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Preface
“Your First 30 Days and Beyond” was developed with the new VISTA Leader in mind. It is a compilation of resources, some original works of the authors, others not. They will enable new VISTA leaders to connect to the resources they need in order to develop positive relationships with members, communicate more effectively, and develop more effective trainings.  

The resource topics that are covered in the following pages were identified using a survey developed by our Action Learning Team and sent to various networks of current and former VISTA Leaders throughout the country. The vital information provided by this survey is included at the beginning of our resource and portray the critical nature of these three resource topics. 

The training component of the resource will cover things such as suggested training topics, developing trainings, and strategies to conduct the trainings. This is important for new VISTA Leaders because training and educating members on personal and professional development topics is vital to having a successful year as a VISTA Leader and the VISTA members getting the most of their service year. 

Arguably the most important part of being a VISTA leader is building relationships with your members, sites, and other AmeriCorps staff—as well as communicating effectively with them. The Building Relationships & Communication component of our resource as designed to provide VISTA Leaders with strategies to build a sense of camaraderie on your team, build positive rapport with your members and sites, approach difficult conversations, and leading from a distance. Just to name a few.

Despite the fact that this resource was compiled with new VISTA Leaders in mind, it is important to note that the information provided in the following pages contains useful information no matter where in your service term you may be. We hope that you find this resource useful, not only in your first 30 days, but beyond.
 
Project Overview
Project Description
The VISTA Leader area of the campus is being enhanced to include a new section of resources and training for new leaders to guide them from the time they start their leader term until they attend Leaders Orientation. 
Project Vision
Our team envisions a VISTA Campus website that serves as a vast library of information for both current and future VISTA Leaders. Our team vision is to create content for the VISTA Campus website so that VISTA Leaders have the necessary resources to be successful from the very first day of service.
Project Goal
Identify critical information new leaders need in the first 30-60 days of service, outline the content for specific resources that do not yet exist, and create 1-3 new resources for VISTA Leaders.
Executive Summary
During our first Action Learning Challenge (ALC) meeting, our team, a group of AmeriCorps VISTAs stretching from Seattle to Tampa, quickly realized that VISTA Leaders do not have similar service experiences during their first 30 - 60 days of service.  Since our team was tasked with “identifying the critical information that new leaders need in their first 30 to 60 days as a leader and perhaps even outlining the content for specific resources that do not yet exist,” we decided to construct a survey that targeted current and former VISTA Leaders to determine what these resources would be. 
[image: ]Using Survey Monkey as the platform, our ALC team created a survey of 15 open-ended and closed-ended questions. With assistance from Jean Carroccio, our Action Learner Coach, the team distributed the survey to their personal and professional networks through various social media outlets such as Facebook, Wiggio.com, and LinkedIn. In total, 77 VISTA Leaders responded to the survey. The following is a summary of both the survey and the data collected.  
[image: ]
 (
Figure 
1
 & 2 - Due to the geographic challenges presented by the structure of most VISTA projects, it is vital that VISTA Leaders have the necessary resources, tools, and capabilities to communicate and build relationships with their members.
)The survey questions were designed to collect information that would compare different VISTA Leader experiences. For example, the answers to whether or not the Leader has attended Leader Training, the length of service a VISTA Leader has served, the number of VISTA members serving on the Leaders’ projects, and the location of members in relation to the Leader (see Figure 1) could then be correlated easily. In addition to location, Figure 2 illustrates how often the respondents meet with their VISTA members during their service term. 

In order to determine the resources new Leaders needed, we asked open ended questions such as:
· What challenges did you face as you were starting as a VISTA Leader?
· What were you most apprehensive about as you started your service?
· What would you have liked to have known before you began your service?
[image: ]One question in particular, however, provided very informative answers. So much so, that the answers to this question framed the resources our team developed. We asked survey respondents to rank nine resources that our ALC Team determined to be extremely critical during the first 30 - 60 days of service. These are the resources we listed: Effective Communication Skills, Relationship Building, Training Strategies, Recruitment Information, a Compilation of Templates, VISTA Member Handbook Answer Finding Tool, eGrants Walkthrough, Facilitating Calls and Meetings, and an Updated Orientation Manual.  

Of the nine choices, the respondents overwhelmingly favored Communication Skills and Building Relationships with Members while Training Strategies was at a distant third. A closer look at Figure 3 shows:
· [image: C:\Documents and Settings\tammy boose\My Documents\Downloads\Chart.png] (
Figure 3 – The percentages of how respondents ranked each of the nine resources. Communication Skills, Relationship Building, and Training Strategies were chosen as the most critically needed resources for new VISTA Leaders. 
)Communication Skills and relationship building each had 52 respondents (67.5%) saying that they are one of the top three most critical resources for a new Leader
· [bookmark: _GoBack]Training Strategies was a convincing third choice; however, only received 30 top 3 most critical responses (42.3% decrease from communication and relationship building)
· “Compilation of Templates” was determined by the team to be no longer critical due to the addition of the “Could I get a copy of that?” section on the new VISTA Leader Campus
· The respondents chose
 (
Figure 4. The pool of respondents was a good balance of VISTA Leaders in our target time frame, Leaders well into their service term, and Leaders who have already completed their year of service.
)Communication Skills (57%)  and Relationship Building (47% ) as their most critical resources desired 


· Nearly 1 out of 3 (31%) respondents to the open ended question “What would you have liked to have known during the beginning of your service term?” responded with the theme of effective management of people and the program
· The resources that were less critical for new Leaders were:
· Update Orientation Manual--28.6%  
· Recruitment Information—20.8%
· eGrants Walkthrough—18.2%

Out of the 77 Leaders surveyed, 41 (53.2%) were in their first 60 days upon responding. Of the 41 respondents in their first 60 days (henceforth known as “new leaders”), only 2 (4.9%) had attended leader training. The responses from new leaders parallel the results of the complete survey body:

· Communication skills and building relationships received 53.2% the most critical resource votes among new leaders
· Communication skills and building relationships were also selected as the second most critical resource by 39% of new leaders
· 58.5% of new leaders think a resource developed on effective communication skills is one of the three most critical potential resources
· 65.9% of new leaders think a relationship building resource is one of the three most critical potential resources for new leaders
· 43.9% of new leaders think training strategies are a top three most critical resource
· No new leaders think training strategies is the least critical of all potential resources


Additional Suggested Resources from Respondents
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· Marketing guide
· Leader activity guide
· How-to guide for moving community stakeholders
· Webinar for new Leaders (first month)
· Member reporting and member 
evaluation techniques
· Training Topics—Leaders training 
members
· Fundraising techniques
· Leader-specific PSO manual
· How to cultivate and collaborate with sponsoring sites
· Legacy/sustainability binder 
development guide
· Living on a budget guide
· How-to guide in creating surveys & evaluations
· Process Manual/Timeline with 
Objectives and Expected Outcomes





The Products
Member Training & Development FAQ

1. What is training?

Training is simply the transfer of skills. Trainings can be led by professional trainers, volunteers, or the VISTA Leader.

2. Why is training VISTA members important?

It is a crucial VISTA Leader role to “facilitate opportunities for the transfer of knowledge, skills and attitudes that contribute to meaningful and productive projects and personal growth among VISTA members.” Effective training of VISTA members gives them the skills they need to be successful at their sites. One of the stated benefits of VISTA service is the provision of professional development opportunities. 

VISTA Leader Roles
More information on the roles of a VISTA Leader

3. How do I get started?

In your first month of service you will want to:
· Select training topics for the year
· Draft a training calendar for the year
· Start looking for trainers

As trainings approach you will need to:
· If leading the training, draft and practice the training
· Coordinate the event details. 

Additional Resources:
Tracking Tools
Checklist for planning a training (Click the link “Download Planning Checklist”)   

4. What are some common training topics?

Common training topics might include: time management, grant writing, project management, fundraising, volunteer management, conflict resolution, communication, life after AmeriCorps, work styles, and more. 

The subjects covered should be determined by the unique needs of your members and sites. To determine your VISTA team’s training requirements review your members’ VADs; look at their professional and personal goals; survey members on their training requests; ask site supervisors what members need to learn; review previous training topics; ask your site supervisor; and review sites’ project plans.


Additional Resources:
Training and development topics 
Potential training and development topics designed to promote personal growth, deeper knowledge, skill development, and new perspectives. These resources are designed to aid in the creation of new trainings with a level of flexibility that allows you to adapt them to your specific needs. 
Creating a training calendar
Helpful tips, strategies and examples of effective training calendar development

5. How do I find trainers?

· Review previous trainers
· Request suggestions from sites and community organizations
· Research trainers and training organizations in the community
· Ask agency staff, VISTA members and Site Supervisors with expertise in the topic

Additional Resources:
Maximizing Your Training Budget
Strategies to help maximize your training budget

6. What skills does a trainer need?

· Facilitation
· Public Speaking
· Teaching
· Coaching

Additional Resources:
Designing Training for Adult Learners
Resources for developing the skills listed above

7. How do I design and conduct trainings?

A popular process used by training developers is the ADDIE model. ADDIE stands for analysis, design, development, implementation, and evaluation.
· Assessment: What do your learners need to know to accomplish job-related tasks?
· Design: What will your training program look like?
· Development: What content, learning methods, and resources will you need?
· Implementation: Can you deliver the training program effectively?
· Evaluation: How will you know if the training program is meeting/has met the needs of your learners?

Additional Resources: 
ADDIE Model
More information on the ADDIE Model
Building a Training Program
Helpful information to create a successful training program
Great Presentations
Tips on creating and giving excellent presentations
8. My members are spread out geographically. Are there any free or low-cost webinar tools?

Yes! The following tools are excellent for doing web or phone based trainings with members:

· Free Conference 
· Free Conference Calling 
To utilize this resource, a calling card is needed
· Free Conference Call 
· Wiggio 
A free online toolkit which makes working in group’s easy. For conference calls, if someone calls in before the scheduled time, the access code becomes invalid
· Join.me 
A resource to review documents and designs instantly 
· Fuze Meeting
A resource that enables content sharing from any device. Although, this is not a free resource, it does provide a toll free number for use 
· Google Hangouts
A free resources that allows group video chats

Additional Resources:
A Few Good Online Conferencing Tools
Online tools to help create online conferences
Tips for Conducting a Successful Webinar
Offers steps you can take on the day of your Webinar to ensure its success as well as follow-up steps you can take to learn from your experience

9.  Where can I find more information on training? 

You can find free templates online (including at office.com) and these can be helpful  
· EnCorps Training Resources
Resources for Member Training and Development
· National Service Training Resources
Several resources for effective member training
· Training Resources
Information all about training and development















Building Relationships & Communication FAQ

1. How can I get to know my VISTAs quickly? 

Whether you are leading from a distance or leading from next door, team cohesiveness is important to develop early on during a project. To get to know your team quickly, there are many ice breaker activities that foster teamwork through introductions, short exercises, and activities. Surveys are also a great way to quickly formulate who’s who on the team. 

Additional Resources:
Life Maps
Activity designed to help members of a group get to know one another better
Teampedia
Collaborative encyclopedia of free team building activities, free icebreakers, teamwork resources, and tools for teams
Ice Breakers
Creative ways to get to know your VISTAs and feel like they are part of a team
Beginning of Service Survey
Example of questions to ask your VISTAs beginning their service in order to get to know them better
Survey Monkey
Free resource to create your own surveys
Communication Through the VISTA Life Cycle
Explore the most common communication challenges that VISTA members, leaders, and supervisors deal with at all stages of the service year and how to manage them successfully.

2. How do I develop a sense of team with my VISTAs?

Meeting often is one way to keep team dynamics strong. Monthly outings or educational meetings are ways to strengthen the team. For those that are leading from a distance, however, meeting often may not be a luxury afforded to you. In that case, strong communications skills are a must. Conversations between VISTAs in the same office can be trying but conversations without the benefit of facial expressions or body language are even more difficult to manage. The use of newsletters, blogs, and a host of social media options makes staying in touch much easier these days. For example, the website Wiggio.com operates much like Facebook but has the added bonus of document sharing capabilities. The number of communication options is numerous and choosing one can be overwhelming at the beginning. One way of approaching this is to ask your team members if they have a preference. Conducting ongoing communication with your VISTA members is crucial in preserving team unity.

Team trainings are another way to foster team unity. As a facilitator/educator, VISTA Leaders are uniquely positioned to facilitate trainings. Whether that training is one-to-one or to a group, the following resources are for leaders, teachers, managers and mentors. There are numerous activities that foster team work and team unity.  

If facilitating is not your cup of tea, VISTA Leaders can arrange for trainers to facilitate meaningful activities for the VISTA team members.  Start by asking your VISTA team members if they have specific expertise that they would be willing to share.  If no one volunteers, turn to your local non-profits, community leaders, or possible continuing education instructors who would be willing to donate their time.

Additional Resources:
Beginning of Service Survey
Example of questions to ask your VISTAs beginning their service in order to get to know them better
Working as a Team
Resources that foster teamwork in order to effectively achieve goals
Teampedia
Collaborative encyclopedia of free team building activities, free icebreakers, teamwork resources, and tools for teams
Member Training FAQ
Answers to common questions asked about training VISTA and effective ways to succeed at training your VISTAs
Effective Practices
How to effectively plan and conduct trainings, ice breakers, and presentations
	
3. How do I connect with others? VISTAs, supervisors, Leaders, community members?

One of the roles of an AmeriCorps VISTA Leader is to act as a Liaison between several people including VISTAs, supervisors, other Leaders, and community members. The good news is that connecting with others has never been easier through the use of social media. Several social media outlets exist that are already being used by AmeriCorps VISTA Leaders across the nation. These include but are not limited to: FaceBook, Google, and Wiggio. In addition to these resources, the VISTA forum From Lost to Found: Your first 30 days and beyond is another way of connecting directly with other VISTAs and VISTA Leaders. The forums can be accessed from the VISTA Campus home page. You can post a question, start your own thread, or read the many previously posted threads to gain helpful insights into your new role as a VISTA Leader. 

Additional Resources:
VISTA Leader Liaison Role Description
Description of the VISTA Leader Role as a Liaison and practical strategies to use to succeed at this role
Leader and Supervisor Roles Comparison
Understand your role and how it relates to your supervisors
The Art of Managing Up by Wayne Turk
Learn how to develop your own managing style
Leadership Skills and Emotional Intelligence
Understand how emotional intelligence relates to being an effective leader
Culture Matters: The Peace Corps Cross-Cultural Workbook 
Essential guide to working with new communities successfully

4. How do I best lead from a distance? 

Leading people in your office can be challenging enough but how does leadership change when those you supervise are placed across town, the state, or a nation? While distance does pose an interesting work dynamic, the skills to lead, manage, and communicate with those you serve are much the same.  Whether leading in person or from a distance, the first 30 days of service lay the ground work for a successful AmeriCorps VISTA project. The following links and resources are geared specifically for VISTA Leaders who have yet to attend Leader P.S.O.

Additional Resources:
Leader and Supervisor Roles Comparison
Understand your role and how it relates to your supervisors
Leadership
Topics range from learning about your leadership style to tools which aid in getting to know your VISTA team  
Recruitment
Understand the recruiting process and how to effectively manage the process

5. How do I give and receive feedback with my VISTAs? 

Leadership is not only about getting the job done; true leaders consciously explore, identify, and maximize opportunities to guide members to reach their highest potential.

Additional Resources:
VISTA Leader Role Descriptions
Learn more about the Mentor and Liaison roles and think about how they relate to your 	VISTA 	leader assignment description VLAD
Connect with Leaders
Includes sections of ‘Can I Get a Copy of That,’ ‘Leaders Forums,’ ‘VISTA Map,’ and ‘Viewfinder’


6. How do I approach difficult conversations? 

Communication is the foundation of all relationships. Be it written or verbal, clear and concise communication is more than a simple exchange of ideas—especially when the message involves conflict.  Exchanging pleasantries is one thing but what about those difficult conversations that are tough to give or receive? Emotions, word choice, and body language can add to the difficultly of conveying—or hearing—thoughts or ideas. 

The following links and resources are geared specifically for VISTA Leaders who have yet to attend Leader PSO. 

Additional Resources:
Webinars –Managing Difficult Conversations, Managing Conflict: Going Deeper
These webinars are designed to provide ongoing learning opportunities for further development of leadership skills
Connect with Leaders
Includes sections of ‘Can I Get a Copy of That,’ ‘Leaders Forums,’ ‘VISTA Map,’ and Viewfinder’
Conflict Resolution
The ability to identify, manage, and resolve conflict in a positive way is an important part of any successful group dynamic, whether among staff and volunteers/members, or as part of your service program's mission as it relates to clients
Manage conflicts and keep teams on track
In the course of their service, members are apt to confront situations that are rife with conflict—whether it is personal, or differences in opinion on approaches to community issues

Appendix I – Beginning of Service Survey
Dear VISTA Leader, 

The Getting Started Action Learning Team created this survey as a template for you use. These questions are suggestions as ways to get to know your VISTAs and how they prefer to communicate. Please feel free to change, substitute, or delete any questions that do not pertain to your project. This is simply a tool to help you as you begin your Leader service term. 

Question 18 may seem strange at first glance. The point of this question is to determine your VISTAs strengths in the workplace through a Psychogeometric Personality Test. Each shape shown in this question represents how a person works best. Provided below is information on what each shape means. Please note, you do not need to use this question.

Square:	Have good organizational skills, they keep to agendas, excellent note takers, and absorb 				information quickly

Circle:		Catalyst to bringing teams together, excellent communication skills, great listeners, and always 			willing to give advice when conflicts arise.

Rectangle:	Questions the way things are being done, most open to new learning experiences, and are very 			independent.

Triangle:	Decision makers, extremely focused, risk takers, and make the best leaders. 

Squiggle:	Need space, contain a lot of energy, creative, commonly seen as the “idea” person, and do not 			like strict rules.

More information on the Psychogeometric Personality Test can be found at www.drsusan.net. 









Best of luck as a VISTA Leader, 




Getting Started Action Learning Team



 (
BEGINNING OF SERVICE SURVEY
)


Hello New VISTAs! I hope all of you enjoyed your week at PSO. Please take the time to complete this survey. This survey is designed in order to give you the best experience as you embark on your year of service.  Please respond honestly to the following questions. Your responses to this are crucial in making sure your year is the most successful and fulfilling as it can be, so please respond honestly. Please return this survey to me no later than [ENTER DATE HERE]

Name: 		_____________________________________________________________________________
Agency: 	_____________________________________________________________________________
Office Number: ______________________________	Cell Number: ______________________________


(1) What attracted you to serve as an AmeriCorps VISTA?





(2) What attracted to serve with your project?





(3) What do you hope to achieve/accomplish throughout your year?





(4) What personal and/or professional goals have you set for yourself as you start your service?





(5) Please check which form of communication you prefer from the following:

   Phone	        Email		   Google Chat	   Skype	   Instant Messenger
   Other (please specify) _________________________________________________________


(6) How often do you wish to be contacted by your VISTA Leader?

   Daily		     Weekly		   Monthly		  Bi-Monthly	

(7) How do you like to be thanked, recognized, appreciated, and/or acknowledged? 

   Verbal Acknowledgement	         Certificates/Awards	         Thank You Note	
   Unexpected Time Off	         Gifts			         Food (ex: Donuts) 
   Other (please specify) _____________________________________________________

(8) What kind of trainings and/or skills do you feel you need to help complete your year successfully?





(9)  How do you like your site placement?





(10) What technology do you have available to you at your site? Is there anything that you need?





(11) What resources might you need to help accomplish your VAD?





(12) What are you expectations of your VISTA Leader?





(13) What are your expectations of your Host-Site Supervisor?





(14) What are your expectations of your placement organization?





Now to get to know you a little better…


(15) If you could go anywhere in the world, where would you go?




(16) What did you want to grow-up to be as a child?




(17) What is your favorite T.V. Show?




(18) Please circle your favorite shape from the following:







(19) What is your favorite sports team?




(20) If you could be any animal on the planet, which would you choose?




(21) Who is your favorite superhero?




(22) Tell me about one person you look up to.





Thanks for taking the time to complete this survey! I greatly appreciate it!
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