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Goals

for AmeriCorps Supervisors' Training

At the end of the training, supervisors will be able to:

1 Understand the AmeriCorps message and its usefulness in helping to
_build an esprit de corps among members, and use reflection techniques to
enhance members' service learning.

2 Clarify the roles of an AmeriCorps supervisor and be aware of a variety of
supervisory styles and their effectiveness in different situations.

3 Use more effective interpersonal communication skills in a variety of one-
on-one and group situations with members and community partners.

4 Build more effective teams to facilitate and sustain a sense of community
among members.

5 Recognize and appreciate the range of styles and values among
AmeriCorps members and understand the implications of such differences
for supervising and motivating members.

6 Identify strategies for helping members build confidence, assess their own
skills, and take responsibility for themselves and their work.

7 Get things done through effective goal-setting, planning, prioritizing,
scheduling and monitoring of tasks; adapt and use planning and
organizational tools to better manage the workload and balance the roles
of an AmeriCorps supervisors.

8 Develop an action plan for future learning and skill development.
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SESSION 1
WORKSHOP WELCOME
AMERICORPS & THE SERVICE ETHIC

OVERVIEW

The workshop begins! This first session provides participants and trainers with an opportunity
to get acquainted and will lay the groundwork for the next three days. Since part of your role
as an AmeriCorps supervisor is to build a sense of team and community among members and
partners, we will begin to build a community here in the workshop. During the first half of the
session, the whole group of participants and trainers will be together for introductions, an
icebreaker, and a brief description of several aspects of the workshop design.

During the second half of the evening, we will begin to look at the larger context in which you
work - the AmeriCorps program. AmeriCorps supervisors work in a variety of distinct project
configurations and have equally distinctive interpretations of the four major goals of
AmeriCorps. To lay a foundation for ourselves, we will review the overall AmeriCorps mission
and message and give you an opportunity to begin sharing and examining your projects with
peers. The activities begin with a viewing of an AmeriCorps video. Afterwards, a
representative of the Corporation for National Service will lead us in a discussion of current
issues, insights, and challenges relating to the AmeriCorps movement. Following the large
group discussion, we will break into smaller groups to examine how your projects may
address each of the AmeriCorps goal areas. At the end of the evening, we will ask you fo
complete a self-assessment of the skills AmeriCorps supervisors need to accomplish the
AmeriCorps goals. The self-assessment will enable you to begin thinking about specific areas
for skill development during this workshop and back home on your projects, and develop
these as personal learning goals. This self-assessment is the first of many opportunities you'll
have during the workshop to reflect and process what you are learning.

To take the fullest advantage of this workshop as an opportunity to develop your supervisory
skills, we recommend that you actively participate in the sessions; network with your
colleagues to identify resources for support and help in the future; and develop an action plan
at the end of the workshop to serve as a guide for "continuous improvement" over the next
few months.

OBJECTIVES

By the end of the session, you will be able to:

» Continue getting acquainted with other participants (especially those in your Home
Groups) and with members of the training staff.

» Describe how your program's activities and accomplishments address the "big picture” of
the overall AmeriCorps mission and goals.

» Assess your individual strengths and weaknesses as supervisors, and select one or two
skills to focus on during the course of the workshop.

VENUE  Large group community meeting.
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AmeriCorps Supervision

The Big Picture
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Self-Assessment

Introduction

The following self-assessment tool provides you with an opportunity to survey
your skills as an AmeriCorps supervisor. The tool will help you identify areas
you may already be strong in and those you may need to work on further.
Naturally, everyone's self-assessment will be quite different! And no one person
will excel in all areas, so it's certainly not necessary for you to assess yourself
highly in everything.

The assessment is an extensive — but not exhaustive — inventory of skills you
may need, in varying degrees, in your position as an AmeriCorps supervisor.
Please note that while some of the skills areas represented on the assessment
will be looked at intensively during the workshop, others will only be touched on
briefly, or not at all. We hope that the training coverage of certain skills areas
will help you in your work, and we hope that as your tenure as an AmeriCorps
supervisor increases (and even as you move onto supervisory positions beyond
the Corps), you will find opportunities to address the areas we don't cover in
this workshop. Skill attainment is a lifelong process. The following assessment
will give you a snapshot of where you are today.
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Situational Supervision
Inventory:

Determining Your Preferred Supervisory Style

The paragraphs below describe situations involving AmeriCorps supervisors and members.
Read each situation carefully, then select the alternative that most closely describes what you
would do in each case. Don't be concerned with trying to pick a right answer, there is no one
correct response to each question, only the response you feel most accurately reflects you.
Select the alternative you would really use. Circle a, b, ¢, or d.

1 The new AmeriCorps members you are supervising seem to be performing their
tasks well and working well as a team. Their need for direction and supervision is
diminishing. What do you do?

a.

b.

Stop directing and overseeing performance unless there is a problem.

Continue spending time getting to know them personally, but make sure they maintain
performance levels.

Make sure things keep going well; continue to direct and oversee closely.

Begin to discuss new tasks of interest to them.

2 You assigned a task to Sara, specifying exactly how you wanted it done, and she
deliberately ignored your directions. Sara did it her way. As a result, the project
does not meet the community’s needs. This is not the first problem you've had with
Sara. What do you decide to do?

a.

b.

Listen to Sara's side, but be sure the job gets done right.
Tell Sara to do it again the right way and closely supervise the job.

Tell her the community partners feel they were not helped and are considering ending
the partnership, then let Sara handle it her way.

Discuss the problem and solutions to it.

1-10



3 The AmeriCorps members you supervise work well together and have completed a
project early. The director okayed finding an interim project until the next
- designated project begins. Several members have mentioned projects they would
like to be able to do. What action will you take?

a. Allow the team to decide on the new project.
b. Decide on new project, explain why you chose it, and invite questions.

c. Hold a meeting to get the members' ideas. Select a new project together that meets
with your approval.

d. Send around a memo describing the project you have decided the team will
implement.

4 You recruited Bill, a new AmeriCorps member. He is not performing at the level you
had expected after one month's training. Bill is trying, but he seems to be a slow
learner. What do you decide to do?

a. Clearly explain what needs to be done and oversee his work. Discuss why the
procedures are important; support and encourage him.

b. Tell Bill that his training is over, and it's time for him to pull his own weight.
c. Review task procedures and supervise his work closely.

d. Inform Bill that his training is over and to feel free to come to you if he has any
problems.

5 Yolanda has had an excelient performance record since she began her service five
months ago. Recently you have noticed a drop in the quality and quantity of her
work. She has a family problem. What do you do?

a. Tell her to get back on track and closely supervise her.

b. Discuss the problem with Yolanda. Help her realize that her personal problem is
affecting her work. Discuss ways to improve the situation. Be supportive and
encourage her.

c. Tell Yolanda you're aware of her productivity slip and that you're sure she'll work it out
soon.

d. Discuss the problem and solution with Yolanda and supervise her closely.



6 Your AmeriCorps program has a strict no smoking policy while "on-the-clock.” You
- stopped by-to visit Lisa and saw- her smoking --wrong time/wrong place. She is a
really strong member and has never been caught smoking before. What do you do

about it?

a.

b.

Ask her to put out her cigarette, then go on about what you were doing before.
Discuss why she is smoking and what she intends to do about it.
Give her a lecture about not smoking and check up on her in the future.

Tell her to put out her cigarette, watch her do it, and tell her you will check on her in
the future.

Your team usually works well together with little direction. Recently a conflict

between Sabrina and Thomas has been causing problems. As a result, you take
what action?

a.

8 Frankiin usually does his share of the work with some encouragement and direction.

Call Sabrina and Thomas together and make them realize how this conflict is affecting
the team. Discuss how to resolve their differences. Plan to check back later to make
sure the problem has been resolved.

Let the group resolve the conflict.

Have Sabrina and Thomas sit down and discuss their conflict and how to resolve it.
Support their efforts to implement a solution.

Tell Sabrina and Thomas how to resolve their conflict and closely supervise them.

However, he has migraine headaches occasionally and can't always pull his weight
when this happens. His site supervisor has expressed concern about Franklin's
work when this happens. What do you decide fo do?

a.

Discuss the problem with Franklin and help him come up with ideas for maintaining
his work; be supportive.

Tell Franklin to do his share of the work and closely watch his output.

inform Franklin that the site has commented about his work when he has a migraine,
and that he should talk to his site supervisor and team about it.

Be supportive, but set minimum performance levels and ensure compliance.
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9 Barbara, your most experienced and productive member, came to you with a
detailed idea to improve the project proposed at the last meeting. She can do her
present work while exploring her suggestion. You think it's an excellent idea; what
do you do?

a.

b.

Set some goals together. Encourage and support her efforts.

Set up goals for Barbara. Be sure she agrees with them and sees you as being
supportive of her efforts.

Tell Barbéra to keep you informed and to come you if she needs any help.

Have Barbara check in with you frequently so that you can direct and supervise her
activities. ’

10 Your boss asked you for a special report. Rosa -- a very capable worker who usually
needs no direction or support -- has all the necessary skills to do the job. However,
Rosa is reluctant because she has never done a report. What do you do?

a.

b.

Tell Rosa she has to do it. Give her direction and supervise her closely.
Describe the project to Rosa and let her do it her own way.
Describe the benefits to Rosa. Get her ideas on how to do it and check her progress.

Discuss possible ways of doing the job, and help her identify resources and support
available to her. Be supportive; encourage Rosa.

11 Jean is getting so many good things done at her site, it's amazing. However, her
monthly reports are constantly late and contain errors. You are puzzled because she
does everything else with no direction or support. What do you decide to do?

a.

Go over past reports, explaining exactly what is expected of her. Schedule a meeting
so that you can review the next report with her.

Discuss the problem with Jean and ask her what can be done about it; be supportive.

Explain the importance of the report. Ask her what the problem is and tell her that you
expect the next report to be on time and error free.

Remind Jean to get the next report in on time without errors.

1-13



12 -Your members are very effective and like to participate in decision making. A
consultant from the Corporation for National Service has spent time observing your
project as part of a large-scale evaluation of the first year of AmeriCorps. The
consultant briefs you on her observations and the recommendations for
improvement she will be making to the Corporation. What do you do with the
information?

a. Explain the suggestions the consultant made and let the team decide whether and
how to implement them.

b. According to her recommendations, make the decisions regarding any change in
implementing the program, then teach the team the new systems and closely
supervise them.

c. Explain the changes and the reasons they were recommended. Teach them the ideas
and make sure the new procedures are followed. Answer questions.

d. Explain the new ideas and get the team's input on ways to improve and implement

them.
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A few words about
reflection...

Since service learning is a vital part of AmeriCorps
programs, we have built in additional reflection time at the
end of most sessions to underscore the importance of
reflection in helping people learn from experience. The
trainers will provide direction and materials for your
structured reflection in one of three forms:

Artistic Image
Reflection Questions
Hmmmmm... Reflection Sheet

In addition to providing a personal check-in, the reflection
activity will also help later on, in Session 8, when you
develop an action plan. As a final benefit of the reflection -
exercises, you may also use them with your members.
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Journal Reflection |

Artistic Image

Session 1 - AmeriCorps and the Service Ethic

Create a symbol representing the partnership between AmeriCorps, your community,
your program, and yourself.
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Journal Reflection

Structured Reflection Questions

Session 1 - AmeriCorps and the Service Ethic

1 Why did you join your AmeriCorps program?

2 What are the challenges facing your community that you would like to see addressed
through service?

3 How does your role contribute to the AmeriCorps goals?

4 Write down any ideas you have on how to communicate with your members about
AmeriCorps and service.
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Journal Reflection

Hmmmmm.....Reflection Sheet

Session 1 - AmeriCorps and the Service Ethic

For me...

Community is: Community is not:

Service is: Service is not:
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SESSION 2
ORIENTATION TO HOME GROUPS

OVERVIEW

As we explained during Session 1, we will divide into "Home Groups." Home Groups are
made up of 15 fo 20 participants who will work together on a regular basis throughout the
workshop. In the Home Group setting, you will have greater opportunity to learn from one
another, reflect on your learnings, and practice new skills with a core learning group. This
morning, you'll begin to get acquainted with the people in your Home Group, review the
workshop schedule, and discuss your expectations for the workshop. We will develop group
norms and agree on ways to achieve a high level of comfort and participation among all
present (participants as well as trainers) to get the most out of the workshop.

All of you come to this workshop possessing considerable knowledge and skills. We
acknowledge and hope to build on your experience through sharing and peer learning. There

are always differences in skill and experience levels among workshop participants. We hope

that those of you who are more experienced will share your knowledge with your colleagues
who are less experienced.

OBJECTIVES

By the end of the session, you will be able to:

» Relate your own expectations for learning and networking to the goals and activities
scheduled in this workshop.

» Agree upon an established set of group norms to follow during the workshop.

VENUE Home Groups






