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The following is an example of a VISTA project plan with the goal of developing and enhancing the organization’s volunteer capacity.
· Pages 1-3 provide context for the example, including a portion of the project narrative, Needs and Strengthening Communities.  

· Page 4-5 presents a logic model designed for the three-year project term.

· Pages 6-8 contain the project plan example in a format that mimics the eGrants application.
· Pages 9-10 contain the same project plan example, but in a Word document format from the VISTA project application.
This document demonstrates one approach to developing the VISTA project plan.  For information on the performance measurement initiative for VISTA, including definitions and examples of terms used in this document (e.g. milestone, indicator, target), see Beginning with the End in Mind: A Performance Measurement Toolkit for AmeriCorps VISTA Project Applicants. This toolkit and other resources designed to help you develop a project plan and to conduct performance measurement are available online at The Resource Center (www.nationalserviceresources.org, search “Project STAR”), or call Project STAR.
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1-800-548-3656
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EXAMPLE

Narrative Excerpt and Project Plan for VISTA
Developing Volunteer Capacity


Part III. NARRATIVES 
Need (excerpt)
State in measurable and quantifiable terms the specific poverty-related need(s) the VISTA project will address, including the number of low-income people directly affected by the problem(s).

The ABC State Prison Fellowship Office Report (2007) found that more than 500 children and youth in Waketa County have at least one parent incarcerated in the state or federal penitentiary. About two-thirds of these children and youth (61%) live in households with incomes below the Federal poverty line. According to current scholarly research (Murray and Farrington, 2007), children of incarcerated parents often suffer anti-social and delinquent behavior, mental health problems, drug use, school failure, and unemployment. Those who were present when the parent was arrested may also be traumatized in addition to enduring the pain of separation. An intervention, such as attention from a caring adult mentor, can alleviate some of this suffering.

In addition, a 2006 report commissioned by the Waketa City Council, citing concerns about rising gang influence, youth unemployment, and a general lack of supervised activities for local children and youth, recommended more funding for programs such as adult-youth mentoring (Waketa City Council Report on Waketa and Knox Counties Children and Youth, 2006). The report noted that training and support of mentors, particularly those serving vulnerable youth, would be crucial to the success of the program.

Strengthening Communities (excerpt)
1. Describe the current activities your organization and other organizations are undertaking to address the problems identified in your need statement. Describe how the proposed project will complement this work.

2. Describe how the new infrastructure or organizational capacity created by your project will bring individuals and, ultimately, the community out of poverty. 

1. Waketa Community Services (WCS) currently provides mentoring services to children and youth of incarcerated parents in Waketa County. However, WCS has had difficulty finding enough volunteers to meet the demand for mentors. In addition, most volunteer mentors do not stay with the program for more than two months. WCS staff would like to improve systems for recruiting and managing volunteer mentors. By improving these systems, the hope is to increase the number of children and youth served by volunteer mentors, as well as improve the quality of mentoring through better support for volunteer mentors and the promotion of lasting and stable relationships between individual mentors and children/youth. Mentors who are well trained and receive ongoing support and guidance are more likely to continue a mentoring relationship and complete their mentorship commitment (Making a Difference: An Impact Study of Big Brothers Big Sisters, Public/Private Ventures, 1995). This is especially important to the population the mentoring project intends to serve, children and youth of incarcerated parents, who need the presence of stable, trustworthy, caring adults in their lives. Over the next three years, WCS aims to reorganize its volunteer recruitment and management system, as well as increase sustainability by developing new sources of funding and a rigorous system for impact assessment and continuous program improvement. We hope to recruit and retain committed adult volunteers to improve a mentoring project, and provide quality mentoring to at least 25% (or about 125) of the county’s children and youth of incarcerated parents.
2. To respond to the needs of WCS, two VISTAs will serve with WCS for each year of a three-year project to develop a highly functional volunteer mentor recruitment, training, and support system, document the system, oversee its initial implementation, and train designated staff to ensure that the system is sustained at the end of three years. The development and implementation of this system will enable WCS to recruit and retain greater numbers of volunteer mentors, which in turn will allow it to provide more and higher quality services to children and youth of incarcerated parents.

VISTAs will develop and implement the new systems during the first year, and strengthen the systems over the following two years. Throughout the life of the program, VISTAs will orient WCS staff to these systems and jointly implement the systems with staff, including the recruitment, training, and support of volunteer mentors.

Logic Model to Build the Capacity and Sustainability of a Mentoring Program
(NOT part of VISTA Application)
	Community Need(
	Goal
(
	
	Inputs
(
	Activities 

(
	Milestones

	The ABC State Prison Fellowship Office Report (2007) found that more than 500 children and youth in Waketa County have at least one parent incarcerated in the state or federal penitentiary. About two-thirds of these children and youth (61%) live in households with incomes below the Federal poverty line. Murray and Farrington (2007) studied results from research and representative samples on children of incarcerated parents and found that they are more inclined to suffer anti-social and delinquent behavior, mental health problems, drug use, school failure and unemployment. Those who were present when the parent was arrested may also be traumatized in addition to enduring the pain of separation. 

Waketa Community Services (WCS) currently provides mentoring services to children and youth of incarcerated parents in Waketa County who often suffer social, emotional, and cognitive delays, have difficulty in school, and feel stigmatized. However, WCS has had difficulty finding enough volunteers to meet the demand for mentors and most volunteer mentors do not stay with the program for more than three or four months. Mentors ensure that children and youth of incarcerated parents receive social and emotional support.
	To help ensure that children and youth of incarcerated parents receive the social and emotional support they need to help them escape the cycle of poverty, the WCS VISTA project will build the capacity of the organization through the development of a sustainable Volunteer Recruitment and Management system for the mentoring program.
	Year 1
	2 VISTAs

Program staff

Board of Directors

Advisory Board

Financial and material resources
	Develop, enhance, implement volunteer recruitment and management (R&M) system:

· Review existing volunteer R&M system.

· Develop improvement plan.

· Submit plan to Board of Directors for review and approval.

· Implement changes to volunteer R&M system.

· Orient/train staff to use revised volunteer R&M system.
	R&M plan approved by Board.

R&M system components created/revised (screening procedures, training curricula, recruitment database, support resources, etc.).

Staff orientation and training completed. 

New/revised R&M systems are operational: Volunteers are recruited using new systems. 

New/revised volunteer R&M systems are effective: Volunteers serve at least 3 months.

	
	
	Year 2
	2 VISTAs

Program staff

Board of Directors

Advisory Board

Financial and material resources
	Fine-tune volunteer R&M systems based on staff and volunteer feedback.

Integrate changes into mentoring program.

Develop fundraising plan.
	R&M system components further refined.

Volunteer mentors recruited.

Youth are mentored.

Increased staff use of volunteer R&M systems

More volunteers complete mentor training.

More volunteers use support systems.

Increased retention of volunteers.

More youth matched with volunteer mentors.

Mentoring relationships last longer.

Youth and mentors form closer bonds.



	
	
	Year 3
	2 VISTAs

Program staff

Board of Directors

Advisory Board

Financial and material resources
	Implement fundraising plan:

· Host fundraising events

· Apply for grants.

· Identify volunteer coordinators

· Implement annual fundraising campaigns

Institutionalize mentoring program changes and sustainability systems.
	Fundraising plan approved by Board of Directors.

Fundraising events held.

Grant applications submitted.

Long-term system for fundraising is instituted.

Long-term commitment for volunteer coordinators established.

Increased financial and personnel resources to support mentoring program.

Staff and Board institutionalize changes/enhancements of mentoring program through policy and on-going staff training.


VISTA Project Plan (eGrants format)
Action Plan

Service Category

	Issue Area: 
	Human Needs: Other
	(


	Service Category:
	Mentoring
	(


Community Need and Goal Statement

The community need statement
	The ABC State Prison Fellowship Office Report (2007) found that more than 500 children and youth in Waketa County have at least one parent incarcerated in the state or federal penitentiary. About two-thirds of these children and youth (61%) live in households with incomes below the Federal poverty line. Murray and Farrington (2007) studied results from research and representative samples on children of incarcerated parents and found that they are more inclined to suffer anti-social and delinquent behavior, mental health problems, drug use, school failure and unemployment.  Those who were present when the parent was arrested may also be traumatized in addition to enduring the pain of separation.  

Waketa Community Services (WCS) currently provides mentoring services to children and youth of incarcerated parents in Waketa County who often suffer social, emotional, and cognitive delays, have difficulty in school, and feel stigmatized. However, WCS has had difficulty finding enough volunteers to meet the demand for mentors and most volunteer mentors do not stay with the program for more than three or four months.  Mentors ensure that children and youth of incarcerated parents receive social and emotional support. 


Goal Statement
	To help ensure that children and youth of incarcerated parents receive the social and emotional support they need to help them escape the cycle of poverty, the WCS VISTA project will build the capacity of the organization through the development of a sustainable Volunteer Recruitment and Management system for the mentoring program.


Performance Milestone
Milestone
	At least half of the full time staff (5) will be trained to use newly developed/revised components of the Volunteer Recruitment and Management system. 


Planned Period of Accomplishment
	May 2008


Indicator/Evidence of Progress
	Staff trained on new system components as they are completed/improved. (These may include but are not limited to: screening procedures, mentor training curricula, volunteer recruitment database, and volunteer support resources.)


Target 

# (number) or % (percent)  

	5
	
	#
	(


How Measured
	Activity Log 
	(


Description of data collection process or measurement process 
	The VISTA supervisor will use an ongoing training log to track the number of staff who complete training on components of the Volunteer Recruitment and Management System. 


Performance Milestone
Milestone
	New/revised recruitment systems are operational: 40 Volunteers are recruited.  


Planned Period of Accomplishment 
	July 2008


Indicator/Evidence of Progress
	Volunteers recruited using new volunteer recruitment systems.


Target 

# (number) or % (percent)  

	40
	
	#
	(


How Measured
	Volunteer Record/Log 
	(


Description of data collection process or measurement process 
	Volunteer Recruitment Log, completed after each recruitment event by a VISTA.


Performance Milestone
Milestone 

	New/revised Volunteer Recruitment and Management systems are effective:  By the end of this program year, 75% (30 of 40) of the volunteers recruited, trained and managed using the new/revised Volunteer Recruitment and Management system will have served as mentors for at least 3 months, and will commit to another 6 months of service.


Planned Period of Accomplishment 
	December 2008


Indicator/Evidence of Progress
	Volunteers recruited and managed using the new/revised Volunteer Recruitment and Management system serve as mentors for at least 3 months and sign an agreement committing to another 6 months.


Target 

# (number) or % (percent)  

	75
	
	%
	(


How Measured 

	Activity Log 
	(


Description of data collection process or measurement process 
	Mentors will complete Mentoring Logs on a weekly basis, beginning with their assignment to a mentee. The Mentoring Logs will be collected by the VISTA supervisor. Signed agreements (Mentor Commitment Forms) will be recorded by the VISTA supervisor in the volunteer database.


VISTA Project Plan (alternative format)
	Column A
VISTA Project Plan
	Column B
Date(s)
	Column C


	Community Need: Describe the community need to be addressed in relation to the problem(s) identified in your project narrative (Need).

The ABC State Prison Fellowship Office Report (2007) found that more than 500 children and youth in Waketa County have at least one parent incarcerated in the state or federal penitentiary. About two-thirds of these children and youth (61%) live in households with incomes below the Federal poverty line. Murray and Farrington (2007) studied results from research and representative samples on children of incarcerated parents and found that they are more inclined to suffer anti-social and delinquent behavior, mental health problems, drug use, school failure and unemployment. Those who were present when the parent was arrested may also be traumatized in addition to enduring the pain of separation. 
Waketa Community Services (WCS) currently provides mentoring services to children and youth of incarcerated parents in Waketa County who often suffer social, emotional, and cognitive delays, have difficulty in school, and feel stigmatized. However, WCS has had difficulty finding enough volunteers to meet the demand for mentors and most volunteer mentors do not stay with the program for more than three or four months. Mentors ensure that children and youth of incarcerated parents receive social and emotional support.
	
	

	Goal Statement: Describe the impact your project will have in addressing the community need identified above. This goal statement should cover the three-year project period.
To help ensure that children and youth of incarcerated parents receive the social and emotional support they need to help them escape the cycle of poverty, the WCS VISTA project will build the capacity of the organization through the development of a sustainable Volunteer Recruitment and Management system for the mentoring program. 
	
	

	Performance Milestone

At least half of the full time staff (5) will be trained to use the newly developed/revised components of the Volunteer Recruitment and Management system.

Indicator: Staff trained on new system components as they are completed/improved. (These may include but are not limited to: screening procedures, mentor training curricula, volunteer recruitment database, and volunteer support resources.)

Target: 5 full time staff will be trained to use the new components of the system.

How Measured: Volunteer Recruitment and Management System Training Log

Description of Data Collection: The VISTA supervisor will use an ongoing training log to track the number of staff who complete training on components of the Volunteer Recruitment and Management System.
	May 2008
	

	Performance Milestone

New/revised recruitment systems are operational: 40 Volunteers are recruited.  
Indicator: Volunteers recruited using new volunteer recruitment systems.
Target: 40 volunteers will be recruited.

How Measured: Volunteer Recruitment Log

Description of Data Collection:  Volunteer Recruitment Log, completed after each recruitment event by a VISTA.
	July 2008
	

	Performance Milestone

New/revised Volunteer Recruitment and Management systems are effective:  By the end of this program year, 75% (30 of 40) of the volunteers recruited, trained and managed using the new/revised Volunteer Recruitment and Management system will have served as mentors for at least 3 months, and will commit to another 6 months of service.
Indicator: Volunteers recruited and managed using the new/revised Volunteer Recruitment and Management system serve as mentors for at least 3 months and sign an agreement committing to another 6 months.
Target: 75% of volunteers will serve as mentors for at least 3 months and commit to another 6 months.
How Measured: Mentoring Logs, Mentor Commitment Forms
Description of Data Collection: Mentors will complete Mentoring Logs on a weekly basis, beginning with their assignment to a mentee. The Mentoring Logs will be collected by the VISTA supervisor. Signed agreements (Mentor Commitment Forms) will be recorded by the VISTA supervisor in the volunteer database.
	Dec. 2008
	


Organizational Context of the VISTA Project Example:


The organization is a nonprofit with mid-level capacity that operates at two sites.


The organization offers a variety of social services, primarily aimed at children and youth in low resource areas, including mentoring, tutoring, leadership development, and service learning activities.


The organization has ten full-time staff, four part-time staff, and approximately 15 volunteers available on a regular basis. The Volunteer Coordinator (a part-time staff person) will supervise two VISTAs with overall management support from the Executive Director.


The organization has received federal grants in the past, but this will be their first VISTA Project.


The two VISTAs will develop and enhance the volunteer capacity of the organization.


The organization is proposing a project that will increase volunteer resources at both sites in order to increase the number of clients they are able to serve and improve the quality of service.
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