     BEING AN EFFECTIVE VISTA SUB-SITE SUPERVISOR CHAT COMMENTS – 12/15/2020

[The comments in this document are responses from individuals who attended the live webinar.]
Prior to the session starting, attendees were asked to respond to this question:
[bookmark: _GoBack]What makes you effective in your role as sub-site supervisor?
· Ongoing Communication and clearly defined goals for our VISTA's
· Having weekly meetings with our VISTA, and overall all staying connected to their work/goals/expectations
· My effectiveness as a VISTA Sub-Site Supervisor stems from my attention to detail and my willingness to help.
· Having set check in points throughout the week and keeping a list for follow-up items
· Weekly meetings to keep us on track
· Having regular check ins and listening to the challenges, barriers, and successes of the VISTA worker.
· Paying attention.  Checking in.
· My ability to listen to our VISTAs concerns while following with an action plan.
· Active listening makes me successful!
· I try to listen well and actively to my supervisee.
· Implementing a project manager software and some other tools to help the VISTA and myself stay on task.
· Trust

Case Study:  Taylor has been a sub-site VISTA supervisor for six months and supervises four members. Taylor never received much of an orientation to the site or the intermediary. Taylor has a busy workload, loves the VISTA program, and has reached out to the intermediary but communication has not been great. This has caused delays in collecting data for reports on time and getting support for supervising members.
What specific steps should Taylor take to rectify this problem?
· One thing that seems missing from all this information is training for the host site. In other words, it feels like there is more that is required to be a host site and make this a sustainable or effective function within the organization. Supervisor skills and knowledge only seems to be a part of it. Can you speak to this and how to make the case that there needs to be broader host site awareness of what it means to be a host site?
· Set up weekly or bi-weekly meetings for just 30 minutes.
· Make list of specific questions he has and send to Intermediate.  Ask for specific date/time to talk.
· Try a different form of communication if not make a site visit.
· A site visit is difficult with remote working now. 
· Schedule a meeting with the whole team, including the intermediary
· Ask intermediary what their preferred method of communication is.
· Communicate clearly and frequently
· Taylor can request a more comprehensive training about their role.
· Does the subsite have a MOA with the intermediary, not official MOA perhaps, but it would help outline the roles of the two parties.
· Have a clear set of goals and objectives
· Have Taylor go to supervisor site on AmeriCorps website.  Gather best practices that he can share with his inter.
· Request regular check in's with manager. Ask for feedback.
· Schedule a meeting with intermediary with an agenda including reporting plan
· Clear communication with set times and agenda items
· Does Taylor have access to a previous VISTA supervisor that can inform her practices?
· Communication regularly with all parties, weekly if possible. maybe not just emails.
· Be clear about what information and support they expect from the intermediary and find out what expectations the intermediary has of them.
· Set up meeting weekly meetings
· Think proactive, prior to supervision, send an email to her VISTA folks and let them know who to contact and why.  Also, monthly or weekly meetings either on the phone or in person.
· Use the MOU moment to help define interaction patterns.
· Some people like email vs phone
· Create a support network of sub-site supervisors throughout VISTA
· Taylor can set up meetings, as often as needed, making sure it is known to the intermediary what information is needed.
· Set time aside for daily communication
· Taylor needs to ask for an orientation and training, regularly scheduled meetings,
· Does the subsite have a MOA with the intermediary, not official MOA perhaps, but it would help outline the roles of the two parties.
· Reach out to other/known subsites for help.
· Refer to VAD to help keep on track
· Clarify all upcoming deadlines and what is needed to meet those
· Taylor could chat with other VISTA members to see what sort of communication they have found helpful.  Schedule a meeting and include a full list of questions to discuss so all parties have time to research if needed.
· Ask for a re-orientation to refresh themself with program culture and policy to better meet expectations
· Regular meetings with both VISTA member(s) and intermediary, with agendas.
· Look at reporting requirements for VISTA to focus on those tasks
· Review VAD and consider if there needs to be an update.   In this review, discuss communication styles and frequency of needed meetings.
· If the program is new, the situation is likely new too. It would help to remind everyone that this is an evolving program, to have patience, and an attitude of collaboration, not entitlement.

List a challenge that you have had as a sub-site supervisor.  What steps would you take to overcome this obstacle?
[Many of the sub-bullets in this section are comments and responses from Ericc Powell to offer resources, information, and support.]

· I'm silent on some of these questions because I think we are struggling with the AmeriCorps program work being held solely on the shoulders of the supervisor. It seems that host site orientation for folks like HR, operations and finance could be helpful to alleviate the burden on the supervisor and form some institutional knowledge.
· Performance Improvement Plans - how to work to remove a member
· Document information from all meetings, especially if there were or are performance issues.  Work with the VISTA member to acknowledge the performance issues and together work on improvement plans.  If you need assistance, don’t wait until it gets unbearable to include the AmeriCorps Regional Office.  They are the only ones able to remove a VISTA member from service, but they will want to know what documentation you have, what conversations you have had, what solutions you have tried, etc.
· A full calendar of report due dates and deadlines.
· A full calendar with all reports and deadlines and links would be most helpful
· Some projects may have different due dates for specific reports [e.g., the Project Progress Report (PPR) depending on how your AmeriCorps Regional Office structures the due dates, so check with your intermediary VISTA project director or the AmeriCorps Regional Office Portfolio Manager.]
· I'd like more info on the difference between direct service and capacity building
· I feel like those lines can be blurred
· An example is a tutoring program:  An AmeriCorps member with the VISTA program could do capacity-building activities to help develop the tutoring curriculum and research better ways to educate folks in more sustainable ways.  The direct service side of that would be an AmeriCorps member with the State and National program performing the tutoring and directly serving the client(s).
· Another example that is several years old but still gets to the point is here: https://vistacampus.gov/resources/direct-service-versus-capacity-building
· VISTA members are also provided a few examples during their two VISTA Member Orientation (VMO) live webinars prior to starting service.
· Sometimes (not all the time) direct service activities can be seen as temporary and capacity-building activities through the VISTA program should be focused on sustainability.
· Reporting guidelines and deadlines
· This will get you started: https://vistacampus.gov/resources/direct-service-versus-capacity-building
· Possibly connecting with other supervisors periodically to see what challenges they are facing, brainstorm together
· Start or continue discussion threads on the “Supervisor Café” forum: https://www.vistacampus.gov/forums/supervisor-cafe-0
· Be sure to understand the end of service stipend and education benefits
· How do we understand that difference? Just look at AmeriCorps website?
· You can go to https://www.vistacampus.gov/members/benefits-of-service  for more details and note that there are some specific differences to benefits that are offered to individuals in different programs. For example, with the VISTA program the Segal AmeriCorps Education Award is NOT transferrable to anyone, but with the State and National program it is possible to transfer the Segal AmeriCorps Education Award to someone based on certain criteria.  It is important to know the details so you do not give members the wrong information.
· Non work items that also important such as the AmeriCorps IMG healthcare site https://americorpsvista.imglobal.com/
· Many people overlook the Member Guide on this website.  This site explains that there are two VISTA healthcare benefits and members are only entitled to one depending on their situation.  You and they should review the Member Guide because it contains a lot more detail including what wording and names members should use when they go to use their health benefits to minimize confusion.
· I have been a sub-site supervisor for multiple years, but the project I am managing this year is not in my area of expertise.  (I know VISTA rules. but I don't know our database or its needs.) It can be challenging to have a project manager AND a VISTA supervisor.
· Each VISTA project has its own structure and guidelines, and it is important to work with your intermediary VISTA project and overall project director to see an organizational chart as well as discuss the specific roles of each person involved with the VISTA project.  At some VISTA projects, the project manager may also directly supervise members in addition to their being other direct supervisors.  Make sure this is a question you ask them.
· I meet bi-weekly with my VISTA's. They provide me with a bi-weekly activity report that we discuss at our meetings to assure we are meeting our goals. Given COVID 19 and closures by our Governor most of our work is being conducted via virtual and IT communication. ZOOM has become great tool for us.

What else do you as a sub-site supervisor feel is important to know?
· It would be helpful in future to provide this webinar before the VISTA cohort is onboarded so sub-site supervisors can be much better prepared
· Write description of sub site supervisors understanding and ask intermediary if that is correct. and what changes are necessary in the understanding.
I am interested in knowing what tools everyone is using for project and task management.  
· My VISTA member uses Toggl for tracking time.
· As a team, we are using Microsoft Teams and Planner.
· We are using MS Outlook Tools and the Planner for tasks is simple yet effective.
· Office 365 - Teams and Outlook
· We use Asana (free version) and love it.  Especially in the time of remote work.
· Asana is working well for our team
· http://freedcamp.com/
· We use a Trello board. It is free and very easy to use.
· Several of our VISTAs like using Trello.  They prefer it over MS Teams
· TaskRay https://taskray.com/product/
· We are using a phased plan like a Gantt chart to manage overlapping projects, setting up each project in three phases. This helps us ensure the projects are moving in a way that supports completion.
· We've been using Freedcamp (Project Management app)- it covers a little bit with everything with communication/deadlines/etc.

Questions:
· What if your VISTAs struggle to attend required meetings with their sub-site supervisor? Is it appropriate for us to make individual accommodations?

Answers to the Above Question and Other Suggestions from Webinar Attendees:
· We treat our VISTA like a regular member of our staff, although I manage her calendar with more generosity that a usual staff person. Curious if others take this approach and fold them into all staff meetings and workgroup meetings. Or do you keep them tracked separately like an intern might be.
· I track time separately, since they are not on our payroll, but otherwise they are like a member of the team, attend all meetings, get all perks, etc.
· My plan is to treat our VISTA member like staff
· We also treat VISTA more like staff and fold them into all meetings
· We always include VISTAs as much as possible in staff meetings, leaders’ meetings -- great investment in developing organizers and activists!
· We also try to understand what their professional development goals are and to have them join workshops or meetings that would further their learning development.
· Our VISTA also attends staff meetings and other internal meetings as appropriate!
· Our site also folds them into all team meeting and our meetings for All Staff.
· We also try to include them in as much as possible so that then feel like they’re part of the team.
· Our sub-sites include them in all staff and team meetings.
· Builds collectivity!
· We also treat our VISTA's as staff and respect them as the professional adults that they are becoming. Thanks, this webinar has been very helpful.
· Also helps with our participants, as they are treated like a core staff member and not a “volunteer”
· VISTAs are in all staff meetings and work group meetings.  Treat them as professional equals to staff.

Comments:
· I am a first time VISTA supervisor but have been supervising for over 26 years.  With that being said, I want to say this was a good training.  I will have to do some research to better understand the VISTA program and will probably listen to this recording again.  Thank you!  Good job.

Download a copy of today’s presentation:  https://www.vistacampus.gov/sites/vistacampus/files/Slides-Being-an-Effective-VISTA-Sub-Site-Supervisor-12.15.20.pdf
Download a Helpful Links document with links to several resources on this topic:  https://www.vistacampus.gov/sites/vistacampus/files/Helpful-Links-Being-an-Effective-VISTA-Sub-Site-Supervisor-12.15.20.pdf
Download an Ideas and Comments document containing thoughts and responses from other supervisors on this topic:  https://www.vistacampus.gov/sites/vistacampus/files/Ideas-and-Comments-Being-an-Effective-VISTA-Sub-Site-Supervisor-12.15.20.pdf
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