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                    Expand CASA! Project Toolkit (1)
              Program and Peer Coordinator Model
    National CASA Promising Practices Award Winner 

           CASA of Maricopa County, Phoenix, AZ
                                         2011
	Mission of the Expand CASA! Project


· Root and Grow the Program

· Provide Professional Development for Current Volunteers
· Give Exemplary Customer Service to our Volunteer Core
· Retain More Advocates

· Serve More Children

· Overcome Budget Constraints
	Vision


To serve every child that needs a CASA volunteer.
	Project Core Competencies


· Support CASA program Infrastructure
· Provide the judiciary exemplary advocate services
· Build key partnerships at the national and local level
· Use national and state and local program standards for extensive initial and continual/ongoing training to insure properly trained staff
· Move from success to significance – the power of numbers
	National CASA Presentation


Expand CASA Project– National CASA Conference Presentation

Opening: 
Brain Storm Activity (Need Flip Chart, Easel, Markers) 

Why are you interested in the Peer Coordinator Model?

Framework  to implement; unique to each program

· Identify where you want to go

· Incorporate into your Strategic Plan

Define the Concept:  How to Root and Grow the Program in Fiscally Challenging Times 

· Expansion & Retention

· Enhanced Customer Service

· Rewarding Peak Performers

· Professional Development

· Another Connection to the Program

Staff Transition Plan:  Preparing current paid staff for the transition in duties
· Paradigm shift, move to a volunteer centric focus
· Program Coordinators move from case management to volunteer empowerment
· Program Coordinators become resource managers / subject matter experts
· Final authority/accountability remains with paid Program Coordinators – they are not losing their positions

Buy-in from Bench:  Easy sell to increase number of children served 

· Critical – identify your CASA cheerleaders, start there

· Prepare – be solution based, identify barriers and how to overcome

Publicly Administered Programs: Buy-in from supervising authorities and funding sources 

· Need to work with boards and stakeholders
Who/What is a Peer Coordinator? PowerPoint Presentation 

· Selection – Recruitment, application, requirements

· Job description - Duties and responsibilities

· Importance of clear, measureable expectations

· Training - Coaching, motivation, customer service

· Identify support needs – What do they need to know?

· Ongoing in-service training - Logistics

· Ongoing support – Forums, Monthly Report

Roll out:  Phase in new advocates (think big, start small)
Wrap Up:  Panel discussion - Where it is Working/Resistance 
Learning Objectives:

1. Learners will be able to list 3-5 reasons for implementing 
2. Learners will be able to list 3-5 partners to included in development

3. Learners will be able to list steps to follow in development

4. Learners will be able to list criteria for staff
5. Learners will be able to list ongoing support needs for staff
Learning Techniques / Devices:

1. Brain Storming, use of flip chart (Why are you Interested)
2. Role play (Staff transition plan)

3. Lecture, use of PowerPoint 
4. Application, letter of intent, contract, FAQs, initial training, ongoing training

5. Physical Demonstration / Visual Aids (Roll out)

6. Panel Discussion (Success/Resistance)

Powerpoint: (Click on graphic) 
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	First Step Materials


Peer Coordinator Open House Talking Points
Open House FAQs 

Peer Coordinator Application

Letter of Intent

EXPAND CASA! PROJECT OPEN HOUSE TALKING POINTS

We need to do more with less; provide better service to volunteers and the bench

Goal: 
To serve more children with the resources that we have despite current hard 


economic times of budget cuts / hiring freezes. 

Plan:
Expand CASA! Project – sharing the wisdom and providing multiple lines of support to the new CASA volunteer/recent CASA academy graduates/rookies.

Building the program by creating a middle layer of volunteers supervising volunteers.

· Program Coordinators = Paid staff

· Peer Coordinators = Unpaid Volunteer Supervisors


· Rookies = New CASA Academy graduates to be supervised by Peer Coordinator

Peer Coordinators will serve as the contact person for new volunteers/face of CASA  -  this will enhance retention for current CASA volunteers reduce drop out rate at pre-certification.

Start of Project:  250 active (~2 children per case) = 500 children served

Project:                800 active (~2 children per case) = 2,200 children served

Goal to move from success to significance, from 1 in 10 to 1 in 3 children served.

You have been selected to apply for Peer Coordinator position because you are;

· in good standing with the program/compliance with program

· have been a CASA Volunteer for over 1 year

· experienced in managing volunteers or employees

To be accepted as a Peer Coordinator:

· Complete an application

· Complete an interview

· Attend Initial Peer Coordinator Training

· Agree to attend additional 12 hours of ongoing training throughout calendar year. Topics include: Logistics, Code & Policy, Volunteer Management, Court Report Writing and Court Report Editing.
New opportunity with CASA; new role!

EXPAND CASA! PROJECT FAQS TO BE SHARED WITH OPEN HOUSE PARTICIPANTS

1. What is the time commitment?  We anticipate approximately 15 to 20 hours a month.
2. How will my time be spent? The majority of your time will be spent on the website approving contacts and communicating via the message center and also on the phone.  Less that a third of your time is expected to be in person.  You may choose to attend court hearings and other case related events – it will be specific to each case.   
3. Are you required to carry a case? No, it’s not a requirement to take a case. If you’re currently active on a case, you may remain on it.
4. What are documentation requirements? Documentation will be via the CASA website.  It’s required that you have contact by phone or in person with each CASA Volunteer at least once a month.  Ideally, case communication is documented, this is comparable to the documentation of contact logs for cases.  You’re used to documenting all case activity, this won’t be significantly more or less. 
5. Do I have to host advocate forums? No, you’re not required to facilitate advocate forums.  However if you’d like to host a forum, you’d be welcomed to – or even host a forum with a fellow coordinator.
6. Do I critique court reports and paperwork? Yes!  You will be responsible for editing, critiquing and distributing court reports.  Program Coordinators and support staff will be available and can be involved at a level you determine necessary.  
7. What if I’m gone for a planned absence (vacation)? Your Program Coordinator or other peer coordinators can be scheduled to cover your cases and be available to your CASA Volunteers.  The planning ahead on your end is what is essential.  Program Coordinators are available to purely support and assist you, as needed.  
8. Are there any legal ramifications of being a coordinator? No.  You are protected from any civil or criminal liability assuming you’re performing your duties as a Peer Volunteer Coordinator in good faith.  
9. I’m not sure I’m comfortable to submit court reports. Again, this is where your Program Coordinator is available to assist as needed.    
10. I’m not that comfortable with computers, can I do this? If you are comfortable with the CASA website and email system, then you’re set!  
11. Will geographic location be considered? Yes, CASA Volunteers will be assigned with location in mind.  However this isn’t as crucial as it used to be.  We will do what we can to save you time and miles from driving all over the valley!  
12. Do I have to commit to being a Peer Coordinator before training? Great question.  If you’re on the fence and not sure, you’re welcome to attend the training and then make a decision.  Obviously, you won’t ‘start’ until a commitment is made.   
13. What if one of my CASA Volunteers can’t go to their hearing? First option would be for you to attend in their place (since you’d know most about their case).  If not possible, then another Peer Volunteer Coordinator or Program Coordinator could attend.

14. Can Co-CASA’s do this? Yes!  3 CASA Volunteers would be assigned to each Peer Volunteer Coordinator.  If only 1 Co-CASA signs up, only 3 new CASA Volunteers would be assigned. 

15. What’s the big picture for this project down the road? To serve more children with the resources we have.  We’re dreaming big!

16. I only know about a certain type of cases (i.e., older youth, new born, etc.).
You will receive ongoing training for a full year.  You will have 29 Peer Volunteer Coordinators and the Program Coordinators available to continue to ‘share the knowledge’.  We will continue to match CASA Volunteers with Peer Volunteer Coordinators with like experiences, if geographically possible.   

17. Will I get assigned to a new Program Coordinator or will my Program Coordinator change? We don’t know yet.  However, we are a team to support your success. The goal is to share the wisdom, success and experiences throughout CASA while providing exceptional volunteer management and child advocacy.
18. What if I can’t attend the initial training? Come talk to us!  Depending on number CASA Volunteers and people in training we will try to work with you.  We can also keep you on board for the next training.

EXPAND CASA! PROJECT PEER COORDINATOR JOB DESCRIPTION
Peer Coordinator Job Description

· Job Overview

· Maintain accurate and complete documentation of case management and supervision of CASA Volunteers

· Maintain electronic case files
· Provide direction and oversight to CASA Volunteers

· Identify resources; provide feedback, assist CASA Volunteers
· Provide support, motivation and retention of CASA Volunteers
· Comfortable with Juvenile Court Hearings 
· Knowledge of child welfare system
· Provide adequate notice to PRO for planned absences

· Essential Duties

· Maintain a regular schedule of contact with each assigned CASA Volunteer
· Review, edit and distribute CASA court reports to Judicial Officers

· Approve all Recommendations made to court
· Serve as liaison between CASA Volunteers and other agencies to build collaboration.

· Mediate/engage in conflict resolution when necessary, on behalf of CASA

· Accompany CASA Volunteers attend staffings/court hearings or review child’s case file (as needed)
· Participate in ongoing trainings and advocate forums

· Maintain a vehicle mileage log for all CASA related driving
· Requirements

· Complete 2 day Initial Peer Coordinator Training

· Participate in ongoing Peer Coordinator training
· 12 month commitment

· Attend monthly meeting with Program Coordinator to staff cases

· Proficiency with CASA website
· Familiarization with CASA Policies and Procedures 
· Order of Appointment
· Duties and Responsibilities
· Confidentiality Agreement
· Electronic and Social Media Policy
· Volunteer Contract  

· Policy Manual

· Juvenile Court Rules and Procedures
· Remain a CASA Volunteer of Maricopa County in good standing
EXPAND CASA! PROJECT PEER COORDINATOR APPLICATION

Court Appointed Special Advocate Program

Maricopa County, Arizona

Volunteer Peer Coordinator Application

                 www.maricopacasa.org  (602) 506-4083
	For Office Use: 

Application received: ___/___/___ 

Interview: ___/___/___ 


	CONTACT INFORMATION:

	Full Name:
	

	EMPLOYMENT INFORMATION:

	 FORMCHECKBOX 
Retired


 
	 FORMCHECKBOX 
Full or Part-Time
	 FORMCHECKBOX 
Self-Employed
	 FORMCHECKBOX 
Seeking Employment

	Name of Current Employer, or if Retired or Unemployed, Previous Employer:
	Hire Date:


To:

	Address:
	City:
	State:
	Zip:

	Occupation:                                                       May we contact you at work?
   yes FORMCHECKBOX 
    no FORMCHECKBOX 

	Work Phone:

	Describe your work experience:

	

	Do you have any employee or volunteer management experience? If yes, please describe:

	

	


	Education:

	Are you currently attending school? 

yes FORMCHECKBOX 

no FORMCHECKBOX 

	If yes, specify school:
	Area of study/degree objective:

	Are you bilingual?

yes FORMCHECKBOX 

no FORMCHECKBOX 
 
If yes, specify language(s):


	

	How long have you been with the CASA of Maricopa County?

	How many children have you served as a CASA?  What activities have you performed as a CASA? What were the most rewarding aspects of being a CASA?  What were the most challenging? 



	

	

	

	

	

	Describe prior volunteer experience including but not limited to other non-case volunteer activities with the CASA program. 

	

	

	

	Have your life experiences included working with people of races and social/economic circumstances different than your own?

yes FORMCHECKBOX 

no FORMCHECKBOX 

If yes, please describe:

	

	

	How have you grown since becoming a CASA?

	

	

	

	Time availability:

	 Volunteer Peer Coordinators make a one-year commitment. The time demands for Coordinators vary with the case assignment. We estimate Coordinators will devote an average of 5 hours per week to case activities. Some activities may be completed by telephone (i.e. contact with PROs). Do you have any particular time restrictions?   

 yes FORMCHECKBOX 
    no FORMCHECKBOX 
   If yes, please explain:

	

	

	

	Training:

	Successful completion of specialized training is required for acceptance as a Coordinator.  Can you commit to the initial training with advance notice?
yes FORMCHECKBOX 
 
no FORMCHECKBOX 

Can you commit to 12 Coordinator continuing training education hours?   yes FORMCHECKBOX 
 
no FORMCHECKBOX 


	Liability:

	All Volunteer Peer Coordinators are required to maintain automobile liability coverage, which satisfies the requirements under Arizona law, in order to transport any CASA child. 

Note: CASA of Maricopa County requires annual verification of automobile insurance and current Arizona Driver’s License. 




	AGREEMENT 

	(Please initial where indicated.)
As a potential Volunteer Peer Coordinator, I understand that I must meet the following preliminary qualifications:



	

	1. I do not have any criminal convictions. ________





 INITIALS

	2. I am willing to commute in my capacity as a Coordinator. ________
                                                                                                       INITIALS
3. I have access to a personnel computer and email.   _______



                                                                                                    INITIALS

	

	4. I will serve approximately 20 hours a month for at least 12 months as a Coordinator ________





                                                                                                              I NITIALS


	5. As an applicant to be a Volunteer Peer Coordinator, I agree to:

	a) Submit to an investigation of suitability as a CASA Peer Coordinator, including but not limited to, being fingerprinted, criminal background check (FBI and Department of Justice), and Department of Motor Vehicles records check and/or provide CASA with a copy of your current driver’s license and auto insurance annually. ________





















                                                                      INITIALS

	

	As an applicant to be a CASA Coordinator I understand and acknowledge that CASA  is not obligated in any way to accept me as a Peer Coordinator by submission of this application. ________






INITIALS







                                  

	

	

	

	

	Signature of Applicant:
 















Date:


EXPAND CASA! PROJECT LETTER OF INTENT

Court Appointed Special Advocate Program 

Volunteer Peer Coordinator Letter of Intent 

Dear __________________________, 

 This notice is to signify my intention to become a Volunteer Peer Coordinator with _____________________________________________. 

____I will be attending the __________________ Peer Coordinator training. 

____Because of a prior obligation, I will not be attending the ___________________ Volunteer Peer Coordinator training but still want to participate in the future. 

 ____I have decided not to pursue becoming a Volunteer Peer Coordinator at this time. 

This notice is intended merely as a guide for the preparation for inclusion in the CASA 

Expansion Pilot Project and also serves as an expression of intent. This is not a 

contractual obligation and may be terminated by either party. 

Name ________________________ Date _________________________ 
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What about the Program/Peer Coordinator Model interests you?



















Steps

		Define the concept

		Assess and identify program needs

		Incorporate into strategic plan

		Think big, move slow

		Seek National CASA support

		Collaborate with other CASA Programs









Be a Change Champion









Create a compelling vision

Design the Future

Anchor the Change

Reduce Resistance







  Manage the transition

Develop the change plan & process

Reduce Resistance



Assess the current situation

Increase demand &

desire for change

Reduce Resistance







Purpose

		Root and Grow the Program

		Provide Professional Development

		Give Exemplary Customer Service

		Retain More Advocates

		Serve More Children

		Overcome Budget Constraints









Barriers	

Staff Resistance - Paradigm Shift



Coaching vs. Case Managing – 

Empowering Volunteers to Advocate

		Fear of the unknown

		Walking the wire without a net	





  

  Judicial and Stakeholder Buy-in

		Serve more children

		Can’t do it alone









Next Steps

		Open House

		Initial Peer Coordinator Training

		Ongoing Peer Coordinator Training

		Advocate Assignment

		Quarterly Peer Coordinator Forums









New Advocate Support



Each Peer Coordinator (supervised by a Program Coordinator) manages new, incoming Advocates



Advocates are also supported by other Program and Peer Coordinators

		Specialty Experts: older youth, best for babies, education 





Objectives:

To create a fluid system of supervision and support for the new advocates 



To strengthen a connection to the program and to expand the shared knowledge base







Schematic Overview
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Hiring Staff

Key Word Definitions:



		Program Coordinators: Paid CASA staff supervising Peer Coordinators (PROs)



		Peer Coordinators: Unpaid, experienced Advocates supervising new Advocates (PCs)









Selection of Staff -The Vetting Process



          Paid or Unpaid

 Recruitment – Stack the Deck



		Analyze Internally - Look for volunteer or employee management experience 



		Accept Nominations - In good standing (if in program)



		Coordinator Application/Panel Interview It’s ok to say no – good advocate does not always equal good people manager

		











Documentation

		Job Description - defines competencies and skills required 



		PRO Duties/PC Duties - importance of clear, measureable expectations



		Letter of Intent - clarifies interest



		Contract - cements 1 year commitment









Initial Coordinator Training

Agenda- 1½ days (PC) to 2 days (PRO)

		Coaching

		Motivation

		Critical Thinking/Conflict Resolution

		Volunteer Management and Supervision

		Cultural Competency

		Current Program and Peer Coordinator Panel











Professional Development Needs

Ongoing Coordinator Training 

Mandatory 12 classes  

	Logistics, Code and Policy, Report Editing, Leadership/Discussing Performance, Judge Brown Bag, Stress Management



Ongoing Support 

Monthly New Advocate Evaluation Report

Monthly Meeting with PRO







Roll Out

The Matching Game

		Personality, location, specialty





Time Frame of Assignment

		Face to face meeting logistics





Expectations







Coordinator Tools



		Developing a Coaching Plan





		Developing a Supervision Plan









Peer Coordinators Speak Out!

Why did you decide to become a Peer Coordinator?



“The CASA program is so important and necessary to foster children, that is just seems 

that being a PC is the natural progression to being even more involved.”



“I believe so much in the program and the need for it to exist and to grow the program we 

must have more coordinators in order to have more CASA volunteers.”



“My first case lasted over 5 ½ years and presented me with challenges that covered the 

gambit; uncooperative case workers, severance hearings, appeals, adoption hearings,

etc. The fact that I had all these experiences made me realize I had gained much

knowledge in dealing with a variety of case problems and resources to solve those

problems, so I believed I had something to offer as a coordinator.”







	







Peer Coordinators Speak Out!

What has been best about it so far?

“Working with the wonderful people who become CASA volunteers and seeing them grow 

In knowledge, improving their ability to be effective in helping our children.  Also learning

more about the program as I work more closely with staff.”



“Mentoring the new Advocates and sharing my own experiences from my own cases

when offering advice and solutions.”



“A good growth experience for me! I appreciate the opportunity to help save children by

enabling the organization to train more CASA volunteers.”



Is it meeting your expectations?  

“I learn something new from my Advocates all the time and I really appreciate

the ongoing training classes.”











Peer Coordinators Speak Out!

What has been the most challenging?



“My main challenge is making sure I find the time to touch base with my Advocates if I 

haven't heard from them in a while. However, it is becoming part of my routine when I

enter my own information.”



“The most challenging aspect for me has been to learn to edit the work of others in a

supportive and encouraging way.  Being a ‘Type A’ personality, it is hard not to just fix the

problem. Advocates learn by trying and failing and trying something else.  They learn to

write good reports with encouragement.  They all have their own style and their own way

of dealing with situations, and I need to always remember there is more than one way to

accomplish the goal. “ 











Panel Discussion





		Lessons Learned





		Program Uniqueness

		Urban vs. Rural Programs

		Public vs. Privately Funded Programs









Want the Expand CASA! 

Project Toolkit?





ecp@maricopacasa.org













CASA











