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Executive Summary

Project overview

The North West Network (NWN) Big Coaching Project is funded by the Big Lottery Fund and will run for three years (March 2006 – February 2009).

The Big Coaching Project will be delivered in five rounds, in each of the sub-regions across the North West of England. 

The project aims to enable volunteer involving organisations in the North West of England to develop thriving and sustainable volunteer programmes through three main activities:

1. Coaching for Volunteer Managers

2. SAM Volunteer Management Cascade Training

3. Outcomes Focussed Training

This is an evaluation report for the first year of the Big Coaching Project.  The first round was delivered in Greater Manchester.

Coaching

The coaching element of the Big Coaching Project is to provide support to individual volunteer managers through one to one coaching, over a period of 6 months and up to a maximum of 12 coaching sessions.

Coaching sessions are specific to the volunteer managers needs. Volunteer managers set the agenda, find their own solutions to problems or achieve their own goals around volunteer management.

In year one NWN over achieved the coaching target with seven volunteer managers receiving coaching (the project planned to coach four).
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Year one of this project has demonstrated how coaching can be a high impact method of supporting volunteer managers to perform at their best. In the short term, coaching has empowered individuals to make powerful changes (to their own and others behaviour, systems and attitude) in order to become more effective in their role of managing volunteers. Evaluation on completing coaching indicates that the benefits of coaching are cascading to the organisation and its volunteers. NWN will use future follow up meetings with volunteer managers in year two to assess the longer term impact of coaching.

SAM Volunteer Management Cascade Training

SAM Volunteer Management (a self assessment tool) was developed by NWN and a consultation group to support volunteer managers in improving their volunteer programmes.

The cascade training element of the Big Coaching Project is to deliver training to volunteering infrastructure organisations on how to use SAM Volunteer Management effectively.

The aim of this training is to pass on knowledge and techniques used by NWN to local volunteering infrastructure organisations to ensure that the impact of the Big Coaching Project is as wide and as sustainable as possible.

In year one NWN over achieved against the training target with seven volunteering infrastructure workers receiving SAM Volunteer Management training (the project planned to train five).

SAM Volunteer Management is a useful and accessible development tool that is flexible enough to be implemented in a way that suits the diversity of volunteering infrastructure. Evaluation has shown that Cascade Training is vital to rolling SAM Volunteer Management out successfully. The training has increased the confidence, specific knowledge and skills needed to ensure that SAM Volunteer Management will be used to complement their own services as a structured development tool to assist volunteer managers in their local areas.
Outcome Focused Training

An organisation’s outcomes are the effects that it has, or the change that it brings about. Outcomes Training aims to equip organisations to introduce an outcomes focus within their organisation. 

The Outcome Training element ran a successful training round, although two less organisations were trained than planned. The project will over achieve target for year two as training has been organised with six organisations.

NWN delivered successful outcomes training to a regional sports volunteering infrastructure organisation.  Their three year strategic plan has an outcomes focused approach at the heart of it.  

Future 

North West Network is looking forward to an exciting second year for the Big Coaching Project. We will work closely with new and existing partners and beneficiaries to help strengthen and improve volunteering in the North West of England. Highlights of the year ahead include:
· Future Big Coaching Project ‘rounds’

Two more sub regional rounds of the Big Coaching are to take place during March 2007 – February 2008:

· Twelve volunteer managers receiving coaching 

· Ten volunteering infrastructure organisations receiving SAM Volunteer Management Cascade training

· Twenty volunteer involving organisations are to receive support from SAM Volunteer Management 

· Six organisations are to receive outcomes training from NWN’s Outcome Champion

· Follow up meetings with year one beneficiaries to measure the longer term impact of the project

· Developing an exit strategy for the project 
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Introduction
Purpose 
This is an evaluation report for North West Network’s first year of the Big Lottery Fund Project – Big Coaching Project.  The report will cover all the outputs as stated in the original application. 
The purpose of this report is to highlight the success in the following outputs and how they performed against the project outcomes:

· Coaching for Volunteer Managers
· SAM Volunteer Management Cascade Training for infrastructure organisations
· Outcome Focussed Training for voluntary and community sector organisations
Project Outcomes
The outcomes of this project will have a long term impact on volunteering organisations by:    

· Increasing access to resources and expertise

· Improving skills, confidence and attitude

· Increasing their ability to deliver services effectively 
· Improving mechanisms for exchanging best practice

· Encouraging less organisational ‘fire fighting’

· Improving  the ability to adapt to internal/external change


Coaching for Volunteers Managers
The aim of this output was to support four volunteer managers, through coaching, to develop their skills and knowledge in managing volunteers in order to develop their volunteer programme and to support their volunteers more effectively.

The highlights of this output are as follows

· Seven volunteer managers were recruited to the project

· Seven volunteer managers received coaching 
· Seven volunteer managers reputed an improvement in their volunteer management
· NWN have further developed their coaching processes and skills for future work with volunteer managers 
· A honest and open relationship developed between NWN coaches and volunteer managers 
· All outcome areas identified in the bid were achieved
The process and techniques used in coaching 

The following stages below show the process used to support the development of volunteer managers.
Stage 1: Recruitment and initial contact of volunteer managers. 

NWN recruited through their newsletters and by contacting individuals, who had previously shown an interest.  NWN also ran a one off coaching event at a conference where four volunteer managers had an opportunity to receive a one hour coaching session as a taster.
Stage 2: Initial questionnaire

A questionnaire was sent out to the volunteer managers before the first coaching session to capture baseline information and was used to; assess the individual needs, establish whether this project was relevant to them; know how they felt about their role; what their expectations were from receiving coaching and identify issues for discussion in the first session. 
Stage 3: Introducing the agreement

At the end of the first session the ground rules of the relationship between NWN (coach), volunteer manager, and their line manager were agreed. This included domestic arrangements such as how often to meet, how long for, where and for how many sessions (this was also agreed on a session by session basis).

Stage 4: The coaching sessions

The volunteer manager received up to twelve sessions of coaching, less if felt appropriate by the volunteer manager.  The sessions should have lasted one hour – one hour thirty minutes but we found that sessions ranged from forty five minutes to three hours which reflected the needs of the volunteer manager at that time. 
The sessions were structured in the following way: 

· Reflection on previous action

· Discussion of issues and future action

· Evaluation/feedback of session

The coaching sessions addressed volunteer management issues or any relevant topics as identified by the volunteer manager. Solutions were discussed and plans for action made.  Actions were mainly carried out by the volunteer manager outside the session, however when necessary action happened within the sessions. Action and/or progress was reflected upon and reviewed within each session.

Evaluation was carried out at the end of each session which included feedback on NWN’s performance. 

Stage 5: Mid-term evaluation 

Mid-term evaluation questionnaires were completed at the sixth – seventh coaching session to ensure progress towards project outcomes.  This information allowed us to make adjustments to the delivery of the sessions.
Stage 6: Exit plan

An exit plan began after the ninth session to ensure the volunteer manager has systems in place to overcome future issues when NWN’s support finished.  

Stage 7: Final evaluation

The final evaluation provided measurement of the project outcomes as well as a review of whether coaching had a positive impact in assisting in the development of volunteer managers’ volunteering programme.
Stage 8: Follow ups

NWN will follow up on volunteer manager’s progress three months after the last session. This will record whether the project outcomes are sustainable. This will be collected in the form of face to face interviews and a questionnaire. 
Evaluation: Outcomes of coaching 
The evaluation questionnaires were designed to enable NWN to review and measure changes taking place for the volunteer manager as a result of the coaching by using different type of questioning such as open questions and questions with a score rating.  The evaluation questions also measured the progress towards the outcomes of the project and the individual outcomes the volunteer manager wanted to achieve.
Individual factors or ‘feelings’
Figure 1 shows the average percentage scores taken from the initial, mid and end evaluation from six volunteer managers who completed coaching on the project. This method was particularly useful in measuring changes to ten individual factors that contribute to the volunteer managers’ ability to carry out their role effectively.  

The information in Figure 1 is taken from six volunteer managers due to one volunteer manager leaving after four sessions as they felt they were in a position to carry out their role without any additional support. Their evaluation is featured in other sections of this report.

Figure 1: Table of volunteer managers’ average scores (on a scale 1 – 5, 1 equals least). Arrows ()represent change from initial score.
	Areas related to how they feel in their role
	Initial
	Mid
	End
	% increase/ decrease from start to end

	Motivated
	3.7
	4.3
	4.4
	20%

	Committed
	4.7
	4.7 
	4.7 
	0%

	Confident
	3
	3.7
	4.3
	42%

	Creative
	3.5
	3.3
	4.1
	17%

	Valued
	3.7
	4   
	4
	9%

	Supported
	3.2
	3.7
	3.8
	15%

	Capable
	3.6
	3.9
	4.4
	23%

	I enjoy it
	4.2
	3.8
	4.3
	4%

	I know how to do it
	3.7
	4.3
	4.6
	25%

	I understand why I do it
	4.7
	4.3
	5   
	7%

	Overall
	3.8
	4   
	4.4
	15%


Many of these personal factors were interlinked and had a ‘knock on’ effect to each other. For example an increase in feelings of  support and valued had a positive effect on confidence in some cases and an increase in confidence led to an increase in motivation and capability in other cases. All of which increased the effectiveness of their role and volunteer management.

The majority of the average scores for individual feelings, attributes or factors increased over the coaching period. All other factors apart from commitment (which stayed the same) also increased on average during coaching. Based on the average of individual scores, volunteer managers experienced the largest increases in confidence (42% increase), Knowing how to carry out their role (25%), capability (23%), motivation (20%), and creativity (17%). 
All of the volunteer managers had a consistent high score for commitment, I enjoy it, I understand why I do it at the beginning and end of coaching (as shown in figure 1); we feel this may be a common factor in people who work in the voluntary sector. 

Individual scores
The coaching output of this project was to develop volunteer managers’ skills and knowledge in managing volunteers in order to support volunteers more effectively. 

Volunteer managers set their own coaching agendas. NWN coaches worked with them on areas that were specific to their needs. NWN did not impose outcomes on volunteer managers; the only control was that issues had to have an impact on volunteer management.  As a result some outcomes outlined in the project application were not desired by some volunteer managers or had already been achieved, before coaching began, to an extent that they did not arise as ‘issues’ in coaching.
As each volunteer manager had their own set of strengths and areas of development, scores cancelled each other out when averaged out over the whole group, hiding some of the individual successes of coaching. For example, four of the seven volunteer managers receiving coaching have experienced an increase of 100% - 200% on one or more individual factors including motivation (100%), creativity (100%), confidence (150%), Knowing how to manage volunteers (200%) and feelings of being valued (100%) and supported (100%).

Project level outcomes
In order to evaluate the impact this project is having on an organisational/project level, volunteer managers were asked to measure progress made towards the Big Coaching Project’s outcomes (Please see introduction for full list of project outcomes). NWN used the same 1-5 scoring system used to measure individual factors or ‘feelings’. See Figure 2.
Figure 2: Table of volunteer managers’ average scores for project outcomes (on a scale 1 – 5, 1 equals least) Arrows () represent change from initial score.
	 Project Outcome
	Initial
	Mid
	End
	% inc/ decrease from start to end

	I have access to resources needed to carry out my role
	2.7
	4    
	4.3
	63%

	I have access to expertise needed to carry out my role
	3.5
	4.17
	4.3
	22%

	Support I need to carry out my role
	3.3
	3.67
	3.8
	18%

	I feel I have a Positive attitude
	3.7
	4.08
	4.7
	27%

	I'm happy with how my organisation exchanges best practice
	2.8
	2.67
	3.6
	26%

	I plan effectively and do little fire fighting
	3.4
	3.42
	4.4
	29%

	I have the ability to adapt to change internally and/or externally
	3.5
	3.67
	4.3
	21%

	I’m happy with my organisations ability to deliver services effectively and sustain them
	3.3
	3.50
	3.7
	13%

	Total 
	3.3
	3.65
	4.1
	27%


Average scores for each of the project outcomes increased over the length of coaching, with access to resources increasing the most (63% increase). 
At an individual level increases in scores are more defined, depending on what the volunteer manager wanted to achieve from coaching.
Five of the six volunteer managers completing coaching have experienced an increase of 75% - 400% on one or more project outcome including Planning effectively (75% and 125%), Exchanging best practice (150%), Access to resources (400%), Access to expertise (100%), increased positive attitude (150%) and ability to adapt to change (150%).

Effective planning appeared to be an area that had been impacted on by coaching, with three of the six volunteer managers experiencing the largest increase towards this outcome

Personal outcomes 

Some volunteer managers developed their own personal outcomes they wanted to achieve when beginning coaching. This proved very effective at focusing individuals on what they wanted to achieve in the first place and helping them measure the progress they had made. It enabled NWN coaches to focus on the area of highest importance to the volunteer manager and evaluate whether coaching was having an impact on the areas most important for them to develop as a volunteer manager. Personal outcomes will be set with all volunteer managers at the beginning of coaching in future rounds.  
Fig. 3 Table of volunteer managers’ average scores for personal outcomes (on a scale 1 – 5, 1 equals least) arrows () represent change from initial score.

	 Personal Outcome
	Initial
	Mid
	End
	Diff %
	How has it helped

	To feel as confident and competent dealing with volunteers as we do with paid staff
	1
	4
	5
	400%
	End Evaluation: We now use volunteers to assist in projects and the sessions have helped me realise we offer an excellent package to our volunteers

	To be able to actively recruit volunteers with clear idea of their role
	1
	5
	5
	400%
	End Evaluation: Coaching has helped identifying what we need volunteers to do and opportunities for volunteers to get involved. It changed my mind set - always had volunteers and tried to set something up instead of looking at services and see how volunteers can help 

	Evaluation and reflection
	2
	2
	5
	150%
	1st session: I don't have time to do it and systems don't support it                                              Mid evaluation: Its still the same don't have time. End Evaluation: Helped to get into a mindset of Evaluating and valuing good pieces of work 

	Stop putting undue pressure on myself
	1
	4
	4
	300%
	Mid Evaluation: Helping me see this is self inflicted in general, + within my management/ control.  End Evaluation: Getting better thanks to (coaches) tactics, strategies and my willingness to be honest with myself 

	Break the habit of working from home (after work)
	1
	4
	4.5
	350%
	Mid Evaluation: By assisting me to acknowledge this habit and addressing it proactively

End Evaluation: Much improved though have started working at home in work hours which is most productive 


Scores increased dramatically for each of the personal outcomes showing the impact coaching has had on helping volunteer managers to improve in the areas they felt they or their organisation needed to develop the most.

Volunteer manager and NWN observations
The following section is based on the reflections of volunteer managers and NWN coach’s observations during the seventy two coaching sessions that took place during round one of the Big Coaching Project:
Being resourceful

Evaluation with volunteer managers showed that they thought they had greater access to resources after coaching. Although on occasions NWN did provide volunteer managers with a limited amount of additional resources (e.g. website links), in general it was not the level of resources offered to the volunteer manager that had increased - it was the volunteer manager’s mindset or perception of the resource already at their disposal that had changed. 
Towards the end of coaching volunteer managers were better able to identify what opportunities already existed and had the confidence to access them (in some cases asking for help!). 
This was also the case when looking at support and access to expertise. 

We feel the question of resourcefulness over additional resources is a theme that has a wider significance across the voluntary sector. Coaching’s ability to enhance the ‘resourcefulness’ in employees is further evidence of the beneficial role coaching can play in preparing the voluntary sector for future challenges.
Confidence 
One of the biggest impacts this project has had on volunteer managers has been helping them to develop their confidence in the role as a whole or a particular area. All volunteer managers stated that their confidence had increased in the course of coaching.

The result of increasing confidence resulted in different knock on effects for each volunteer manager. People with a low level confidence at the beginning of coaching have been able to achieve large increases in their confidence with the help of coaching, which has had a profound effect on their approach to their role:
Impact on volunteers 
NWN is expecting to receive more feedback on how the benefits of coaching have cascaded down to volunteers at subsequent follow up meetings with volunteer managers. However, volunteer managers felt that the benefits they had received from coaching were already improving the volunteering experience within their project or organisation. 
Some volunteer managers felt that there were direct positive ‘knock on’ effects for volunteers from volunteer managers feeling more confident/ positive in their role.

How volunteer managers viewed coaching
Each volunteer manager had a different view of what coaching was. We feel that this was down to the ability of the coach to be flexible and meet the demands of each individual. 

All volunteer managers found coaching enjoyable, beneficial experience and would recommend it to others  
SAM Volunteer Management Cascade Training

NWN have carried out one training event in the first year of the project.

The aim of the training was to give the knowledge, skills and confidence to infrastructure organisations on how to use SAM Volunteer Management. This will assist them in supporting the development of volunteer managers and their volunteering programme. 
SAM Volunteer Management is a tool that assists volunteer involving organisations to assess, improve or understand how and why they do the things they do.  It is split into four manuals:

· Planning for Volunteers
· Monitoring and Evaluation
· Recruitment and Selection
· Supporting Volunteers
It was designed by voluntary organisations to help volunteer involving organisations overcome the barriers to development. 
· The training has been used to cascade down the ability to use SAM Volunteer Management to the voluntary and community sector (VCS) within Greater Manchester. 
Summary of the successes of SAM Volunteer Management Cascade Training:

· Seven volunteering infrastructure organisations completed the training. Six were from the Greater Manchester sub region 
· SAM Volunteer Management has been used within eleven projects during the training 
· Seven volunteering infrastructure organisations began the process of using SAM Volunteer Management within external volunteer involving organisations
· A Greater Manchester SAM Volunteer Management User Manual has been produced by NWN from flip charts and notes made during the training sessions 
· NWN have developed the programme for future cascade training 

· NWN have produced a Greater Manchester Evaluation Report based on the information contained within this years end report 
The structure of the training 

SAM Volunteer Management Cascade training was designed around achieving the training outcomes. It was important that the participants gained practical experience of using SAM Volunteer Management in real life situations. The training was used to reflect on the participants experience, eliminate any difficulties, and develop ideas and plans to improve how they delivered SAM Volunteer Management to others, in the future.

The training was delivered in a similar style/format to how NWN intend SAM Volunteer Management to be used with volunteer managers. Importance was placed on setting up a non judgemental environment where participants were able to be honest, open to sharing ideas and to say what they were really thinking and feeling.  At the end of each training session the participants completed an evaluation questionnaire.
Figure 1: shows the structure of SAM Volunteer Management training.  The training consisted of two training and one evaluation session, facilitated by NWN and three individual practice sessions. NWN ran each of the three group sessions and two individual sessions (to accommodate those who could attend the group sessions).

Figure 1: Structure of SAM Volunteer Management Training 


Stage 1: Pre –training questionnaire 
Participants were asked to complete a pre training questionnaire.  The questionnaire was split in two parts.  First part was to be completed to record their initial thoughts after perusing SAM Volunteer Management. The second part was to be completed after two sections of the manuals was filled in. This was to give the participants an opportunity to familiarise themselves with SAM Volunteer Management before training.  

The questionnaire also provided baseline information in order to measure the impact of training in areas such as confidence in using SAM Volunteer Management. 

Stage 2: Training session one
The first training session provided more insight to SAM Volunteer Management and prepared participants for the first time they would use it with others. Areas covered in the training included: background to SAM Volunteer Management, the benefits of using SAM Volunteer Management, the principles of using SAM Volunteer Management, tour of SAM Volunteer Management and skills for using SAM Volunteer Management.  
Stage 3: Practice one
Participants used SAM Volunteer Management within their own organisation in a one to one setting with someone who works with volunteers. This gave participants the opportunity to practice using a section of SAM Volunteer Management in a safe environment, as well as identify successes and/or raise issues with their own organisations volunteering programme.
Stage 4: Training session two
The second training session was centred on participants’ experiences of using SAM Volunteer Management for the first time. The first half of the session focused on reflection with the second half focusing on practical solutions to any difficulties they had encountered in the first practice.  Areas covered in this training session included; NWN’s comfort zone model to identify any issues/difficulties, discussions to find solutions, development of “top tips”, delivery checklist and questionnaires in order to help them use SAM Volunteer Management with an external volunteer manager.

Stage 5: Practice two
Participants used SAM Volunteer Management within an external organisation in a one to one setting with a volunteer manager.  It was advised that this person was someone who they have a good working relationship with, again creating a safer environment.  This benefits the organisation by helping them identify successes and/or areas of improvement within their volunteer programme.
Stage 6: Evaluation 

This session again centred on the participants experience on using SAM Volunteer Management for the first time with an external volunteer manager.  The first part of the session focused on reflection and discussions on how the participants anticipate using SAM Volunteer Management in the future and what type of support would be needed from NWN. The second part focused on evaluation of the experience using SAM Volunteer Management, the training, and the structure of the training.  

Participants also completed a final evaluation questionnaire to record their thoughts and knowledge in order measure the impact of training and distance travelled.  
SAM Volunteer Management user manual 
The thoughts, actions and documents from the training were recorded and produced in the form of a SAM Volunteer Management User Manual.  The manual has been designed to provide practical information and reminders of the training which can be referred to when using SAM Volunteer Management ‘live’ with a volunteer manager.
Approved SAM Volunteer Management Practitioners
Through completing the SAM Volunteer Management Cascade Training all participants have become NWN approved SAM Volunteer Management Practitioners. They are able to distribute copies of SAM Volunteer Management and use it how it suits their service, only approved practitioners have NWN’s permission to do this. The Approved Practitioner status recognises the achievements of the participants and allows NWN to ensure a quality delivery when others use SAM Volunteer Management.  

Evaluation method

Evaluation took place by participants completing questionnaires using a scoring system (1-5, 1 being least) and open questions at: pre training, end of training session one, end of training session two and final evaluation.  Observation and anecdotal evidence were also recorded.  This information assisted NWN to:

· Measure satisfaction of the training delivery, identify future training needs and what could be improved for future training 

· Measure distance travelled in the motivation, capability, knowledge and confidence of participants

· Measure achievement of the project outcomes

Evaluation results
The main outcomes achieved from the training for volunteering infrastructure organisations:

· Increase in skills and knowledge of how to use SAM Volunteer Management with others

· Increased confidence to use SAM Volunteer Management with  others

· Their way of using of SAM Volunteer Management complements existing services and style

· A future plan to roll out SAM Volunteer Management
	
	Motivated
	Confident
	Capable
	I would enjoy it
	I know how to do it
	I understand why I do it

	Pre training
	4.43
	4.14
	4.29
	4.43
	3.71
	4.71

	Training 1
	4.14 
	3.71 
	3.50 
	4.2 
	3.57 
	4.29 

	Training 2
	4.43 
	4.14 
	4.14 
	4.29 
	4.14 
	4.43 

	Evaluation
	4.57 
	4.29 
	4.29 
	4.71 
	4.29 
	4.57  


Figure 4 shows the average scores of all the training and evaluation scores of all seven participants. The arrow indicates whether scores had increased, decreased or stayed the same as scores recorded in the pre-training questionnaires.
Figure 4 – Average scores of the training

Pre-training evaluation

The pre training questionnaire show high scores by all participants. This could be that they all had a visit from NWN, before the pre training questionnaire was completed, to inform them of what the training would entail and to give an overview of SAM Volunteer Management. Another reason could be that they are all experienced volunteer managers so confidence is high before the training.
The pre training questionnaire had shown that:
· All seven participants were the appropriate people to cascade SAM Volunteer Management. Five of the participants were from Volunteer Centres, one from a local volunteering development agency and one from a sub regional sport volunteering infrastructure organisation 

· Twenty-two BME organisations will potentially have access to SAM Volunteer Management from this round of training

· All seven felt they were confident enough to deliver SAM Volunteer Management

Session one
After training day one, the scores although high are slightly lower than the previous.  This was expected as this session was giving them new information and skills in order to use SAM Volunteer Management with another person.  Previous training has given us the same results, as people experience a feeling of uncertainty about using SAM Volunteer Management for the first time.

The session one questionnaires had shown that:

· Six out of the seven participants slightly felt less capable to deliver SAM Volunteer Management

· Two out of the seven became less confident to deliver SAM Volunteer Management 

· Three were less motivated and one was more motivated to deliver SAM Volunteer Management 

· All the participants did not know how session one could be improved a couple commented how they thought that the training had a good balance between presentation and involvement

· Scores for the content of the training are high showing that participants thought that the training was pitched at the right level

· One participant stated that clearer guidelines about the practical task would be helpful in the future
Session two
After training day two, the scores increase again. Participants had now used SAM Volunteer Management and were able to anticipate any difficulties and discuss practical solutions before they went to practice again with an external organisation. Another reason being they had become more familiar with SAM Volunteer Management itself, reducing that feeling of uncertainty.
Training session two questionnaires had shown that:

· Four participants felt more capable to deliver SAM Volunteer Management 

· Three became more confident to deliver SAM Volunteer Management 

· Two became more motivated to deliver SAM Volunteer Management 

· Scores for the content show that the training helped them to prepare to deliver SAM Volunteer Management with external organisation.
Final evaluation

The scores in the end evaluation are higher than any point.  This highlights the success of the training as all the participants are capable, confident and motivated to cascade SAM Volunteer Management in their areas and assist the development of volunteer managers volunteering programme.   
Final evaluation questionnaires had shown that:

· Participants had positive feedback from the organisations they practiced using SAM Volunteer Management with, ranging from two very positive, four positive and one good
· All seven stated that SAM Volunteer Management assisted volunteer managers to highlight areas of improvement (issues) and areas of good practice (the way forward)

· All participants stated that the training had given them more confidence, skills and motivation to use SAM Volunteer Management with others
· All participants stated that SAM Volunteer Management will complement their own service

· All seven had a vision/plan on how they would cascade SAM Volunteer Management in the future

· All seven felt it would benefit their organisation and that of volunteer involving organisations 
· All seven stated that they would recommend the training to others 

· All participants stated that the training was enjoyable with the right number of people/good mix of people and information and resources

· All feel they would want additional support from NWN
NWN’s observations 
Creativity

We feel that the observations of NWN trainers are an important addition to the other methods of evaluating this training. A positive change occurring over the course of the training was that participants became more creative in their approach to SAM Volunteer Management. Initially participants thought they should use SAM Volunteer Management in a certain way but as the training went on, participants were much more able to be creative with how they want to use SAM Volunteer Management and felt more empowered to fit how they would use SAM Volunteer Management in with their work. 
Complementing existing work

All of the participants understood that they own SAM Volunteer Management, meaning that it has to complement their style or service and by doing so all could see a future in using it and in some cases already using it in order to get future funding.

Group rapport
A major factor in the success of the training was NWN’s facilitation of an open and honest environment which allowed the group to bond very quickly. Participants had rapport as a group and individually which enhanced their learning experience by making it easier to share with and listen to others. NWN feel this group could evolve into a learning set or peer support group in the future. This is reinforced by the fact that members wanted to do a three months follow up as a group and not individually as planned and requested that the SAM Volunteer User Manual featured all participants contact details so sharing good practice could continue.
Wider increases in confidence
NWN staff noticed a big increase in the confidence of certain individuals, not only in using SAM Volunteer Management, but in their wider role of supporting volunteer managers. We feel that this was down to a chance to interact with others in a similar role and the introduction of SAM Volunteer Management adding structure to their role.

Examples of future delivery                                                        

NWN wanted the cascade training to have an immediate impact to rolling SAM Volunteer Management out and in order to do this not only was it important for participants to understand and visualise how it compliments their service but to put a plan into action as to how they will take this forward.  

Below shows how flexible SAM Volunteer Management can be in it’s delivery in order to complement the different services:

· SAM Volunteer Management will be incorporated into a volunteering infrastructure organisation own one to one quality standards package

· SAM Volunteer Management has helped change the way a participant will work in the future. They are looking at ways to deliver specific training to others
· Two participants want to deliver SAM Volunteer Management through a volunteers forum whereby they can choose an area to work on together as a group

· One participant is going to be SAM Volunteer Management with individuals and as a group

· One participant is to include using SAM Volunteer Management to add value to an equality and diversity project they run  

· One participant is including using SAM Volunteer Management as a resource to obtain funding by developing a quality standards project within a certain local areas 
Outcomes Focused Training

NWN has delivered one outcomes training to one organisation.

The aim of the training was to give knowledge, skills and confidence to an organisation in an outcome focused approach to planning.
The Structure of the Training 
The Outcomes training was designed around achieving the training outcomes that had been identified in our original Big Lottery application as shown previously within this report.
The training was delivered in a similar style to that employed by the Outcomes Champion when they delivered the Charities Evaluation Services (CES) National Outcomes Dissemination Programme.  The outcomes training was delivered over two full day sessions with course participants.  A task was set to participants between days one and two where they were encouraged to introduce an outcomes focus within their own organisation.  Support was offered between these two training days as it was after training day two.
Evaluation of the Training
Evaluation of the outcomes training was carried out prior to day one training, immediately after day one training and immediately after day two training.  In this way, we could capture the immediate thoughts of course participants and therefore evaluate the effectiveness of the training throughout the course of the outcomes training programme.

Pre training evaluation

Prior to day one outcomes training a questionnaire was sent out to ascertain participants current/previous knowledge of outcomes and to provide baseline information in order measure the impact of the outcomes training.  
The participant was not familiar with outcomes or the outcomes approach. Whilst acknowledging that they were confident in being able to clearly state the aims and objectives of their organisation and what it was trying to achieve, further answers around designing a process for collecting appropriate outcome information, about when to use outcome information and how to express identified outcomes in ways that stakeholders or partners could understand showed that the participant was unconfident about these aspects of working with outcomes.  Furthermore, initial questions around the definitions of outcomes and their implementation were answered.  These answers would be scrutinised in conjunction with later questionnaires.

Day one evaluation

Feedback from day one training was very positive with agreement (agree response) by the participant on the following areas:

· The course aims were well met

· The course met expectations

· The course was pitched at the right level

· The presentations were clear and easy to understand

· The trainer responded well to questions

· The handouts were useful

The only area where there was less positive feedback was on the usefulness of the group work. This was understandable as their was only one particpant.  This also became areas highlighted for improvement “more particpants in the training”.
Areas highlighted by the participant as most useful included using “examples of previous work” plus “planning for my own organisation”.  

Day two evaluation

Feedback from day two training mirrored exactly those responses given on day one training with the same statements and range of responses.

The most useful part of the training in day two training was around “how to integrate outcomes across different policy areas, documents and processes in their organisation”.

Overall evaluation of outcomes training

Feedback from both training days one and two was very positive.  Using the same range of possible responses from day one evaluation, the participant strongly agreed that the course as a whole was well structured and that the course contained relevant information.  Asked about the take away task and how to access further follow-up support the participant also agreed with these statements.

Further feedback from training days one and two was also very positive with strong agreement on the following questions:

· I now have a better understanding of what outcomes are and what they are not

· I now feel more able to identify outcomes 

· I now understand more about the practical benefits of an outcomes focus

Areas highlighted for improvement included, as stated earlier, more participants in the training and the importance of trustee attendance at the training.

Follow up evaluation

Follow up evaluation, it has been agreed will take place in six months to see how outcomes implementation has assisted the organisation.

NWN’s observations - Successes and difficulties and suggestions for improvement

Recruitment
Recruitment for year one of the outcomes training element proved to be more difficult than anticipated although the recruitment process did not start early enough to offset potential problems – this will be taken on board as an important learning point for years two and three.  Originally, it was decided that the groups recruited for year one should be from a similar volunteering background, in this case sports volunteering.

Initially we contacted a regional sports volunteering infrastructure organistion who had indicated a strong desire to receive outcomes training.  With help from this organisation, sports volunteering organisations from across the whole region were contacted to see if they would be interested in receiving outcomes training and the initial response was positive.  When further information was sent out to these groups informing them of time commitments (two full days) and take away tasks to be implemented between training days one and two, several groups became less interested in receiving the training. 
However, three groups still expressed an interest, but agreement on dates then became an issue.  In January, due to a variety of reasons, another two groups pulled out of the training leaving us with only the regional sports volunteering infrastructure organistion as the training recipients in year one  It was decided that we progress with delivering outcomes training to this group, so that some outputs were achieved for year one.

Preparation
From a NWN viewpoint, the outcomes trainer reflected that preparation for training day one of the outcomes training wasn’t as thorough as they would have liked, especially in relation to the timing of the sessions and breaks etc (it had been eighteen months since they last delivered this training and they felt a little rusty).  Timing of the sessions improved over time and was more manageable as the training was in essence a one-to-one session.

A drawback of this one-to-one session delivery was that there wasn’t the opportunity for various individuals/groups to discuss different methods of planning and implementation with an outcomes focus and bounce ideas off each other / exchange good practice etc.  Conversely, the one-to-one session enabled intensive support to the regional sports volunteering infrastructure organisation and we were able to work up clear examples of organisational outcomes and their imlementation that would not have been possible in a wider group session.  Moreover, the timing of the training was opportune as they had just started to develop their three year strategic plan of which outcomes planning became an important planning tool.  All the work carried out in the two training days fed into this strategic planning process, which was both convenient and much appreciated.

Main Success
A major successful outcome of this outcomes training was the effective development and production of a three year strategic plan for the regional sports volunteering infrastructure which has outcomes at the core of the document.

Conclusion

The first year of North West Network’s Big Coaching Project has been a success:
· The Coaching element of the project over achieved target (seven volunteer managers received coaching, the project planned to coach four)
· The SAM Volunteer Management Cascade Training part of the project over achieved target (seven volunteering infrastructure workers received training, the project planned to train five)
· The Outcome Training element ran a successful training round (Although two less organisations were trained, training has been planned already with six organisations)
· The outcomes that this project aimed to bring about (see introduction) are taking place within all elements of the project and NWN are measuring the progress towards the outcomes. 
Year one of this project has demonstrated how coaching can be a high impact method of supporting volunteer managers to perform at their best. In the short term, coaching has empowered individuals to make powerful changes (to their own and others behaviour, systems and attitude) in order to become more effective in their role of managing volunteers. Evaluation on completing coaching indicates that the benefits of coaching are cascading to the organisation and its volunteers. NWN looks forward to future follow up meetings with volunteer managers in year two to assess the longer term impact of coaching.
SAM Volunteer Management is a useful and accessible development tool that is flexible enough to be implemented in a way that suits the diversity of volunteering infrastructure. Cascade Training appears to be vital to rolling SAM Volunteer Management out successfully, NWN felt that all the participants on the training already had the appropriate level of knowledge and skills to use SAM Volunteer Management, due to the nature of their role. However, the training increased the confidence, specific knowledge and skills needed to ensure that SAM Volunteer Management will be used to complement their own services as a structured development tool to assist volunteer managers in their local areas.


Similar to coaching, NWN are looking forward to follow up meetings during year two to find out how sustainable the cascade of SAM Volunteer Management has been. 
NWN delivered successful outcomes training to a regional sports volunteering infrastructure organisation.  Their three year strategic plan has an outcomes focused approach throughout the heart of it.  As with the coaching and the cascade training a follow up meeting will take place after six months to see how the training has been sustained and benefited the organisation.
The excellent feedback from beneficiaries has given NWN the confidence to repeat the same format for coaching and training in the other four sub regions of the North West, with the knowledge that Coaching, SAM Volunteer Management Cascade Training and Outcomes Training do have a positive impact on both volunteer managers and volunteering infrastructure organisations. 
Future 

Highlights of the year ahead include:
Future Big Coaching Project ‘rounds’

Two more sub regional rounds of the Big Coaching are to take place during March 2007 – February 2008, 
· Twelve volunteer managers receiving coaching 

· Ten volunteering infrastructure organisations receive SAM Volunteer Management cascade training
· Twenty volunteer involving organisations are to receive support from SAM Volunteer Management 

· Six organisations are to receive outcome training from NWN’s Outcome Champion

Follow up with Greater Manchester volunteer managers 
NWN coaches will hold follow up meetings with volunteer managers coached so far in order to measure the longer term impact  coaching has had on them, their volunteers, their organisation and to offer further support if required. 
Follow up with Greater Manchester SAM Volunteer Management Practitioners

NWN will continue to support SAM Volunteer Management Approved Practitioners in delivering SAM Volunteer Management in their local area. A follow up meeting will enable practitioners to share current ideas and good practice as well as help NWN measure how successfully the cascade has been.

Outcomes training follow up 

NWN will hold a follow up meeting with beneficiaries of the Outcomes training to measure the longer term impact  the training has had on them, their organisation and to offer further support if required.

Development of an exit strategy 

NWN will begin designing an exit plan for the services offered by this project, investigating:

· How to maximise the impact of the big coaching project services

· Future grant funding opportunities

· Charging organisations for the services 
North West Network is looking forward to an exciting second year for the Big Coaching Project. We will work closely with new and existing partners and beneficiaries of this project to help strengthen and improve volunteering in the North West of England.
“Coaching has helped me define my resources more. Resources were there I needed help from coaching to see this and make use of them”








“I feel my general confidence has risen a great deal and I have been able to document my plans in such a way other people can understand and so choose to get involved. This has improved my level of support and so I feel more valued.”








“Overall it was a good refresher session as well as new information regarding the monitoring aspects.  The timing was really good as it has helped with the development of our strategic plan”





“I wouldn't have covered half the picture without the background knowledge gained through SAM training.  It gave me confidence to have a go”





“[SAM Volunteer Management] helped identify strengths and where to work on specific issues.  Helped develop relationships with the 2 people and confidence in my own skills”





“‘[My] Confidence and motivation [has increased], I know more about SAM, more able to sell it to others and the more I can see the benefits of other organisations doing it’





“[The Training] helped me to recognise that it [SAM Volunteer Management] could be worked flexibly and it was ok to stop put it aside and help deal with other issues that may arise.”





“I received very positive feedback [From using SAM Volunteer Management], my own organisation and external both came away feeling SAM is an effective tool.  It produced definite actions that will if put in practice improve the organisation and motivate them to continue the process to improve their service.”





“The training session had a good mixture of people and the resources were excellent”





“SAM Volunteer Management looks professional and broken down into manageable areas, written in plain English, can be suitable for volunteer managers starting a volunteering programme or managers stuck in old methods, it questions what they are doing and why” 





“[Q: What was good about session 2?] A: Action, knowing how to deal with possible situations, developing crib sheet.  Comfort Zones sharing and talking through issues and concerns.”





“At the second session I had lots of difficulties/apprehensions on using SAM, at the final session I had none.”





“[Using SAM Volunteer Management] Made the Volunteer Co-ordinator focus on a fundamental issue [and] empowered the manager to take action to address a long fostering, serious issue.”
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Stage 6





Participants:


Do a SAM manual within their organisation





Arrange a date for using SAM within an external organisation (ready for practice 3)





Participants:


Complete 2 sections of a SAM manual on their own





Arrange a date for using SAM within their organisation (ready for practice 2)





Complete the pre- training questionnaire





Participants:


Do a SAM manual within an external organisation








“They (Volunteers) operate under a much more supportive system and they are much clearer on how their efforts positively affect our organisation.”











“Coaching got rid of my doubts, stopped me from handing in my notice, looked at what I was good at, and made me feel very confident in my role.” 





“I have a more positive attitude, getting volunteers more involved in development, new ideas etc. Planning more meetings and training rather then last minute arrangements”











“Coaching provided a logical 'port in a storm', A sense of nothing is beyond me despite my inexperience as a Volunteer Co-ordinator (Just apply what I have learned)”

















“I wouldn't change anything (about my coaching) because even the more challenging aspects were constructive”




















“I have gained more ideas which has lessened my anxiety and therefore, helped me deal with volunteers more confidently.”











“(After Coaching) Volunteers have more of a voice in the organisation, more resources available and access to training has improved”











“Coaching has given me greater self confidence to do things my way rather than apply other peoples and playing second fiddle. Instead of constantly 'checking' first I am assertive and make the  decisions as required and commensurate with my role”














“I feel more confident to have one to one meetings with my boss, I felt at the beginning that I didn't know what I was doing as the volunteer development worker and felt I was letting everyone down at my organisation but thanks to the coaching I received I can deal with these issues better”
























































“Coaching has raised my self belief and also my belief that our organisation has sound ideas and is capable of achieving and realising those ideas. It has also allowed me to put thoughts into a logical, practical and useful framework which others can use.”

















“I now have a more positive outlook generally as I feel more in control. I have more confidence in my abilities and skills to be effective in my role”
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Next steps


Celebration
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