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Chapter 1

Introduction

Purpose and Organization of this Handbook

The Training Officer’s Handbook has been developed to help AmeriCorps* State and National Training Officers at national service grantee organizations master the skills and knowledge needed to do their jobs.  


As a Training Officer for a commission or national direct parent organization, your primary responsibility is to develop, manage and evaluate a comprehensive training and technical assistance plan to build the capacity of your staff and members.  To achieve this, you’ll 

· Assess and analyze needs.
· Identify and manage training resources.
· Develop a training plan.
· Design and run trainings. 
· Plan and manage events.
· Measure the performance of the plan.
· Report on the accomplishments of the plan.

Those basic steps are described in the coming chapters, in the order listed above, which is how they might happen in a tidy, logical, and sequential professional life.  Because these categories are interdependent, however, chapters refer back and forth to one another.  Also, because Training Officers often meet the needs of their grantees and stakeholders by adjusting, reassessing, redesigning, and moving back and forth among these categories, the chapters have been written so that they can be read and referred to out of order as well as in sequence.  

Training Officer Competencies 


Each Training Officer’s background and situation may be different.  Levels of experience and expertise vary.  Some work in offices located in Governor’s Offices, others in national non-profits, others in institutions of higher education or various divisions of state government.  Some are also Program Officers or Deputy Directors.  Some are part of large, established staffs, others work in newly minted organizations.  


Despite differences, AmeriCorps Training Officers recognize a shared set of competencies, which include:  

Technical competencies.  Being able to:
· Understand and use a range of approaches in needs assessment.
· Develop budgets and track costs.
· Design effective curricula.
· Research and access training and technical assistance resources.
· Plan and manage meetings, including large trainings.
· Deliver training, coaching, consulting, and facilitating. 

· Design and use evaluations for understanding and improvement.
· Communicate effectively through writing, editing, and presenting.

Collaborative competencies.  Being able to:
· Work with Program Officers and Fiscal Officers.
· Work with trainers to shape curricula and consultants to shape technical assistance.
· Work with graphic designers and printers.
· Work with Training Officers across streams of service and volunteerism.
· Work with CNCS program, training, and fiscal staff.
· Work with program site staff and members.
· Gather and share information with all partners.

Interpersonal competencies.  Being able to:

· Listen.
· Coach.
· Build teams and consensus.
· Operate in a fluid political environment. 

· Prioritize, delegate, coordinate, and negotiate. 

· Manage detail effectively and understand the larger context.
· Improvise to meet needs and react to changes.

This Handbook helps Training Officers to develop and strengthen these and related knowledge, skills, and attitudes.  

At the end of Chapters 3 through 9, self-assessment tools list the competencies specific to that chapter, enabling readers to evaluate their mastery of new knowledge, skills, and attitudes.  Relevant Resources and Samples follow the list of competencies.  Resources lists books, articles, and websites both within and without the national service field that further understanding of the topic.  Samples provide templates or benchmarks to use in designing, editing, or updating documents.   

At the end of the entire volume a glossary lists key terms common to national service.

Working in a Team

This Handbook is based on the premise that, because of the complexity of AmeriCorps program management, administrators work best in teams.  Most often, this means that Training Officers work with Program Officers, who administer the process to select grantees and monitor, support, and evaluate those grantees, and Fiscal Officers, who analyze and approve budgets and costs, disburse funds, and monitor, support, and evaluate how those funds are used.  

Training Officers, Program Officers, and Fiscal Officers all have the same ultimate aim: to help programs succeed.  Their jobs are easier and their achievements greater when they build on one another’s accomplishments and draw on one another’s strengths and knowledge.  

When you assess needs, your Program Officer and Fiscal Officer should be key informants.  When you plan meetings, your Program Officer should be involved from the beginning and your Fiscal Officer will ensure that finances are well managed.  Both can help you find training and technical assistance resources: trainers, consultants, even basic curricula.
Caution


This Handbook does not supersede any of the requirements established by the terms, conditions, and provisions of an Administrative, PDAT or 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 Administrative, PDAT or AmeriCorps grant, nor does it constitute CNCS’ official definitive interpretation of the law, regulations, and policies related to Administrative, PDAT or AmeriCorps programs.  


Training Officers at state commissions can find more about the expectations for training and technical assistance responsibilities of a state commission in Standard 7 of the State Administrative Standards.  Where possible, we have included documents in our Samples section that are listed under the Documentation Guide of Standard 7.
Chapter 2

Overview of National Service

Introduction: The Special Context of National Service

National service programs combine traditions of volunteerism, service-learning, youth and community development, and local and faith-based service with a larger vision of patriotism and civic engagement.  Your work as a Training Officer exists within this special context.

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 a range of opportunities for Americans of all ages to improve their communities through service.

CNCS’ many different programs often join together to find better ways to improve communities.  Senior Corps’ Foster Grandparents tutor alongside Learn and Serve participants in schools.  AmeriCorps*VISTAs build the capacity of community groups where AmeriCorps*State and National participants serve.  All of the “streams of service” may come together for a health fair, a river cleanup, or an afterschool initiative.  Program managers and participants alike share resources, knowledge, and connections.  

This chapter surveys CNCS’ portfolio of programs and summarizes the history of national service in America.  

Having a working knowledge of CNCS’ different programs will enable you to ensure that your programs can collaborate with other national service programs and groups promoting volunteerism.  

Understanding the history and character of national service in America will enable you to create training and technical assistance that: 

· Finds opportunities to inspire as well as to instruct, 

· Stands firmly on the premise that the opportunity to give through national service is part of a great legacy—and significantly distinct from a job, and 

· Encourages AmeriCorps members to make their term of service part of a lifetime of active citizenship.

The Corporation for National and Community Service


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.  Each year, CNCS also sets forth specific goals, such as recent ones to increase volunteer generation, to make funding more accessible to small community and faith-based organizations, and to increase civic engagement. Occasionally, CNCS will fund special initiatives, such as the Overcoming the Digital Divide and America Reads programs, in order to meet pressing national needs.  See also the CNCS website: http:// ww.nationalservice.org or the CNCS Fact Sheet: ttp://www.nationalservice.org/news/factsheets/03CorporationFactSheet.pdf

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. Over 250,000 people have served in AmeriCorps since the program was founded ten years ago.
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. This may involve direct service or capacity building activities that provide a direct benefit to communities.

	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 skills and leadership training.  

	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


AmeriCorps* State and National Direct


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. Approximately three-quarters of AmeriCorps grant funding goes to state 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. They are funded either through a formula allotment granted to each state or through a competitive process wherein programs compete for funding against other programs throughout the nation. The other quarter of AmeriCorps funding is granted by the CNCS through a competitive grants process to national nonprofit organizations operating programs in more than one state. These programs are called AmeriCorps*National Direct.  Program recruitment, selection, placement of members, and supervision are the responsibility of the grantees. Within AmeriCorps*State and National, there are also Tribes and Territories programs, Education Awards programs, and other special initiatives. For more information, please visit the AmeriCorps*State and National Direct website: http://www.americorps.org/about/stateandnational.html 

Example of how AC*State and National programs work together.  One example: programs working together in the same state; another example where they work together across states.

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 community capacity, mobilizing community resources, and 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.org/vista/index.html
Example of AC*VISTA collaborating with AC*State and National programs.

AmeriCorps* NCCC

AmeriCorps*NCCC is a 10-month residential national service program for more than 1,200 members ages 18 to 24. Based on a military model, it sends members in teams of 10 to 14 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.org/nccc/index.html. 
Example of AC*NCCC collaborating with AC*State and National programs.

Senior Corps


Senior Corps taps the skills, talents, and experience of more than 500,000 Americans age 55 or 60 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 programs 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://www.seniorcorps.org or the Senior Corps Fact Sheet: http://www.nationalservice.org/news/factsheets/03SCFactSheet.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 2001, more than 30,000 Foster Grandparents tended to the needs of 275,000 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.org/joining/fgp/index.html.

Example of FGP collaborating with AC*State and National programs.

The Senior Companion Program (SCP)


Senior Companions serve one-on-one with the frail elderly and other homebound persons who have difficulty completing everyday tasks. They assist with grocery shopping, bill paying, and transportation to medical appointments, and they alert doctors and family members to potential problems. 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 2001, 15,500 Senior Companions tended to the needs of more than 61,000 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 identify 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.org/joining/scp/index.html.

Example of SCP collaborating with AC*State and National programs.

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 2001, approximately 480,000 volunteers served at an estimated 65,000 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.org/joining/rsvp/html.

Example of RSVP collaborating with AC*State and National programs.

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 commissions on national and community service, 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://www.learnandserve.org or the Learn and Serve America Fact Sheet: http://www.nationalservice.org/news/factsheets/03LSAFactSheet.pdf
Example of LSA collaborating with AC*State and National programs.

CNCS Headquarters


CNCS is the primary federal source of funding for national volunteer activities. 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
	Houses CNCS program officers, who support, respond to programmatic issues for, and serve as the primary liaisons with State Commissions and National Direct parent organizations.

	Grants
	Oversees financial aspects of grants and awards.

	Training and Technical Assistance
	Works with national technical assistance providers and with training and technical assistance coordinators in State Commissions.

	Trust
	Manages the education awards for AmeriCorps members.

	Public Affairs
	Oversees media relations, marketing and publications.

	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.

	Recruitment
	Provides support for the online recruitment system and other national recruitment efforts.


Example of CNCS offices collaborating with AC*State and National programs, especially in supporting training.

CNCS State Offices


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

Example of State Offices collaborating with AC*State and National programs.

State Commissions


State Commissions exist to foster a bipartisan state-level commitment to advancing service initiatives in the state. State Commissions have direct accountability for the grantees running local AmeriCorps programs. To do this, State 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 programs to ensure they comply with legal and grant requirements, are progressing well towards meeting program objectives, 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, NCCC, and Tribes and Territories, 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 Commission Executive Directors and their contact information, please go to: http://www.nationalservice.org/about/family/commissions.html.

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 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 subgrantees work in collaboration with State 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, volunteer organizations, community-based and faith-based groups, and some state agencies. State Commissions and National Directs need to build long-lasting relationships with these other stakeholders to strengthen service programs and build public support for national and community service.
Examples of other stakeholders collaborating with AC*State and National programs.

A Brief History of National 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 Opportunity League (COOL) and Campus Compact.

Revival of Interest in 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 that involve 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 were subsequently introduced in Congress to increase funding for national service and to reauthorize the National and Community Service Act.

Chapter 3



Assessing and Analyzing Needs
Introduction: Needs—A Training Plan’s Foundation 

The training plan you design in collaboration with your colleagues, subgrantees, and stakeholders is part of the overall network of support and improvement that advances the goals of your organization.  Activities within your plan ensure that AmeriCorps directors, supervisors, other staff, member, and volunteers have the knowledge, skills, and attitudes to achieve their programs’ desired outcomes.  

If a training plan is a strategic yearlong map for change, its needs assessment is the first step in that plan for change.  The Logic Model is a tool that enables you to ask the strategic needs assessment questions and organize the responses in a purposeful way.

Just as, for national service programs, the Logic Model identifies community needs and determines how to meet them through service, it works just as effectively for assessing competency needs and creating training plans that meet those needs.

The Logic Model

Components of the Logic Model for AmeriCorps Training

	Need
	(
	Inputs
	(
	Activities
	(
	Outputs
	(
	Intermediate
Outcomes
	(
	End
Outcomes


· Need: The need for more knowledge, skills, and attitudes for program directors, site supervisors, members, and volunteers (for example, no knowledge of best practices in tutoring for middle-school children).  

· Inputs: Resources used to produce outputs and outcomes (for example, funds for trainers).

· Activities: What a program does with the inputs (for example, hires trainers).

· Outputs: The products and services delivered (for example, a training for 25 people held over a day and a half).

· Intermediate Outcomes: Changes that have occurred in the lives of the beneficiaries and/or members, but have fallen short of a significant benefit for them. These may include quality indicators such as timeliness and client satisfaction (for example, measurably higher levels of knowledge for trainees).

· End Outcomes: Changes that have occurred in the lives of beneficiaries and/or members that constitute significant benefits to them (for example, the ability to raise test scores for middle school students they tutor).

A needs assessment begins with the two ends of the Logic Model.  
At one end, define desired outcomes (and what knowledge, skills, and attitudes they must possess to achieve those outcomes).  At the other end, assess the current level of need (what they already know and know how to do).  
Then ask, what is the gap between what they need to know and what they already know?   Once you’ve done that, you’ve assessed need.

Because Training Officers work closely with AmeriCorps directors and supervisors, it is relatively easy to intuit training needs, but those could be biased.  In order not to extrapolate false conclusions, any intuitive process should be validated with more formal, systematic methods using a variety of types, methods, and tools.  The more accurate the assessment, the more effective the training activities will be.  

What It Takes to Reach an Outcome— 

Defining Competencies
If you know what outcomes you seek, but don’t know what knowledge, skills, and attitudes are required to achieve them, you can find details of individual competencies—what is needed to tutor, to plan effective public relations, to retain members—at the National Service Resource Center’s “Frequently Searched Topics” page: http://www.nationalserviceresources.org/topics/index.php.
Questions for Needs Assessments

When you design the instrument you use in a needs assessment, whether it’s a formal assessment or an informal one, ask these questions:

· What’s the desired outcome you’re exploring and trying to name and define?

· What levels and types of needs are you looking for?

· What levels and types of abilities are you looking for?
· What are the gaps between the needs and abilities?
· What types of questions have you found to be effective? 

· Are your questions specific enough?  

Specific assessment questions result in useful information that can be applied to the Logic Model.  Broad questions do not.  For instance, many surveys ask participants if multi-site management is an area of need.  Almost invariably, directors remark that it is.  However, that topic is too broad to define a reasonable desired outcome that can be achieved with a defined set of knowledge, skills, and attitudes.  You’ll get a more useful answer if you break down the knowledge, skills, abilities needed to manage a multi-site project.  For example, you can ask if the director needs to improve time and task management, systems management, or member supervision.  Answers to those questions provide the beginning of a training design.

· How many ways can you use the data you collect? 
· How can you find out what training and technical assistance modality will work best to meet the needs of this group (on-line skill training, facilitated workshops, peer exchange, one-on-one technical assistance, non-instructional methods, or other creative methods)?  (For more on the advantages and limitations of different modalities, see Chapter 6.)

Informal Methods of Needs Assessment
Informal assessments deepen your understanding and provide background and direction for more formal assessments.  


Sources of information include targeted interviews with people, analysis of documents, and structured observations.  In each case, use the Logic Model to think clearly about what desired outcome you’re exploring, what knowledge, skills, and attitudes they need to reach that desired outcome, what knowledge, skills, and attitudes they already have, and what the gap is between the two. 

Interviews include conversations with your colleagues—Program Officers and Fiscal Officers at your commission or parent organization—program directors, site supervisors, members, community partners, beneficiaries of service, sponsoring agency Executive Directors, State Commissioners or board members of your parent organization.  
Each source has its own strategic advantage.  
When you ask Commissioners or board members, you are better positioned to create trainings that support their aims.  When you ask the people you are likely to be training—program managers, site supervisors, members— you get a close and personal picture of program goals as seen from the ground up, you may discover new resources and creative approaches they want to integrate into the program, you can find out how they like to learn which helps you when you design training and other interventions, you can find out how much time they have to train or work with a technical assistance provider, and you gain invaluable buy-in.
Documents that provide information include progress reports, communications from programs and from other stakeholders and partners, communications from your commission or parent organization to programs, financial reports, grant proposals, program manuals, national provider reports, evaluations, commission and parent organization phone logs, training calendars, training agendas, agreements, job descriptions, and service descriptions.
Observations that provide information include watching members as they serve, attending staff meetings, doing walk-abouts on site visits; seeing which workshops and trainings are well attended, observing interactions among program directors, members, and site supervisors, looking at physical space and how it is used, seeing and analyzing attitudes of program directors and members, tracking who program directors go to for help, and tracking what help they seek.
Formal Methods of Needs Assessment
Formal assessments include surveys and interviews, retreats, focus groups, and reports.  

To conduct the most comprehensive assessment of the people who represent the programs and sites of your portfolio, use a variety of methods.  Each will reveal different levels of information from diverse sources within the group, enabling you not only to collect data describing the types and levels of knowledge, skills, and attitudes but also to spot trends that inform the whole.    

In each case use the Logic Model and the questions above.  

Surveys and interviews can be long or short; they can include multiple choice questions (including questions that ask respondents to rank a statement on a scale of one to five), open-ended questions, essays, or some combination of all of these.  You can send them by e-mail or post (although these tend to have a rate of return of only around twenty percent), distribute them during a meeting or site visit, or do interviews, including phone surveys, with random samples of participants.  Ask only for the information you need and have the time to analyze.  In phone surveys or individual interviews, use a standard protocol, allow each interviewee the same amount of time, including enough time to think as well as speak, and establish a formal, non-committal atmosphere.  When analyzing the information, remember that the people who complete a survey are not representative of the entire portfolio, but are usually those who are the most active and open to training possibilities.  
Retreats or planning meetings focus questions across programs and can help to ensure that your needs assessment meets the needs of the group.  State commissions, for example, have run productive sessions by bringing together program directors to share program goals; brainstorm the skills and tools needed to accomplish those goals; prioritize needs; share training ideas; explore what modes of training and technical assistance are most helpful; identify sources, whether local, statewide, regional, or national, for training and technical assistance; and compare annual calendars to set times for trainings across programs. 

Focus Groups can be held at cross-program meetings, at commission or Board meetings, or during site visits.  The National Service Resource Center library has solid guidance on designing and managing focus groups.  A few initial tips: 

· Decide what information you want to have by the end of the focus group, and structure your questions and agenda to get that information, but keep the agenda flexible enough so that all participants can discuss their ideas.  

· Attendees should include people with different perspectives on or experiences with the topic being discussed.

· Recruit an experienced facilitator to help guide the group discussion; note ideas on a flip chart.

· Establish an atmosphere that is open, professional but relaxed and collegial, and non-judgmental.

· Work towards participation from all attending.

Reports—from site visits, in progress reports, financial reports, or other stakeholder reports, and in financial reports—include a tremendous amount of data.  By analyzing reports in collaboration with your fellow Program Officers and Fiscal Officers each of you will gain valuable information and insights, thereby improving the team’s ability to identify, understand, and rank challenges.
Ask About Learning Style Preferences.

As part of your needs assessment, get input from your directors or supervisors, whether informally through conversation or formally in a training committee or e-mail surveys, and ask them how they learn best as well as what they think they need to learn.  Do they prefer smaller workshops or large groups with break out sessions or structured peer site visits?  (See Chapter 6 for more on different training modalities and the importance of experiential learning.)  While the Commission or parent organization may understand a good deal about how its trainees learn (as well as what they need to learn), it’s a good idea to also go straight to the source.  In addition, when you ask future trainees how they learn as well as what they want to learn, you get buy-in, which makes it more likely that they will arrive at the session focused and ready to work.
Conclusion
Once your needs assessment is done, you need to identify the resources you have available to reach your desired outcomes.  The next chapter describes what’s likely to be out there, and how you can get it.  

In the chapter following that one, we examine how to create a training plan, where you compile the needs—and gaps in knowledge, skills, and attitudes—you uncovered in needs assessment, rank them, and determine what is achievable.  You will also begin to confront the tricky issue of balancing need with resources.  How much time and money do you and your trainees have to devote to achieving these competencies?

Competencies for Needs Assessments

The knowledge, skills, and attitudes required to effectively design and use needs assessments are relative to the desired outcomes of your program portfolio.  Training Officers in smaller Commissions or smaller national direct programs may or may not need the same level or range of ability of a Training Officer who manages a larger and more wide-ranging portfolio.  

As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Understanding the Logic Model;

· Applying the Logic Model to training and technical assistance needs assessment;

· Working effectively with Program Officers and Fiscal Officers to assess needs;

· Using a range of people as sources and integrating that information into the Logic Model;

· Using a range of documents as sources and integrating that information into the Logic Model;

· Using a range of observations as sources and integrating that information into the Logic Model;

· Using surveys and interviews as a needs assessment tool;

· Using retreats as a needs assessment tool; and

· Using focus groups as a needs assessment tool.

Resources for Strengthening Competencies

NSRC
· Starting Strong by Mosaica.  Chapter 1: Gathering Information for Decision Making

· Starting Strong by Mosaica.  Chapter 5: Training Design Material

· Practical Guide to Needs Assessment by Kavita Gupta.

· Resource Connection Volume 5, Number 3: Training

· E-newsletter Volume 1, Number 7 October 2003: Training for Success

· Mosaica Training Brief 09: Assessing And Addressing Member Training Needs

· Needs Assessments for Community Groups and Organizations found at www.extension.iastate.edu/communities/tools/assess/
· From Needs Assessment to Action: Transforming Needs Into Solutions Strategies by James W. Altschuld and Belle Ruth Witkin.

Books/Articles

Performance Measurement: Getting Results by Harry P. Hatry.

“Conducting a Training Needs Assessment” by Jeannette Swist found at http://adulted.about.com/gi/dynamic/offsite.htm?site=http%3A%2F%2Fwww.amxi.com%2Famx_mi30.htm
logic model URL for project star
http://www.nationalserviceresources.org/links/pages/683.htm?search_term=logic%20model&m=all

Websites

www.csc.noaa.gov/assessments 

www.ucdavis.edu/custom_program/asset_mapping.htm 

www.rachel.org/bestPrac/detail.cfm 

www.okstate.edu/assess/assement/survey.htm 

www.ncrel.org/pd/needs.htm 

www.frontage.com/soutions/sol_needsassess.asp 

www.amxi.com/amx.htm
www.adulted.about.com/tmgneedsasst 

www.cehrc.org/communities/data/needs_assessment 

www.dph.sf.ca.us 

www.health.state.mn.us/communityeng/disparities/assets.html 

Samples

Commission and national direct needs assessments


5 types


multiple methods (surveys, interview, focus groups, reports)

Needs Assessment policy

NSRC

· AmeriCorps T/TA Needs Assessment Survey

Chapter 4
Understanding Training Resources

Introduction: Knowing What’s Out There and How to Get It

Achieving the goals uncovered in needs assessment requires resources, human and financial, local and national.  In your training plan, you will match needs with resources.  What follows is a survey of the possible portfolio of your resources.
Local Resources

Often the best assets are found locally.  Local trainers, consultants, and content experts know something about your community, travel and lodging costs are minimal, they can connect you to other local and regional resources and organizations, and it is possible to establish low-cost ongoing relationships with them.  

Ask your Program Officer and Fiscal Officer, other organizational staff, commissioners or board members, site sponsors and community partners, volunteers, and program staff to recommend qualified people.  Put out a call for resumes from trainers and consultants in the local media, interview, and check references.  This can result in a diverse group with a variety of professional experiences.


Low cost options include:

· Your own organization and program sites.  Colleagues are likely to understand site-specific information (safety needs, child care laws) and the service needs of your site.  Board members can often speak from community-based experience.

· Community- and faith-based agencies that provide services (tutoring, after-school programs, job training) and community advocacy (these organizations are often expert in volunteer management and public relations).  You can also ask these groups to identify community leaders with expertise in the topics in which you need to train.

· The national service community, including other streams of service and other volunteer organizations.  Keep in mind former members and volunteers, who bring field experience and first-hand knowledge of program sites and lessons learned.  Ask your national service colleagues who they have used as trainers—those people will not need to be brought up to speed on national service.

· Government agencies at all levels—including, for example, police departments, housing authorities, and health departments—have experts who can collaborate with service activities.  For example, a health official can train members on how to raise parents’ awareness of the dangers of lead poisoning.

· Local schools, whether elementary, community colleges, or vocational institutions, have access to resources and effective practices and will understand the importance of experiential learning.  Universities and university institutes may have faculty (and even graduate students) versed in effective practices for community, organizational, and leadership development.
· Volunteer centers and civic organizations and clubs.

· Philanthropic organizations.

· Local businesses (starting with the Chamber of Commerce).

Many of these organizations can also provide low-cost training facilities.  

The list above draws extensively from Training Brief #8 by Mosaica, “Guest Trainers: Where to Find Them.”  For more detailed information find the publication in its entirety on the website of the National Service Resource Center.  

Peer Instruction

In national service, peer support and leadership are highly valued for their relevance, insight, and problem-solving know-how.  New program directors often report that peers make the best mentors and teachers; well-structured peer exchanges have enabled directors, supervisors, and members to bring a wide range of locally-grown improvements back to their own communities.   
Directors, supervisors, and members bring advanced degrees, extensive cross-cultural experience, training certificates, or familiarity with certain neighborhoods or client populations.  Sometimes a peer has done something that others need to know how to do: they’ve run Board retreats, raised cash, handled the release of members for just cause, or gotten great press for an important event.  

When working with peer instructors, follow the guidance below on clarifying training outcomes with external trainers and consultants.  If training skills are weak, pair with an experienced facilitator.  If part of essential content is missing, bring in a person who carries that content.  

Peer exchange should be structured and outcomes as clear as possible. You can find advice on the NSRC website in “Preparing for a Peer Visit” and “Making Your Peer Visit Count” by Edward Doty and Margaret Hawthorne Doty of the Catholic Network of Volunteer Service.

Peer instruction and peer exchange demonstrate your desire to build local people as leaders and your confidence that communities contain the answers to their own problems.  Peer support creates sustainable networks; because they’re connected, programs can survive hard times and celebrate shared wins.

Hiring and Working with Trainers and Consultants


Many training officers use trainers and consultants.  When contracting:
· Plan ahead.  Working from your annual training plan, determine when you will need a trainer.  Most consultants plan at least six weeks ahead.

· Discuss the needs and outcomes to be met from the training or technical assistance.  Clearly define the learning outcomes and how they will be assessed.  Make sure that the trainer understands your training goals and has a working knowledge of experiential learning. (See Chapter 6 for more on experiential learning and training designs.)
· Make sure that the consultant has knowledge of national service and understands the audience, and the goals of the training.  Provide materials, websites, and the opportunity to speak with a few trainees so that the consultant can better understand the audience.
· Ask for referrals from several sources.  These can include your programs, other national service programs, partner organizations, community and faith-based institutions, institutions of education, other consultants, CNCS, and the national Training and Technical Assistance Provider network.  Ask about the trainer’s background.  Has the trainer worked primarily with corporate for-profits or community non-profits, with national service and volunteerism, primarily with adults and young adults?

· Ask to see a resume and samples of trainings he or she has delivered.

· Give trainers opportunities to share expertise and knowledge, and treat them like professionals.  If you’re asking them to deliver a curriculum that’s already prepared, they may have some valid ideas on how to improve it.  What you want is a high quality, customized training experience.
On the NSRC website, see Training Brief #7, “Guest Trainers: Ensuring Success,” and the Resource Connection, Fall 2001, “Working with Outside Consultants and Trainers,” both of which provide additional advice on working with consultants.  

Scopes of Work

After you have made the decision to hire, negotiate rates and develop a Scope of Work.  Independent consultants and trainers usually work at a rate they’ve established with other clients, estimated by the day, and broken down by the hour.  In addition to the time spent at the training, the consultant will need time (and will bill time) to prepare for the training and, if you like, follow up with an evaluation afterwards.

The rate you pay consultants is limited under the terms of your AmeriCorps award.  If that rate is lower than the consultant’s usual rate, ask if the consultant can work for the lower rate under these circumstances.  Sometimes consultants will take a job at a reduction of their established rate to keep active; to extend marketing to a new audience or add to their resumes; and for a low fee or even no fee, as a donation to support the work of the grantee.  Explore these options.  


The Scope of Work is a formal written agreement you prepare that details the assignment.  Discuss and include the number of days or hours (including preparation and follow-up), expectations for outcomes, required written deliverables (handouts, information discs, manuals, documents, self-evaluation), and allowable expenses (photocopying, telephone, travel, etc.).  Once signed by you and the consultant, this becomes the working document that governs the assignment.  

Typically, payment is made after the service is provided.  The consultant should invoice you for payment once the event is complete and all deliverables are with you.  

Work with your Fiscal Officer to ensure that the invoice is correct and paid in a timely fashion.  Prompt payment is the best way to retain a consultant you and your participants’ value.

Office of Leadership, Development and Training (OLDT)


At CNCS, the Office of Leadership, Development and Training (OLDT) coordinates and develops training and technical assistance resources to meet the common needs of national service programs, partnering with program and fiscal staff to build capacity and develop infrastructure for national service grantees.  


[Insert here current policy and expectations for contacting and working with CNCS Training Officers.]

CNCS Training Funds: PDAT and National Direct awards


Through Program Development, Assistance and Training (PDAT) monies, CNCS funds grants to state commissions and Tribes.  These funds, which as described in Chapter 4, support training and technical assistance, do not require a match.  PDAT can pay for staff, as much as one FTE, to support programs and members.  These funds can also be used for:  

· Leadership development, training, and technical assistance activities to enhance the effectiveness of AmeriCorps programs and program staff;

· Training events and other training activities in support of a unified state plan;

· Statewide or regional events for member training when conducted collaboratively among multiple programs or organized by multiple states;

· Evaluation or research activities;

· Travel costs for program staff to state-sponsored and national-provider training events;

· Travel costs for member/participant attendance at regional and national training events;

· Cost sharing with national T/TA providers;

· Unified state plan or training plan preparation; and

· Communication equipment and systems that link programs for T/TA purposes.

National direct grantees apply for training and technical assistance funds as part of their administrative awards.  Check your current guidelines for any restrictions or requirements.
National Service Resource Center (NSRC)

The National Service Resource Center (NSRC), supported by CNCS, is accessible at www.nationalserviceresources.org or through the CNCS website www.cns.gov.  

On-line Reference Resources, Effective Practices, and Tools
NSCR has an extensive library of online resources, printed publications, effective practices, a calendar of training events and other related information.  

NSCR materials come from all of the streams of service and related fields.  Many documents have been produced especially for national service programs and provide advice within the context of different national service programs.

The Self-Assessment Tool for Improving Programs (TIPS)  


NSCR’s Self Assessment Tool for Improving Programs (TIPS) gives anyone a way of evaluating the competencies of a program or individual, and refers that person immediately to a range of useful and thought-provoking tools selected to improve knowledge, skills, and attitudes.  It can be used by you, by program directors, supervisors, members, or volunteers, including board members.  

Descriptions of effective programs are divided into twelve topics—“domains” of effective program management.  Respondents rate the degree to which each item reflects their current program.  (A 5-point response scale is provided with a range from ‘exactly like my program’ to ‘not at all like my program.’)  

As a training officer you can use TIPS for one program in the case of specialized TA, or you use it to find resources for needs across programs.  You can also recommend TIPS as a tool for program directors and supervisors.


The twelve domains with sample items are: 
1. Board and Advisory Leadership, which assesses the extent to which Boards and Advisory Committees demonstrate the knowledge, attitudes, and leadership abilities consistent with proper governance of an effective program.  Sample items include:

· Our Board fulfills its legal responsibilities to the organization.

· Our Board provides the organization with sound fiscal advice and oversight.

· Our program has an active community advisory committee that provides regular input and feedback.

2.
Organizational Culture examines both observed behavioral norms and the overall philosophy guiding organizational policy towards personnel and customers. Sample items include:

· Our program leadership inspires volunteers and employees

· There is positive synergy between employees, volunteers, and clients in our program.

· Decision-makers in the organization are accessible to employees, volunteers, and community members.

3. Community Involvement explores the degree to which a program is integrated with and acts in relationship to the community it serves.  Sample items include:

· Our program has a community involvement plan with employee roles and responsibilities specified.

· Our program encourages staff to network and build community connection.

· Our program volunteers are representative of the community they serve.

4. Partnerships and Collaboration looks at cooperation and increased mutual benefits among different programs and organizations.  Sample items include:

· Our program facilitates regular meetings with employees in partner organizations about placements.

· Our program has the staff capacity to continually identify and engage new community partners.

· Our program collaborates effectively with professional networking groups such as volunteer councils and others.

5. Program Accountability surveys programs’ evaluation systems and practices.  Sample items include:

· Our program uses valid and reliable evaluation tools to measure program effectiveness.

· Our program measures the performance of staff, volunteers, members, board members, and program partners.

· Program performance is measured from the perspective of volunteers and service recipients.

6. Financial Management assesses the planning, administration, and stewardship of fiscal resources.  Sample items include: 

· Our program has partnerships that involve shared resource commitments.

· When appropriate, our program translates volunteer service hours into financial or Full Time Equivalents (FTE).

· Our program diversifies funding sources.

7. Staffing and Development assesses the planning, development, and management of human resources. Sample items include:

· We have a succession plan for volunteer leadership in the organization.

· Our program incorporates staff development as a component of its management plan.

· Program staff is trained to manage change.

8. Marketing and Communication gauges the quality of public relations and communications.  Sample items include:

· Our program’s public relations materials reflect an awareness of diversity of the community.

· Recruitment materials reflect current trends in volunteerism.

· Our program facilitates regular communication with stakeholders about volunteer value, impact, and outcomes.

9. Infrastructure evaluates the degree to which program resources, policies, practices and systems effectively support its work. Sample items include:

· Our employees have access to the computer hardware and software that they need to do their jobs.

· Our program provides adequate space for volunteers to work.

· Our program maintains a database including volunteer demographics, work hours, and assignments.

10.  Volunteer Administration assesses management policies and practices related to volunteers. Sample items include:

· Our programs periodically review volunteers to determine if their personalities, skills, abilities, and interests are being appropriately utilized.

· Our program offers volunteer opportunities at different levels of responsibility and intensity.

· Our program employees and volunteers understand each other’s roles and responsibilities.

11.
Volunteer Engagement evaluates sustainability strategies and practices to fully integrate volunteers and members into operations.  Sample items include: 

· Our program engages volunteers for regular input on program operations.

· Our program volunteers regularly participate in project planning.

· Our program keeps volunteers engaged after they complete their original service assignment.

12.
Service Learning examines the activities associated with an effective service-learning project from a community-based program/organizational perspective. Sample items include:

· Our program offers consistent opportunities for volunteer debriefing and reflection of the service experience.

· Our program assigns a staff person to interface with the teacher, or education liaison, and the students.

· Our program has an evaluation component that assesses how all the partners work together.

National Training and Technical Assistance (T/TA) Providers 


CNCS competitively selects a group of organizations recognized as experts in areas that are key to the success of national service programs to provide training and technical assistance as listed below.  


T/TA providers can be contacted through several ways.  You can discuss your needs and the possibility of using a T/TA provider with your CNCS program officer or training officer at OLDT.  And you can access T/TA providers through TIPS.


As with all training or technical assistance, be clear about needs, desired outcomes, and activities you have identified before approaching external resources.  Don’t overuse T/TA providers (there are advantages to you and your programs to developing relationships with local and regional resources); instead think strategically about how they can be used to help you meet your goals.

 [Insert current policy for accessing the providers here and modify the text above as necessary.]  

For more information regarding the services each provider provides, please contact your training officer [contact your CNCS program officer?] or see www.nationalserviceresources.org.

The Corporation organizes the providers into three categories: those supporting competencies, those creating additional capacity, and those supporting special initiatives.  

Supporting Competencies

	Categories
	Description



	Category 1 - Participant Recruitment and Development
	Individuals working with national and community service programs and projects will be able to recruit, place, train, supervise, and evaluate national service participants.

	Category 2 - Leveraging Additional Volunteers
	Individuals working with national and community service programs and projects will be able to leverage their program or project to recruit or manage additional community volunteers. 

	Category 3 - Community Engagement and Strengthening
	Individuals working with national and community service programs and projects will be able to work with others (individuals and organizations, both faith-based and secular) to identify community needs, leverage community assets and position their program or project as a catalyst for community strengthening.

	Category 4 - Resource and Fund Development
	Individuals working with national and community service programs and projects will be able to develop a sustainability plan, identify potential sources of funds, develop proposals, and present requests for assistance.

	Category 5 - Performance Measurement and Evaluation
	Individuals working with national and community service programs and projects will be able to define or refine performance results, outcome and output indicators, and make use of appropriate data collection instruments for reporting on the performance of their programs and projects.

	Category 6 - Financial and Grants Management
	Individuals working with national and community service programs and projects will be able to develop and maintain sound fiscal and organizational management systems and practices compliant with federal laws and regulations and Corporation requirements. 

	Category 7 - Disability Inclusion 
	Individuals working with national and community service programs and projects will be able to recruit, integrate, and retain persons with disabilities into national service programs and projects.

	Category 8 - eGrants Training and TA
	Individuals who work with national and community service programs will be able to effectively use the Corporation's electronic grant management and member tracking system.


Creating Additional Capacity

	Categories
	Description

	Category 9 - The Resource Center
	Through the provider the Corporation will provide a platform for “knowledge management” of all training and technical assistance resources on service and volunteering including providing related content for the Corporation’s family of websites, developing interactive web-based resources, and supporting clearinghouse functions. 

	Category 10 – National Service-Learning Clearinghouse
	Through the provider the Corporation will provide service-learning clearinghouse services to Learn and Serve America grantees and subgrantees, other Corporation grantees and the public.  This will include: overall administration and delivery of the clearinghouse activities; technology and information production and management, and direct technical assistance.

	Category 11 - Technical Assistance to State Commissions
	Through the provider, the Corporation will provide assistance to state commissions on national and community service to effectively manage AmeriCorps programs and promote volunteering and service in the states. 

	Category 12 - Technical Assistance for Specific Learning Communities
	Through the provider, the Corporation will provide focused, customized support for specialized Corporation audiences with unique needs.


Supporting Special Initiatives

	Category 13 - Educational Success and Mentoring
	The applicant selected will provide support to national service programs and projects that use service and volunteering as a strategy to build educational success for K-12 students, with a particular focus on at-risk youth and mentoring.  

	Category 14 - Independent Living
	The applicant selected will provide support to national service programs and projects that use service and volunteering as a strategy to assist seniors and/or individuals with disabilities to live independently outside of institutions.   

	Category 15 - Coordinating Service-learning Programs
	The applicant selected will provide support to national service programs and projects that use service and volunteering as a strategy to grow and institutionalize service-learning programs in schools.  

	Category 16 - Technical Assistance for Faith-based and Community Initiatives
	The applicant selected will conduct outreach to small community based organizations and provide technical assistance to help them learn about national service programs, and apply for funding to successfully launch once selected. They will also provide support to national service programs and projects that use service and volunteering as a strategy to assist prisoners with reentry into society, provide support to children of prisoners, and address family strengthening as a particular focus of the President’s Faith-based and Community Initiatives. 


Competencies for Understanding Training Resources

As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Working familiarity and ability to access a range of strong and appropriate local resources; 

· How to define what skills you seek in a consultant;

· How to find a consultant;

· How to craft a Scope of Work and manage the invoice; 

· Understanding of the role and responsibilities of the CNCS OLDT office and how to interact with its staff;

· Understanding of the regulations, restrictions, and opportunities available through PDAT and national direct training and technical assistance awards; 

· Ability to work with Fiscal Officer and Program Officer to design an effective application for CNCS training and technical assistance awards;

· Knowledge of the range of resources available through the National Service Resource Center;

· Working familiarity with TIPS and ability to use it as a tool in coaching program staff, members, board members, partners, and volunteers to strengthen programs;

· Knowledge of the services offered by the national providers;

· Ability to appropriately access the services of the national providers. 

Resources for Strengthening Competencies
PDAT Provisions

PDAT Guidance

NSRC

· E-newsletter Volume 1, Number 7 October 2003: Training for Success

· Mosaica Training Brief 06: Low-Cost Training Resources: Your Members
· Mosaica Training Brief 07: Guest Trainers: Ensuring Success
· Mosaica Training Brief 08: Guest Trainers: Where to Find Them
· Mosaica Training Brief 10: Integrating Community into Your Training

Samples

PDAT application

Training budget

Spreadsheets

Chapter 5



Developing a Training Plan

Introduction: Drawing the Map for Change

Needs assessments clarify what outcomes you want for program directors, supervisors, and members.  The annual training plan takes those outcomes, surveys the resources available, sets priorities, and draws a strategic year-long map for change.


Training plans for state commissions and those for national directs have more similarities than differences.  Both need to be conceived and executed within the framework of the Logic Model, with strong performance indicators.  Both should cover the needs of your key personnel: program directors, site supervisors, members.  You can also partner with others across streams of service, to build networks and collaborations, to learn from one another, and to share resources.  

State Commission and National Direct Training Plans

AmeriCorps*State Training Plans 

Commissions can develop individual training plans or Unified State Training Plans.  Both plans are supported by Program Development Assistance and Training (PDAT) funds, applied for along with the commission’s administrative funds.  CNCS’ PDAT guidelines explain PDAT policies and procedures, reporting requirements and important dates and deadlines.  The PDAT budget cycle is based on a calendar year, beginning, typically, on January 1st and running until December 31st.  

Chapter 4 contains more information on PDAT funds and application; more information about budgeting comes later in this chapter.

Unified State Training Plans (USTPs)


In a Unified State Training Plan (USTP), state commissions work together with staff from AmeriCorps*National Directs and VISTA, Senior Corps, Learn & Serve America and other volunteer organizations to create a comprehensive plan within a state or region.  Together they conduct and analyze a needs assessment, develop training goals, create inclusive training events, share resources and conduct an overall evaluation, enabling them to share best practices, learn about other national service and volunteer sector activities, and share resources.  The benefits are many—building collaborations, leveraging best practices, and creating networks—but the process involves time and effort to ensure common goals are met.  Keep in mind also that as the audience becomes broader, training topics may become more general and outcomes less powerful.  For example, a session on recruitment for AmeriCorps directors will focus on AmeriCorps guidelines and the issues that arise when recruiting a stipended volunteer.  When that same topic is conducted for an audience that includes RSVP directors, or partner volunteer agencies that recruit nonstipended volunteers, the issues and needs are different.  
A USTP includes: 

· A draft calendar that shows each USTP partner’s training requirements and needs as well as multi-stream events.

· A matrix calendar of training activities showing what resources are needed, indicating the target audiences for the activities.

· A budget showing the sources of funds supporting each activity.
· If submitted as a PDAT application, a budget specifying use of PDAT funds.
AmeriCorps*National Training Plans


National Direct parent organizations also develop and implement comprehensive training plans supported by their administrative grant, with budget and narrative incorporated into the program grant application.  Special considerations include the balance of national organization-wide training events and site-specific planning with enough specificity to cover common national needs and enough breadth to cover diverse needs and populations at individual sites.

Overview and Goals

A training plan sets out your organization’s training activities for the coming year.  To complete a plan, you will need six major elements: 

· A long-term vision and long-term goals.

· Needs and issues you seek to address within the year.

· Annual training and technical assistance goals to address the needs above, including performance measures.

· Activities, including approximate dates, target audience, and proposed deliverer (e.g. local provider, national T/TA provider, peer, etc.).

· An evaluation plan.

· A budget.

Everything in the list above, with the possible exception of the long-term vision and goals, will be included in your application to CNCS for training and technical assistance funds. 

Several of these topics are extensively explored in other sections.  Chapter 4 explained how to find a range of resources, Chapter 6 provides the basics of designing the activities that deliver training and technical assistance, and in Chapter 8 performance measures will be discussed in detail.  

This chapter shows how the Logic Model plays out as you develop a training plan by moving from vision and goals, to activities, to the budget, and back, as you readjust offerings depending on needs, resources, and opportunities.

A Long-Term Vision and Long-Term Training Goals


The first element you need is a long-term vision.  Begin with the most distant aims, the loftiest goals of your needs assessments.  In the largest sense, at the end of the whole process, what would success look like?  

What would it look like if program managers all understood how to develop, implement, and monitor budgets?  What would it look like if all of your site supervisors were good coaches and mentors?  What would it look like if all of your members had strong skill bases, worked effectively in teams, and successfully recruited and managed volunteers?  

That picture is your long-term vision.  When articulated in a vision statement with clearly stated desired outcomes, it enables you to set direction and priorities.  
With the Logic Model and the needs assessments outlined in Chapter 3, bring the big picture into focus: What growth in knowledge, skills, and attitudes are required to close the gaps between vision and reality, between competence and needs?  

Annual Needs and Annual Training Goals

Your annual training plan breaks down the long-term vision and its desired outcomes and uses the Logic Model to set short-term achievable goals that, over the next three years, will ultimately meet the organization’s larger vision.  (When  building long-term goals on the basis of achieving annual goals over subsequent years, keep in mind that programs have a certain amount of staff turnover and a great deal of member turnover.)  

In a training plan, goals often will be broader than those for an individual program, but should be designed with the same eye for a rise in measurable competencies enabling people to address unmet needs.

	Need
	(
	Inputs
	(
	Activities
	(
	Outputs
	(
	Intermediate
Outcomes
	(
	End
Outcomes


· Need: The need for more knowledge, skills, and attitudes for program directors, site supervisors, members, and volunteers (for example, lack of communication across sites resulting in minimal sharing of resources and low levels of visibility of national service).  

· Inputs: Resources used to produce outputs and outcomes (for example, funds for facilitators, meeting places, and publicity for service events across the state or across sites).

· Activities: What Training Officer does with the inputs (for example, hires facilitators, facilitates meetings and conference calls for peer exchange and planning, hires trainers or consultants for skill training in structuring site visits, media outreach, multi-site service event planning, provides resources for media materials or signage for events).

· Outputs: The products and services delivered (for example, meetings, conference calls, training and technical assistance, materials).

· Intermediate Outcomes: Changes that have occurred in the lives of the beneficiaries and/or members, but have fallen short of a significant benefit for them. These may include quality indicators such as timeliness and client satisfaction (for example, increased communication through regular peer conference calls facilitated by program directors or supervisors, effective practices shared through calls and structured peer exchange site visits, resources and effective practices shared, and higher visibility for national service achieved in statewide service events with collaborative media outreach).

· End Outcomes: Changes that have occurred in the lives of beneficiaries and/or members that constitute significant benefits to them (for example, high-quality exchange of effective practices, shared resources and expertise, outcomes such as cleaned up parks or statewide public safety demonstrations in schools resulting from collaborative service events held across program sites).

Goals should be realistic yet challenging in the context of your existing portfolio.  

Using the desired outcome above, for example, in Year One you can facilitate regular peer conference calls to begin shared problem-solving and information exchange; in Year Two the group self-manages and identifies a collaborative public awareness project which it plans and executes with your assistance; in Year Three peer site visits and formal codification and exchange of effective practices begin and the group designs and holds another collaborative public awareness project.

To choose the example of program fiscal management, given the diversity of backgrounds of program directors, it would not be reasonable for every Training Officer to plan that all of his or her directors can reach advanced expertise in fiscal management during a single year.  (Some may be beginners, new to basic line-item budgeting, while others may have many years of financial experience, fluent in the particulars of OMB circulars, statements of net assets versus activities, and financial condition analysis.)  If your agency wants directors to perform at an advanced level by the end of three years, in the first year your training goal will be that they all reach a beginning level of financial management knowledge; in the second, set your goal at an intermediate level; in the third, at the advanced level, your original desired outcome, which is now an achievable goal.  
Each goal should be described in terms of performance measures and performance indicators, quantifiable data that is possible to collect and assess so that you can track accomplishment and progress towards goals.  Chapter 8 describes performance measures in detail.

Activities of the Plan


The needs you have identified in your assessment may be met in a variety of ways.  Activities can include formal training events, on-site visits, virtual training, peer exchanges, independent study, or other options as determined by you and the director or supervisor.  If a large number of your group needs support in the same topic area, then training may be your best activity.  

Chapter 6 describes different activities and the diversity of learning styles, but briefly, here are a few of the most frequently used options. 


Training comes in many forms, depending on subject matter, resources, and the size of the audience.  In workshops, institutes, and seminars, relatively small groups of trainees focus intently on a specific topic and have more time to meet their learning objectives.  At conferences, larger groups address a number of topics more briefly.  Each type of activity has pros and cons depending on the desired outcomes.  Highly focused, objective-based, and time-intensive workshops produce much greater results in change of knowledge, skills and abilities but serve fewer at the same cost.  Conferences allow for a number of items to be addressed, but generally trainees acquire lower levels of new knowledge, skills, and attitudes.  Similarly, one-on-one technical assistance, whether from a consultant, staff member, or peer, may deliver stronger outcomes, and so move you towards your long-term vision more quickly, than a quarterly meeting of all program directors.  In all situations, you must balance your need for high quality training outcome with the fact that you and your trainees have limited resources of time and money. 


A note about conferences: It is likely that you will hold a large meeting or conference at one point during each year.  (See Chapter 7 for more details on how to plan and manage events.)  Part of the conference will be devoted to training, but it’s likely that your Program Officer, Executive Director, and key stakeholders will see this as an opportunity to further a wide range of organizational goals.  When making your training design, coordinate with them on the conference.  

Core Competencies and Cross-Stream Training

Training Officers often rely on two “basic” design elements in national service: a core curriculum instructing core competencies and the use of cross-stream training.

Core Competencies.   While national service portfolios include diverse needs to meet the demands of diverse communities, it is likely that your long-term vision will rest on certain identifiable core competencies.  The CNCS national providers deliver in these categories: participant recruitment and development, leveraging additional volunteers, community engagement and strengthening, resource and fund development, performance measurement and evaluation, financial and grants management, disability inclusion, and eGrants training and technical assistance.  While some of these categories may be more relevant to your constituency than are others, this list is a solid place to start when thinking about the basic competencies that program directors, supervisors, members, commission or national direct staff need to do their jobs effectively.  Identify and deliver that core curriculum.
Cross-stream Training.   Bringing national service directors and participants together for training encourages collaboration, saves resources, and can multiply learning as people from different perspectives build skills together.  Topics that are especially suited to cross-stream training include supervision, volunteer management, and skill-building in areas like tutoring, improving reading and computer literacy, and mentoring.

Annual Evaluation 
A training plan should have goals, or performance measures, that correspond with a budget for each year within its three year cycle.  (Chapter 8 provides a basic guide to performance measurement.)  Your evaluation should clarify strengths and weaknesses of the entire plan, not just individual trainings, and also act as a needs assessment tool for the following year’s plan.  

The plan should measure both outputs, the product of the activity, and outcomes, a measurable change.  For example, output and outcome measures for a financial management goal could be: 

Output—100 percent of program directors will complete a series of financial management trainings focusing on understanding budgeting.  Those needing more training (at least 20 percent) will receive follow-up technical assistance, possibly from peer trainers.

Outcome—At the end of the training cycle, 95 percent of directors will have successfully completed and submitted all current FSRs. 


The training plan’s outputs measure the number of training events, the number of people trained, or the number of hours of technical assistance provided.  The plan’s outcomes measure the change in the group’s knowledge, skills and abilities over the course of the entire year that is the result of the training events or technical assistance.  

Budget 


When you have blocked out your priorities and your activities, you can rough out a budget.    

Basic budget categories are likely to include:

· Personnel, either in salary or consultant fees, and fringe benefits if in salary;

· Travel expenses, including transportation, per diem, and registration fees for training and technical assistance activities;

· Equipment, either equipment that costs $5,000 or more and is necessary for the functioning of the training and technical assistance program (it may also be necessary for support of the administrative operation of the commission or parent organization, in which case part of the cost will be attributed to that budget);

· Supplies, standard supplies and related equipment costing less than $5,000 per unit;

· Contractual and consultant services, trainers’ fees, cost of facilities, and meals provided in relation to training events;

· Other support costs, including those related to newsletters (or portions of newsletters relating to your training and technical assistance effort).

What Can Go into the Different Budget Categories?

Here are samples of what some Training Officers have included in different budget categories:

Project Personnel Expenses: A percentage of the Director, a FTE for a TO or PO, percentages of other relevant staff, including Communications/Outreach Coordinators or other.

Travel:  Travel to conferences, national meetings, AmeriCorps representative councils and networking meetings, state/regional/national all-member trainings, launch meeting/trainings, cross-stream training, peer exchange, specialized training for program directors, and travel fees for trainers and consultants.

Contractual and Consultant Services:  Costs for a conference bringing together all the members; staff retreat, membership in a leadership institute, professional development funds for organization staff and program directors, participation in regional conferences and conferences on volunteerism (costs for travel can be included in this category), training contracts with expert consultants (can be separated out by topic), small awards to programs to implement sustainability plans.

Other Support Costs:  Support for T/TA in implementation of the new Rules, cross-stream needs assessment with Learn & Serve and CNCS State Office, conference calls, including teleconference planning calls for statewide service conference.
Adjusting the Budget and Activities
When you have written up a rough budget, it is likely that your wish list will exceed what you can support with available funds.  Work with your Fiscal Officer for financial advice and your Program Officer to set priorities and search out additional low-cost resources.  Work back and forth between the budget and your activities to refine the whole in terms of what you have to spend—and remember that some of these needs can be met with in-kind resources.  

In-kind Support
Commissions and AmeriCorps national direct programs have extended limited training dollars, and strengthened community collaborations, by enlisting the help of partners and neighbors in government, universities, schools, and faith-based institutions.  (Resources are further detailed in Chapter 5.)  For example, when programs, sites, and agencies rotate the hosting of training (providing exposure for the program’s achievements and outreach for the agency), they conserve dollars for services that must be purchased.  Programs save money by exhausting every possibility before paying for meeting space or refreshments, by using peer trainers, by sending trainees to applicable and appropriate training that the agencies provide for their own staff.  Paid expert trainers sometimes lower fees if they can get valuable exposure, links to their website from yours, endorsements and recommendations, or write-ups in your publications and reports.  Make the most of your funds by being resourceful enough to imagine in-kind opportunities and determined enough to ask for them.  

Working  with your Fiscal Officer


As you develop your training budget and overall plan, work with your Fiscal Officer.  

· Learn how to use a spreadsheet so that your information is well organized and easily manipulated.  Your Fiscal Officer can help you to create a framework that will enable you to project costs and track expenditures.

· Share information.  Learn from one another.  Training Officers and Fiscal Officers each have their own professional vocabularies--ask if you don’t understand a word or a concept, and be willing to explain your side of the operation.    

· Make sure the Fiscal Officer has all the current information necessary to understand the rules and regulations.  You should both understand what can and cannot be used with CNCS-awarded training funds.  If you have a question, ask.  A thoughtful conversation early on can eliminate a lot of problems later.

· Share the accomplishments of your plan with them and include them in any recognition as a part of the team. 

· Be sure to include them as a part of the needs assessment: find out what they believe are the greatest needs and ask for their advice in understanding competencies, especially in fiscal management, in finding competent trainers or perhaps co-training with them as content experts, and designing trainings and training outcomes in that area. 

Conclusion


A training plan is a map of where the organization wants to go; however, it is also just a plan.  Some Training Officers worry that circumstances may change during the year and a pre-established plan will prevent them from being flexible to meet new needs.  If conditions change, however, you may need to modify your activities to achieve your desired outcomes.  Discuss with your Program Officer and Fiscal Officer, if necessary, report back to CNCS to request permission for modification, and do what makes sense.
Competencies for Developing a Training Plan
As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Understanding the basic outlines and application procedures of the training plan for your commission or national direct program;

· How to create a long-term vision for your training plan;

· How to set long-term goals for your training plan;

· How to break down goals into achievable, measurable annual goals for your training plan;

· Basics of the range of individual training designs and their pros and cons;

· How to use performance measurements in the context of the goals of the overall training plan;

· Basic budgeting categories;

· How to build a budget and activities in relation to one another; and

· What opportunities are available through in-kind resources.

Resources for Strengthening Competencies


PDAT Guidance


PDAT Provisions


Logic Model template from PDAT guidelines 

Tools/tips for collaboration in developing a USTP

NSCR

· E-newsletter Volume 1, Number 7 October 2003: Training for Success

· Resource Connection Volume 5, Number 3: Training

· Starting Strong. A Guide to Pre-Service Training by Mosaica

· Effective Practices Collection: Designing a site supervisor orientation and training plan.

· Toolkit: A User’s Guide to Evaluation for National Service Programs.

· AmeriCorps Program Applicant Performance Measurement Toolkit

Books/Articles

Complete Guidelines to Design Your Training Plan by Carter McNamara found at http://www.mapnp.org/library/trng_dev/gen_plan.htm
It’s all in the Design: Eight Steps to Planning an Effective Training Event found at http://www2.edc.org/NTP/trainingdesign.htm
10 Tips to Make Training work by Susan Heathfield found at http://humanresources.about.com/library/weekly/aa081400a.htm
Websites

http://www.bja.evaluationwebsite.org/html/roadmap/basic/performance_measures/

http://humanresources.about.com/od/evaluation/index.htm

Samples

Training objective statements

 USTP plan; State plan; National Direct plan

Training calendar
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Designing and Running Individual Trainings
Introduction: Many Ways to Help People Learn

Now you need to design your training, manage it, run it (which may mean hiring a trainer or facilitator), and evaluate it.  

Chapter 7 will lead you through the process of managing a training event: choosing a date, hiring a venue, managing registration, coordinating the training or group of trainings, arranging logistics to support learning, and organizing all of the details so that they are manageable and flexible.  Chapter 8 provides guidance on assessment of your overall plan.  

In the meantime, this chapter provides the basic elements and choices for you as you design a training and assess that training.  

Designing Training: Methods, Learning Styles, and Structure
Whether a workshop, conference, peer exchange, or specialized one-on-one technical assistance, each activity needs its own design.  
· Specify the need to be addressed.
· Define outputs and outcomes.
· Consider the best overall structure for delivering your outcomes, and when possible, use the Experiential Learning Cycle.
· Choose your methods.
· Develop an agenda.

Specify the Need to be Addressed

The logic model works not only with large, organizational plans but also with individual events.  It helps you focus on what you want to accomplish so that your resources are used in the most efficient manner possible.  The purpose of an individual training is to close a gap between what exists currently and one of the desired outcomes of your training plan, to move participants from one set of knowledge, skills, and attitudes to another, so the need for the training should be able to come straight out of your larger needs assessment and training plan.  (See Chapter 3 on needs assessment and Chapter 5 on developing a training plan.) 
For example, one desired outcome in your training plan could be that all program directors have an intermediate level of financial management understanding.   You’ve determined the need by surveying their skills and seeing that some can’t fill out FSRs, some can’t manage budgets, and all of them have various problems with documentation of match and expenditures.  To reach your desired outcome by the end of the year, you conduct three workshops, one on each of your three topics.  Each of these workshops has its own outputs and desired outcomes, so that you can evaluate the efficacy of the individual activities and track towards the larger goal. 

Focus and define the need for the first training in a short sentence.  For example, “The purpose of this AmeriCorps program directors’ workshop is to prepare the participants to accurately and correctly prepare FSRs.”   

The outcome of this first training, to accurately and correctly prepare FSRs, moves the participants towards the larger desired outcome of your larger training plan.  Clear and simply-stated desired outcomes do three major things:

· They provide the foundation for your planning session and focus the person, or committee, who is designing the activity on meeting the need.

· They enable you to measure how well you achieved your goals.

· They give clear direction to the learner.  Participants know what to expect and what they should accomplish.

The outputs are the measurements of the products and services delivered.  In this case, a training for thirty program directors taking place over a full day.  

Overall Structure: the Experiential Learning Cycle

When possible, training should be designed by using the Experiential Learning Cycle.  When used effectively, this four-stage cycle ensures that the outcome of training is not just that the participant knows and understands a concept, like line item budgeting, but that the participant can go back to the program and use line item budgeting.

Learning can start at any point in the cycle, and the trainer or facilitator’s goal is to provide conditions or activities that enable the learner to go through the entire cycle.  The learner should:

· Become fully involved in an experience,

· Observe and reflect on the experience from many perspectives,

· Create concepts and integrate these observations into logically sound generalizations, and 

· Apply the theories, and so test them by solving problems.
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The cycle occurs continuously and the learner repeatedly tests concepts to confirm or modify them.  Because learning is directed by the learner’s needs and goals, learning styles can be highly individual.


For a learning activity to be fully effective, a learner must develop all four of the interrelated abilities. 

Choose Methods

There are as many ways to deliver a training within the Experiential Learning Cycle as there are people to be trained.  Activities should be purposeful and appropriate.  You can use icebreakers; PowerPoint presentations; large and small group brainstorming, discussions, planning; independent work; and decision-making by consensus or by majority vote.  Choose and order activities that are varied and which keep the attention of the audience at a high level.  Much will depend on the length of your session, the room, the topic, and the participants.


Below is a summary of different methods, classified roughly into four major groups.  

	Instructor Centered
	Interactive
	Individualized
	Experiential

	Lecture (examples: explaining skill or process, presenting or reviewing plan) 

· participants are passive

· efficient for review, for lower levels of learning, for large audiences

· can include visuals, PowerPoint or flip chart

Demonstration

· illustrates an application of a skill or concept

· participants are passive

Questioning

· monitors participant learning

· encourages participant involvement

· may cause anxiety for some


	Session Discussion (examples: analyzing case studies, examining draft plans or assessing work done in small groups, brainstorming)

· audience must be small

· may be time-consuming

· encourages participant involvement

Small Group Discussion (examples: large group breaks into smaller groups, analyze and review a plan, concept or skill, possibly with report back to larger group)

· participants are involved, often empowered with responsibility for a task

· effective for high levels of learning

Dyad Discussion (individuals pair and discuss training topic)

· participants are involved

· participants work together to build the team

Work Plan Exercise (individuals or groups create a plan for next steps of their learning)

· participants are involved and empowered

· less control for trainer

Peer Teaching (examples: peer with specialized knowledge or specific experience works with others in a variety of modes from lecture to one-on-one coaching)

· requires careful planning and monitoring

· utilizes differences in expertise

· encourages participation

	Independent Projects

· most appropriate for higher levels of learning

· can be time consuming 

· participants are actively involved and responsible for their own learning

Computerized Instruction

· may involve considerable instructor time or expense

· can be difficult to assess quality

· can be very flexible

· participants work at their own pace

· participants may be involved in varying topics, levels, or activities


	Field

· occurs in natural setting during performance

· participants are actively involved

· immediate application of skills in real-world setting is optimal learning mode

· management and evaluation may be difficult

Role Playing (participants take on roles to act out a situation or try out material being learned)

· provides “safe” experiences

· opportunity to practice, creatively explore, and reinforce skills

· requires active participation

Simulations, Games, and Icebreakers

· provide practice of specific skills

· among some participants, can produce anxiety, impatience, or annoyed concern that the activity does not represent serious learning 
· active participation




Some of these categories clearly overlap.  For example, peers can instruct in lecture setting, group work, by supervising independent projects, or by working in a range of experiential modes.  Case studies, where descriptions of actual situations are used as a basis for discussion to analyze or solve a problem, can be used in large or small group discussion, as the premise for an independent project, or as the premise for a role play.  

Learning Preferences 
Adults learn in different ways.  By including different activities, and engaging the group to participate in those different activities, a trainer can keep the day lively, strengthen the team, and encourage new leaders to grow.  Here are some basic guidelines on how to approach different learning styles.

Some learners prefer one sense above all others: 

· Visual Learners learn through seeing.  They need to see the teacher's body language and facial expression to fully understand the content of a lesson. They may think in pictures and learn best from visual displays including: diagrams, illustrated text books, overhead transparencies, videos, flipcharts and hand-outs.  
· Auditory Learners learn through listening.  They learn best through verbal lectures, discussions, talking things through and listening to what others have to say.  They interpret the underlying meanings of speech through listening to tone of voice, pitch, speed and other nuances (written information may have little meaning until it is heard). 

· Tactile/Kinesthetic Learners learn through moving, doing, and touching.  They learn best through a hands-on approach, actively exploring the physical world around them. They may find it hard to sit still for long periods and may become distracted by their need for activity and exploration. 
Some learners prefer one way of processing above all others (this set of distinctions was created by David Kolb, a professor of organizational behavior at Case Western University) :
· Convergers: These learners learn best through thinking and doing.  They enjoy the practical application of specific ideas on specific problems in active experimentation.
· Divergers: These learners learn best through experience and reflection.  They are imaginative and like to generate ideas and see things from multiple perspectives.  

· Assimilators: These learners learn best through reflecting and thinking.  They are good at creating theoretical models and enjoy testing those models through reasoning.  

· Accomodators: These learners learn best through doing and experiencing.  They enjoy solving problems immediately and intuitively, and perform well when taking risks.
In addition, the Learning Pyramid, created by researchers at National Training Laboratories (now NTL Institute) in Bethel, Maine, reminds us of what common sense also teaches: all participants, regardless of their learning styles, learn most effectively when they are engaged in the process.  These are the average retention rates for different teaching and training methods:

5% 

Lecture

10% Reading

20% Audiovisual

30% Demonstration

50% Discussion Group

75% Practice by Doing

90%  Teaching Others
Design the Agenda

An agenda describes the content and skills to be covered in each segment, time allocated, the materials required, and the person responsible for presenting the content or facilitating the process.  You can find existing training designs that you may adapt to fit your needs.  See the NSRC website for designs covering citizenship training for members, orientation topics for new program directors, or grant requirements like performance measures.  

In addition, this overview from a 2001 Resource Connection article on “Training the Team Yourself,” provides a generic outline:

Beginning

· Introduction: Include a review of the learning objectives and agenda.  Ask participants what they expect to get out of the training.  

· Survey Participants: A getting-acquainted activity or ice-breaker helps the trainer learn about the skills or background of participants (see “Training Brief 14: Choosing Ice-Breakers with a Purpose” on the NSRC website).

Middle

· Build content: Develop content in a logical fashion, building from theory to application and from knowledge to skills.

· Vary modes of learning: Alternate passive and participatory phases.

· Reflect: Facilitate reflection midway through the training or following critical segments.

· Build in occasional breaks if a session is longer than 90 minutes.

End

· Participants should process the experience through reflection, discuss their reactions and how what they learned reinforces or expands what they already know and how it applies to real situations.

· Participants fill out evaluation forms before they leave.
Coaching: A Key Competency for Training Officers

Training is not always the solution to a problem.  Through informal coaching, Training Officers help program managers and staff to solve problems, and identify formal and informal resources, while modeling behavior that is useful for anyone working collaboratively in communities.  A good coach can encourage and guide programs to share effective practices, to form peer networks, to work smarter, to keep up with many federal and local communications, to learn from similar programs in other states, and to be creative. 

Coaching is more appropriate than traditional top-down supervision in the context of national service, because service is not a job but an opportunity—and responsibility—to give back and serve country and community.  Therefore, when the National Crime Prevention Council wrote Becoming a Better Supervisor: A Resource Guide for Community Service Supervisors, it created a manual that instructed in this blend of supervision and coaching.  Topics include: 
●  Tips for effective active listening, including techniques for open and closed questioning techniques, 
●  Things that stand in the way of really hearing,
●  How to communicate with someone whose language is not your own, 

●  How to give positive feedback and sound genuine about it, 

●  How to give effective feedback in a collaborative problem-solving approach, 

●  How to resolve conflicts between peers, 

●  How to use anger successfully in positive confrontation, and 

●  Five options for dealing with conflict: competing, accommodating, avoiding, collaborating, and compromising.  
Becoming a Better Supervisor, available for download on the National Service Resource Center website, also treats the important skills of team building, planning, and managing.
Facilitating the Activity


The person who manages this process needs strong facilitation, public speaking, presentation and group management skills.  Things you should consider when choosing a trainer or facilitator are:

· What skills, knowledge, and attitudes are required to manage the content?

· What skills, knowledge, and attitudes are required to manage the audience?

· As the training officer, do you have these qualifications, or is there someone in your organization who can do the job?

· If you need to go outside of your staff, what resources do you have to help you? Could a volunteer, director, site supervisor, member, alumni, or other national service participant be qualified? Do you need to hire and work with a qualified consultant?  Is this an opportunity to access a national T/TA provider (see Chapter 5)?  

Keeping It Human: 

Opportunities for Reflection, Breaks and Variety, and Group Rules

To keep the experience focused and grounded, reasonable in its intellectual challenges, physically comfortable, and civil, use reflection, provide breaks and variety of modes, and establish group rules.

Reflection
One of the essential tools for experiential learning is reflection.  Facilitators and trainers help participants reflect as part of the learning process and as part of assessment, using questions like these:
· Recall: What have we done so far?  What was the purpose?

· React: What surprised you?  What part did you like the best?  What part did you like the least?

· Interpret or synthesize: What new insights have you acquired?  What is the significance of this experience?

· Integrate: What are the implications for the way you will do your work?  What are the next steps?  What do you want to learn more about later?

Effective reflection enables participants to have control over what they are learning and how they are learning it.
Breaks and Variety
To battle the human tendency to lose focus or become fidgety:

· Change instructional activities, exercises, methods, media, etc., every 20 minutes.

· Present no more than seven items of information before the learners are asked to do something.

· Devote one-third or less of a course to presentation and two-thirds or more to application and feedback.

· Since learners remember best the items covered in the beginning and end of a session, rather than those covered in the middle, cover key items early in a session and review them again at the end of the session.

· Take a break in mid-session so learners will be eager to resume.  Have exercise breaks—move about, do some stretching.

· Always seek opportunities for learners to respond and be active.

Group Rules
 At the beginning of an extended session, trainers can facilitate a discussion in which the group agrees to follow a certain set of rules.  Whether rules are articulated by the group or mandated by the trainer, an environment that is conducive to learning by all must be created so that:  
· Participants feel safe and supported and feel their abilities and achievements are acknowledged.

· The environment fosters intellectual freedom and encourages creativity and experimentation.

· Participants are treated as peers by the trainer, and their opinions are listened to and appreciated.

· The learning is self-directed and participants take responsibility for their own learning. 

· Information is disseminated at a comfortable but challenging pace.

In addition, the trainer should be prepared to deal with difficult training situations.  Mosaica’s Training Brief #13 on this topic (available for download through the National Service Resource Center) includes this advice:

· Address the behavior and not the individual when handling a challenge from individuals.

· Use diverse training techniques with participants who have different levels of expertise and experience.

· Use ground rules to help the group get through conflicts among participants.

· Be flexible in your training design to address questions that arise.

· Find ways to rechannel energies of participants who dominate the group.
Evaluating the Activity

Evaluation lets you know to what extent the training event achieved its goals, helps you develop future training designs, and enables you to reassess your current level of need and follow-up.  

You and your planning team should establish indicators of success for both outcomes (today and also a month later, do the program directors know how to fill out an FSR?) and outputs (how many of the invitees attended?).  Once you know what you want to measure you can design a tool to collect the right data.  

The NSRC has many tools for training evaluation.  Here are four types:
	Measure
	Description
	Comments

	Participant Reaction
	Measures how the participant feels or thinks about the training event.  Did he feel the trainer was qualified to instruct the content?  Did she think the process was managed well?
	Be careful not to use participant reaction as a measure of change in knowledge, skills and abilities.  A learner may really like the session he just attended, but not really gained all that much.  Or a participant can think a session is too long, too hard and too intense, but leave with a significant increase in ability which can translate into future behavioral changes.

	Participant Learning
	Measures a change in the participant’s knowledge, skills and abilities.  This can be self assessed or tested.
	Testing is far more reliable than self-assessment.  Some trainings administer a pre-test and a post-test to determine, for each individual, how much progress was made from need towards desired outcome. 

	Participant Future Behavior
	Measures a long-term change in behavior resulting from the learning changes that occurred in training and continued development after the session.
	Changing long-term levels of knowledge, skills, and attitudes is far more significant than changing them the day of the training.  Follow-up assessments a month or more later can reveal whether the training made real progress towards the desired outcomes.

	Organizational Results
	Measures how changes due to training add to or support the organization’s ability to achieve its goals.
	This outcome, while difficult to accurately assess, can contribute to the long-term outcome in your annual training plan.


Competencies for Designing and Running a Training

As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Using the Logic Model to define needs and outcomes for a training;

· Defining outputs for a training;

· Working familiarity and ability to access a range of strong and appropriate local resources; 

· Understanding the Experiential Learning Cycle, its importance, and how to apply it to training design;

· Working knowledge of a range of training models and their advantages and shortcomings;

· Working knowledge of the differences in learning styles and how different types of intelligence respond to different training techniques;

· An overall sense of what goes in an agenda’s beginning, middle, and end;

· Working knowledge of how to facilitate reflection, how to vary activities and how often to provide breaks, and how to set group rules and deal with difficulty during training;

· Working knowledge of the different types of training evaluation and what information you can get from each.  

Resources for Strengthening Competencies
NSRC
· E-newsletter Volume 1, Number 7 October 2003: Training for Success

· Resource Connection Volume 5, Number 3: Training 
· Mosaica Training Brief 04: Maximizing Training with Small Groups
· Mosaica Training Brief 05: Strengthen Sessions with Style
· Mosaica Training Brief 06: Low-Cost Training Resources: Your Members
· Mosaica Training Brief 07: Guest Trainers: Ensuring Success
· Mosaica Training Brief 08: Guest Trainers: Where to Find Them
· Mosaica Training Brief 10: Integrating Community into Your Training

· Mosaica Training Brief 13: Dealing With Difficult Training Situations
· Mosaica Training Brief 14: Choosing Icebreakers with a Purpose

· Training Skills for Managers by the National Crime Prevention Council.
· Facilitation Skills for Team Leaders by Donald Hackett.
· Trainer’s Handbook by Karen Lawson
Books/Articles

Planning Instruction for Adult Learners by Patricia Cranton; Enhancing Learning in Training and Adult Learning by Ronald Morgan, Judith Ponticell and Edward Gordon; The Art of Teaching Adults by Peter Renner; Adult Education Procedure by Paul Bergevin; How to Teach Adults by William A Draves; Helping Adults Learn by Alan B. Knox; Helping Adults Learn and Change by Russell D. Robinson; Instructor Excellence: Mastering the Delivery of Training by Bob Powers
Websites

www.citef.nat.tn/trainingobjectives.html
www.aceproject.org/main/training/html
www.geocities.com/dougsmithtraining/training_objectives.html
www.lhr.org.za/education/objectives
www.ibe.unesco.org
www.drcharity.com/training
www.missioncontrol.com
www.cf.ac.uk/socsi/ict/methodology.html
www.dtae.org/teched/itsyllabus1.html
www.dci.com/onsite/facilitation
www.arl.org/training/ikso/tso.html
www.webaim.org/training/expand
www.astd.org
www.netskills.ac.uk/workshops/trainers
www.orau.gov/pbm/training.html
www.teamtrainingsolutions.com
Samples

Checklists; Session design template; Evaluation; Agendas (varying events); Registration forms; Registration materials; Attendance list templates; Marketing items (brochures, flyers, etc.)

Chapter 7



Planning and Managing Events
Introduction: How to Manage a Great Event

This chapter provides an overview (and checklists) for planning a large event.  Its guidance is useful for smaller meetings as well; whether you’re responsible for a day-long training for fifteen program directors or a three-day event where you bring together all of your AmeriCorps members, the same elements will be in play.  


Event planning is not just about logistics, although keeping everything organized is critical.  A successful event is run by a manager who tracks details but has a sense of the event’s larger purpose, who brings people together to define needs, set priorities, and plan an event which instructs and even inspires.  A good event manager keeps key people informed, and continuously monitors and adjusts a connected complex of arrangements to ensure that attendees arrive with anticipation, spend their time feeling well taken care of, and by the end of the event, have been both challenged and renewed.  

Planning the Event

Depending on the size, type, and intended effect of the conference, start planning far in advance.  (Major national conferences are planned at least one year in advance.) 
Establish a planning committee, which for a major conference is likely to include your Program Officer and Fiscal Officer, your Executive Director, and key stakeholders.  Who you include on the Planning Committee, and who the Committee consults with, will determine how the event serves strategic needs.  Some may want to take advantage of this public event to generate media attention and celebrate accomplishments.  Others may want to use the event to bring together individuals and organization across streams of service, to encourage collaboration, to prepare for collaboration, or to enter a new phase of collaboration.
Planning Committee functions typically include, but are not limited to: 

· Establishing outcomes.  These will be derived at least in part from your training plan, but may also include desired outcomes of your colleagues, Board members, and stakeholders.  

· Developing a theme. 

· Making recommendations for location, agenda, dates, and logistics, e.g., schedule, exhibits, speaker. 

· Making suggestions about who should attend. 

· Serving as communications link between planners and participants. 

· Taking responsibility for clearly defined elements of the event, e.g. your Executive Director or board member may welcome and escort the keynote speaker; in a conference with several simultaneous trainings, staff on the Planning Committee may be distributed as observers across sessions so that all trainings are monitored and have assistance as needed. 

· Evaluation and follow-up. 

Calendar of Deadlines 

Develop a calendar of deadlines by working backward from the beginning date of the conference to include each major step. Tasks may include: 

· Plan committee meetings. 

· Set budget.  Will some costs be borne by the attendees?  Work with your Program Officer and Fiscal Officer to determine this.

· Choose location and date, including registration deadline.  

· Send a “save the date” notice to attendees.

· Prepare agenda. 
· Determine who is responsible for each session.

· Receive draft agendas from trainers and presenters.

· Finalize agendas for all sessions.

· Receive final session materials for packets, as appropriate (some trainers may arrive with handouts).  
· Determine the number of attendees, the distance they will be traveling, and their needs for food and housing.  Whether attendees may for travel, lodging, and conference costs or you do, much of the cash for the event is coming out of the same source: AmeriCorps funding.  So it makes sense for you and the programs to work together to determine the most economical way to cover these needs.  

· Prepare specification sheet for conference venue. 

· Choose speakers and invite them. 

· Send confirmation letters to speakers. 

· Confirm with site selection official. 

· Prepare informational mailing to attendees. 

· Send confirmation letter to those wishing to exhibit, if appropriate. 

· Set a schedule for publicity activities if external promotion and public awareness is one of your goals.

· Determine printing requirements, find printer and negotiate price. 

· Create signage, including name tags.

· Create conference information packages. 

· Create training material binders, if appropriate. 

· Mail conference information packages.

· Create a system to manage, track, and troubleshoot registration.

· Schedule photographer, if planned. 

· Prepare and deliver accommodations for people with special needs. 

· Planning of meals and refreshments, if appropriate. 

· Establish completion dates for each major step, and update and revise the schedule as needed. 

Selecting the Site and Negotiating Terms
When choosing a site generally, consider whether the facility is cost effective, safe, easily reached from an airport or by car, clean, well run (e.g., does the staff seem to be competent and responsive), laid out in a functional way, large enough to supply the number of sleeping rooms required, set up to provide necessary conference registration equipment, and accessible.   Is parking adequate, convenient, secure and safe, and is the cost separate or included? 

You may find low-cost facilities available through your programs’ hosts and partners, government and community partners, faith-based institutions, or other entities with reasonably priced (or even free) space.  Many states rotate their training events at their program sites, giving host agencies and organizations a way to extend outreach to new audiences.  

Other venues include hotels or conference centers.  If the size or purpose of your training event lends itself to this kind of site, meet with the sales director to find out more about the facility and its cost.  

In collaboration with your Program Officer, Executive Director, and key stakeholders, consider whether the site can help you and your programs to reach a larger goal.  Can you take advantage of an exciting local AmeriCorps project to create a related public relations event?  Can you honor a key partner or stakeholder who lives or works nearby?  Can you develop a relationship or take advantage of a program’s relation with a corporate partner by using space at a corporate facility, which may be donated as in-kind?

Specification Sheet for Conference Venue

If you are using a hotel or conference center, you will need a detailed specification sheet.  This will identify essential elements of a conference which typically include, but are not limited to: 

· Sleeping rooms and on-site food services. It is generally best to estimate on the low side for the number of sleeping rooms and meals to be prepared. Facilities, unless there is only limited available space, are usually prepared to increase the number of sleeping rooms and meals; however, they discourage—and in some cases penalize—you if the sleeping room and meal guarantees are not met.  You can also negotiate that you only guarantee meeting a percentage of your sleeping room block.  Contracts will often state that the reserved block of rooms is only in effect for a window of time.  Also, a conference center may oversell its rooms; to cover that possibility, include a “walk” policy in your contract, guaranteeing that the conference center will find a comparable room in a hotel nearby for any attendees turned away from the event.

· Meeting rooms.  Determining what you need may require some juggling between your desired agenda and what is available.  For the agenda as conceived, how much space will you need? One meeting room, multiple breakout rooms, a room for a plenary session, space for experiential or outdoor training?  If that space is not available, but the venue remains desirable overall, can you refashion your agenda to work effectively with the space?

· Exhibit facilities. 

· Audio-visual equipment and support services. 

· Miscellaneous support services. 

· Sleeping rooms with amenities, e.g., Internet access, data ports, conference call, and voice mail. 

On the basis of these specifications, you and the venue will negotiate costs. Bring your Fiscal Officer into the process early. All agreements and decisions should be written and agreed to by your Fiscal Officer before being sent to the proposed venue. If you are using a hotel or conference center, you will negotiate costs with the sales director for three major elements: meeting space (including ballrooms, boardrooms, meeting rooms), lodging, and food (meals, snacks, receptions).   In general, the more you need, the better your negotiating position.  

Location
In determining where to locate the conference, consider: 

· Targeted audience. 

· Total costs, including per diem, transportation, and other. 

· Accessibility by car or air. 

· Whether recreational activities are necessary. 

· The expense of desired facility (check off-season periods as well). 
· When considering accommodations for sleeping rooms: 

· Will the facility make the reservations, or are you responsible for making the reservations for participants? 

· What are the facility’s registration rules? 

· What are departure rules? 

Meeting Rooms
When considering meeting rooms: 

· Is appropriate space available? 

· What costs are involved? 

· Is needed equipment available (i.e., for conference registration, faxes, phones, computers, copiers)?  
· Are rooms designated for your use for the duration of the conference? 

· Logistics: Are there columns that can block views?  Are ceilings high enough for audio-video equipment?  Are rooms suitable for both classroom and/or theatre setups? Are there windows? Shades?  Are there manually-controlled thermostats?  Are rooms accessible to people with disabilities?  If using sign-language interpreters, is there a place where they are easily visible by the entire audience?  Where are electrical outlets and are they sufficient?  Can the rooms be darkened?  

· Would it be more economical to bring audio-visual equipment? 

· Does the facility want meeting schedules and room layouts in writing in advance of the conference? 

· If necessary, can the rooms be entered the evening before for an early setup? 

· Will the facility arrange for room setup if given a layout? 

· What set-up costs are included? 

· What are departure rules? 

· If exhibits are planned, is suitable exhibit space available? 

· Are easels available at no cost? 

· What are the put-up and takedown times? 

· What costs are involved? 

· What about pre-delivery and after-conference arrangements? 

· If exhibits are shipped, know where and to whom they are to be sent. 

· Are there additional handling fees? 

· Check hotel policy on posting, size and appearance of signs. 

Date Selection 

For availability and economical reasons, the best months are often considered to be April, May, September, October, and November.  The earlier you book the facility, the more likely you will get the date you want.  

Food and Drink 

Meals 

· Clarify and agree in advance to the number of meal guarantees. 

· Ensure that gratuities and service charges are added to the cost of each meal, and determine the method of billing to be used (e.g., signed guarantee, collected meal tickets, or actual quantities consumed). 

· Confirm menus. 

Breaks and Refreshments 

Breaks should last no longer than 30 minutes and take place between meeting sessions. The following should also be considered when planning for refreshments: 

· Keep in mind that everyone does not drink coffee or tea. 

· You should clarify and agree in advance that coffee and pastries, if appropriate, are purchased by the gallon and dozen. 

· Try to avoid a per person charge. 

· Negotiate the cost into the contract. 

· Be conservative in your estimates.  It is seldom that 100 percent of conference participants attend any one function. 

· If coffee, soft drinks, and water are not included in the fee, are they available at cost to the attendee?
Preparing for the Event

Publicity and Marketing

You won’t need publicity and marketing for every training, but if it is a large event where you want significant participation from outside of your core stakeholders, or if you want to use the training to create awareness of national service or publicity for your program in particular, intentional outreach will be necessary.  You may want to enlist “champions and feeders” (champions are individuals who could motivate individuals to attend; feeders are institutions that could motivate individuals to attend); establish an outreach plan; engage a speaker or keynote presenter who could draw people to attend or be someone you wish to honor; and enlist corporate and media support to publicize and provide value to your event. 

Announcement 

Announcements should include: 

· Point of contact name and telephone number. 

· Registration form, card, or Internet address (include space for identifying accommodation needs for attendees or presenters with disabilities and emergency contact information).  If the registration requires payment, information on how that could be accomplished (personal or business check in US mail or on-site, credit card, purchase order, invoice, or other) should be included.

· Registration instructions and deadline date. 

· Agenda with a list of speakers and topics. 

· Activity schedule for attendees. 

· Detailed area map and driving instructions. 

· If the event will be photographed or video recorded, a waiver for attendees to submit allowing images of them at the event to be published later. 
· Promotional brochures from the facility. 

· Layout of facility including telephone numbers. 
· Meal options  
Conference Information Package 

Each registrant should be given a conference information package. Used regularly during the conference, the conference information package should be accurate, useful, and include detailed information on a daily or hourly basis.  You may want to finalize the package and send it to the printer as much as 4 weeks in advance of the starting date. The program will be widely used, so you may want to print more copies of the program than you have expected attendees. The information package may contain: 

· A list of everything in the package. 

· A “welcome” letter. 

· A schedule. 

· Workshop agendas. 

· Discussion of exhibits. 

· Panelists’ information. 

· Photos and biographies of speakers/special guests. 

· Facility layout and list of services available. 

· Identification of designated smoking areas. 

· Special events. 

· Message center information. 

· Area map. 

· Things to bring (for example, are there recreational facilities requiring work-out clothes, bathing suits, or hiking shoes?), dress code, etc. 

· Other pertinent material (including items from the announcement that you feel are worth repeating at this point, such as meal options). 

Pre-Registration

There may be registration software available either through your state government or parent organization or through a training and technical assistance provider of the Corporation.   Many of these softwares can produce status reports, registrant lists, and even name badges.  Popular ones are MeetingTrak and Reg-on-line.  There are others, as well.  Registration materials could be mailed, placed on-line, or available by e-mail or fax.

When accepting registration information, consider privacy and confidentiality considerations.  Who will see this data?  How is it secured?  Do you have every participant’s agreement to publish his/her information in an event directory?  

Accommodation

Throughout, ensure accommodation of attendees with special needs, including sign language interpreters in sessions, wheelchair accessibility, individual meals, and other needs.  Request this information on the registration form, but be ready to make reasonable accommodation as needs arise.
List of Confirmations 

Be sure to confirm the following:
· Confirm conference dates/times/topics/arrival and departure times with speakers and any other special guests at least 30 days in advance.  From speakers, get early commitments in writing.  Determine if you should provide special needs accommodation.

· Confirm all plans in a final planning committee meeting. 

· Confirm photographer’s schedule. 

· Confirm hotel plans at least one day in advance. 

Check-In and -Out 

Streamline the process: 

· Will the facility need additional personnel? 

· Is electronic one-stop processing available? 

· Is luggage storage and shuttle service available? 

· Arrange parking for any special guests. 

· Provide signage. 

Registration Process 

Registration is generally the attendees’ introduction to the conference. Give it special attention by: 

· Training everyone working the desk with a protocol of how to handle attendees and procedures for special issues.  Role plays with a mock walk-through not only help train staff, but uncover pieces of the process that have been overlooked.

· Staffing the desk with peak times in mind.

· Organizing the area to keep traffic flow easy.

· Using directional signs. 

· Placing especially attractive or important exhibits nearby. 

· Planning for late arrivals. 

· Using state-of-the-art processing. 

· Accommodation for attendees with disabilities. 
Room Coordination 
Plan ahead to setup: 

· Staff room to handle core of activities; 

· Meal functions; 

· Exhibit rooms, and 

· Meeting rooms— 

· Theatre or auditorium for lectures; 

· Facing speaker when note taking is important; 

· Square or U-shaped style for discussion/interaction; and 

· Banquet or roundtable for discussion. 

Communications Systems 

Plan for: 

· A message center to be set up in a central location for special announcements and telephone messages. 

· How to reach others managing the conference at all times—use beepers and walkie-talkies. 

· Clear identification of conference staff. 

Closing Out the Event 

Account Reconciliation 

Ask the hotel to prepare the bill in a logical, chronological sequence, and send it with backup data attached.  Generally, a hotel will complete its accounting of the conference within two weeks of the conclusion.
Documents 

Create:

· Questionnaires for participants and speakers in which they evaluate the event;  
· Training certificates. 
After the event, write:

· Thank you notes to participants, facility personnel, speakers, printers, photographers, and other special contributors. 

· A summary of the event, summarizing the event and acknowledging accomplishments of participants, trainers, and speakers.  This should be done in collaboration with the Planning Committee.
Competencies for Planning and Managing Events

As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Developing a Planning Committee;

· Understanding the tasks of a Planning Committee;

· Having a strong sense of the calendar of deadlines, including confirmations;

· Understanding the range of possible venues;

· Writing a specification sheet for negotiation and clarifying needs;

· Working knowledge of the basic considerations for lodging and food, meeting rooms, date selection, and location;

· Awareness of when publicity and marketing are important and how to work with the Planning Committee to implement as needed;

· Working knowledge of what should be included in the announcement and conference information package;

· Understanding of how to organize and manage pre-registration, checking in and out, registration, room coordination and setup, including meeting rooms and staff room;

· How to create a communications system for the event; 

· Working knowledge of reasonable accommodation for special needs; 

· How to close out the event with the venue, the lead participants, and 

· How to create a report documenting the event.

Resources for Competencies
Chapter 8

Measuring the Performance of the Plan

Introduction: The Accurate Understanding of What Has Happened

Performance measurement is the process of systematically and rigorously measuring the outputs and outcomes produced by your training plan: tracking both the amount of work done under your training plan and the impact of the training plan on your program beneficiaries.  Performance measures should be quantitative whenever possible.  

Performance measures help you track expenditures and justify your budget, explain how your plan benefits the organization, assess the equity of your plan among your directors and programs, make appropriate adjustments during the year, and collect high quality data for developing the next year’s plan.  Note, however, that data verifying results is just part of the information you need to make management decisions.
To understand how the overall plan’s parts contribute to achieving your desired outcomes, assess as many parts of the process as possible: inputs, outputs and outcomes.  Use performance measures for each, so that you can see each individually and see how they function in relationship to one another.  

 
Categories of Performance Information


The Logic Model provides the frame for needs assessment (see Chapter 3) and point of reference for your training plan (see Chapter 5).   

	Need
	(
	Inputs
	(
	Activities
	(
	Outputs
	(
	Intermediate
Outcomes
	(
	End
Outcomes


Return to the Logic Model to determine what you will need to measure and how best to measure it.  For each category in the Logic Model, try to find the most solid performance measurement possible.

	Type of Performance Measure 
	Description
	Example

	Need
	Need for knowledge, skills, and attitudes
	High percentage of incorrectly filled out FSRs, errors in budgeting, inability to make financial management support programmatic goals, and generally low levels of understanding of financial management by program directors

	Input
	Resources used to produce outputs and outcomes. 
	Expenditures or employee time (cost of T/TA)

	Outputs
	Products and services delivered.  Output refers to the completed products or the amount of work done. 
	Number of trainings completed or number of directors who attended.

	Outcomes
	An event, occurrence, or change in condition, behavior, or attitudes that is progress toward achievement of the mission and goals of the plan.
	Number (and percentage) of directors who are able to accurately complete a Financial Summary Report (FSR)

	Intermediate Outcome
	An outcome that is expected to lead to a desired end but is not an end in itself
	Advanced level knowledge of financial management by directors

	End Outcome
	The end result that is sought
	Successful, compliant, productive programs.



We add to these categories a new one: Efficiency.

	Efficiency
	The relationship between the amount of input and the amount of output or outcome of an activity.
	The amount spent on a training divided by the number of directors who attended or the amount spent on a training divided by the number of directors who are able to accurately complete an FSR, understand budgeting and financial management, and run compliant and fiscally intelligent programs.


For each of these types of measures you should have a performance indicator, the observed or tracked numerical measurement for each aspect of performance.  For example, you can document the number of trainees on a sign in sheet or registration list.   To choose a different example from the one above, if the session covered collaboration, assess skills in pre- and post-tests to determine an intermediate outcome, and at the end of the program year, ask how many new meaningful collaborations were initiated, how many were successfully completed, and compare those figures to the numbers of the previous year.  (When measuring long-term outcomes, be as realistic as possible about how much success was attributable to the testing and how much to other activities.  Long-term outcomes, to be convincing, should acknowledge and plausibly identify the relative impact of different variables.)
Developing Performance Measures

To develop performance measures, you can use the same performance measurement worksheet your programs use.  Your goal is to tell a brief and accurate story about what you intend to achieve and lay a foundation for implementing performance measurement.  Think about the major outcomes of your Logic Model.  What are the most important things that you want to accomplish with the training plan?  What information is important to your stakeholders?  What information do you need to report to your board, your partners, and your clients?  What capacity does your organization have to track the information?  What existing methods of data gathering already exist?

The AmeriCorps worksheet, adapted for use by Training Officers, is below.  It contains six components: the need to be addressed, the result and indicator, the activity, the data source and instrument, the targets, the performance measure, and the data from prior years.
Training Officer Performance Measurement Worksheet 

Output— The amount of product or service delivered (number of directors trained, etc.).

Intermediate-outcome— A change that has occurred in the lives of trainees, but is still short of a significant, lasting benefit.

End-outcome— A significant and lasting change that has occurred in program operations. 

INSTRUCTIONS: Complete one worksheet for each performance measure.

	Select a performance measurement type:  (  Output   (  Intermediate Outcome     (  End Outcome

	1. Need.  Describe the need that this performance measure will address.
	Four programs have initiated tutoring programs using volunteer tutors but AmeriCorps members lack the skills to train and supervise them.

	2. Anticipated Result.  Identify the expected result.
	Program Coordinators will have the knowledge, skills, and attitudes needed to train AmeriCorps members successfully.  

	3. Activities.  Describe the activities planned to achieve this result.
	A trainer with experience in volunteer management and tutoring will deliver 20 hours of Train the Trainer training to 4 Program Coordinators.



	4. Measurement.  Describe the data and instruments you use to measure the results.
	Output: Completed Train the Trainer sequence.
Intermediate Outcome: Percentage of Program Coordinators demonstrating needed increased knowledge, skills, and attitude

End Outcome: Percentage of AmeriCorps members demonstrating needed increased knowledge, skills, and attitude..

	5. Targets.  Describe the targets you expect to meet during the 3-year period of your training plan.
	Year 1:  Intermediate Outcome: 80% of Program Coordinators are competent in four needed areas, including principles of adult learning.

	
	Year 2: End Outcome: 80% of AmeriCorps members are competent in three needed areas.  

	
	Year 3: This goal is reached in two years. 

	6. Performance Measure.  Combine your anticipated results and your targets into a sentence.
	Year 1: Tests reveal that 80% of Program Coordinators possess competencies in four needed areas, including principles of adult learning.

Year 2: Tests reveal that 80% of AmeriCorps members are competent in three needed areas.

	7. If you have data for this performance measure from prior years, report it here.
	



As you develop performance measures, think also about how the measures relate to each other.  Do they help to define a larger picture of what is occurring; does this data contribute to an understanding of your progress in the training plan as a whole?  

Keeping It Simple


It may be that for many of your desired outcomes, it is not necessary to plot out an entire worksheet.  The important thing is to get relevant data in a reasonable way so that you can understand where your plan is effective.  For that you may not need a gigantic superstructure for tracking data.  Here are some criteria for keeping data collection procedures simpler rather than more complicated:

· Cost.  Think about how you can get different types of information using one tool.

· Feasibility.  Is the information you want readily accessible? 

· Accuracy and Reliability.  Is your data good?

· Understandability.  Can you or the people who will be reading the report understand it?  

· Credibility.  Can the data be altered or manipulated to change the results?

As the year progresses, reflect on and monitor your measures to make sure that they are giving you the data you want.  Is there data missing?  Are you asking the right questions?  While it consumes time and resources to change measures or tools midstream, it is far better than having a year’s worth of useless data.  For performance measures to work properly, be strategic about what information you want to measure, what tool you use to collect the data, and how and when the data is collected, so that the process will help you to better manage your plan, continually improve and report your progress to others.

CNCS has several resources available to help you with performance measures.  Check out the National Service Resources Center at www.nationalserviceresources.org and follow the links to performance measures.  Or, on the same website refer to the national T/TA provider for performance measurement and their resources and tool kits.  

Competencies for Measuring the Performance of the Plan 

As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Having a basic definition of performance measurements as they apply to training plans;

· Understanding a range of ways in which performance measurements can be used to help you do your job and advance the goals of your organization;

· Being able to create performance measures for the categories in the Logic Model;

· Working knowledge of how to use a performance measurement worksheet in the context of a training plan and training activities; 

· Knowing strategies for keeping performance measurements relevant and moderately easy to manipulate;
· Being able to monitor and modify performance measurements throughout the year.  
Resources for Competencies
NSRC

· Resource Connection Volume 5, Number 3: Training

· E-newsletter Volume 1, Number 7 October 2003: Training for Success

· Mosaica Training Brief 15: Training Members on Evaluation

Books/Articles

Performance Measurement: Getting Results by Harry P. Hatry.

Evaluating the Quality of Learning by J.B. Biggs and K.F. Collis.

Websites

http://humanresources.about.com/od/evaluation/index.htm

http://humanresources.about.com/library/weekly/aa011502a.htm

Samples

Plan evaluations

Plan reports

Chapter 9

Reporting the Performance of the Plan

Introduction: Explaining What You’ve Accomplished

Writing a report gives you the opportunity to reflect on what you’ve been doing, how well you’ve been doing it, what you’ve learned along the way, and what the overall results have been.  A report may include thoughts about what you should do next, based on the report’s analysis and reflection.    

If you’ve effectively used the Logic Model and performance measures, you should be able to write informative, relevant reports for a range of audiences. 

Some reports are geared towards stakeholders, enabling them to observe the organization’s progress and performance.  Others are written for funding sources, to assure them that their monies are accounted for, that you are making adequate progress, and that you are using data effectively to monitor and improve operations.  (For these, you want to list due dates and deadlines for preparation and review for required reports on your calendar.)  Other versions are for your partners, so that they can celebrate success with you and learn from challenges you share.  Other versions may excerpt selected material for use in documents designed to meet the needs of particular readers; for example, a report to a commissioner or board member might focus on how the training plan has helped the overall organizational mission or supported one particular initiative. 


Reports contain four major items: 

· The goals you set out to reach; 

· Summaries of the data you have collected (and how you gathered the data); 

· Your analysis of what the data reveals about the degree to which you reached your goals; and 

· Your overall conclusions.  

Readers should be able to:

· Easily review the data and the process you followed,

· Determine the validity of your conclusions, and

· Refer to source documentation that demonstrates the reported numbers are accurate and reliable.


Different audiences may require different information or information presented in particular formats. (For example, if you’re running a program that is implementing a special early childhood curriculum, the funder, who is trying to see how the tool plays out in different settings, might want a report assessing nothing but the effectiveness of the curriculum and training supporting it.)   Keep the format as simple, direct, and brief as possible.  You can include source or reference lists for readers who need more information.

Project STAR, in its User's Guide to Evaluation for National Service Programs, describes three phases of reporting: planning, writing and reviewing. (This material is also available on the NSRC website as an Effective Practice.)  

Plan Your Report

Before writing, ask yourself who will be using the report? A report for a primary user will need more lead time and effort while a report for secondary users may be extracted from earlier reports.

Primary users are your chief audience and often your funders (e.g., community partners providing matching funds, state commission, and Corporation for National and Community Service.)   Secondary users are individuals who may be associated with your program or have an interest in what you are doing (e.g., city council, internal organization, neighborhoods and service recipients).


What is the reader's relationship to your program? What is the reader's area of concern?  What information does this audience want?  For example, a primary funding source wants information on how effective you were in achieving your overall desired outcomes; a community partner is more likely to want information on training events that enabled strong services to be delivered in their communities.  Which results should be reported and how specific do you need to be in describing them?

Write Your Report

For primary users.   
To turn your data into a report for a primary user, you will need: 

· A copy of your training plan and Logic Model.
· The results of your data analysis transferred to an easy reference format (e.g., in a table, or on a copy of the original instrument).
· Stories collected from trainees or others.
Describe your progress towards desired outcomes during this reporting period. Refer to your evaluation plan to describe desired outcome, need, input, activities, outputs, and outcomes. What did you do?  Who was involved, either as trainer/technical assistance provider or as trainee/ recipient of technical assistance?

Describe your evaluation.  Refer to your training plan and the Logic Model to describe how you measured outputs and outcomes.  Describe the instruments you used (e.g., survey, test, or observation), and who administered and completed each instrument. Describe to whom, as well as how, each instrument was administered. Describe which, and how many individuals, completed each instrument.  Describe the results.

Explain your results and your analysis.  Compare the results of your evaluation with your original desired outcome. Did you reach your desired outcome? If so or if not, why?
State ideas for improvement in your program, or any next steps. What do your results mean in terms of what you will do next? What improvements do you plan? Will you expand this service?
For secondary users.  
To report to secondary users, work with your Program Officer and others on staff to see how evaluation data and analysis can be added to assessments and materials when the organization designs press releases, creates member recruitment fliers, develops client recruitment fliers, develops community outreach materials, writes grant proposals to other funding sources, or writes newsletter articles. 
For each of these products, however brief, try to include a description of your activity, information about what outcomes you achieved (what changed in your trainees?), how you measured the change, and what this change means about your program's success.

Writing.  
Avoid jargon.  Don't assume that the reader knows what you are referring to.  Acronyms should be spelled out the first time they are used.

Omit needless words; use language that is simple, direct, and in active tense.  For example, "When our members used service-learning to tutor students, reading scores rose by X percent” is better than "Service-learning is considered an effective pedagogical strategy."  

Are there examples and anecdotes you can use? Stories of real life successes often make a great impact on readers.


Review Your Report 

If you can answer "yes" to the following questions, your report is complete:
· Does your report describe your activities?

· Does your report describe who (and how many) you trained and assisted?

· Does your report describe the outputs and outcomes of your activities and how you measured them?

· Does your report describe how you analyzed the outcomes?

· Does your report describe your desired outcomes and overall progress made toward them? 

· Does your report state ideas for improvement or any next steps?
PDAT


As part of the application for PDAT funds, you are required to report on the previous year’s accomplishments in eGrants.  This summary includes:

· The number of  activities completed in accordance with your PDAT plan, including learning objectives, types and numbers of national service participants (i.e. AC*State, AC*National, VISTA, Senior Corps, etc.), cost,  effective practices gleaned, and lessons learned;

· Activities planned, but not conducted and/or completed and the reasons why;

· National providers you used; and

· Results of evaluations of the year’s events and activities.

Please refer to your current PDAT application guidelines for the most recent reporting requirements. 
Conclusion

Reporting results is the last but perhaps most critical step in evaluation. It lets participants and funders know what you have accomplished.  Once you have completed the analysis, you should find that you have information that provides an accurate picture of your program as well as information to make decisions about future program implementation.

Competencies for Reporting the Performance of the Plan
As you review this list of competencies, consider what knowledge, skills, and attitudes you need to have in this area, compare them to your current level of competence, and assess the gap.  Which of these competencies are helpful to you now?  Which could be useful if you developed this competence?  How skilled are you in each?

· Working knowledge of the basic goals of writing a report;

· Working knowledge of the relation between the Logic Model and reporting;

· How to plan, write, and review a report for a primary user;

· How to plan, write, and review a report for a secondary user; 

· Working with your Program Officer to ensure that information from your training plan is used effectively in reports for the primary and secondary users of reports from the program side;

· Understanding the requirements for reports under PDAT and national direct training funds.

Resources for Strengthening Competencies
PDAT Provisions, PDAT Guidelines, USTP Guidance

Samples : Reports submitted to OLDT

Concrete experiences





Observations and Reflections





Formation of abstract concepts and generalizations





Testing implications of concepts in new situations
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