their colleagues.  To subscribe, send a blank email to: join-progofcr@lists.etr.org.
Corporation for National and Community Service (CNCS): http://www.nationalservice.org/     
Fact Sheet- http://cns.gov/about/media_kit/factsheet_cncs.pdf
CNCS State Offices: http://cns.gov/about/contact/stateoffices.asp 

State Commissions: http://cns.gov/about/contact/statecommission.asp
AmeriCorps: http://www.americorps.gov/    

Fact Sheet- http://cns.gov/about/media_kit/factsheet_americorps.pdf 
AmeriCorps*State and National: http://cns.gov/about/programs/americorps_state.asp 
AmeriCorps*VISTA: http://cns.gov/about/programs/americorps_vista.asp 
AmeriCorps*NCCC: http://cns.gov/about/programs/americorps_nccc.asp 
Senior Corps: http://www.seniorcorps.gov/     

Fact Sheet: http://www.seniorcorps.gov/about/media_kit/factsheet_seniorcorps.pdf
Foster Grandparent Grantee (FGP): http://cns.gov/about/programs/seniorcorps_fg.asp 
Senior Companion Grantee (SCP): http://cns.gov/about/programs/seniorcorps_sc.asp 
Retired and Senior Volunteer Grantee (RSVP): http://cns.gov/about/programs/seniorcorps_rsvp.asp 
Learn and Serve America: http://cns.gov/about/programs/learnandserve.asp

Fact Sheet: http://cns.gov/about/media_kit/factsheet_lsa.pdf
Additional Resources (continued)

Accessing Technical Assistance Resources

State Service Commission staff can also get technical assistance from Project TASC (Technical Assistance to State Commissions): http://nationalserviceresources.org/resources/tta/aguirre_tasc.php. 

http://nationalserviceresources.org/sites/tasc/

National direct grantee staff can get technical assistance from Campaign Consultation, Inc.: http://www.nationalserviceresources.org/resources/tta/learning_communities.php
Education Award Program staff can get technical assistance from Campaign Consultation, Inc.: http://www.nationalserviceresources.org/resources/tta/learning_communities.php
Tribal grantees can get technical assistance from ACKCO: http://nationalserviceresources.org/resources/tta/ackco-american_indian.php

http://nationalserviceresources.org//sites/ackco/www.ackco.com/cncs/
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State Service Commission Grants Process TC "State Service Commission Grants Process" \l2 
State Service Commissions were established in response to the National and Community Service Trust Act for the purpose of selecting and supporting AmeriCorps grantees in states and to foster the ethic of service and volunteerism throughout each of the states.  Each commission develops processes to select and support AmeriCorps grantees within the confines of both federal and state law.  The National and Community Service Trust Act of 1993 requires that the grant selection process be open, competitive, and fair, and that it include a peer review component.  Commissions fulfill this basic requirement in a variety of ways, in accordance with their state systems.

Overview of Grantee Selection

After applying to commissions for AmeriCorps funding, selected grantees are funded either through a formula allotment granted to each state or from a CNCS resource pool reserved to fund the winners of a national competition. Both require an open and competitive peer review process. Some states run two separate competitions: the first for competitive, and the second for formula.

Formula funds represent monies that are distributed to each state using a population-based allocation. The total formula funding amount for each state is outlined by CNCS on an annual basis.  States have complete control over all formula funding priorities; however, they are obliged to follow the basic CNCS AmeriCorps guidelines.  State Service Commissions may use their formula funds/slots available to fund non-funded competitive applications and/or to focus on specific state priorities.  Commissions submit their formula funding decisions to the CNCS via eGrants for the issuance of an award.  

Competitive funds are monies awarded to grantees selected on the national level for CNCS dollars. CNCS determines very specific priorities that grantees must address in their competitive applications.  The role of the State Service Commissions in this process is to determine, through extensive outreach, technical assistance, and peer review, which applications will be submitted to CNCS via eGrants for competitive funding.  Commissions submit their recommendations to CNCS, which makes the final decision on proposals after the applications undergo several levels of competitive review.

	[image: image7.emf]
	Terminology: eGrants, a part of the President’s eGovernment initiative, is an online database designed to automate the entire grants management process from application to close-out.  The system allows applicants to learn about grant opportunities, and apply for and manage their grants over the internet.  The system also allows CNCS to review applications, award grants, and manage grants throughout the life of the grant.  The system was built to reduce paperwork, allow applicants to track the progress of their proposals, improve productivity at CNCS, put all CNCS systems into one database, and meet statutory requirements that the public be able to do business with the federal government electronically. For more information, please visit the eGrants website: http://cns.gov/egrants/index.asp.


Education Award Program Funds

Education Award Program (EAP) grants provide organizations with education awards for individuals enrolled as AmeriCorps members that complete a set number of hours over the course of a program year.  Nominal operating funds are available, not to exceed $400 per full-time equivalent member, to offset program management and operating expenses.  There are no matching fund requirements for EAP grants.  Organizations seeking EAP grants must support the program and members through sources other than AmeriCorps funding (including costs for living allowances and other member benefits; member training, supervision, and recruitment; staff to operate and oversee the program; supplies and equipment for service activities; travel expenses; and evaluation).  
EAP grants have streamlined program management and reporting requirements.  State Service Commissions can select Education Award Program grantees through their state grant process to compete nationally for Education Award Program funding, can select Education Award Program grantees through their state grant process to fund using formula funds, or can apply for an Education Award Program block grant from CNCS and then designate programs that will be funded.

Cycles

In general, grantees are funded on a three-year cycle, with the availability of funds in the second and third year being contingent upon a number of factors, including the availability of funds and slots, satisfactory progress in relation to the approved performance measures, compliance with federal and state regulations, submission of a continuation or renewal application outlining programmatic changes, a detailed budget for the applicable program year, and any other criteria established in the original award agreement.  After each three year cycle, all grantees seeking to continue must reapply (re-compete) as a new program.

	[image: image8.emf]
	Local Angle: Some State Service Commissions have established limits as to the number of years a grantee may be funded.  Others have established increased match requirements or decreased total program costs after a particular grantee has received a certain number of years of funding.


Eligible Activities

To help applicants develop responsive proposals, State Service Commission program officers should understand the eligible activities in each of the three primary goal areas for AmeriCorps grantees.  Examples of eligible activities are shown in the table below.

	Needs and Service Activities
	Direct service activities such as tutoring children, building houses, or delivering meals to homebound seniors.*  


	Participant Development
	Training for AmeriCorps members related to their service activities, leadership, citizenship, and life after AmeriCorps. 


	Strengthening Communities
	Recruitment and management of volunteers, support for community and faith-based organizations, fostering interorganizational collaboration, capacity building and sustainability, and community involvement.


*Activities that do not provide a direct benefit to the community, such as clerical work and research, may not be performed unless they are in support of direct service, and cannot be primary activities of an AmeriCorps member or grantee.

Implementing a Grantee Selection Process

This section outlines the basic steps that State Service Commissions follow to set up an applicant selection process for AmeriCorps*State grants.  (NOTE: The process for National Grantees to select operating and service sites is described in the following section.)  These typically apply for both new applicants and previous or current grantees that are re-competing for funding after completing a three-year program cycle.  

	Step One.
	Review CNCS’s AmeriCorps*State Guidance materials, usually released in the early fall of each year. For more information, visit the AmeriCorps: http://www.americorps.gov.

	Step Two.
	Develop a timeline for the application process, working backwards from the date CNCS has established for submission of proposals for its review.  In developing the schedule, it is critical to allow adequate time for: announcing the availability of funds, releasing the application form, providing technical assistance (as appropriate) for interested applicants, receiving and reviewing applications, and completing the combined state package for submission to CNCS.  Generally, competitive applications are due in March and formula application in July.

	Step Three.
	Determine if technical assistance or outreach sessions should be conducted and, if so, how many sessions are needed and where they will occur.


	[image: image9.emf]
	Between Colleagues: A series of workshops, teleclasses, videoconferences, online tutorials, or webinars can be scheduled to answer applicants’ questions, clarify the application process, and provide technical assistance on creating a strong proposal.  These sessions provide potential applicants with an opportunity to ask questions about the application process.  They can also use these workshops as an opportunity to network with others in their region that may be considering proposing a program.  These workshops are also an excellent opportunity to promote and explain the other National Service program options, including VISTA.


	Step Four.
	Develop a Notice of Funds Available (NOFA) using the previous year’s NOFA as a model.


	[image: image10.emf]
	Terminology: The NOFA is the official announcement that grant money is available to fund AmeriCorps programs...  The NOFA informs interested organizations how and when to apply.


	Step Five.
	Have the NOFA printed and disseminated, meeting all state posting requirements, such as posting to the commission’s web site, newsletter, media announcements, mail, and/or utilizing partner networks.


	Step Six.
	Develop a Request for Proposals (RFP) or Request for Applications (RFA), based on CNCS’s AmeriCorps Application Instructions, state priorities, and other criteria.  Usually, this means revising the previous year’s guidelines to include the new guidance provided by CNCS.  In rare instances, it may be necessary to develop a new solicitation package.  If so, the past year’s application materials can still be used as a model for what needs to be in the RFP or RFA.


	[image: image11.emf]
	Terminology: The RFP or RFA is the formal request that organizations submit a proposal for funding.  It contains very specific information on eligibility requirements, criteria for funding, how to complete an application for funding, how the proposal should be formatted, and what the timeline will be for grant awards.  RFP and RFA mean essentially the same thing, with some states preferring one title or the other for their solicitation package.

	Step Seven.
	Release the RFP or RFA.  For some states, this involves posting the guidelines to the State Service Commission website.  Others release guidelines in hard copy format.  Many commissions have an established mailing list of potential applicants while some states release guidelines only to those who requested them after reviewing the NOFA.


	[image: image12.emf]X


	Caution: Have specific guidelines and talking points to utilize when discussing the application requirements with potential applicants.  All telephone inquiries should also receive consistent information.


	Step Eight.
	If applicable, develop the agenda and other materials for the technical assistance sessions. This may be offered as open sessions, or State Service Commissions may request that applicants commit to attending by RSVP.  In many states, there are limitations on the types of information that can be given to potential applicants and specific requirements may exist on how answers are to be posted for the public following the session.


	[image: image13.emf]
	Local Angle: Some states require all applicants to apply on eGrants.  Others select applicants via hard copy applications and then have selected applicants place their applications onto the eGrants system.


	[image: image14.emf]X


	Caution: Many applicants will need technical assistance if they are required to submit applications through eGrants.  This might be a good point in the process to provide the necessary assistance.


	Step Nine.
	Some State Service Commissions require in their RFP or RFA that applicants submit an “Intent to Apply” letter and/or a brief Concept Paper due by a specific date.  If applicable, the day after these documents are received, send out a letter of confirmation to all organizations that complied with the requirement.


	[image: image15.emf]
	Between Colleagues: Letters of Intent and/or Concept Papers can help State Service Commissions narrow the pool of applicants and know how many applications will be submitted.  Knowing the number of applications helps a commission determine how many peer reviewers will be needed.


	Step Ten.
	Begin to solicit peer reviewers using the suggestions in CNCS’ 
Conducting a Peer Review Process.  I can’t find this document.


	[image: image16.emf]
	Between Colleagues: The expected number of applications will determine the number of peer reviewers. Many commissions recommend recruiting a minimum of three reviewers per grant application.  Commissions may choose to make a public call for interested reviewers (website, newspaper, etc.) or target specific individuals.


	Step Eleven.
	Develop the scoring sheets needed for proposal review, including, as appropriate, individual peer review scoring sheet, team peer review scoring sheet, individual staff scoring sheet, and team staff scoring sheet.  Scoring sheets should use the selection criteria detailed in the RFP or RFA.


	Step Twelve.
	Develop a plan for assembling and orientating peer review teams using CNCS’ Conducting a Peer Review Process.


	[image: image17.emf]
	Between Colleagues: Although Commission staff may not serve as peer reviewers, Commissioners may serve and should be actively encouraged to participate. As peer reviewers are recruited, keep diversity in mind, including geographic diversity as well as background.  Try to recruit individuals who have had experience with national service and/or grant making. Consider individuals from foundations, other government entities, nonprofits, colleges, and former national service staff with fiscal, nonprofit, and volunteer management expertise.


Application Review Process

Once the deadline announced in the RFP or RFA for submission of proposals arrives, the application review process can begin.  This process includes the following:

	Step One.
	After the applications have arrived, either in hard copy or via eGrants, date-stamp them and conduct a compliance check.  This is a quick staff review of the proposals submitted to determine whether the applicants have met the basic requirements of the application as listed in the RFP or RFA.  For electronically-transmitted proposals, eGrants has built-in system checks that will prevent applicants from submitting proposals that do not meet certain basic requirements.  Depending upon state procedures, applications that are late or do not meet submission requirements may not be moved to the next step in the review process.
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	Between Colleagues: Develop a checklist that can be used for each application.  Samples of things to review in paper submissions include:


Length and formatting (page/character limits, font size, margins, etc.)


Each component of the application as identified in the instructions (i.e. executive summary, summary of accomplishments, etc.) is included


Budget identifies appropriate match percentages and cost per member (CPM)


Requested supporting attachments (i.e. audit, financial records, evaluation reports) are included


Service categories and performance measures are included 


State specific requirements are met 


Certifications and Assurances are attached and signed


Correct number of hard copies (as applicable) has been submitted

	
	

	Step Two.
	Develop teams of peer reviewers to evaluate the proposals that have passed the compliance check.  The purpose of the peer review is to have a group of individuals who operate independently of the State Service Commission and CNCS identify the top ranking applications submitted in a given grant cycle.  The peer reviewers are responsible for reading and then scoring each application based on the criteria provided.  The ranking/score ultimately determines which applications the reviewers believe should or should not be funded.


	[image: image19.emf]
	Between Colleagues:  Review teams should be constituted based on the optimal number of readers for each application and a balance of the background and experience of the various reviewers.  It is crucial to be aware of and avoid conflicts of interest.  Reviewers cannot review proposals from their own organization or from any organizations on whose board they serve.


	Step Three
	Make sure that the peer reviewers are well-trained and clear about their roles.  Each reviewer should receive the application guidelines, a conflict of interest disclosure form, the peer reviewer guidelines, and a copy of the scoring sheet.  Discuss the review process, conflict of interest, the application guidelines, the scoring sheet, and any priorities or other issues the reviewers will need to take into consideration.
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	Between Colleagues: Make sure reviewers read and score each of their assigned proposals.  Check the pace of the readers and consistency of their scores.  If time permits, select random proposals for a second read by another reviewer.  Don’t forget to send reviewers thank you letters!
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	Local Angle:  Some State Service Commissions hold a general meeting of all peer reviewers after the proposals are scored to discuss their impressions of the applications and why they scored them as they did.  The interactions between peer reviewers can provide an additional valuable perspective on the applicant pool.


	Step Four.
	In order to develop a basic understanding of the received applications, State Service Commission staff also review and assess applications.  This may be a full or an abbreviated review, but sufficient to allow Commission staff to develop and recommend an appropriate and manageable portfolio of excellent applicants for the state, taking into account national, state, and local service priorities.
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	Local Angle: Some state service commissions hold interviews for the applicants.  In Washington, this interview process includes the Commission Program Committee, in California; this is a staff process and is more rigorous than the peer review, as it probes deeper into the application, its partnership, and viability of the design and feasibility of success.  A team of staff members conducts a 90-minute interview with potential applicants.  The applicant is permitted to bring representatives from their partnerships (no more than seven) who can respond to questions of responsibility, quality, and expertise, and who can provide assurances that the grantee has commitments from qualified people and is not just the vision of one individual/great grant writer.
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	Local Angle: Some State Service Commissions reverse Steps Three and Four. In Missouri, commissioners and peer reviewers have found it extremely valuable to have the staff review available to consider when initially scoring or reviewing the application.


	Step Five.
	The members of the State Service Commission appointed by the governor must provide final approval of a commission’s funding decisions.  There are a variety of methods used by commissions across the country to do this.  Final approval of funding decisions must include a vote on the applications.  A record of the vote must be maintained in the commission’s files.
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	Local Angle:

 Many State Service Commissions establish a subcommittee of commissioners that meets with a commission program officer to discuss the applications, staff review, peer review, state/national priorities and overall portfolio development. The subcommittee brings their recommendations to the full commission which makes the final funding decisions.  

Some State Service Commissions request “approve” or “disapprove” recommendations, application summaries, and/or ranking information from commission staff, then make final decisions as a full commission.


A few commissions have commissioners read and score each application (separately from peer review) and then make final decisions.


	Step Six.
	After applicants have been selected, commission staff typically work with the grantees to rework or rewrite any sections of their applications that commissioners and/or peer reviewers may have noted as needing clarification or negotiation.  Major concerns, comments and recommendations should be addressed in writing prior to final approval.
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	Between Colleagues: This revision process can occur via email, one-on-one meetings, etc. The negotiations/rewrite period is especially helpful in making applications selected to compete at the national level as strong as possible.


The 2005 AmeriCorps Rule requires that all state service commissions rank order the new and recompete proposals they put forward as part of their competitive submission to the Corporation.  Further information on this topic can be found in the AmeriCorps Application Instructions.

Application Process for Continuation Grants

The application process is somewhat different and simpler for current AmeriCorps*State grantees who want to continue for a second or third year of operation.  The ultimate decision for continued funding resides with CNCS; commissions provide a recommendation during submission.  The recommendation is an analysis of the grantee’s progress, challenges, and plans for the future.

These are the typical steps:
	Step One.
	Determine the amount of funds available for continuation grantees.  This will help to determine whether grantees are able to request an expansion.  For grantees funded competitively, this information is typically included in the guidance provided by CNCS.  For grantees funded out of state formula allotments, there may be more flexibility for expanding grantees, depending on the funds available through the allotment, as well as through funds carried forward from the current year.

	Step Two.
	Determine which grantees are eligible to be renewed.  Grantees completing their third year of a grant cycle must re-compete as new, and thus are not eligible for consideration as continuation grantees.  As previously noted, some State Service Commissions may have their own, lower caps on how many years of funding a grantee may have.  Notify grantees if they are eligible for continuation or if they are required to re-compete for funding.

	Step Three.
	Develop a continuation application timeline, taking into account the due dates established by CNCS.

	Step Four.
	Develop application guidelines.  Typically, this would mean revising the previous guidelines to include any new information provided by CNCS or the State Service Commission.

	Step Five.
	Disseminate the continuation guidelines to all eligible grantees.  It may be appropriate to review the guidelines with grantees in a face-to-face meeting or in a conference call.

	Step Six.
	Develop a scoring sheet using the selection criteria outlined in the renewal/continuation application guidelines.  
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	Local Angle: While a full peer review process is not required for continuation grantees, some commissions choose to do a very formal review and ranking.  Others use only a staff review and commissioner approval process.  Whichever is used, the process should be documented with score sheets and comments on the applications kept on file.


National Direct Grants Process TC "National Direct Grants Process" \l2 
Potential AmeriCorps*National Direct grantees apply directly to the Corporation.  They do not go through the State Commissions.

Cycles

In general, programs are funded for a three-year program cycle, but the availability of funds in the second and third year is contingent upon a number of factors, including the availability of funds and member slots, satisfactory progress in relation to the approved performance measures, compliance with federal regulations, and other criteria established in the original award agreement.  After each three year cycle, all programs seeking to continue must reapply (re-compete) as a new program.

Eligible Activities

To help applicants develop responsive proposals, National Direct parent organization program directors should understand the eligible activities in each of the three primary goal areas for AmeriCorps programs.  Examples of eligible activities are shown in the table below.

	Needs and Service Activities
	Direct service activities such as tutoring children, building houses, or delivering meals to homebound seniors.*  


	Participant Development
	Training related to the service activities, leadership opportunities for members, citizenship training, and activities designed to develop an ethic of lifelong service for AmeriCorps members. 


	Strengthening Communities
	Recruitment and management of volunteers, support for small community and faith-based organizations, capacity building and sustainability, and community involvement and consultation.


* Activities that do not provide a direct benefit to the community, such as clerical work and research, may not be performed unless they are in support of a direct service, and cannot be primary activities of an AmeriCorps member or program. 

Implementing a Sub-applicant Selection Process and Submitting the Parent Organization’s Application

National Direct parent organizations have the flexibility to determine their own sub-applicant selection process.  The following are some basic steps to consider in selecting sub-applicants.  

	Step One.
	Review CNCS’s AmeriCorps NOFO, Applications Instructions, and Federal Register as they are released.  For more information, visit the AmeriCorps website: http//www.americorps.gov.

	Step Two.
	Develop a timeline for the application process, working backwards from the date CNCS has established for submission of proposals for its review.

	Step Three.
	Determine if technical assistance, outreach sessions, or conference calls should be conducted with potential sub-applicants, and, if so, how many are needed and when they will occur.

	Step Four.
	Develop application guidelines based on CNCS’ AmeriCorps Guidelines, and on any additional requirements determined by the national parent organization.  In some cases, national parent organizations may be able to revise guidance they developed for the previous year.

	Step Five.
	Distribute the application guidelines to potential sub-applicants.  Some organizations may post the guidelines on their organization’s website.  Other organizations may decide to use email, mail or other means to distribute the guidelines.

	Step Six.
	If applicable, develop the agenda and other materials for technical assistance sessions.  Conduct technical assistance sessions for potential sub-applicants.



	Step Seven.
	Develop a staff scoring sheet, using the selection criteria detailed in your application guidelines.

	Step Eight.
	After applications are received from the sub-applicants, convene a staff review.  This should include relevant organization staff, most likely those who will work with the selected sub-applicants in the management of the grant.

	Step Nine
	Meet with organization staff to review the staff recommendations and discuss not only the recommendations, but also to pool knowledge of different departments related to the overall capacity of the sub-applicants and their ability to effectively implement and manage and AmeriCorps program.

	Step Ten.
	Conduct individual conference calls/meetings with potential subgrantees to clarify any questions about their applications, review and evaluate past AmeriCorps performance (if applicable), identify challenges, and request any additional information needed.

	Step Eleven.
	The national parent organization’s narrative and budget must be developed: use the AmeriCorps NOFO, the Federal Register, and the AmeriCorps*National Application Instructions.  The parent organization should identify selected sub-applicants in the "Sub-applicant" section of eGrants.  Once the parent organization has completed their application, it is submitted to CNCS using eGrants.

	Step Twelve.
	After negotiations are completed and CNCS awards a grant, the parent 
organization is responsible for any modifications in funding and/or FTE amount on sub-applicant budgets.  The parent organization also reviews the grant’s deliverables with sub-applicants, and proceeds with sub-applicant agreements or contracts, as applicable.


Grant Administration Requirements TC "Grant Administration Requirements" \l2 
This section explains the typical life cycle of an AmeriCorps grant from award to close-out and is applicable to grant administration by both State Service Commissions and National Programs.

CNCS Federal Grant Awards

CNCS issues separate grant awards to State Service Commissions and National Direct parent organizations.  For State Service Commissions, this includes separate grant awards for each type of funding they receive: formula, competitive, and state education award.  National Direct parent organizations will receive one award for their National Direct grant.  If they successfully apply through other grant competitions, such as Homeland Security or Education Award Programs, they would receive separate grants for those awards.  Each award will list the specific programs funded, the amount, and MSYs.  Costs cannot be incurred against the grant until the federal grant award is issued unless approval for pre-award costs is received from the Office of Grant Management.

	[image: image27.emf]
	Terminology: MSY stands for “Member Service Year” and is commonly used in budgeting service time for members in grants, especially when an AmeriCorps member is proposed to work less than full time on a project.  A .5 MSY member, for example, is being proposed for half-time service (usually 20 hours a week for 900 service hours).


Cost per MSY for Individual Programs is the budgeted grant costs divided by MSYs awarded (excluding child care and education award).  CNCS will consider program requests to increase cost per MSY annually and details for the next program year will be given in the AmeriCorps Application Instructions.
State Service Commissions must also calculate average cost per MSY for their grantees.  Average cost per MSY is the budgeted grant costs for all programs in the state portfolio divided by the total number of MSYs (including EAP) (excluding child care, education awards, and commission administrative grants.)  CNCS will also review maximum average cost per MSY annually.
Contracting With Grantees and Sites

After receiving their federal awards from CNCS, State Service Commissions and National Programs need to issue some type of binding agreement (a grant award, contract, memorandum of understanding, etc.) with each grantee/site. 
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	Local Angle: In most cases, states and organizations have very specific language and contracting requirements for those binding agreements.  For instance, some states and organizations may have multiple exhibits included that have nothing to do with AmeriCorps, but that may be required by state law or by the organization’s set processes.  Be sure to check with the proper authority to determine your contracting processes.


Components of the grantee/site AmeriCorps proposal should be part of the binding agreement.  This may be included as an attachment or incorporated into the contract language.  At a minimum, binding agreements should include the approved AmeriCorps budget (and required cost match), a scope of work, and a reference to the applicable AmeriCorps provisions.  
	[image: image29.emf]
	Local Angle: The time necessary to process a binding agreement varies from state to state and from organization to organization, with some taking only a few weeks, while others require a couple of months.  Some State Service Commissions allow for funding advances to grantees prior to the execution of the binding agreement due to lengthy contract turnaround time.  Commissions should process grants based on grant start dates, prioritizing those with early start dates.
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	Caution: Because the contracting process could be lengthy, consider providing the generic contract language to grantees/sites in advance to have them perform a legal review so that when the actual contract arrives, the process on their end will be expedited.



The duration of the grants may vary from state to state and from organization to organization.  In some cases the grants only cover a twelve-month period.  In others, they can cover up to 18 months.  
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	Local Angle: Your state or organization may have the ability to extend or modify a contract period, if necessary, up to the expiration date of the CNCS award.  Check with your appropriate state authority or CNCS program officer on the specific process.  CNCS approval is required for a no-cost extension beyond the end date of the CNCS award.


Once the binding agreement has been produced, it must be signed both by the authorizing official of the legal applicant/site and the authorizing State Service Commission or National Program official.  Both signatures are required to make the document binding and legal.  A copy of the binding agreement should be kept on file by both parties.
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	Local Angle: Some states and organizations have a series of signatures that are required for binding agreements beyond a single authorizing official.


Setting Up Web Based Reporting System (Soon in eGrants)

Upon approval from CNCS, grantee information will be uploaded into the Web Based Reporting System (WBRS).  WBRS is a comprehensive online program management system designed to assist grantees in tracking and reporting data on their members, finances, and progress towards performance measures.  Specifically, each funded grantee will have a Grantee Information Profile (GIP) and a budget.  State Service Commissions, National Programs, and AmeriCorps*State grantees will need to review each GIP and budget for accuracy to ensure that all contact information, budget figures, and member slots are correct. 

State Commissions and National Programs should request each funded grantee or site to provide them with a WBRS access form that identifies individuals from their organization who should have access to the system and designates the level of access for each individual.  National Programs choose whether they want sites to have WBRS access or whether the parent organization will take responsibility for all WBRS functions.  Accounts for each user are then created by the State Service Commission or National Program. For more information, please visit the WBRS website: http://wbrs.net.
Note: In 2006, WBRS will no longer be a standalone system.  The functions of WBRS are in the process of being integrated into eGrants so that State Service Commissions, National Programs, and grantees/sites will be able to track their information throughout the lifecycle of their grant using only one system instead of two.  As the new system is not yet operational, the Insider’s Guide will refer to WBRS as that is still the system program staff and grantees/sites will be using for reporting.
Contract Compliance

It is important to make sure that all grantees and sites are familiar with the rules and regulations contained within their contract agreements.  Typically, the program staff provide training to both programmatic and fiscal staff of all AmeriCorps grantees and sites which covers:

· AmeriCorps Provisions

· OMB Circulars

· CFR Regulations

· Reporting (Programmatic and Fiscal)

· Cash Reimbursement Process

· Documentation Requirements

· WBRS 

· Grievance Procedures and Binding Arbitration

· Grant Closeout

The specific requirements for AmeriCorps grantees are set forth in regulations and in application guidelines.  In addition to being thoroughly familiar with the regulations, AmeriCorps grantees should read application guidelines carefully as well as the regulations published in the Federal Register on July 8, 2005 (45 C.F.R.  §§ 2520-2550).  These regulations are available in public libraries or can be found on the web (See Additional Resources at the end of this chapter).  As with all federally funded programs, it is the responsibility of each AmeriCorps grantee to ensure appropriate stewardship of federal funds entrusted to them.  

Under CNCS regulations, all grantees must maintain financial management systems that provide accurate, complete, and current disclosure of the financial results of the AmeriCorps grantee.  To meet this requirement, grantees must have adequate accounting practices and procedures, internal controls, audit trails, and cost allocation procedures.  Recent revisions to the Single Audit Act and OMB Circular A-133 require all organizations to have financial audits if they annually expend $300,000 or more under federal awards.  This requirement applies to the organization’s total expenditures each fiscal year under all its federal awards, not just an AmeriCorps grant.
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	Terminology: An A-133 audit requires that an audit of an entire organization be conducted by an independent auditor that essentially determines: (1) if the organization’s financial statements present its and the grantee’s financial position fairly; (2) if the institution has the internal control structure to ensure that the grantee is managing the award in accordance with the applicable federal laws and regulations; and (3) that the grantee has complied with the applicable laws and regulations that may have a direct and material effect on the grantee’s financial statement.


Grant Amendment

Over the course of a program year, changes to specific grantees/sites could be required which may require revisions to the contract or binding agreement, such as partnership changes, budget revisions (especially reductions), revisions of performance measures, etc.  First it will be necessary to determine if the change is big enough to require a grant amendment.  State Service Commissions may make program design and budget changes without CNCS approval for formula programs, but will need approval for changes to competitive programs.  For National Direct organizations, some programmatic and budget changes require CNCS approval as specified in the provisions.  These changes might require an amendment.

Grant Close-out as outlined in the AmeriCorps Provisions, grant close-out begins within 90 days after the end of the project period.  It is important that all of the activity of the grant has concluded and all members have completed their service.  If members are still serving, a no-cost extension may be necessary (which will require CNCS approval).  In order to formally close out a grant, all of the subgrants awarded must also be closed.  For instance, in order to fully close out the competitive award to a state, all of the grantees funded through that competitive award must first be closed.  
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	Local Angle: Some State Service Commissions and National Programs have adopted a policy to close out individual subgrants that are no longer funded during the grant period as well as a policy to close out all operating grants at the end of a three year cycle.  Other states and organizations request close- out documents from each grantee/site on an annual basis.


CNCS’ own grant close-out requirements include:

· Final FSR (SF 269A) (Not required for EAP)
· Final Project Report

· Equipment Inventory

· Residual Supplies Inventory

· Subgrantee Certification (Does not apply to National EAP or Tribes) 

	[image: image35.emf]
	Terminology: FSR (SF 269) is the Financial Status Report, a federal report that tracks the amount of money a grantee spends on AmeriCorps.  It is discussed more at length in Chapter 7.


Other things that program staff might wish to consider as part of grant close-out requirements are:

· Final AmeriCorps Progress Report (APR) (signed and certified by the grantee)

· Member Reconciliation Report (ensuring that members are appropriately exited)

· Member File Close-out Certification (ensuring that all required documents are maintained on each member)

· Information on the location where documents will be maintained.
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	Caution: Federal law requires that all grant and program documentation must be maintained for three years after final close-out date.  It is important to note that the three years referred to relates to the Commission’s or National Program’s close-out with CNCS, not the grantee’s or operating or service site’s close-out with its State Service Commission or National Program
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	Between Colleagues: One way to ensure proper receipt of all required close-out documents is to withhold a grantee’s or site’s final payment until all required forms have been received.



Additional ResourcesTC "Additional Resources" \l2 
AmeriCorps Regulations

These regulations published in the Federal Register (45 C.F.R.  §§ 2520-2550) are available on line at http://www.americorps.gov/about/ac/americorps_rule_register.pdf 
The AmeriCorps Provisions are available online at: http://www.americorps.gov/for_organizations/manage/index.asp#provisions 
eGrants

An online quick guide for eGrants is available on the CNCS website at http://www.americorps.gov/pdf/egrants_phaseII_tips.pdf.

For a brief introduction to eGrants Phase II - a self guided tour to the new eGrants Phase II screens. Go to:  http://www.servicesites.org/mattc/eGrants/eGrants_2_Tour.html 
WBRS

An online manual for WBRS is available at http://wbrs.net . At the bottom of the page, click on the link for "Help Desk." Or, from your WBRS homepage, click on the "Basics" link, then on the link for "Online Manual.”  The online manual includes tutorials, which cover the basics of all parts of WBRS. These can be used to complement, or, in some cases, substitute for in-person or remote trainings.

Other resources

Please visit the Resource Center: http://www.nationalserviceresources.org/index.ph
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Training and Technical AssistanceTC "Training and Technical Assistance" \l2 
AmeriCorps program staff are responsible for providing the necessary support and assistance on an ongoing basis to their grantees/sites to help them run effective programs.  This includes regular communication with grantees/sites on day-to-day issues as well as more intensive assistance designed to overcome specific problems. 
Direct Training and Technical Assistance to Grantees

The ways that program staff help their grantees and sites are as diverse as their ingenuity.  Most often they include:

· Face-to-Face Meetings

· Conference Calls

· Written Responses to Questions

· Trainings Relevant to AmeriCorps

· Troubleshooting Site Visits

It is important that program staff become familiar with the content areas of AmeriCorps program management so that they are able to respond to the day-to-day questions that arise.

	[image: image38.emf]
	Between Colleagues: It is unrealistic to expect program staff to have the answers to all of their grantees’/sites’ problems, particularly when they’re new to their jobs.  If you don’t know or are unsure of the correct answer, it’s OK to say, “let me get back to you on that.”   Realize that you may not feel fully comfortable with the complexity of supporting AmeriCorps until you have experienced a full one-year grant cycle. Even then, questions may arise that are highly individualized and further research will be necessary before providing an answer.


Program staff should expect to deliver content training in a variety of areas for their grantees/sites.  Some typical areas in which program staff provide AmeriCorps-specific training include:

· AmeriCorps 101 (the “basics”)

· Advanced AmeriCorps Program Management

· WBRS

· Contracts/Provisions

· Program Design Issues (terms of service, hours, etc.)

· Prohibited Activities

· Member Recruitment and Retention

· Member Training 

· Fiscal Management

· Performance Measurement and Evaluation

· Quality Report Writing

· New Initiatives (state and national)

· Volunteer Generation

· Partnerships and Collaboration

· Multi-site Management

· Sustainability

Many State Service Commissions and National Programs offer quarterly, monthly, or annual training in the areas listed above either in person, online, or by phone.  Sometimes several Commissions will pool resources to deliver training regionally.  Depending on the resources available, training may be conducted primarily by the program staff themselves or by others in designated roles, such as the PDAT coordinator (see below), a fiscal officer, or a national training and technical assistance provider.

PDAT Funds

State Service Commissions also receive Program Development Assistance and Training (PDAT), a special pool of CNCS funding that is specifically designed for providing training to national service programs in each state.  National Programs do not receive PDAT funds directly, but their sites are eligible to participate in training opportunities offered by State Commissions.  They should contact State Service Commissions to ensure inclusion in training plans and offerings the commissions plan to provide.  

PDAT funds are granted to State Commissions annually on a tier formula based on state population rather than on the basis of how many AmeriCorps grantees or members are active in the state.  In recent years, the allocation has ranged from $84,000 to $168,000.  The allocation is not automatic.  State Commissions must complete an annual application for PDAT funding which reports on previous training activities and proposes activities for the upcoming year.  

PDAT funding can be used for a broad range of training and technical assistance activities, including leadership development for program staff, statewide or regional training events, evaluation activities, websites and newsletters (provided that they support the development of the national service programs in the state), cross-program networks, program director meetings, national service days, and travel costs for training activities. 

Originally, PDAT was focused primarily on strengthening AmeriCorps 
grantees but has now been broadened to benefit all national service programs (including Learn and Serve, Senior Corps, and all AmeriCorps programs regardless of type—VISTA  Education Award, Tribes, AmeriCorps*State and National Directs).
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	Local Angle: The Mississippi Commission for Volunteer Service uses a portion of its PDAT funds for mini-grants for development of any national service program in the state, available on a first-come, first-served basis.


In many larger states, there is sufficient funding to make it possible to have a specific PDAT coordinator.  By statute, PDAT funding can support up to one FTE who can be a commission staff person, a contractor, or a consultant.  In many other states, particularly smaller ones, a program officer also handles the PDAT role.  Where there are separate PDAT coordinators and program officers, the latter should communicate regularly with the former to ensure that the grantee’s training and technical assistance needs are being met.  This is particularly important as program officers often have a closer relationship on a day-to-day basis with grantees and a perspective on their needs.

National Assistance Providers

In addition to offering PDAT funding, CNCS has also contracted with a variety of national training and technical assistance providers to help national service programs in a variety of targeted service areas, including disability, educational success, evaluation, financial management, diversity, leadership development, service-learning, member management, organizational and program management, and sustainability.  
State Service Commissions and National Programs can learn more about the national technical assistance providers through their program officer at CNCS or online at: http://nationalserviceresources.org/resources/tta/index.php .
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	Caution: National providers and outside trainers may have set presentations.  Therefore, It is important to work closely with selected trainers to ensure that individualized or state-specific needs are met.



Characteristics of High Quality Programs TC "Characteristics of High Quality Programs" \l2
There are many issues to consider when evaluating the quality of an AmeriCorps program.  CNCS has outlined what it considers to be the distinguishing characteristics of a high quality AmeriCorps program in an array of documents (see Additional Resources at the end of this chapter).  State Service Commissions and National Programs often have additional expectations, both formal and informal, of their grantees or sites.  In preparing this manual for their colleagues across the nation, program staff suggested the following approach to assessing program quality which relies on indicators of strength:
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	Taking a Look at the Sponsoring Organization

Organization does not depend on AmeriCorps dollars to keep it afloat

Strong sponsoring organization that buys into AmeriCorps and the program

Organizational experience in the management of federal grants, especially experience in financial management
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2

	Taking a Look at Program Design and Management

Clearly identified unmet community need

Sufficient resources to run program

Clear goals for program

Can envision desired outcomes and believes they can be accomplished

Program theory/logic is sound

Dedicated staff

Staff passion for cause/purpose of program

In line with national and state priorities

Able to not just write a successful grant, must be able to effectively implement the program

Able to demonstrate impact from member activities

Open, frequent communication with program officer at Commission or parent organization.
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3
	Taking a Look at the Members

Clearly defined AmeriCorps member roles and activities

Recruitment plan leading to full enrollment

Adequate AmeriCorps member training, support, and supervision

High member retention rate
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4
	Taking a Look at the Community

Strong partnerships with community organizations (nonprofit, government, and for-profit)

Community input and visibility


AmeriCorps Program/Site Start-up TC "AmeriCorps Program Start-up" \l2
One of the biggest challenges for program staff is figuring out how to effectively set up their grantees/sites for success.  Start-up can determine whether a grantee/site will sink or swim in the first year.  It is crucial to help grantees/sites overcome the typical pitfalls and challenges of start-up so that the first year, and each subsequent year, goes as smoothly as possible.  The first year can be particularly challenging; subsequent years can also be challenging if a grantee/site has new staff, new sites, or a new design and performance measures.  Start-up can even be a challenge for seasoned grantee/site staff as each year brings in a new pool of AmeriCorps members.  

Recognizing the importance of start-up, CNCS is in the process of developing a start-up manual that will provide detailed assistance to program staff and grantees/sites (see Additional Resources at the end of this chapter).  Here are a few general tips that program staff should consider when assisting grantees/sites with start-up:

	Tip One: Skilled technical assistance to grantees/sites at the pre-application stage (perhaps in pre-application workshops) and in final negotiations immediately preceding contract award can help set the stage for success.  Although contract modification is another option, the best opportunities for helping future grantees determine what is doable and what may need to be modified prior to program implementation.


	Tip Two: Start-up-focused activities can be included in State Service Commissions’ and National Programs’ regular training and technical assistance activity schedules.  Why wait until grantees/sites get into difficulty when typical needs such as the following are well known?

· Member Recruitment

· Program Management

· Site Management

· Setting Up Systems for Member Management

· Financial Management

· Performance Measurement and Data Tracking

· Reporting

· Member Supervision

· AmeriCorps Provisions

· Monitoring


	Tip Three:  Make sure grantees/sites understand the importance of reporting requirements.  Many grantees/sites, particularly new ones, are focused on “doing things,” and are liable not to pay the necessary attention to data collection required for reports until just before those reports are due.  This can jeopardize not only the status of the grantees/sites, but also members’ eligibility for benefits.

	Tip Four:   Make sure grantees/sites are practicing good financial management and recordkeeping.  They must use standard accounting practices with general ledgers and similar books of record, supported by source documentation that establishes a clear audit trail.  They must keep signed time and attendance records for every employee and AmeriCorps member and source documentation for all other costs.


	Tip Five:  Just as it is helpful for program staff to network with each other across states and organizations, it is also helpful for staff at the grantee or site level to network with other grantee or site staff.  Not only can they gain knowledge and insight from one another, but it can also lessen the burden of program staff.  Some states and organizations have formalized this networking into a mentoring relationship between seasoned and new program staff.  Others have helped to foster it by referral or informal meetings.


Perhaps the most important thing to keep in mind is that some things are much easier to do right from the start than to try to fix later on!

Day-to-Day SupportTC "Day-to-Day Support" \l2 
Getting the Answers to Questions

Much of the day-to-day work of program staff is to serve as an ongoing link and partner with the grantees/sites.  Being accessible to and in regular communication with grantees/sites inevitably means being able to provide sound, reliable answers to scores of questions about operations and legal requirements.  

A big part of being successful in this role is simply knowing where or to whom to turn to for all of the answers grantees/sites need.  More experienced colleagues at the State Service Commissions or National Programs are usually a reliable resource for the most common questions that have come up previously.  Colleagues are likely to be able to help new program staff determine what matters can be resolved locally and which need CNCS approval.  For many questions that cannot easily be resolved locally, CNCS is itself the best resource for authoritative answers (see the table in the Key Players section of Chapter Two for some of CNCS’ principal support functions), particularly if they concern federal or CNCS regulations.  

Often questions come up that touch on matters of state law.  These include:

· Unemployment insurance

· Other wage laws

· Timing of the RFP

· Review procedures

· Public notice

· Criminal background checks

It’s important for program officers in State Commissions to develop a network of informed colleagues in other agencies of state government.  National Program directors should cultivate the contacts within their own organizations as well as with outside agencies, too.
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	Caution: National Program staff should be aware of the potential for different requirements in each of the states in which sites are operating AmeriCorps programs.


State Service Commissions and the National Programs may have their own rules and regulations that have a bearing on how many problems raised by grantees/sites should be resolved.  Some typical administrative matters in which commission or organization rules must be considered in addition to federal requirements are:

· Minimum MSY standards for grantees/sites

· Allowable cost per member and match requirements

· Cut off date for enrolling members

· Justifications for grantee funding cut-off
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	Quotable Quote: Sometimes the key to answering a question properly is figuring out whose law provides the answer.  As one State Service Commission program officer said, “A lot of things come to me and before I give an answer, I have to ask myself, ‘Is this a federal AmeriCorps law?  Is this a state law?  Is this a common sense law?  Or, is this just my law?’”
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	Local Angle: Find out what your commission’s or organization’s protocol is for talking directly with AmeriCorps members.  Some states have established protocols wherein program officers cannot directly communicate with members, while others not only allow but encourage it.


Two more suggestions.  Don’t be afraid to venture outside your organization to seek assistance from program staff in another state or another organization.  There are many peer relationship networks of program directors in states, local regions, and even nationwide which lend valuable assistance to one another.  Finally, program staff should not hesitate to connect grantees/sites with networks and resources that may be able to provide them with more specific and intensive support than is practical at the State Service Commission or National Program level. 
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	Between Colleagues: As we’ve already noted, don’t be afraid to say “I don’t know” to a question that doesn’t have an obvious answer.  Seek out the answers and report back to the grantees and sites that posed the questions in a timely manner.


Don’t Forget the Big Picture

It’s all too easy to get wrapped up in answering questions and “putting out fires” as they come up from grantees and sites.  Program staff should help the grantees in their portfolios to understand not only the small details of their AmeriCorps grantees/sites but also how to realize the “big picture.”  Program staff should advocate for grantees/sites in ways that lead to greater visibility, media attention, and community involvement with them.
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	Between Colleagues: Getting Commissioner involvement and engagement with AmeriCorps programs can be an effective way of supporting the larger, unified vision of service in each state.
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	Quotable Quote: According to one National Direct Program Director, “We are equal parts compliance officer, matchmaker, and champion for our sites.  Balancing it all can be a challenge!”


It Gets Better Over Time

The nature of day-to-day technical assistance and support for grantees/sites usually changes over the three year funding cycle, generally (though not always) for the better as  new program staff become more seasoned and confident, and perhaps even more important, the level of assistance most grantees/sites need changes, typically becoming less intense with each year. 
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	Between Colleagues: One State Service Commission program officer remarked, “I think it really takes one full year to get the “A Ha” experience,  that is, to really understand things and get comfortable with them.  And then you still have to understand how quickly things can change.”
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	Quotable Quote: Another State Service Commission program officer said that “The first year, I feel like I’m not only in the boat with the program, I’m helping to row it too.  The second year, I’m still in the boat, but I’m just telling them how to row.  The third year, it’s like I’m following along on the shore, occasionally shouting suggestions and encouragement.”


Make Sure They Stay Around to Serve

Helping promote sustainability is another area where program staff can provide important support to grantees and sites.  Sustainability may be defined differently in each state or organization.  However, CNCS requires all State Service Commissions and National Programs to address sustainability as an ongoing activity in their work with AmeriCorps grantees/sites.  CNCS “agrees that sustainability includes many elements beyond cost, and has modified rule language in several places to bring greater emphasis on multiple and diverse measures of sustainability.” 

Sustainability is reported on to CNCS annually through the Grantee Progress Report (see Chapter 7).  

CNCS sees AmeriCorps grants as investments expected to yield a set of self-sustaining activities over time.  Examples of sustainability include:

· diversification of revenue sources

· cost structure

· earned income

· other public (state and local) and private funding

· program quality and efficiencies

· partnerships and other forms of local support

· volunteer recruitment and management

· sustained activities

In addition to the increased importance of sustainability, CNCS views the cost effectiveness of programs as an important factor for consideration.  Cost effectiveness is based on cost per MSY (Member Service Year) and other indicators including:

· Extent of diverse non-Federal resources to support program activities;

· Extent to which grantees/sites are increasing program share; and

· Extent to which grantees/sites are proposing broader reach.
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	Local Angle: Some State Service Commissions, such as Arkansas, require their AmeriCorps grantees to develop separate sustainability plans which include detailed goals and action plans to achieve them.



Program staff should examine how sustainability is approached in their state or organization and determine how they can best support their grantees/sites toward that end.

Additional ResourcesTC "Additional Resources" \l2 
Characteristics of a High Quality AmeriCorps Program

For more information on what makes a high quality AmeriCorps program from “Building a High Quality AmeriCorps Program: From Blueprint to Implementation - New Program Start-up Guide” please visit: http://www.nationalserviceresources.org/resources/online_pubs/americorps/startup_guide.php. 
National Technical Assistance Providers

For a synopsis of national technical assistance providers’ services online at the Resource Center website: http://www.nationalserviceresources.org/resources/tta/tta_index.php. 
PDAT

A comprehensive guide on training and technical assistance, including PDAT, is being developed by CNCS.  In the meantime, the annual Commission Administrative Funds, PDAT and Disability Placement Application Instructions issued by CNCS provide much useful information.

Program Start Up

There are many resources for program start-up that are available through the Resource Center,   http://www.nationalserviceresources.org/index.php. 
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Monitoring ResponsibilitiesTC "Monitoring Responsibilities" \l2 
State Service Commissions and National Programs face many challenges in administering AmeriCorps programs.  Limited staff capacity as well as unusual program models (such as grantees/sites that are spread out geographically, grantees/sites with many individual host sites, and grantees/sites that attempt to address many issue areas at once) can make monitoring and management particularly difficult.  As stewards of public funding, State Service Commissions and National Programs need to ensure that the grantees and sites they fund are aware of their contractual requirements, and are in compliance with all of the rules, regulations, and provisions governing AmeriCorps funds.  To accomplish this, program staff must create adequate systems for monitoring grantees/sites that are fully implemented and available in writing.

Components of a Monitoring Strategy

An adequate monitoring strategy features an array of oversight of grantees/sites, including:

· Document Review

· Compliance Reviews

· Program Quality and Performance Reviews

· Special Audits or Surveys

· One-on-one technical assistance to resolve any issues

Monitoring Checklist

In general, it is expected that program staff will monitor grantees and sites to examine the following:

MEMBER DOCUMENTATION

· Application Forms

· Determination of Eligibility

· Background Checks

· Enrollment Forms

· Retention Statistics (end of term/exit, change of status/term, 
terms of release)

· Hours Worked and Timesheets

· Training Received

· Benefits (child care, health care, etc.)

· Contracts

· Position Descriptions

· Performance Evaluations (at least mid-year and end of year)

PROGRAM DOCUMENTATION

· Grievance Procedures

· Prohibited Activities

· Staff Timesheets

· Progress Toward Meeting Performance Measure Targets

· Measurement Tools

· Use of WBRS

· National Identity (signage, uniforms, published materials)

· Mechanism for Community Input and Collaboration

· Subcontracts or Host Site Agreements (if applicable)

FINANCIAL DOCUMENTATION

· Match (where applicable)
· Receipts for Grant Expenditures
· Internal Controls Systems
· Accounting Systems
· Payroll System
· A-133 Audit (if applicable)

Desk-Based MonitoringTC "Desk-Based Monitoring" \l2 
The primary methods that program staff employ to conduct monitoring of their grantees and sites are on-site monitoring and desk-based monitoring.  While an on-site monitoring visit can provide a valuable, direct view of a grantee’s/site’s operations, it is a resource-intense form of monitoring.  Desk-based monitoring is more sparing of scarce resources of staff time and money and, properly used, can actually forestall the need for more intensive intervention later on to resolve grantee problems.  

Document Collection

To help ensure compliance from the start of a grantee, it is a good idea for program staff to collect copies of the following materials from each grantee or site in their portfolios:

· Member Handbook

· Standard Member Contract

· Orientation Agenda

· Other Training Plans

· Grievance Procedures

· Any Other Operational Documents (such as Staff Handbooks, Subgrants, or Host Site Agreements).
Review of these documents early in the program year will help assure that they have been drawn up properly and obviate the necessity to undertake revisions later in the grantee year.  

	[image: image50.emf]
	Between Colleagues: Should it be necessary to schedule a site visit to a grantee/site later on, a monitor’s time can be spent verifying that the documents have been used correctly and have been signed by members and appropriate staff instead of the more difficult tasks of bringing the format and content of the documents themselves into legal compliance.


Member Contract

The standard member contract in particular should be reviewed carefully to ensure that it contains the following items:

· Minimum number of hours and other requirements necessary for a post-service education award

· Start and end dates of the member’s term of service

· Name of the member’s supervisor

· Amount of the living allowance

· How the member will be paid

· Description of the other benefits available to the member

· Standards of conduct and sanctions for improper conduct

· Prohibited activities

· Requirements under the Drug-Free Workplace Act

· Termination and suspension rules (including the specific circumstances under which a member can be released for cause)

· Position description for the member

· Grievance procedures

· Any other program-specific requirements

· Signatures of both the member and the program director

Orientation Materials

Orientation materials should also be reviewed carefully to ensure that the grantee/site has provided members with appropriate training for beginning their term of service.  This should include:

· An overview of national service

· Program rules, regulations, and expectations

· Review of the member contract

· Training appropriate to activities

Grievance Procedures

Grievance procedures should be reviewed to ensure that they include the components required by statute for AmeriCorps grantees, including a grievance hearing and binding arbitration.  Grievance procedures can be used not only by members but also by labor unions or any other individuals who may have an unresolved dispute with a grantee.  Grievance procedures cannot limit the subject matter that a grievance may address.  
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	Between Colleagues: Many grantees include an Alternative Dispute Resolution (ADR) process as a first option, and it could include mediation or conciliation.  If a grantee includes ADR in its grievance procedure, it must be selected within 45 days of a formal dispute.  If ADR does not resolve the matter within 30 calendar days, the neutral party must notify the aggrieved party of his or her right to request a hearing.


The grievance procedure must note that the cost of arbitration will be divided evenly between the parties, unless the aggrieved party prevails, in which case the grantee must pay the total cost, as well as the prevailing party’s attorneys’ fees.  It is also important to state that a lawsuit to enforce an arbitration award may be brought in any federal district court having jurisdiction over the parties.

	[image: image52.emf]X


	Caution: The following timeline for the required components of a grievance procedure must be observed:

· Grievances must be filed within one calendar year of the alleged occurrence, except in cases of fraud or criminal activity.

· Within 30 days of the filing of a grievance, a hearing must be held.

· Within 60 days of the filing of the grievance, a decision must be made.

· If no decision is made within the 60 days of the filing of the grievance, or if the decision is adverse to the aggrieved party, the aggrieved party may request binding arbitration.  

· Binding arbitration must be held no later than 45 calendar days after the request for arbitration.

· If the parties cannot agree on an arbitrator, the Chief Executive Officer of CNCS will appoint one within 15 calendar days after receiving the request from one of the parties, in which case the arbitration must then be held within 30 days of the appointment of an arbitrator.



An arbitration decision must be made within 30 calendar days after the commencement of the binding arbitration hearing.
Fiscal Monitoring

Typically, program staff are assisted by fiscal staff in assuring that grantees and sites are in compliance with the fiscal requirements of their grants.  Though program staff do not have primary responsibility in this area, they should be aware of grantee obligations to submit periodic expense reports and financial status reports, meet match requirements, and (in most cases) conduct annual audits.

Using WBRS as a Desk-Based Monitoring Tool

Throughout the year, program staff manage WBRS accounts for each grantee/site in their portfolios.  Areas that require program staff attention include:

· Establishing and changing passwords for user accounts

· Responding to help desk requests

· Approving performance measures

· Reviewing reports

Many program staff also utilize WBRS as an effective management and monitoring tool.  For instance, through WBRS, it is possible to:

· Review each grantee/site’s progress on member recruitment and retention

· Track member progress toward completing service hours

· Monitor expenditures

· Review progress towards performance measures

· Check timeliness of reporting, including member forms, progress reports, and financial reports.

· Conduct member enrollment queries and monitor member hours tables

In light of the CNCS standards for member enrollment and retention, it is important for program staff to monitor their grantees/sites closely to keep track of how they are doing in these areas.  The standards are:

ENROLLMENT RATE = Total slots filled/total slots awarded

Enrollment for any program ought to be over 90%. 

RETENTION RATE = Total members exiting with an education award/total slots filled.
A target of 90% for retention or completion is usually desirable.

CNCS realizes that many programs not yet meeting these rates are nevertheless performing well in their individual circumstances.  Also, retention may vary among effective programs depending on the target populations for those programs.  However, in order to leverage limited program dollars, CNCS expects programs to strive toward improving their rates of enrollment and retention.  During the application process, programs that are not meeting these standards need to offer a rationale for why not, as appropriate.

On-Site MonitoringTC "On-Site Monitoring" \l2 
Site visits to grantees and sites by program staff can have many purposes, some of the most important of which are summarized in the table below:

	LEARNING
	Finding out about AmeriCorps grantees’/sites’ service activities and community partnerships.

	PUBLICITY
	Hearing success stories.

	COMPLIANCE
	Assuring that all federal, state, local, contractual, and organization-specific regulations, policies, and provisions are being followed.

	MONITORING PROGRESS
	Comparing actual outputs and outcomes to the performance measures outlined in a grantee/site contract.

	TECHNICAL ASSISTANCE
	To improve overall quality of the program.


Timing and Content

Based on a state or organization’s risk-based monitoring strategy, a programmatic site visit may be made to every grantee or site one time per grant cycle, one time per year, or more often as may be appropriate.  

Typical site visit activities include the following:

	ACTIVITY
	INDIVIDUALS INVOLVED

	Interview


	AmeriCorps Program/Site Director

	Interview


	Other Grantee/Site Staff (as applicable)

	Member File Checks (other types of files?)
	AmeriCorps Program/Site Director, Other Grantee/Site Staff

	Multi-Site Observation of Member Activities
	AmeriCorps Members

	Field Interviews


	Site Supervisor, AmeriCorps Members

	Wrap Up Interview
	AmeriCorps Program/Site Director and Staff


Preparations

To prepare properly for a field visit, program staff should:

· Identify or develop a specific monitoring tool that will be used during the on-site visit.

· Schedule the visit with the grantee/site at a time when the appropriate people will be available for meetings.

· Send a letter confirming the visit and describing what the visit will entail (including what monitoring tools will be used during the visit).

· Review related material, including previously submitted progress reports, challenges, prior site monitoring reports, and information contained on WBRS (member timesheets, member hours, member enrollment, etc.).
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	Local Angle: While State Service Commissions and National Programs commonly conduct file reviews during on-site monitoring visits, others request copies of materials to review in advance of a site visit.  This can help save time and make on-site monitors more prepared and focused.  Some State Commissions have a pre-visit checklist that grantees/sites are required to complete prior to the on-site visit.
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	Caution: At the beginning of the grant year, monitoring tools should be reviewed to ensure all questions are still relevant and that new grant provisions are included.
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	Caution: If fiscal documentation needs to be reviewed during the site visit, make sure the visit is scheduled when the appropriate financial staff are available to answer questions and explain the accounting system. In many small grantees/sites, such staff work only part-time.



What to Bring

At a minimum, program staff should make sure to bring the following with them on all site visits:


Copy of the monitoring tool 


AmeriCorps Provisions


Copy of the most recent AmeriCorps application (or at least a copy of 

performance measures)


Current member roster (downloadable from WBRS)

A Typical Site Visit

The flow of a typical visit might be:

	Step One.
	Meet with the AmeriCorps program/site director to discuss the purpose of the visit and the overall program.  Spend some time getting an overview of the program activities and some of its successes before launching into questions.  Allow the program director to discuss challenges up-front.

	Step Two.
	Interview other AmeriCorps grantee staff, as appropriate and necessary to complete the monitoring tool.
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	Caution: Make sure everyone that is interviewed understands the purpose of the visit and that it is not just about compliance but rather how to improve the overall program.  Try to conduct interviews in as conversational a style as possible, but without sacrificing completeness (all questions on the monitoring tool should be answered or marked as “not applicable”).  Make sure written comments are legible!


	Step Three.
	Review files as appropriate and called for in plans for the site visit.  This might be done entirely as part of the on-site visit or through separate desk review prior to the visit.  Financial staff from the State Service Commission or National Program may conduct an on-site review of fiscal documentation or this may be the responsibility of the program staff

	Step Four.
	Visit at least one site (preferably more) where members are serving.  Observe the delivery of service, the interactions between members and their supervisors, among members themselves, and with those they are serving (as appropriate).

	Step Five.
	Talk with the site supervisors about the program and the members.  Ask questions related to member training, such as whether members have been adequately trained and what type of support they are receiving at the site.  Ask if supervisors have any questions or concerns.  Also talk with members about their service.  Be conversational when asking members questions such as where they are from, why they chose the program, and what they plan to do after their term of service.  Most importantly, ask members questions about the program, such as whether they feel adequately trained and supported, if they can see progress being made as a result of their service, if they understand what the program is about, and if they have any questions or concerns.  
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	Caution: Make sure members feel comfortable discussing issues.  They can be interviewed without supervising staff present, if appropriate, or asked to complete a written survey.



	Step Six.
	Close with a wrap-up meeting with the program/site director and others as may be appropriate.  Talk about what was observed, findings and issues that need to be resolved, and next steps.  This can be an excellent time to provide technical assistance to a grantee/site.


Afterwards

After the site visit is over, it is important to communicate the results of the on-site visit to the grantee.  There is no standard way to do this.  Each State Commission and National Program should determine when and how observations from the on-site visit will be provided.  The most important part of the process is to identify the compliance issues (if any) and the proper remedies and timeline for implementing them.  
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	Local Angle: No later than fifteen days after each site visit, a Michigan Community Service Commission program officer sends a letter detailing all compliance issues and necessary corrective actions to each grantee.  Four weeks after the compliance letter is issued, the grantee receives a copy of the monitor’s observations from the site visit, including the grantee’s strengths and continuous improvement issues.  The letter indicates the specific compliance issues and any follow-up actions necessary.  Grantees are required to respond immediately in writing to any compliance or technical issues identified in the compliance letter.  In certain cases, grantees may be required to submit corrective action plans.  Other issues may be required to be addressed in the grantee’s next progress report.



Should a grantee or site fail to remedy a compliance issue in a timely manner, program staff will want to reserve the right to take action in accordance with the relevant provisions in the grantee’s contract and organizational policies and procedures.  This could include the withholding of payment until all issues are addressed, placing the grantee/site on probation, or suspension or termination of the grant.  Each case for remedying a compliance issue should be handled individually with consequences appropriate to the issues at stake.  

Copies of all documents related to site visits should be maintained in the State Service Commission or National Program’s official files.

Additional ResourcesTC "Additional Resources" \l2 
Fiscal Management and Monitoring

Walker and Company is the national technical assistance provider on financial management.  Requests for assistance can be placed through your Program Officer.

Walker and Company has developed an eLearning course for CNCS, Key Concepts of Financial Management.  The course is available in the Resource Center: http://my.nationalservice.org/outstart_db/.
Other Monitoring resources

Please visit the Resource Center: http://www.nationalserviceresources.org/index.php.
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Progress ReportingTC "Progress Reporting" \l2 
The AmeriCorps Progress Report

CNCS requires all AmeriCorps grantees funded by the State Commissions to complete a report on their accomplishments and performance measures each grant year.  The progress report completed by grantees is called the “AmeriCorps Progress Report” (APR) and, like all AmeriCorps reports, it is submitted through WBRS.  National Programs can choose to either have their sites complete progress reports off-line or by using the APR process in WBRS.  

Commissions and National Program complete an annual report for CNCS called the “Grantee Progress Report” (GPR).   The GPR includes a summary of all the information submitted by grantees/sites in their APR or other progress reports.
As mentioned previously, in 2006 WBRS will no longer be a standalone system.  The functions of WBRS are in the process of being integrated into eGrants so that State Service Commissions, National Programs, and grantees/sites will be able to track their information throughout the lifecycle of their grant using only one system instead of two.  As the new system is not yet operational, the Insider’s Guide refers to WBRS as that is still the system program staff and grantees/sites will be using for reporting.
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	Local Angle: Although CNCS only requires grantees to submit a single annual report, some states require semi-annual or even quarterly reporting.  Colorado requires grantees to complete the APR on a semi-annual basis.  Some states and organizations collect progress data through WBRS or other means on a quarterly basis.  This helps them to know how grantees are progressing toward their stated performance measures throughout the year (and help out with appropriate compensatory technical assistance) rather than just reading about the results in a final report after the program year is over.
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	Local Angle: Some states have developed a matrix linking potential risk and reporting frequency.  A more experienced grantee with stable staff may only be required to report once a year.  However, a newer grantee or one which has had staff turnover may be expected to report quarterly for a year.



Setting a Due Date

Program staff need to remind grantees/sites of the deadlines for submitting their APRs, (in writing, if possible) make sure they understand the required content and format, and provide assistance when necessary.  Typically, grantees are first informed of the due dates for the APR at the execution of their contracts or binding agreements.  They may need reminders as the actual dates draw near.
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	Between Colleagues: Since State Service Commissions and National Programs will need to analyze and aggregate the data in the GPR to meet their own CNCS reporting requirements, be sure to take into consideration the time needed to do this when setting deadlines in contracts or binding agreements for submission of grantee reports.


Required Contents

The APR is built from several components, all in WBRS, including:

	MEMBER DATA
	· Enrollment

· Exits

· Time Logs

	APR MAP
	· Performance Measures

· Implementation Plans

· Outputs

· Outcomes

	GREAT STORIES
	· Member and/or Program Success Stories


The completed APR/PROGRESS REPORT includes information on: progress toward performance measures, member and volunteer hours, program challenges, and any program changes.
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	Between Colleagues: Each element in the APR is explained in detail in the online WBRS Manual.  In addition, Project STAR and WBRS offer online tutorials, and conference calls to help build the capacity of program staff to work with their grantees/sites on the APR.  Project STAR provides assistance with performance measurement, data collection and reporting issues; WBRS handles all other inquiries including overall technical support.


Approving Performance Measures

Program staff are responsible for approving the performance measures in the APR Map after they have been entered by the grantee/site.  Grantees/sites are unable to enter the necessary data to aggregate/roll up into their progress report to show progress toward their performance measures until approval is given.  

APR Submission

WBRS is designed so that grantees and sites can approve their own APR.  However, some National Programs collect the data from their sites and enter it for them into WBRS.  Approval of an APR on WBRS amounts to submission of that report to CNCS, so if a State Service Commission or National Program needs to reserve the right to review (and/or approve) a report prior to its official submission, an arrangement to assure this has to be worked out with grantees/sites.  WBRS will automatically generate a notice informing program staff that the report has been submitted.  

The Grantee Progress Report 

State Service Commissions and National Programs are required by CNCS to analyze data from their grantees and sites and aggregate the data into a Grantee Progress Report (GPR) that is submitted to CNCS annually (usually in November).  The GPR is especially important, as it is the only public document of record concerning the effectiveness of AmeriCorps in a state, or, in the case of a national direct, a specific focus area.  State Commissions and National Programs are required to submit a GPR for each AmeriCorps grant type (such as Formula, Competitive, National, Direct, Education Award) in their portfolios.
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	Caution: Since a State Service Commission or National Program might have to complete more than one GPR, it is important to allow sufficient time to prepare all the required reports before CNCS’ submission deadline.


After grantees and sites submit their final APR (by saving it on WBRS as “approved”), program staff need to review each report and create the appropriate GPRs to submit to CNCS.  When a State Commission or National Program creates a GPR in WBRS, the system pulls in aggregate data from the appropriate APRs (i.e., formula APRs get pulled into a formula GPR upon creation; competitive APRs get pulled into a competitive GPR, etc.) in order to create a GPR for each type of AmeriCorps award.  

Required Contents

Like the APR, the GPR is built from several components, also all in WBRS, 
including:

	COMPONENT
	NOTES

	Grantee Information
	Aggregates data from grantee/site APRs.  Space is provided to comment on any grantee/site not included in the report.

	Member Enrollment and Volunteer Data
	Aggregates member data from grantees/sites.  Space is provided to comment on any member enrollment issues.

	Progress Toward Performance Measures
	The most challenging part of the GPR.  Aggregate output data is tallied and pulled into the GPR from grantee/site APRs across each of the five primary national service issue areas (education, human needs, environment, homeland security, and public safety) for needs and service activities.  Similarly, aggregated output data is pulled in for strengthening communities and for participant development.  Program staff must also analyze AmeriCorps’ impact on each of the priority areas in the state, participant development, and strengthening communities by conducting a content analysis of intermediate and end outcome data submitted by grantees/sites and developing summary statements by performance measurement type to describe the aggregate outcomes for the state or National Program.

	Great Stories
	Allows program staff to pull in Great Stories from the individual APRs or create additional Great Stories.

	State Commission or National Program Activities
	Opportunity to report on State Service Commission or National Program activities, such as other accomplishments and challenges, monitoring activity, sustainability efforts, etc.
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	Between Colleagues: CNCS looks at the data on the GPR for the individual grantees when making funding decisions for continuation funding for competitive awards.  Since CNCS typically does not read individual APRs, it is important to pull in the most important data for the grantees and sites in order to make a strong case for the value of AmeriCorps.  CNCS relies on the GPR to cover the major accomplishments and impacts of a given State Service Commission or National Program’s grantees/sites.


Getting Assistance

Project STAR is available via phone and email to assist program staff with issues relating to the GPR as well as for preparing grantees and sites to complete their APRs.

Other Required Reports

Often grantees are selected by CNCS to participate in reports or studies on national service, such as member impact studies, literacy studies, etc.  Program staff may be unaware that grantees/sites in their portfolio have been selected to participate in these studies unless their grantees/sites have notified them.  Program staff should be aware of this kind of possible additional reporting responsibility that could occur, in addition to the standard program and financial reports.  In addition, CNCS occasionally receives requests from Congress about certain areas of programming (grantees/sites responding to Hurricanes Katrina and Rita and forest fires and those discouraging teen pregnancy are some recent examples).  When these requests come in, commissions, national programs, and grantees/sites are all expected to provide CNCS with information in various forms in a timely fashion.

Financial ReportingTC "Financial Reporting" \l2 
There are two major financial reports that grantees must complete semi-annually: the Periodic Expense Report (PER) and the Financial Status Report (FSR).  Both can be accessed through WBRS and instructions for completing the reports can be found in the WBRS Online Manual when you log into the WBRS website: http://wbrs.net. 
The Periodic Expense Report (PER) serves as a tracking mechanism for the grant as the grantee draws funds from each budget line item.  The PER mimics the approved budget for each grantee and allows grantees to enter expenses against both the federal grant and the matching requirement in each line item.  WBRS then calculates the balance remaining and the match percentages.  This report needs to be completed before the Financial Status Report (FSR), as the data from the PER is pulled into the FSR.

The Financial Status Report (FSR) is a federal report (269A) that tracks the amount of money spent from both the grant and match.  While the PER tracks monies spent by line item, the FSR tracks monies in aggregate form for member expenses and for all other operating expenses (personnel, training, administration, travel, supplies, etc.).  

Grantees are responsible for completing both the PER and FSR.  Approval of 
all grantee financial reports occurs at the grantee level.  If State Commissions or National Programs want to informally “pre-approve” reports before the grantee/site
formally approves them they will need to work out an arrangement with their 
grantees.  A WBRS-generated notice informs program staff when these reports have been approved.  

Once all of the financial reports are approved across each grant type 
(Competitive, Formula, etc.), it is the State Commission or National Program’s responsibility to create aggregate FSRs on WBRS for each grant type they administer.

Member Information ReportingTC "Member Information Reporting" \l2 
Program staff need to know what is required of grantees/sites in terms of member data collection in order to monitor that they have met their reporting requirements.  There are specific CNCS rules as to when some of these forms must be completed, as shown in the table below:

	MEMBER FORM
	DEADLINE

	Member Commitment Tracker Forms (on WBRS)
	Immediately upon offer of a position (enrollment must follow < 30 days later)

	Member Information Profiles
	Must be completed before enrollment can be created

	Member Enrollment Forms
	Within 30 days of enrollment

	Change of Term/Status Forms
	Within 30 days of change

	Member Exit Forms
	Within 30 days of exit

	Member Time Logs
	No requirements, but see note below


A description of each of these forms, as well as instructions for completing them, is available in the WBRS Online Manual.  It is important that these member forms are completed in a timely manner because the information from them is automatically aggregated into the APRs.  Timely completion could also play a role in future grant funding decisions, especially for competitively awarded funds.

Time logs track hours served by members in direct service, fundraising and training.  (Note: the average of member training hours can be no more than 20% per grantee.  Member fundraising hours may be no more than 10% per person.)  Time logs need to be completed on a regular basis in order to ensure that the grantee/site is tracking member hours accurately as time log data is aggregated into the APR, and ultimately the GPR.  It is critical that time logs be up to date prior to the submission of these reports.  WBRS does not permit grantees/sites to exit members without having previously entered accurate time logs.
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	Local Angle: State Commissions and National Direct might want to consider setting a policy for grantees on member time logs in WBRS.  Colorado requires that grantees complete member time logs by the end of the month following the month that the hours were accrued.  Thus, all October time logs must be fully completed by the end of November, etc.  Some states are even stricter.


WBRS has numerous built-in management tools to help grantees/sites monitor member progress.  These tools can identify members who are falling behind and at risk of not being able to complete their required number of hours of service to earn an education award before the end of the program year.

Records RetentionTC "Records Retention" \l2 
All financial records, supporting documentation, statistical records, evaluation and performance data, member information, and personnel records must be retained for three years after the close of an AmeriCorps grant.  This is obligatory not only for the grantees and sites funded by State Service Commissions and National Programs, but also for those commissions and organizations as well.  

Specifically, State Service Commissions and National Programs need to keep:

	TYPE OF DOCUMENTATION
	EXAMPLES

	All Materials Related to the Grants Process
	· NOFAs

· RFPs or RFAs

· all applications received (not just those funded)

· all correspondence and notes from negotiations

· score sheets

· reviewer confidentiality/conflict of interest agreements

· CNCS approvals of awards

	Grant Agreements and Contracts
	· Grants and contracts between State Commissions and grantees

· Grants and contracts between National Programs and sites

	Grantee/Site Documents
	· Reports

· Correspondence

· Policy Statements

	Monitoring Notes
	· Monitoring Reports

· Site visit tools

· Reports on site visits to grantees/sites

	Minutes of Commission Meetings
	· Approval Notes for Federal Awards

	Official Correspondence
	· Letters on Other Matters
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	Between Colleagues: Since so much business that used to be done by letter is now done by email, one program officer, asked about what to save and what to toss, said, “When in doubt, print it out.”   And save it with the rest of your more traditional records.


Additional ResourcesTC "Additional Resources" \l2 
Progress Reporting

The CNCS’ AmeriCorps Application Instructions contains an overview of reporting requirements for grantees.

The Project STAR web pages at the Resource Center (http://www.nationalserviceresources.org/resources/tta/aguirre_project_star.php) offers online tutorials, toolkits and tips for performance measurement development, data collection and analysis and reporting. Project Star also hosts conference call and webinar trainings on the APR and GPR.

Each of the elements of the APR and GPR is explained in the online WBRS Manual: http://wbrs.net.  Click on “Basics”, then “Online Manual.” 

Technical assistance is available through the WBRS Help Desk.  Please visit: http://wbrs.net/wbrs/wbrsonlinehelp.nsf/Helplu/helpdesk?opendocument for more information. 

Financial Reporting

CNCS and Walker and Company have developed an online eLearning course, Key Concepts of Financial Management, available at the Resource Center: 

http://my.nationalservice.org/outstart_db/.
For an overview of Walker and Company’s other available services and resources, please visit: http://www.nationalserviceresources.org/resources/tta/walker_and_company_llp.php.
Other Reporting resources

Please visit the Resource Center: http://www.nationalserviceresources.org/index.php.
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Basics of Performance MeasurementTC "Basics of Performance Measurement" \l2 
What is Performance Measurement?

In the context of national service, performance measurement (PM) is the process of regularly and systematically determining the results of program activities.  Some of these results may be the amount of work done by an AmeriCorps grantee and are referred to as “outputs.”  Other results are related to the impact of this work on program beneficiaries and are called “outcomes.”

Performance measurement requires both the systematic collection and the careful analysis of data.  “Systematic” means that it is done throughout the life of a program, not just after its conclusion.  But systematic data collection alone does not suffice for performance measurement.  It is also necessary to seek insights and draw appropriate lessons in a careful analysis of that data. 

What is the Value of Measuring Performance?
Performance measurement responds to the need for program managers and funders like CNCS to systematically measure the effectiveness of program activities.  Maximizing program effectiveness is critical in light of the limited resources available to meet the many individual and community needs across the nation.  By comparing proposed outputs and outcomes to actual results, performance measurement provides decision makers with reliable information on the effectiveness of program activities in achieving the intended outputs and outcomes.  Done well, performance measurement can be an extremely useful tool for grantees to manage their AmeriCorps programs.  It allows them to track the progress of their programs towards larger goals, to identify program strengths, and to indicate possible areas for improvement. 

Performance measurement can assist program management by tracking activities, documenting delivery of services, monitoring routine operations, guiding resource allocation, making it possible to institute short-term corrections, and facilitating a process of continuous program improvement.  Performance measurement improves efficiency by helping programs to streamline service delivery, enhance coordination among program components, target services to the greatest needs, identify the most successful components, and eliminate duplication and identify gaps in services.  Long-term assessments can even help identify new program models for dissemination and replication.

Cncs Requirements for Performance Measurement
CNCS introduced performance measurement in 2003 to assist all types of national service programs in program planning, to establish minimum expectations at a national level to help measure program performance, and to ensure that grantees and sub-grantees are held accountable for their results.  Performance measurement is based on a self assessment conducted by grantee/National Program and site staff, measuring performance annually for each of the program’s three year cycle.  Performance measurement by outputs and outcomes replaces the earlier approach based on objectives, accomplishments, and outcomes.     

The performance measurement expectations set forth by the CNCS’s AmeriCorps Rule describe the minimum requirements to which all AmeriCorps grantees/National Programs must adhere.  They must:

· Establish ambitious performance measures;
· Collect and organizes data on an on-going basis (at least annually); 
· Track progress toward meeting PMs;
· Correct performance deficiencies promptly; and
· Accurately and fairly report results.

Specifically, all grantees/National Programs are now required to develop at least one set of aligned performance measures that relate to the grantee/program’s primary activity (or significant activity)  One aligned set of PMs includes: one output, one intermediate outcome, and one end outcome on the same activity.  Ultimately, CNCS hopes that performance measurement information will ensure program accountability and will help improve services and client outcomes throughout the nation.

	Terminology:  

Outputs are usually quantitative expressions of the amount of service completed, e.g., the number of people served, service hours completed by volunteers, counts of the amount of service completed by members, the number of neighborhood cleanup cites completed, or the number of disaster preparedness training sessions conducted.  They do not provide information on benefits to, or other changes in, the lives of members and/or beneficiaries. Outputs answer the question, “How much work did we do?" but not “What changed as a result of our work?”

Intermediate Outcomes are consequences of what a program has been accomplishing (or expects to accomplish) in the short-term, usually noteworthy changes that have occurred (or are expected to occur) in the lives of AmeriCorps members and/or beneficiaries.  Intermediate outcomes do not represent the final results a program hopes to achieve for members or beneficiaries, but are expected to lead to those end outcomes.  For example, if the final result is to improve student academic performance, then appropriate intermediate outcomes might be improved attitudes towards school and reduced truancy, since these are likely preconditions for improved academic performance.  Positive results for intermediate outcomes are usually a sign that a program is on track to achieve the related end outcomes.  

End Outcomes are consequences of what a program has accomplished, usually significant changes that have occurred (or are expected to occur) as a result of program activities in the lives of members and/or beneficiaries.  End outcomes typically address community conditions or needed changes in the condition, behavior, attitudes, or overall lives of beneficiaries, e.g., increased math and reading scores for students or improvements in environmental conditions for communities.
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	Between Colleagues:  Programs may want to measure more than what CNCS requires because measuring a variety of performance measures benefits program planning and implementation.  In general, AmeriCorps programs should be encouraged to develop as many performance measures as are appropriate to represent their program activities. 


 TC "A Brief History of National Service" \l2 
Designing a Logic ModelTC "Designing a Logic Model" \l2 
Performance measurement can be implemented in six steps (see Project STAR’s web pages, http://nationalserviceresources.org//sites/star/, for additional detailed information): 

1. Building a logic model to develop performance measurement worksheets
2. Develop a performance measurement plan
3. Select or develop instruments
4. Collect data 
5. Analyze data
6. Report results
The first step, building a logic model, is essential to developing performance measurement worksheets.  A logic model is a tool to help AmeriCorps grantees clarify the conceptual framework for their programs, basically the needs they are addressing, the activities they are proposing to respond to those needs, and what they expect to accomplish.  The following diagram illustrates the key components of a program logic model:
Basic Logic Model Components
 
Questions to Ask To Develop a Useful Model
In seeking to identify local components of a logic model, programs should consider the following questions:

Community Need: What is the identified local need the project is trying to address with its resources (e.g. homelessness, environmental degradation, or low student achievement)?

Inputs: What resources, including human, financial, organizational, and/or community resources, will be used by the program to address this need (e.g. staff, participants, volunteers, community partners, equipment, supplies, facilities, training, time, cash, and/or in-kind contributions)?

Activities: What will the program do with these resources (inputs) to address the identified community needs and make a difference?  For example, 15 members tutor children one-on-one in reading, three times a week for 20 minutes to address low student achievement; or two volunteers conduct 15 community workshops on developing neighborhood watch programs to respond to violence in the community.
Outputs: What are the anticipated counts of the amount of services delivered or products created by members or volunteers (e.g. 56 students tutored; 246 trees planted; 200 community volunteers recruited)? (NOTE: Generally for Needs and Services Activities, the outputs measured will be the number of people served unless it is an environmental activity.)
Intermediate Outcomes:  What differences are the proposed activities expected to make that are likely preconditions for longer-term gains (e.g. tutored students turn in more math homework; new native tree species in parks and forests begin to take root; funds are raised for the purchase of new equipment)?

End Outcomes:  What differences are the proposed activities expected to make over the long term, in particular collective and accumulative results that show significant changes in the lives of members and/or beneficiaries (e.g. increased math and reading skills; improved health of a forest ecosystem; improved organizational effectiveness)?
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	Between Colleagues:  What are appropriate end outcomes?  Programs often want guidance on “how far out do we go?” or “to what point are we accountable for results?”  There are no hard and fast answers to these questions but it is usually prudent to think about changes that can be measured annually for each of three years of the grant cycle.  Longer terms changes may be desired and actually occur but programs will have a difficult time tracking and reporting things outside their grant timeframe.  Useful questions include: What is a meaningful result?  What is realistic to expect? What can we do?


Selecting Performance MeasuresTC "Selecting Performance Measures" \l2 
Programs typically have a keen appreciation of community needs and some good ideas about what activities and resources are required to address them.  However, careful thought also needs to be given to the change staff hope to see occur that addresses the community need.  Identifying performance measures (outputs, intermediate and end outcomes) requires establishing specific expectations of the results of the service activities delivered.  The following table gives examples of outputs and outcomes for two programs:
Examples of Outputs and Outcomes
	PROGRAM EXAMPLE
	OUTPUTS
	INTERMEDIATE OUTCOME(S)
	END OUTCOME(S)

	Personal Financial Planning and Management Project
	Appropriate curriculum designed
3 training sessions provided
50 participants trained
	Increased knowledge and skills in financial management
	Reduced debt 
Increased savings


	Parent Education Project
	Appropriate curriculum designed
6 training sessions provided
150 parents trained
	Parents learn new ways of parenting children
Parents increase knowledge of child development
	Parents use new parenting skills
Reduced rates of child abuse and neglect


Identifying Indicators and targets

Once a program’s outcomes have been determined, programs need to choose specific indicators and targets for these performance measures.  An indicator is a specific, measurable item that gauges whether progress was made toward a result.  A target is a specific, quantifiable level of change needed to demonstrate that a program was successful (what changed, by how much, over what period of time).  The table below identifies possible indicators and targets for the two program examples mentioned earlier:
Examples of Indicators and Targets
	
	RESULT
	INDICATOR
	TARGET

	Personal Financial Planning and Management Project 
	Intermediate Outcome:
Participants increase knowledge and skills in financial management
	Percent of participants who score at least 80 points on the Financial Planning Assessment
	65% of the participants will score 80 or higher on the Financial Planning Assessment.

	
	End Outcome:
Participants will:

· Reduce debt
· Increase savings
	Percent of participants who: 

· Lower overall debt at least 20% over one year.
· Open savings account and/or increase savings account by at least 10% over one year.


	70% of the participants will lower their overall debt 20% or more.
At least 60% of the participants will open a savings account with at least $200 or increase their current savings account by 10% over one year.

	Parent Education Project
	Intermediate Outcome:
Participating parents will:

· Learn new ways of parenting children.
· Increase knowledge of child development.
	Percent of participating parents who:
· List at least four discipline methods they learned in class on a post survey.

· Score at least 75 on the Child Development Quiz.
	85% of the parents will be able to list four new discipline methods that they learned in the parent education project.

80% of the parents will score 75 or higher on the Child Development Quiz.

	
	End Outcome:
· Parents use new parenting skills.
· Rates of child abuse and neglect decrease.
	· Percent of parents who report using new techniques (e.g. methods of discipline, level of involvement in child’s education, etc.) 
· Percent decrease in reported incidents of child abuse/neglect
	80% of the parents will report using at least 10 of 12 preferred parenting techniques in an interview conducted four months after parenting classes end.
There will be an 8% decrease in reported incidents of child abuse/neglect in XYZ County over the next year.
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	Between Colleagues:  It’s often difficult to choose targets for a new program.  Program staff should counsel potential grantees/sites to:

 be realistic;

 be careful not to try to do too much the first time;

 realize that “stuff happens” and that they may have to adjust their goals or methods during the program year;

 consider first year targets as estimates based on professional experience; and 

 feel confident that, with experience, their targets will be more realistic and useful.


Selecting Instruments and Collecting DataTC "Selecting Instruments and Collecting Data" \l2 
Once the performance measures have been determined and the indicators identified, programs will need to consider (1) who or what will provide the information needed to capture these results (data source); and (2) how the information will be documented (instrument).
A data source answers the question “Who will provide the information and/or where will it come from?”  A data collection instrument is a specific document or form used to collect information about the results of the service.  The following table illustrates examples of performance measures with suggested data sources and instruments.
Examples of Performance Measures with Data Sources and Instruments
	Performance Measure
	Data Source
	Instrument

	Member development:
Members will demonstrate improved communication skills in working with clients.
	Supervisors 
	Member Communication Skills Pre-Post Observation Checklist

	Beneficiary attendance at community event:

Seniors will attend a free workshop on how they may qualify for local social services.
	Beneficiaries (senior attendees)
	Senior Services Workshop Sign-in Sheet

	Volunteer recruitment:
New volunteers will be recruited to serve at six park clean-up projects.
	Agency Records (updated by volunteer coordinator)
	Volunteer Recruitment Log

	Quality of service:
Clients at Greenfield’s Battered Women’s Shelter feel safer and better prepared after receiving assistance from members.
	Beneficiaries (clients)
	Client Interview Guide

	Parental satisfaction:
Parents will be satisfied with the new Kids Count After School Project.
	Beneficiaries (parents of project participants)
	Kids Count Parent Survey

	Student achievement:

Tutored students will improve reading ability.
	School records/grades (provided by schools/teachers or parents)
	Quarterly Reading Grade Log


Analyzing Data and Reporting ResultsTC "Analyzing Data and Reporting Results" \l2 
Data Analysis

When choosing an instrument, be sure to consider how the data being collected will be analyzed.  Data analysis is the process of putting together, or summarizing, qualitative and/or quantitative information to derive answers to questions.  Data analysis involves deciding on the appropriate analytical method to perform (e.g., frequencies, averages, content analysis), preparing data for analysis, and summarizing results. For output data, the result of analysis should answer the question, “Did we accomplish what we set out to do?” while outcome data should answer the question, “What changed for our beneficiaries or members during the program year?”

Refer to the program’s intended results and targets to determine the “unit of analysis” – a collection of individuals, things, groups, or activity locations (e.g., students, parks, school district principals, and blocks within a neighborhood).  Then, choose the analytical method that best summarizes the kind of information you hope to convey.  This is usually one of the following : a frequency (number), a percent distribution (percent), a mean (average), a change in score from pre-test to a post-test, or a content analysis for qualitative data (a summary of comments, for example).  
Quantitative data (something that can be counted) is tallied by hand or with computerized software (e.g., spreadsheet, database), then summarized into statements for reporting.  Qualitative data (unstructured text, such as journal entries) must be categorized into common themes, and then general statements can be made for each theme for a report.  Often qualitative data is used for illustrative purposes, to put a face on the numbers or to provide a story example.
For additional, detailed information on how you might analyze various kinds of data, please visit Project STAR’s webpage: http://nationalserviceresources.org//sites/star/.
Reporting

Reporting results lets stakeholders know what was accomplished.  In general, reporting performance measurement results should include a summary of the service activity and target, an outline of the steps taken to measure the activities, a brief description of the instruments used to collect data, the results of the data analysis, and any stories or examples that illustrate the program’s accomplishments.

The report should begin with a description of the activity.  The reader should be able to picture who did what, how often, and over what period of time.  Include the number of members involved and beneficiaries, if applicable.

Following the activity description, discuss the methods or data collection procedures, including: the data source (who provided the information); how and when the data was collected and who collected it; the name of the instrument; and whether baseline data was collected.  Include the number of respondents, people, or things that were counted, and a description if necessary.  
Next, describe the data analysis, including procedures, such as how the data were summarized and tallied (e.g., frequencies, percentages, pre-post comparison); and results.  The data analysis results are the findings from the data collected and should describe whether or not the anticipated target was met.  If the target was not met, or the results greatly exceeded your target, include possible explanations.
Once the report is complete, consider sharing the findings with other stakeholders, including: program participants and beneficiaries; colleagues in similar programs that can learn from your experiences; current and potential funders, and other members of the community.
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	Between Colleagues: Performance measurement should not be exclusively a management responsibility.  Program staff and AmeriCorps members should be actively involved in developing performance measurements and tracking outputs and outcomes.


Performance Measurement in AmeriCorpsTC "Performance Measurement in AmeriCorps" \l2 
Performance measurement is a critical part of the management strategies for all the “Key Players” in the AmeriCorps program selection and support network (see above, Chapter 2).  In addition, AmeriCorps grantees are required to conduct performance measurement of their own programs as a condition of their grants.  

From the perspective of program staff, performance measurement is both a key subject of the technical assistance they supply to AmeriCorps grantees/sites and perhaps the most difficult part of their own reporting requirements to CNCS.

The Grantee Progress Report
State Service Commissions and National Programs need to aggregate and summarize outcome data from their grantees/sites for their own Grantee Progress Reports (GPRs) each fall.  As mentioned previously, the GPR is the only public document that details the impact of AmeriCorps in a state or National Program service area.  Therefore, it is very important that the information is accurate and shows the aggregate impact of your portfolio of grantees/sites.

 Output data is aggregated automatically by the WBRS system.  It is strongly recommended that program staff check the numbers generated to make sure they appear accurate.   If the numbers seem off, it would be a good idea to check the individual grantees APRs to make sure they have entered their data correctly.  Sometimes, there is an output code or data entry issue that can cause numbers to be aggregated incorrectly. 
Some State Service Commissions and National Programs have adopted common performance measures to be used by all grantees in a state or sites.  Such common measures detail the activities and measurement approaches to be used.  The target for a given grantee/site may vary, however, based on what is realistic in their location and with the number of members they have.  To further standardize the data collection process, many program staff also provide common tools for their grantees/sites to use.   Using common tools greatly simplifies data aggregation and reporting.

Other Related State Service Commission and National Program Activities
From time to time, State Service Commissions and National Programs may  also want to conduct special studies of particular components of their grantees/sites’ programs and disseminate the results in newsletters, brochures, annual reports, and public presentations.  These can be effective vehicles for building public support for national service and volunteerism, as well as the grantee/site.
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	Between Colleagues:  State Service Commissions may want to take a look at what program elements other states have studied recently and learn how they conducted these studies.  For instance, if a neighboring commission studied the benefits AmeriCorps members gained at a state level, how did they carry out the study and what questions did they seek to answer?  Did the neighboring commission do a good job, both in terms of outcomes and how they conducted the study?


Basics of EvaluationTC "Basics of Evaluation" \l2 
The Difference Between performance measurement and Evaluation
Performance Measurement is an annual snapshot of program progress; used for monitoring and accountability. Performance Measurement measures whether or not change occurred.
Evaluation is a more in-depth, rigorous effort to measure impact that uses scientifically-based research methods to study the effectiveness of program design and/or implementation and program outcomes covering one year or more.  Evaluation compares outcomes of individuals receiving service with similar individuals not receiving a service or participating in a program.
CNCS Requirements for Evaluation
CNCS Requirements apply directly to competitively funded AmeriCorps programs.  CNCS requirements are “minimums” - State Service Commissions can determine their state-level policy for evaluation for formula programs which must be aligned with CNCS requirements.

· State competitive grantees or National Programs with average annual grant of $500,000 are REQUIRED to have an independent evaluation

· State competitive grantees or National Programs (including EAP) are REQUIRED to perform an internal evaluation

· State formula grantees must conduct an evaluation, as required by their state service commission

· In the first competitive recompete application starting FY2007, evaluation plan must be provided.
· In the second competitive recompete application, the evaluation report must be provided.
CNCS is looking for grantees to evaluate their programs in a way that shows a causal relationship between the AmeriCorps service activities, and some dimension of positive change in their community.  If a grantee is awarded $500,000 or more per year, CNCS expects an independent evaluation to be a summative evaluation in that it is designed to look for evidence of a causal relationship between program activities and outcomes.  A summative evaluation assesses the results or outcomes of a program, and is concerned with a program’s overall effectiveness.  A summative evaluation may describe what happens subsequent to delivery of the program; assess whether the program can be said to have caused the outcome; determine the overall impact of the causal factor beyond only the immediate target outcomes; and, estimate the relative costs associated with the program.  

Some categories of summative evaluations include outcome evaluations, which investigate whether the program caused demonstrable outcomes; and impact evaluations, which are broader and assess the overall or net effects—intended or unintended—of programs as a whole.  

If a grantee that is typically funded under $500,000 per year, their internal evaluation may be summative or formative.  A formative evaluation is typically conducted during the course of program implementation to provide information to improve the program under study.  It may examine the delivery of the program; the quality of its implementation; and assess its organizational context, personnel, procedures, inputs, and so on.  (Source: Trochim, William M., Research Methods Knowledgebase, 2002, most recently updated January 16, 2005; http://www.socialresearchmethods.net/kb/.)  
An independent evaluation is an evaluation conducted by an individual with the skills and experience to evaluate the program.  Some elements of independence are outlined below.

· The individual is independent of the management of:

· the organization being evaluated; and

· the organization funding the evaluation; and

· The individual does not have a financial interest in:

· the organization being evaluated;

· the organization funding the evaluation; or

· the outcome of the evaluation; and

· The  individual does not have a relationship with:

· the organization being evaluated; 

· the organization funding the evaluation;

· other organizations that have a financial interest in, or relationship with the organization being evaluated or the organization funding the evaluation; or 

· other organizations that have a financial interest in the outcome of the evaluation.

An internal evaluation can be an evaluation designed and conducted by people on your staff or other stakeholders such as board members, partners, or volunteer affiliates.  It can have a lower standard of independence and a narrower scope of effort than an independent evaluation.  An internal evaluation may be more formative than summative, and include less emphasis on impacts. 

If grantees will be conducting an internal evaluation, we expect your design to include the same high quality and degree of rigor required of larger grantees (as defined in the AmeriCorps regulation 45 CFR § 2522.7000), even if grantees are collecting less data and analyzing fewer indicators.  In addition, although grantees’ own staff members can serve as internal evaluators, CNCS suggests that the staff members planning and carrying out the evaluation have some expertise in research methods and evaluation design.  

An evaluation has the following nine 9 components: 

1.  AmeriCorps Program Information

2.  Evaluation Plan Overview

3.  Audiences

4.  Program Summary

5.  Evaluation Questions

6.  Evaluation Design/Approach

7.  Data Collection (Methods and Instruments)

8.  Data Management and Analysis

9.  Budget
For more information and a sample evaluation plan template, please go to: http://nationalserviceresources.org//sites/star/.
Technical Assistance to Grantees and SitesTC "Technical Assistance to Grantees and Sites" \l2 
Helping grantees/sites understand the logic model for performance measurement or a rigorous evaluation is often helpful.  The tables in the preceding sections of these chapters might be useful in helping them grasp the admittedly complex concepts.  A good, clear logic model adapted to the grantee’s program also helps bring proposed activities, performance measures, and anticipated outcomes into alignment.  The CNCS Performance Measure Toolkit may also be helpful in providing technical assistance.  

 Grantees/sites might also need assistance reviewing the various types of tools and instruments that are available to conduct performance measurement or evaluations, including formal surveys, sampling, observations, interviewing, and using existing research data.  They should understand the issue of validity and reliability as it applies to any form of data collection.   Some grantees may also need tips on how to hire qualified external evaluators.

More broadly, program staff should help AmeriCorps programs appreciate the value of conducting performance measurement and evaluations, including how performance measurement results feed into CNCS funding decisions in subsequent years, and how impressive good data can be for generating community support and satisfying stakeholders.

Additional ResourcesTC "Additional Resources" \l2 
Performance Measurement
Project STAR – http://nationalserviceresources.org/resources/online_pubs/perf_meas/index.php 
AmeriCorps Program Applicant Performance Measurement Toolkit – http://nationalserviceresources.org/resources/online_pubs/perf_meas/pmtoolkit.php 
Evaluation

Project STAR – http://nationalserviceresources.org/resources/online_pubs/perf_meas/index.php 
The Resource Center – http://www.nationalserviceresources.org/ 

W.K. Kellogg Foundation Evaluation Handbook – http://www.wkkf.org/pubs/Tools/Evaluation/Pub770.pdf 
Appendix
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In 2001-2002, a design team of State Service Commission staff representing all five geographical clusters began working with CNCS headquarters staff and Project TASC of Aguirre Division, JBS International, Inc.—the AmeriCorps technical assistance provider to State Service Commissions—to identify the proficiency areas necessary for program staff to effectively administer AmeriCorps programming at the State Service Commission or National Direct parent organization level.  The original intent of this effort was to develop materials that could be used by State Service Commissions and National Direct parent organizations and/or CNCS to develop informal and formal trainings for their program staff.  NOTE: The Insider’s Guide reach has been expanded now to include all National Programs, not just National Directs.  These materials were meant to provide possibilities and supplement existing organization-specific processes and were not meant as a new mandated process to be followed by all grantees.  After numerous facilitated discussions, the Design Team created an eight module curriculum framework outlining the major administrative responsibilities of program staff.

In March 2002, a two day series of workshops was developed based on the framework and piloted at the North Central Cluster Program Officer Training in Indianapolis.  While this was a successful effort and underscored the need for further development of the framework, more pressing national service issues took priority, and the curriculum was placed on hold.  

During the 2003 National and Community Service Conference in Baltimore, the curriculum framework was revisited and the decision to develop a manual for the field, drawing on the prior work, was supported.  CNCS allocated funding for Project TASC to develop a user-friendly manual outlining the major components of AmeriCorps program management that could be used by program staff.  In August 2003, a Program Officer Manual Development Team Think Tank and Work Session was convened in Half Moon Bay, California.  The Insider’s Guide to AmeriCorps Program Management is a culmination of all of these efforts.

The completed draft was released to the field in 2004.  Due to its wealth of information and utility, it has now been revised to include updated information based on the most recent version of the State Administrative Standards and the AmeriCorps Rule of 2005.
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