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Presenter
Presentation Notes
This session will provide a high-level overview of program design and details to consider when deciding how to best structure member activities and oversight.
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Presenter
Presentation Notes
Here is a look at our agenda for today
We will be covering a lot of information in the hour we have together so I want to encourage you to return to these slides and notes as needed



Poll: How are you feeling about program design?

Completely 
Overwhelmed!

Cautiously 
Optimistic

Let the Planning 
Begin!

1 2 3

Presenter
Presentation Notes
Before we begin I want to get a sense of where you all are currently.  Which emoji best describes your feeling when you hear the words “program design?”



Program Design

Adopt 

Refresh 

Adapt

Design  

Presenter
Presentation Notes
For those of you that may be feeling completely overwhelmed, I want to assure you that you already have a solid foundation
Broadly speaking, programs are rarely designed from “nothing.”
Even “new” programs typically have a framework or rely on evidence-based programs that already exist and are:
adopted wholesale (replicated)
refresh an existing program
adapt more thoroughly
We encourage you to schedule a time to visit existing programs to see how they are implemented.  Even if the current circumstances don’t allow you to travel and visit in person, reaching out to existing program for insight and advice can be hugely valuable
I also want to underscore the importance of having the right people at the table during program design.  That might mean engaging with external stakeholders or partners or talking with beneficiaries themselves.  It also means that the staff who will actually be implementing the program on the ground need to be brought in to the planning process.  Too often we see the executive staff or a small group or even a contractor/consultant write a beautiful grant application that doesn’t reflect the reality on the ground.




Theory of Change & Logic Model
Both documents directly INFORM and REFLECT program design

Problem Inputs Activities Outputs Outcome(s)
Short-Term

Outcome(s)
Med-Term

Outcome(s)
Long-Term

The 
community 
problem the 
program 
activities 
(interventions) 
are designed 
to address

Resources 
necessary to 
deliver the 
interventions 
including # of 
service 
locations/site
s and 
number/type 
of 
AmeriCorps 
members.

The core 
activities that 
define the 
intervention the 
members will 
implement or 
deliver. Includes 
the duration, 
dosage and 
target 
population.

Direct 
products 
from 
delivering 
the 
intervention.

Changes in 
knowledge, 
skills, 
attitudes, and 
opinions that 
will be, almost 
always, 
measurable 
during the 
grant year.

Changes in 
behavior or 
action that 
may be, 
depending on 
the program 
design, 
measurable in 
the program 
year.

Changes in 
condition or 
status in life 
that, 
depending on 
the program 
design, may 
be 
measurable in 
the program 
year.
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Presentation Notes
We just walked through the Theory of Change and Logic Model.  
These two tools both inform and reflect your program design so it is quite likely that you will be adding to and adjusting these documents as you go
After identifying the community problem we asked: 
What are the ultimate outcomes you are hoping to see for beneficiaries?
What are the benchmarks or intermediate outcomes you will need to reach to know you are on track?  
Once you have these key elements, we can focus on the Inputs and Activities--the meat of your program design.  
We will start with the activities.  So the question we are asking now is: What activities (and how much of them) are required to reach our intended outcomes (short-, mid-, and long-term)? 




Member Activities

45 CFR § 2520.20   What service activities may I support with my grant?

(a) Your grant must initiate, improve, or expand the ability of an organization and community to provide 
services to address local unmet environmental, educational, public safety (including disaster preparedness 
and response), or other human needs.

(b) You may use your grant to support AmeriCorps members:

(1) Performing direct service activities that meet local needs.

(2) Performing capacity-building activities that improve the organizational and financial capability of 
nonprofit organizations and communities to meet local needs by achieving greater organizational efficiency 
and effectiveness, greater impact, stronger likelihood of successful replicability, or expanded scale.

Presenter
Presentation Notes
I wanted to first start by highlighting some of the language governing AmeriCorps programs 
So, apologies in advance for some of the text-heavy slides as we will be looking at the Code of Federal Regulations, specifically 45 CFR: READ SLIDE

As you can see the language is intentionally broad in terms of specific details but members must be performing direct service or capacity building activities to address local needs



Member Activities: Direct Service

Tutoring
Mentoring

College Access 

Case Management
Job Coaching

Meal Distribution

Disaster Preparedness
Clearing Trails

Access to Healthcare

Presenter
Presentation Notes
Briefly, here are some examples of direct service activities that members can provide. Move on once briefly mention activities. 
§2520.25   What direct service activities may AmeriCorps members perform?
(a) The AmeriCorps members you support under your grant may perform direct service activities that will advance the goals of your program, that will result in a specific identifiable service or improvement that otherwise would not be provided, and that are included in, or consistent with, your Corporation-approved grant application.
(b) Your members' direct service activities must address local environmental, educational, public safety (including disaster preparedness and response), or other human needs.
(c) Direct service activities generally refer to activities that provide a direct, measurable benefit to an individual, a group, or a community.
(d) Examples of the types of direct service activities AmeriCorps members may perform include, but are not limited to, the following:
What are some of the direct service activities your members will do?





Member Activities: Capacity-Building

Volunteer management Volunteer 
recruitment

Conducting outreach Securing 
resources 

Building infrastructure Developing 
collaborations

Presenter
Presentation Notes
Question to Consider:  UCAN- you all have capacity building as a performance measure, here are examples of capacity building activities and language to use describing the activities. 



o§2520.30   What capacity-building activities may AmeriCorps members perform?
Capacity-building activities that AmeriCorps members perform should enhance the mission, strategy, skills, and culture, as well as systems, infrastructure, and human resources of an organization that is meeting unmet community needs. Capacity-building activities help an organization gain greater independence and sustainability.
(a) The AmeriCorps members you support under your grant may perform capacity-building activities that advance your program's goals and that are included in, or consistent with, your Corporation-approved grant application.
(b) Examples of capacity-building activities your members may perform include, but are not limited to, the following:


§2520.25   What direct service activities may AmeriCorps members perform?
(a) The AmeriCorps members you support under your grant may perform direct service activities that will advance the goals of your program, that will result in a specific identifiable service or improvement that otherwise would not be provided, and that are included in, or consistent with, your Corporation-approved grant application.
(b) Your members' direct service activities must address local environmental, educational, public safety (including disaster preparedness and response), or other human needs.
(c) Direct service activities generally refer to activities that provide a direct, measurable benefit to an individual, a group, or a community.
(d) Examples of the types of direct service activities AmeriCorps members may perform include, but are not limited to, the following:






Intervention: Dosage & Duration

Example #1: Literacy Intervention

Over the course of the semester,  members will 
meet with each student for 45-minutes, twice per 
week over 12 weeks. They will utilize the ABC 
curriculum and monitor participation via 
attendance tracker.  

Dosage: 24 sessions

Duration: 45 min/session * 24 sessions = 18 hours

Presenter
Presentation Notes
We will now drill down a bit and provide some examples of direct service activities
Once you have identified the activities your members will be doing, you will need to detail the intervention more concretely
What is the duration and dosage of intervention needed to feel confident that it is producing results among your beneficiaries?
If you are using an existing, evidence-based intervention, you will need to ensure that the dosage reflects fidelity to the model
READ EXAMPLE
We will cover more about how participation will be tracked in the performance measure session



Intervention: Dosage & Duration

Example #2:  Disaster Preparedness  

Members will lead Disaster Preparedness 
information sessions for 90-minutes each 
week, using a Red Cross training curriculum.  
Attendance will be capped at 20 participants 
per session and it is meant to be a stand-
alone session.

Dosage: 1 session

Duration: 90 minutes

Presenter
Presentation Notes
We will cover Performance Measures and data quality in another session but it is worth mentioning here that you will need to consider how to MEASURE both your outputs (beneficiaries served/sessions delivered AND your outcomes
Perhaps you will have participants take a pre-/post- test? Or perform a skills assessment?



Intervention: Dosage & Duration

Example #3:  Job Readiness

Members will schedule 1:1 and small 
group coaching sessions with adults 
living in a homeless shelter.  They will 
cover a sequence of job readiness topics 
and then spend 2 sessions supporting 
with job search and applications. 

Dosage: 10  sessions

Duration: 1  hour per session (10 hours)

Presenter
Presentation Notes
Participation might be tracked through casenotes the member enters
And perhaps outcomes are measured by participants securing employment

I want to pause here for a moment to see if anyone has questions about direct service or capacity-building activities for members.

I also want to plug a reminder that in addition to your beneficiaries or program participants, you are also now responsible for helping to grow your members.  Make sure that the activities you put together are meaningful and fulfilling and not just “grunt work” that no one else wants to do or has time to do.  The majority of time shield be spend in direct service.



Prohibited Activities

While charging time to the AmeriCorps program, accumulating service or training hours, or otherwise performing activities 
supported by the AmeriCorps program or AmeriCorps, staff and members may not engage in the following activities (see 45 CFR §
2520.65): 

1. Attempting to influence legislation; 

2. Organizing or engaging in protests, petitions, boycotts, or strikes; 

3. Assisting, promoting, or deterring union organizing; 

4. Impairing existing contracts for services or collective bargaining agreements; 

5. Engaging in partisan political activities, or other activities designed to influence the outcome of an election to any public office; 

6. Participating in, or endorsing, events or activities that are likely to include advocacy for or against political parties, political 
platforms, political candidates, proposed legislation, or elected officials; 

7. Engaging in religious instruction, conducting worship services, providing instruction as part of a program that includes mandatory 
religious instruction or worship, constructing or operating facilities devoted to religious instruction or worship, maintaining facilities 
primarily or inherently devoted to religious instruction or worship, or engaging in any form of religious proselytization; 

Presenter
Presentation Notes
This is a good time to pause and emphasize the activities that are prohibited for AmeriCorps members.  
For context, AmeriCorps was created as a bi-partisan program, there are a number of activities that members are explicitly prohibited from doing while earning AmeriCorps hours or using federal funds.  
I’m not going to through each of these in detail, but they tend to fall under political or religious themes.  
If your organization has a strong advocacy component or is a faith-based organization, you will want to ensure you are not drifting into prohibited activity territory
Some of these seem very straightforward but we have seen programs run into trouble, so I wanted to share some examples�1. Members serving a school where teachers are on strike or undergoing union negotiations
2. Participation in BLM protests, vigils or other activities regarding police brutality
3. Serving at a faith-based organization that leads young participants in religious conversations each morning during their summer camp



Prohibited Activities

8. Providing a direct benefit to—

a. A business organized for profit; 

b. A labor union; 

c. A partisan political organization; 

d. A nonprofit organization that fails to comply with the restrictions contained in section 501(c)(3) of the Internal 
Revenue Code of 1986 related to engaging in political activities or substantial amount of lobbying except that nothing 
in these provisions shall be construed to prevent participants from engaging in advocacy activities undertaken at their 
own initiative; and 

e. An organization engaged in the religious activities described in paragraph C. 7. above, unless AmeriCorps assistance 
is not used to support those religious activities; 

9. Conducting a voter registration drive or using AmeriCorps funds to conduct a voter registration drive; 

10. Providing abortion services or referrals for receipt of such services; and 

11. Such other activities as AmeriCorps may prohibit. 

Presenter
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Again, a few examples from this list:
Members serving in History/Civics classrooms where teachers are promoting and facilitating voter registration for HS seniors
Members serving at a health clinic that provides referrals/resources regarding family planning



Prohibited Activities

In addition to the above activities, the below activities are additionally prohibited: 

Census Activities. AmeriCorps members and volunteers associated with AmeriCorps grants may not engage in census activities during service 

hours. Being a census taker during service hours is categorically prohibited. Census-related activities (e.g., promotion of the Census, education 

about the importance of the Census) do not align with AmeriCorps State and National objectives. What members and volunteers do on their own 

time is up to them, consistent with program policies about outside employment and activities. 

Election and Polling Activities. AmeriCorps member may not provide services for election or polling locations or in support of such activities. 

AmeriCorps members may not engage in the above activities directly or indirectly by recruiting, training, or managing others for

the primary purpose of engaging in one of the activities listed above. Individuals may exercise their rights as private citizens and 

may participate in the activities listed above on their initiative, on non-AmeriCorps time, and using non- AmeriCorps funds. 

Individuals should not wear the AmeriCorps logo while doing engaging in any of the above activities on their personal time. 

All locations where members serve should post a list of the prohibited activities, when possible. 

Presenter
Presentation Notes
In 2019, AmeriCorps also added language around census, election and polling activities, when we were in the midst of a contentious presidential election

It is important to note the bolded language on this slide.  Members can be involved in any of these activities ON THEIR OWN TIME.  The nature of AmeriCorps tends to attract civically engaged individuals so they often want to be involved in issues of social justice.  And they can and should be! However, they cannot earn service hours and should ensure they are not branded with  the AmeriCorps logo while doing so.  It is also prudent to be cognizant of even the PERCEPTION of involvement with prohibited activities.



Non-Duplication & Non-Displacement

(e) Nonduplication. Corporation assistance may not be used to duplicate an activity that is already 
available in the locality of a program. And, unless the requirements of paragraph (f) of this section are 
met, Corporation assistance will not be provided to a private nonprofit entity to conduct activities that are the 
same or substantially equivalent to activities provided by a State or local government agency in 
which such entity resides.

(f) Nondisplacement. (1) An employer may not displace an employee or position, including partial 
displacement such as reduction in hours, wages, or employment benefits, as a result of the use by 
such employer of a participant in a program receiving Corporation assistance.

Presenter
Presentation Notes
Another important restriction worth noting is that of duplication or displacement.  This can get very gray, but your application will need to explain how your program is addressing an UNMET need and why AmeriCorps MEMBERs are best suited to meet it--so they can’t be replacing the efforts of current staff or volunteers
 Some examples we’ve seen here are:
Programs placing members alongside staff with little to no distinction in their roles and responsibilities
Having schools request members for their campus in order to hire fewer teacher’s aides
Asking members to supervise others

(e) Nonduplication. Corporation assistance may not be used to duplicate an activity that is already available in the locality of a program. And, unless the requirements of paragraph (f) of this section are met, Corporation assistance will not be provided to a private nonprofit entity to conduct activities that are the same or substantially equivalent to activities provided by a State or local government agency in which such entity resides.
(f) Nondisplacement. (1) An employer may not displace an employee or position, including partial displacement such as reduction in hours, wages, or employment benefits, as a result of the use by such employer of a participant in a program receiving Corporation assistance.
(2) An organization may not displace a volunteer by using a participant in a program receiving Corporation assistance.
(3) A service opportunity will not be created under this chapter that will infringe in any manner on the promotional opportunity of an employed individual.
(4) A participant in a program receiving Corporation assistance may not perform any services or duties or engage in activities that would otherwise be performed by an employee as part of the assigned duties of such employee.
(5) A participant in any program receiving assistance under this chapter may not perform any services or duties, or engage in activities, that—
(i) Will supplant the hiring of employed workers; or
(ii) Are services, duties, or activities with respect to which an individual has recall rights pursuant to a collective bargaining agreement or applicable personnel procedures.
(6) A participant in any program receiving assistance under this chapter may not perform services or duties that have been performed by or were assigned to any—
(i) Presently employed worker;
(ii) Employee who recently resigned or was discharged;
(iii) Employee who is subject to a reduction in force or who has recall rights pursuant to a collective bargaining agreement or applicable personnel procedures;
(iv) Employee who is on leave (terminal, temporary, vacation, emergency, or sick); or
(v) Employee who is on strike or who is being locked out.





Fundraising

AmeriCorps members may raise resources directly in support of your (AmeriCorps) program's service activities.

Examples: 

(1) Seeking donations of books from companies and individuals for a program in which volunteers teach children to read;

(2) Securing supplies and equipment from the community to enable volunteers to help build houses for low-income individuals;

(3) Seeking donations from alumni of the program for specific service projects being performed by current members.

AmeriCorps members may not:

(1) Raise funds for living allowances or for an organization's general (as opposed to project) operating expenses or 
endowment;

(2) Write a grant application to the Corporation or to any other Federal agency.

An AmeriCorps member may spend no more than ten percent of his or her originally agreed-upon term of service, as reflected in the 
member enrollment in the National Service Trust, performing fundraising activities, as described in §2520.40

Presenter
Presentation Notes
And finally, there are some important stipulations around fundraising activities.  
Members can raise resources directly in support of the AmeriCorps program--they cannot raise funds for general operating expenses of to pay living allowances
They also can’t write grant applications to a federal agency (just as you can’t count your time actually writing your AmeriCorps grant application)
Even with allowable activities, a member cannot spend more than 10% of their time on fundraising activities.  
2520.40   Under what circumstances may AmeriCorps members in my program raise resources?
(a) AmeriCorps members may raise resources directly in support of your program's service activities.
(b) Examples of fundraising activities AmeriCorps members may perform include, but are not limited to, the following:
(1) Seeking donations of books from companies and individuals for a program in which volunteers teach children to read;
(2) Writing a grant proposal to a foundation to secure resources to support the training of volunteers;
(3) Securing supplies and equipment from the community to enable volunteers to help build houses for low-income individuals;
(4) Securing financial resources from the community to assist in launching or expanding a program that provides social services to the members of the community and is delivered, in whole or in part, through the members of a community-based organization;
(5) Seeking donations from alumni of the program for specific service projects being performed by current members.
(c) AmeriCorps members may not:
(1) Raise funds for living allowances or for an organization's general (as opposed to project) operating expenses or endowment;
(2) Write a grant application to the Corporation or to any other Federal agency.




Corps Size: Number of Members

Factors to Consider:

● Community & beneficiary need
● Capacity 
● Commission requirements

Presenter
Presentation Notes
So now we are going to switch gears and talk more about some of the other details to consider
One is how many members you will need
This will be determined by a number of factors
The biggest limiting factor is likely to be your capacity: Don’t recommend starting too big (get grant cycle under your belt to work out the systems and processes, member supervision, before scaling)
Another factor is the extent of the community need--Number of beneficiaries to be served 
Commission requirements: Some commissions set minimum and/or maximum MSY requirements for new programs

Note: the number of members you request for year 1 may need to be the number you want/need for years 2-3 as well.  Some commissions allows programs to “scale up” adding members each year but this is not guaranteed.  If you need to land on a number, decide what you would be satisfied with for all 3 years.  If recruitment is slightly lower in year 1 that is ok.



Corps Composition: Slot Types

Slot Type Minimum Hours Required

Full-Time (FT) 1700

Three-Quarter Time (TQT) 1200

Half-Time (HT) 900

Quarter Time (QT) 450

Minimum Time (MT) 300

Abbreviated Time (AT) 100

Presenter
Presentation Notes
The other big thing to think through is the type of slot that will best suit your program needs
You can see in the table that there are 5 types of member slots listed, each with a required minimum number of hours.  There is als an “abbreviated time” slot that only requires 100 hours but this is typically not recommended because of capacity and some commissions don’t allow programs to utilize this slot type in their first grant cycle
Programs must have enough meaningful activities for members to complete and reach their minimum hours in order to qualify for the education award--you can’t recruit full time members knowing you don’t have 1700 hours worth of meaningful activities for the them to do
There are pros and cons to most member types and we will also discuss this a bit during the recruitment webinar
Thinking about who your “target” member is, may help you decide what slot type is best
Are you implementing a “near-peer” model that engages high school and college students?  (FT probably not feasible)
Are you looking for recent college graduates who are starting a career in social work? (FT might be best)
Are you holding a summer program for college students who can serve in a full-time capacity over a short period of time? (perhaps MT or QT is best)

	





Corps Timeline: Duration of Service

Year-long

Semester

Summer

Presenter
Presentation Notes
Again this may be informed (or dictated) by your grant timeline and  “ideal” member type
We see a lot of programs that are education focused so they often operate by semester, school year or summer
Pay attention to any stipulations your commission may have:
Start date of grant funding 
Duration of service waiver
The duration of service can be ANY length as long as:
It fits in the grant year 
We typically recommend that programs don’t run a full 12 month program
Buffer for members to make up hours if they fall behind
Break between service terms for staff to exit members and prepare for onboarding
Members can realistically meet their hours in the time allotted 
Plan this out with a calendar accounting for holidays, breaks and 
Account for a member that takes all allotted PTO giving and sick time



Staffing Considerations: Member Support

Training (Orientation and on-going)

Supervision: 

-Member to staff supervisor ratio

-Individual & Group

Timesheet review & approval

Presenter
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Before we wrap up our time today, I wanted to walk through some important staffing considerations
I would say that one common issue we see with new programs is that they underestimate the time and energy an AmeriCorps grant requires
We will dig into the topic of member support and supervision in a lot more detail on the next webinar, but there are a few items to think through in terms of program design
First, you will want to consider the type of member you are recruiting both in 
Slot type: FT does not necessarily require more/less supervision than HT of QT
Experience level: for many programs, it may be the the first professional experience for members = more coaching and handholding than a typical staff position
Onboarding new members takes a lot of time and work (knowledge for how to do the service activities and building a cohort, “esprit de corps”
Ongoing training and professional development opportunities
Supervision throughout the term of service is also a major consideration
Ideal ratio: no more than 8-10 members 
Combination of individual and 1:1 supervision
Programs are required to provide all members with an EOT evaluation and many also provide formal mid-term evaluations
Members are required to submit timesheets monthly at a minimum--those timesheets need to be reviewed and approved by a direct supervisor that can attest the the hours and/or tasks being reported--all staff on the grant will also be required to track the time they spend on AmeriCorps grant-related activities



Staffing Considerations: Host-Site Support

● Host site identification and development
● Host-site staff orientation training
● On-going host-site staff support
● Site visits and monitoring

Presenter
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Up until this point we have talked about program design in terms of member activities in service to your beneficiaries
You will also want to consider whether all members will be serving at the same location and/or under program staff supervisors or placed at host-sites
Now, I want to clarify that I am not referring to an intermediary model, where funds are being passed through but merely where member placement and supervision is less centralized
If you do utilize a host-site model you will want to think through the additional layers of orientation and training needed for host-site staff and/or supervisors
How do you ensure there is “buy-in” at the host site and they have the capacity to host a member/s?
Who is responsible for member oversight (supervision and timesheets)?
How often will program staff be on-site?




Staffing Considerations: Administrative Tasks

Creating Systems, Policies and Procedures

Required Documents

Recruitment

National Service Criminal History Checks (NSCHCs)

“Offboarding” (paperwork, member files, exiting)

Reporting and Monitoring

Presenter
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And finally we don’t want you all to underestimate the administrative requirements of running an AmeriCorps program
When Betty Jo and I work directly with programs we typically switch gears after the grant application is due to focus on the policies and procedures, required documents and recruitment elements that will be critical in launching a successful operating grant
Policies & Procedures
NSCHCs
Member Enrollment
Fiscal systems
Required Documents:
Member Service Agreement
Position Descriptions
Member Timesheets
Living Allowance Pay schedule and distribution policy
Separation of duties
Org chart & member placement chart
Cost Allocation plant
Member Recruitment is a huge lift for programs and depending on the size of your corps could be a FT job during heavy recruitment times
“Off-Boarding”
Reporting and Monitoring:
Mid-Year and EOY Progress and Fiscal reports
Expense Reports (bi-weekly to quarterly)
Member File Review
On-Site Monitoring visits

Obviously staffing is going to be an internal decision and depend on funding.  The most successful programs have someone that is fully dedicated to the AmeriCorps program at least at the beginning.  So it is much better to have someone who is 80-100% grant focused as opposed to 10 people who are each spending 10% of their time on planning.  Some commissions even have stipulations around this.



Questions
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