Project Planning :

A “Hands On” Guide to creating, maintaining, and completing projects

For your agency
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Created by Dan Sullivan
Hands on Northeast Georgia

Assessing your Agency’s need(s)

Before you dive into the creation of a project, it would be wise to first plan on what it is that you are trying to accomplish for your agency.  What is your desired outcome?  Is it feasible?

It is important to have a concise plan, so your project is both manageable and effective.  For the best results, follow these steps.
· Research the issue: What is it that you are trying to accomplish?  What can I do to provide the greatest impact?
· Partner with a local community service organization (CSO):  Once you know what groups in your community are working in a particular issue area, you can approach them about partnering for a project. They may already be one of your program partners, in which case you should have a good understanding of how your organizations will work together and the resources that each brings to the project. If they are a new partner, determine if they are a good fit for your program by reviewing their mission, the resources they offer to their partners, and the services they offer the community.
· Conduct a site visit: Granted, this is only needed if the project is going to be taking place off-site from the agency.  If it is at another site, during the visit, ask questions that help you understand what the agency’s greatest needs are and the ways that ongoing or one-time volunteer support can have the greatest impact. While touring the site to review potential projects, keep in mind the elements of a successful project. During the site visit, you can explore ways to expand the project. Walk around the project site and view all areas that might not initially seem to be feasible project task areas. Be clear about budget and time constraints. Do not “over promise” as you plan and develop the project. Promising more than you can deliver can hinder your ability to develop the best possible project.
· Decide on a project: Once you have assessed the needs of the community, researched the issue, contacted CSO partners, and visited the prospective service site, it’s time to decide on the project. Great variety exists among the many types of volunteer projects, so it is important to define your scope. The scope will dictate how large or small the project is, the intended impact, the duration, and the general theme of the project. When selecting a project, pay close attention to:

· Required time/days to complete the project.
· Overall project scope: Can the project be scaled up or down as needed?
· Diversity: Can a broad spectrum of community members participate?
· Overall cost of producing the project.
· Weather impact: What happens in case of inclement weather?
· Accessibility to building and facilities.
· Amount and type of skilled labor needed.

Project Development
Create a Project Workscope:
	First, you should decide whether to plan a one-time, special-event project; an ongoing series of projects; or a combination. A one-day event could be a large project involving hundreds of people or it could be small group of volunteers working together on a service project for a day. Ongoing projects engage volunteers on a consistent basis, providing the opportunity for them to go beyond a one-time experience to more sustained community engagement over time.  Consider what you want to accomplish, and the tasks needed to accomplish the goal of the project. After you have decided what kind of project that you will be having, now you can devise a specific and organized task list, in order of priority.  Be specific!

· Name of project- Something meaningful and catchy is always a safe bet.  Make sure that the description is synonymous with what the volunteers will actually be doing.
· How many volunteers are needed for each individual task- Make sure to allow for the possibilities of having too many or not enough volunteers.  Also make sure that the tasks are prioritized so if not enough volunteer’s show up, there are at least a few tasks that can be completed, and the volunteers can have a sense of accomplishment, as well as the agency. 

· The time required for each task- make sure it’s feasible, and able to be adjusted if any contingency arises
· Task Leaders- This will be a volunteer who will take charge, and accountability of an individual task.  They will also have to communicate the details and goals to other volunteers, as well as be the resource for that task.  
· The amount and types of tools/materials needed for each task- Think about each task, and what is specifically needed for each task to be completed with efficiency and timeliness.  Also, determine if your agency has any tools, or materials to donate to the project site, or if any other partnering agencies, would be willing to donate; tools, material, labor.
· Determine if any special training/orientation is needed before the project starts- In addition to orientation, you may need to train volunteers for the work they will be doing. You may recruit volunteers who already have the necessary skills; however, many volunteers will need some instruction. If volunteers are prepared for the project, they will feel more comfortable with the work, the project will run more smoothly, and your team is more likely to achieve its goals for the project.  Plan for what resources you need in order to orient and train the volunteers to the project. Consider these 3 things: 
1. Time - When will you conduct the orientation and training? How much time will you need? Will you need to conduct more than one training session?

2. Location- Will orientation and training be held at the service site or another location? Do you need a large space, chairs, tables, electricity? 
3. Facilitators- Can staff led orientation and training or will you need another trainer with project-specific skills? Is on-site training required and, if so, who will lead it?  Are there any Instructional materials 

Recruiting Volunteers

Besides the actual project planning, the volunteers are the fundamental key to determining whether your project will run smoothly or not.  Without volunteers, most not-for-profits would suffer a drastic reduction in capacity to serve communities and achieve the mission of the organization. Recruitment is the first step in securing volunteer participation in your national service program. However, before you can begin recruiting volunteers, you first need to understand who volunteers and why. Understanding why people volunteer and their motivational needs will help you target your recruitment strategies to engage the volunteers you need to achieve your project goals. While some people may only relate to their own personal reasons for volunteering, you must articulate the relationship between the service and the benefit to the community and/or the volunteer. You can convey this and other motivating messages in your recruitment communications and throughout the volunteers' service with your organization. There are many factors for why an individual volunteers, including:
· They were personally asked.
· An organization with which they are affiliated is participating.
· They have a personal connection to the mission of the project or organization.
· They enjoy the type of work being performed.
· They want to learn new skills.

· They want to meet new people
People already know that there are problems in the world, that people, the environment, and animals need the support of people who care. As a volunteer recruiter it is your job to convince people that they are that person who cares, help them understand the personal incentives for volunteering, and point out exactly how they are capable of helping. Before you begin to recruit, be sure you review and understand your Agency’s history, culture, and cause. Not only does this process help you inform potential volunteers about the project for which they will be volunteering, it also gives you and other staff the opportunity to renew your commitment to the organization, and to ensure you are prepared to engage and support volunteers. 

You will need to consider the type(s) of volunteers you need for your project or program. Think beyond your traditional volunteer base. Do you need someone with many hours to devote to the project, or people who want to serve only one afternoon? Is the project appropriate for children, seniors, or other people with different abilities and needs? Some trends and groups to consider include:    
· Long-term volunteering – Long-term service provides volunteers the opportunity to commit to a project that spans an extended period of time.
· Short-term/episodic volunteering – Episodic volunteer opportunities include those that are of short duration and those that occur at regular intervals, such as annual events.
· Family volunteering – Family volunteering provides volunteers the opportunity to participate in meaningful service while spending time with their families.  
Here are a few ways of recruiting volunteers:

· The personal ask is always the most compelling
· Post your volunteer opportunity on your program's website or another site such as volunteermatch.com, 1-800-volunteer.com, behandson.org, or even a social networking site such as myspace.com or facebook.com.
· Post flyers or brochures strategically around the community. Distribute flyers in places where potential volunteers congregate.

· Partner with volunteers from a school, corporation, community center, faith-based group, or other nonprofit.
· Utilize local media (e.g., newspapers and radio) to spread the word about your volunteer opportunities.
· Network with community groups and leaders.
· Use online forums and/or blogs to spread the word.
How to accommodate for variance in volunteer’s schedules and availability

 Include volunteer efforts at different times of day and different days of the week.
 Have flexible hours or recruit volunteers to serve in shifts instead of an entire day.
 Plan projects around multiple impact areas or diverse opportunities within a single issue. 
 Offer family-friendly projects in which parents and their children can serve together.
 Provide opportunities for first-time volunteers and for volunteers with more advanced skills.
 Plan projects for individuals and for groups.
 Include indoor and outdoor projects.

· Offer short term and long term projects

Where to Look
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No matter the project opportunity, you should have some idea of where to look for volunteers in your community. Consider a wide range of individuals and groups that are potential volunteers for your project, as well as locations to post flyers and brochures:
· Faith-based groups and/or houses of worship 

· Military bases or retired military groups 

· Unions and trade workers associations 

· Sororities and fraternities 

· Teachers associations 

· Retired firefighter, police, and executive associations 

· Moms’ groups 

· Independent living homes

· Youth organizations (e.g., Scouts, 4-H, Boys & Girls Clubs) 

· Other national service programs 

· Grocery store billboards 

· Bingo halls 

· Doctors’ offices 

· Public transit stations 
· Shopping malls 
Project Calendar

A project calendar is a listing of available volunteer opportunities and other information about your program or projects. Project calendars are a great way to inform volunteers about upcoming service projects, recruit new volunteers, and engage new project sponsors. 

In addition to an actual calendar outlining volunteer opportunities for the month, project calendars should include a brief description of the projects listed. Sort project descriptions according to impact area (e.g., health, the elderly, education) and be sure to outline important details such as age requirements, times, locations, the number of volunteers needed, how to register, and each project leader’s contact information. Don’t forget to specify who the project is appropriate for, such as families, first-time volunteers, or volunteers with specific skills. 
Orientation and Training:

While you are planning your service project, consider how you will orient and train the volunteers. In order for your volunteers to learn from their service experience, they need to understand not only what they will be accomplishing at the project, but also the issue that the project addresses and the impact it will make on the community.  Your volunteer orientation should include an outline of the project and what volunteers will be doing during the project, so that everyone knows what to expect and what is expected of them. In addition to the project outline, your orientation should include the following:
· Overview of your program’s mission, purpose, and history

· Explanation of how your volunteers' support is contributing to the community and/or a discussion on the community issue being addressed by the agency and/or the project

· Brief history of the issue, current statistics, current events related to the issue area (e.g., legislation activity), and other civic engagement opportunities linked to this issue (advocacy training, future service projects)

· Description of what will happen during the volunteer project and how that impacts the agency and community

· Information on follow-up projects
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 In the weeks before the event, you will need to iron out any kinks and confirm that all aspects of the project are ready to go.
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· Address Questions and Concerns — If you do not think a project/task is feasible or if you have questions or concerns, be sure to discuss any changes that you feel need to be made with your team and partners.
· Finalize the Task Matrix — if necessary, make additional visits to the service site in order to finalize the task matrix and to ensure that you are prepared to run a successful project. Be sure to stay in contact with your partners about details for the project.
· Meet with Project Leaders — meet with the staff and volunteers who will be leading the project to make sure everyone is comfortable with the scope of the project and understands the plan. Leaders should also be familiar with the layout of the site and emergency procedures. Utilize your leaders to delegate tasks within the groups.
· Review the Schedule — Review the project schedule with the staff at the service site. Discuss the time the facility needs to be opened on the day of the event. If the facility isn’t usually open on that day, get the name and contact information for the person who will let you in.
· Implement a PR and Media Plan (if necessary) — If PR and media attention are important to the project, begin working with communications contacts early so they can develop and implement a strategy to seek coverage for your project. You will want to make sure you’ve assigned a media spokesperson to be at the service site and that he/she is armed with media kits and talking points.
· Review the Documentation — Review any documentation needed for the event, such as the project plan, the task lists, volunteer contact sheets, etc.
· Confirm All Tools and Materials — confirm that all tools and materials have been secured and are ready to be taken to the project site. Obtain any over-looked items. Make sure you’ve thought through all the cleaning supplies you might need. Extra work gloves and trash bags are always a good idea!
· Review the Reflection Activity Plan — Make sure that you have scheduled time for reflection and have the necessary information to lead an engaging, thought-provoking discussion about the issue or your agency.
· Secure Food and Beverages — Confirm plans for ample refreshments at the project site. Don’t forget to plan for plates, napkins, cups, utensils, ice, etc.
· Check, Double-check, and Triple-check! — Don’t leave anything to chance. It’s better to confirm a detail twice than to assume someone else will do it. Ask your project leaders to review details. If someone agrees to be responsible for any materials, follow up with an e-mail. Stay in touch with partners/donors who are providing financial or in-kind resources to make sure you have everything you need before the day of the project.
· Conduct Final Planning Meetings — meet with your project leaders to ensure everyone is confident about all project details.
· Create a Call List — Exchange cell phone numbers with all key contacts if you have not already done so. You may also want to secure walkie-talkies for the day of the project.
· Make Final Calls — make any final calls to project-specific contacts, such as landscapers, media contacts, etc.
· Identify a Bilingual Speaker (if necessary) — You want all volunteers to have a meaningful experience, so make sure you have the language capabilities to communicate with each volunteer. 
· Reserve Materials for Project Stations — make sure you will have table and chairs for a volunteer registration area at the service site so volunteers can sign in. You may also want to have a water/refreshment station, a first aid station, and/or a media desk.
· Pack a Project Kit — Pack a kit with materials you will need to facilitate the project: sign-in sheets, evaluations, pens, markers, tape, poster board, rope/bungee cords, paper, clipboards, and nametags. You will need these things for registration, to take notes, to make signs (directions to water, bathrooms, etc.), to hang banners, and to handle little details of the day. You may also want to bring handouts about the next volunteer opportunity.
· Secure Trash Containers — make sure there will be ample trashcans and recycling bins with bin liners.
· Encourage Fun — Consider bringing a CD player to play music and create a fun, energizing atmosphere. One fun idea would be to have a local radio station broadcast live from the site, thus providing music and promotion for the event.

Planning for Safety
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Ensuring the safety of life and property is critical. By reviewing the project for possible hazards and educating volunteers about safety, program staff will reduce the chance of someone getting hurt. 
Review the safety/emergency plan with your project leaders. Know of all nearby emergency exits, first-aid kits, and/or automated external difibulators (AEDs). Assign a safety point person for the day of the event. Always have a first-aid kit on hand and a phone to call 911 if necessary. Make sure to create a checklist for the following:

· Are there first-aid kits, a water station, phones, blank accident/incident report forms, as well as volunteer safety accessories on site?
· Do you have volunteer liability waivers that need to be signed in advance? Do you have blank forms on site?
· Are there special safety concerns for the use of special tools/supplies being used? Are there instructional handouts for any tools or equipment?
· Do you have a plan to monitor the site for safe use of tools, supplies, or equipment?

· Do you have a plan to encourage everyone to be safe and have fun?
Contingency Plans

      There is an old adage ; “It’s better to be safe than sorry”  and that applies to every aspect in project development 

 Always plan for the worst-case scenario. Play devil’s advocate as you analyze the possibilities of what could go wrong. Record the strategy to handle the problems. When you plan ahead for a problem, you can handle it with minimal disruption and cost. The key is to not only think about what to do before you need to do it, but to also know whom you need to contact and have their phone numbers readily available.

 Create contingency plans for weather (rain, extreme heat or cold, etc.) and other problems that can be anticipated. Another problem could be varying numbers of volunteers. What will you do if you have too many or too few volunteers for the project you planned?
When you created a task list and prioritized the jobs to be done, it was important to brainstorm about if you have fewer volunteers than you anticipated, use this list to determine which tasks are the most important and can be finished by a small group so that the volunteers have a sense of accomplishment at the end of the project. If you have more volunteers than you planned for, look farther down the list for more tasks to be completed. 

As the project manager, you will have many responsibilities during the actual service. One of the most important is managing the logistics that will make the event run smoothly. If the logistics are handled well, volunteers will have a more positive experience and be more likely to volunteer with your program again. Many of the project logistics are outlined below.

Scheduling
· Have you developed and printed a schedule for the event? 
· Have you briefed the other project leaders regarding the schedule?
· Have volunteers been assigned as task leaders?
· Has time been allotted for set-up, breaks, lunch, clean-up, reflection, and evaluation?
· Are volunteers aware of their scheduled service time?    

Access to Event Site
· Do volunteers have directions to the event?
· Is the project site accessible to people with disabilities?
· If the site is normally closed/secured during the time of your project, who will be available to provide access to the facilities?
· Is there a place where volunteers can put their personal belongings?

Registration
· Have you designated an area for volunteer check-in?
· Have you created registration forms? 
· Do you have pens, pencils, and/or markers?
· Do you have volunteer name tags?
· Have you recruited volunteers to manage registration? Have they been trained on the registration procedures?
· Whom can volunteers contact in case of a cancellation or emergency?

Weather and Attire
· Have you made contingency plans in the event of inclement weather?
· Have you sent back-up plans and contact information to volunteers?
· Do you know how to contact volunteers in case of an emergency?
· Do volunteers know how to dress appropriately for the project?
Food, Beverages, and Breaks
· Will there be food and/or beverages at the project? If so, do you have a station designated for this? Do you have a plan to distribute food/beverages to the volunteers?
· Is there a specific place for volunteers to eat/drink, or can it be anywhere on site?
· Do you have volunteers designated to staff the food/beverage station and/or distribute items?
· Do you have a plan to ensure that all volunteers get a break?
· Do you have a way to secure additional food/beverages if needed?
Day of Project

Pre-project Preparation

· Arrive early.
· Verify that all materials are ready and tasks are assigned.
· Organize tools and materials in the space where they will be used.
· Set up stations for registration, water, first aid, etc.
· Verify that facilities are open and available (restrooms, electricity, etc.).
· Set out trash containers for easy access throughout the site.
· Hang project signage.
· Secure on-site storage, if necessary.

· Verify safety procedures, contingency plans, emergency call list, and other project details

When Volunteers Arrive

· Welcome and register all volunteers.
· Have volunteers sign waiver of liability and/or photo release, if necessary.
· Distribute name tags for all volunteers and staff.

· Distribute project t-shirts if necessary

Volunteer Orientation

· Gather all volunteers together for welcome and orientation.
· Thank volunteers.
· Present brief overview of the program, the project, and the community issue you are addressing. Be sure to discuss the impact the project can have on the community.
· Review the schedule for the day.
· Motivate volunteers through a group cheer or other activity.
· Discuss safety procedures and other important details for the day.

· Divide volunteers into task groups, with a task leader for each.
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During the Project

· Motivate and encourage volunteers. Thank them for their service.
· Manage the volunteers’ time for effective service. Make sure each person has a task to complete.
· Prioritize tasks; complete the most important jobs first.
· At the half-way point, ask volunteers if there is too much or not enough to do.
· Have back-up projects available for extra work.
· Monitor safety.
· Be available/accessible for answering questions and troubleshooting.

· Encourage all volunteers to have FUN!!!!
After the Project

· Clean up.
· Conduct a final walk-through of the service site, checking that all tasks have been completed, trash disposed of, and tools/materials put away.
· Gather volunteers together and review the accomplishments of the day.
· Facilitate a reflection activity.
· Solicit feedback through a formal or informal evaluation.

· Thank volunteers and tell them of future service opportunities

 Reflection
· Do you have a plan for facilitating a reflection activity with all volunteers?
· Do you have space and any supplies you might need for reflection?
· Do you have a plan for formal or informal evaluation?
· If needed, have you developed and printed copies of an evaluation survey?

· Do you have someone designated to manage the evaluation process?

Reflection can take place at any time during the service project, so be prepared to lead the volunteers through this experience. Following are some ideas for creating the best environment for reflection discussion to take place:
· At the Beginning:
Reflection can be included in volunteer orientation. A representative of the community agency should discuss the organization's mission and purpose. As a group, explore how the work being completed will directly impact that community. The community agency representative can also use this time to discuss the ongoing volunteer opportunities available with the agency and sign up individuals who are interested.

· During the Project:
You can facilitate reflection while volunteers are serving. If volunteers are engaged in quiet or simple tasks, you could lead a discussion while they are working. If volunteers are engaged in tasks that prevent discussion, one reflection idea is to post flyers around the service site with facts about the issue; this can encourage volunteers to think about and discuss the impact of their service. Another idea is to have a large banner available on which volunteers can jot down their reflections throughout the project.
· At the End:
Once service has been completed, gather everyone around and engage people in conversation by asking them to share their stories about what was accomplished during the event. Make arrangements to include people from the community served in a post-service discussion. At the conclusion of the discussion ask people to make a commitment to assist that community agency with their needs and commit to inspiring others in their local community.
Whether you are leading your reflection activities at the beginning, throughout, or at the end of the project, remember to encourage each volunteer to contribute to the discussion and make sure that all volunteers have an opportunity to share their thoughts. Reflection is important, so ensure that everyone can participate as much as she or he feels comfortable. Use the following tips to help you facilitate effectively:
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· 1. Introduce yourself.
Be sure the participants know who you are, and establish yourself in the role of facilitator.
· 2. Avoid yes-or-no questions.
Give participants an opportunity to share more than a one-word answer.
· 3. Encourage participation from all.
If you notice that one participant seems to be controlling the conversation, take his or her comment, turn it into a question, and ask another (quieter) participant directly.
· 4. Use eye contact.
Be sure to make eye contact with participants, and listen to their answers.
· 5. Be relaxed!
Just let the conversation flow, and don’t feel pressured to keep the structure rigid.
· 6. Be flexible.
If you feel the conversation getting off track, but you think the comments are useful, let the conversation continue in that way. Again, don’t feel pressured to stick to a script/plan.
· 7. Say thank you.
Thank everyone for participating!
· 8. Use quotations.
Read a relevant quotation and ask volunteers to respond to how the quotation relates to the completed project.
· 9. Break into discussion groups.
If time and space permits, have volunteers break up into small discussion groups and provide them with a discussion topic using quotations or community issue-area impact data; or challenge them as a “think tank” to address specific issues the community agency would like help with.
No matter the method, make sure to initiate a reflection conversation at your service project. Doing this will help the volunteers form a deeper connection to the community and their mission.
Recognition
Recognition is a key component of volunteer management. Volunteers need to know that their service has made an impact and that they are appreciated by the community, fellow volunteers, and program staff. When individuals are in an environment where they feel appreciated and needed, the organization sees a number of positive effects. When celebrating service, it is important to acknowledge the accomplishments of everyone involved. Honor the volunteers, but also remember to include: 
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· Project leaders
· Community members
· Community agency partners
· Your organizational staff and leaders
· Any financial supporters
· Any other groups or individuals who helped make the service possible 

 Give it frequently – Recognition has a short shelf life. Its effects start to wear off after a few days, and after several weeks of not hearing anything positive, volunteers start to wonder if they are appreciated. Giving recognition once a year at a recognition banquet is not enough.
 Give it using a variety of methods – One of the implications of the previous rule is that you need a variety of methods to show ongoing appreciation to volunteers.
 Give it honestly – Don’t give praise unless you mean it. If you praise substandard performance, the praise you give to others for good work will not be valued. If a volunteer is performing poorly, you might be able to give him honest recognition for his effort or for some personality trait.
 Give it to the person, not the work – This is a subtle but important distinction. If volunteers organize a fundraising event, for example, and you praise the event without mentioning who organized it, the volunteer may feel some resentment. Make sure you connect the volunteer’s name to his work.
 Give it appropriately to the achievement – Small accomplishments should be praised with low-effort methods, while large accomplishments should get something more.
 Give it consistently – If two volunteers are responsible for similar achievements, they ought to get similar recognition. If one gets her picture in the lobby and another gets an approving nod, the latter may feel resentment. This does not mean that the recognition has to be exactly the same; just that it should be the result of similar effort on your part.
 Give it on a timely basis – Praise for work should come as soon as possible after the achievement. Don’t save up your recognition for the annual banquet. If a volunteer has to wait months before hearing any word of praise, she may develop resentment for lack of praise in the meantime.
 Give it on an individualized basis – Different people like different things. One might respond favorably to football tickets, while another might find them useless. Some like public recognition, others find it embarrassing. In order to provide effective recognition, you need to get to know your volunteers and what they will respond to positively.
Follow up:

This manual has been put together to serve as a guiding tool in your Agency’s quest to strengthen it’s projects,  further it’s mission, and increase volunteer retention.  Please remember, the staff here at Hands on Northeast Georgia is always willing and able to help your agency get your project started, as well as recruit volunteers for you project.  This partnership allows us to not only help in the recruitment of volunteers, but match, connect, and train them as well.  If you have any questions, about project development, volunteer recruitment, retention, or training, please feel free to contact us at:

www.handsonnortheastgeorgia.org or call us at 706-353-1313

Thank you and Good Luck! (
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