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Executive Summary
This review is a snapshot of the Peer Coordinator Model of service delivery at CASA of
Lane County in November and December of 2013. The purpose of the review is to identify the
strengths and challenges of the model so that attention can be strategically focused in the spirit
of continuous improvement.
In 2011, the organization embarked on integrating the Peer Coordinator Model to
increase its capacity to serve more children. At the time of this report, 30% of Advocates are
supported by Peer Coordinators, and serve 28% of the children served by CASA of Lane County.
This appropriately paced growth has enabled the organization to recruit very capable and
committed Peer Coordinators and maintain the high quality of support afforded to Advocates
without jeopardizing the effectiveness of their advocacy for the children they serve. All
implementation benchmarks have been met, and the organization is on track for full
implementation in 2018.

Comment on Language
In this document, the position that CASA of Lane County calls a “CASA” will be referred
to as an “Advocate.” This is to clearly communicate the position they fill without confusing it
with a reference to the organization, and to avoid trademark violations. The organization may
want to consider renaming “CASAs” or “CASA volunteers” as “Advocates” or “volunteer
Advocates.”
Methodology
The researcher conducted sixteen interviews comprised of eleven Advocates, ten Peer
Coordinators and eight Program Staff. One Advocate from each Peer Coordinators’ group who
had at least one year’s tenure as an Advocate was invited to participate. Interviews of
Advocates and Peer Coordinators were conducted in small groups, and those of Program Staff
were conducted individually. The anonymous interviews were recorded, transcribed, and
compiled for common themes by the researcher.
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Strengths
The organization has a strong, supportive culture. People of all positions that were
interviewed (Advocates, Peer Coordinators, Program staff) feel supported and valued.
Advocates who are supported by a Peer Coordinator like the model, and appreciate the extra
support provided by their Peer Coordinator. Peer Coordinators are accessible: Advocates feel
more comfortable contacting their Peer Coordinator with questions than they would if they had
to “bother” their Program Supervisor. The Peer Coordinator Model adds another point of
contact to the organization for Advocates, which may result in higher retention.
Program Supervisors like the model, noting that the Peer Coordinator saves them time
through fielding Advocate questions. They also really appreciate that Peer Coordinators can
cover for Advocates who are unable to attend court hearings. Their caseload feels lighter, and
having another person supporting a case enables Program Supervisors let go of some of the
details, and not worry as much about the cases.
Through creating job descriptions, using interviewing and screening processes, and
offering professional quality training, the organization has developed an outstanding corps.
The organization has rewritten all of its procedures to include and define the role of the Peer
Coordinator. This also includes the Memorandum of Understanding (MOU) which is shared
with the county DHS and the Court to clearly explain to those outside the organization how the
Peer Coordinator works in a supporting role for the Advocate.

Challenges
By adding Peer Coordinators, differences in styles that Peer Coordinators and Program
Supervisors use were magnified. The nucleus of decision-making remains with the Program
Director, but each Program Supervisor and Peer Coordinator has a high level of autonomy in
coaching, supervising, supporting, and organizing those they supervise. Although they like the
autonomy, everyone being able to do what they think best has led to confusion of roles,
redundant actions, and in some cases, micromanagement. Through identifying areas that
need clarity and standardizing expectations, this can be corrected. The organization should
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consider what should and what shouldn’t be standardized, and still encourage autonomy for
things that don’t need to be consistent.
Advocates want to take on the role of advocating, and need support and direction. Peer
Coordinators want to take on the role of supporting Advocates. Both Advocate and Peer
Coordinator groups have individuals who feel those who support them are not able to let go of
the role of Advocate — essentially acting as case managers instead of volunteer managers.
Those who expressed this frustration typically feel redundant and wonder why they are doing
their job, when someone else is doing it too.
The organization may want to think of the organization as a team. Each participant —
board member, Peer Coordinator, donor, Advocate, Executive Director, et cetera — has a
distinct and vital role. When a Peer Coordinator or Program Supervisor do the work of an
Advocate, they have less time for their own work and the Advocate feels unnecessary. Through
carefully and clearly defining roles and communicating consistent expectations, each team
member understands their role in accomplishing the important goal of helping the children.
Accountability then is a redirection toward the goal.
Examples of responsibilities needing clarity include: who attends court hearings, and
when; who reads discovery, or components of the discovery; what communications need to be
approved before being sent; what constitutes reportable hours for Advocates and Peer
Coordinators; what continuing education is required of Peer Coordinators; and when Advocates
and their supervisors need to meet in person and when they do not.
Responsibilities that need to be consistent include: monthly update due dates; court
report due dates; court report editing style; email communications only containing first names;
technological skills (which may require getting some Advocates up to that standard);
accountability standards and methods for approaching someone who isn’t meeting the
standard. Some feel organizing files should be more consistent, while others would like
direction for managing the huge volume of discovery.
All should be held accountable to the expectations. Holding people accountable does
not need to be confrontational — it can be a problem solving session finding what the barriers
are to compliance and discovering how to remove or work around those barriers. Evaluations
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for Peer Coordinators and Advocates need to be better integrated into the organization’s
routines. Recognizing that formal performance evaluations of those who donate their time
may feel uncomfortable, evaluative comments could be included in regularly scheduled
meetings, be designed to help reinforce what they are doing well, and help direct future
actions. Evaluative comments should be documented and followed up on in future meetings.
Many Peer Coordinators requested a written resource that details expectations. A
reference guide available in paper and/or digitally could be created to meet this request. Peer
Coordinators would like regular group meetings, perhaps offered at more than one time, and
consistent communication from the office of what is happening.
The organization may want to re-examine how it generates court reports. Advocates,
Peer Coordinators and Program Supervisors all report that it is taking a tremendous amount of
time to write and edit reports. Another method may be found that is more efficient.
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Introduction
In order to meet the gap between the needs of children in foster care and its ability to
support enough Advocates to meet that need, CASA of Lane County decided to utilize the Peer
Coordinator Model in 2011. At that point, 145 Advocates served 295 children. At the end of
December 2013, 170 Advocates serve 343 children. Of those, 96 children (about 28%), are
served by Advocates supported by Peer Coordinators. Peer Coordinators support 53, or 30% of
the Advocates.
The organization decided to take 7 years to fully implement the Peer Coordinator
Model. Initially, six Advocates were identified as being interested, willing, and having the
necessary experience to become a Peer Coordinator. Four of those original Peer Coordinators
are still serving as Peer Coordinators. In the 2012-13 year, eleven more were trained, and so far
in 2013-14 an additional six have been trained. Advocates who were initially supported by a
Program Supervisor remained with their Program Supervisor. As Peer Coordinators were ready,
newly trained Advocates were assigned to them. A few new Advocates were assigned to new
Program Supervisors as a part of their training, and a few others were assigned to Program
Supervisors if there was a gap in available Peer Coordinators. This slow transition to the Peer
Coordinator Model has enabled CASA of Lane County to increase the number of Advocates, as it
matches its demand for trained of Peer Coordinators with newly trained Advocates.
The process has moved at a desirable pace, and the organization has met its annual
benchmarks for recruiting Peer Coordinators. By moving the process slowly, the organization
has been able to recruit quality Peer Coordinators and ensure that Advocate support has
remained at a high level throughout the process. In December of 2013, for the first time, an
entire cohort of newly trained Advocates were assigned to Peer Coordinators.
In order to ascertain what is working well, what could work better, and to learn from
these findings, in November 2013, CASA of Lane County initiated a review of the Peer
Coordinator Model. This review creates a snapshot of the Model during those months. Since
then, the Model has continued to evolve and change, and the organization has already started
to implement suggestions contained in this report.
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Methodology
The researcher, in conjunction with the Executive Director, created a review plan,
including questions for qualitative interviews. Appendix A contains the Review Plan and
Discussion Guide. The researcher emailed all Peer Coordinators who were currently supporting
Advocates, and asked for an email response if they were willing to participate in the review.
One Advocate from each Peer Coordinator’s support group was contacted by email and invited
to participate, asking willing participants to respond by email to the researcher. Only
Advocates who had been serving at least one year were contacted.
Respondents were asked if they would like to meet in a small group or individually, and
if they would prefer to meet at the organization’s office or at another site. This was intended to
encourage any individuals who were concerned with remaining anonymous to be reassured
that their candid responses would be kept confidential. One person requested an individual
meeting held off-site, and the remaining were held in small groups of two to four at the CASA of
Lane County office. Interview times were scheduled to meet the needs of the participants.
Program and Training staff were interviewed individually. Sixteen interviews were conducted: 4
were made up of 11 Advocates; 4 were comprised of 10 Peer Coordinators; and 8 were
Program and Training staff and held individually.
Participants were advised at the beginning of the interview that their comments would
be kept confidential, and participants were asked to keep confidential the comments of others
in their interview group. Participants were advised that the interviews were being recorded,
which was done via an App on a smart phone, and that the recorder could be turned off should
they want to state something they didn’t want recorded.
The researcher conducted, recorded and transcribed all interviews. Each interview was
assigned a unique code to maintain the anonymity of the respondents.
An interim report was created in January 2014, and was shared with the Team, including
all Peer Coordinators and the Advocates who participated in the interviews. The interim report
is included in Appendix B.
The researcher and the Executive Director met weekly, and the researcher shared
themes that had emerged in interviews in the preceding week. In January, the researcher and
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the Executive Director concluded that the information that had been gathered was sufficient,
and decided to not conduct a quantitative survey.
In the interviews, the researcher gathered suggestions of individuals who were a not
associated with CASA of Lane County who might be good to include in the review. In February,
the researcher and Executive Director decided that individuals outside of the organization
would not be able to add comments specific to the Peer Coordinator Model — their comments
would be more general to the advocacy work. The researcher compiled responses from all of
the interviews thematically, and she would contact individuals for clarification as needed.

Results
Individuals participating in the Peer Coordinator Model are positive about the Model,
and enthusiastic about the opportunity it creates of enabling to expand the Advocate base and
thereby serve more children in foster care. The transition is still in progress, and is so far
successful. All goals for integrating the Peer Coordinator Model have been met. Advocates,
Peer Coordinators and Program Supervisors are enthusiastic about the model and its potential
to serve more children.
Concerns about the Peer Coordinator program centered around the execution of the
Model, including unclear or inconsistent expectations, redundancy of roles, and the challenge
of transitioning Program Supervisors and Peer Coordinators from a case management role to a
volunteer management role.
CASA of Lane County is essentially a volunteer management organization that has a
corps of highly trained, professional-quality volunteers. By introducing the Peer Coordinator
Model the organization has added multiple individuals with their own coaching styles. The
many different styles and expectations have brought into focus the need for more consistent
and clear expectations and roles. The organization should expect that a shift to more
uniformity may be met with resistance, especially from long-time Team members who are
accustomed to being given more discretion based on their experience and performance record.
The organization may want to reconsider its varied and vast number of dedicated
individuals as a team, each with their own roles and responsibilities. With so many different
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and essential roles, each player needs to understand clearly what is expected of them so that
each can do what they need to, without overlapping what others are doing.

Notes on This Document
Although this document was finished in March of 2014, it does not take into account
any changes that occurred since the interviews in December of 2013. This is to keep the
document only a snapshot of that time. More Advocates have entered service, and more Peer
Coordinators have been trained. Many suggestions in this document have already been
incorporated.
This document is organized into specific topics with the idea that readers may read only
one or two specific sections. Because of this, there are redundancies so that each section
would make sense by itself.
The document is organized with the following themes:





Rationale for language the document uses: the concept of team players and why I call
“CASAs” “Advocates” (Managing Volunteers)
Description of what the players do (descriptive), (Roles, Support and Training)
Discussion of what needs to change about what they do (prescriptive) (Expectations,
Court Reports)
Next steps and upon what future success depends: (Serving all Kids in Care)
I strongly feel that what the team members of CASA of Lane County call “CASAs” or

“volunteers” does not adequately describe their role or show the respect that their actions
deserve. I believe these team members should be called “Advocates”, which describes their
role. In this document I will call them Advocates, except in quotes from interviews in which the
original language was retained.
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Managing Volunteers
At its core, CASA of Lane County is an organization that manages a group of selective,
highly-trained volunteers. Successful volunteer management has several essential
components, which include:








having paid staff design and govern the volunteer involvement;
integrating the volunteer program into the structure of the organization;
designating leadership positions that provide direction and accountability;
utilizing volunteer job descriptions, as well as screening, orientation, placement and
training;
understanding the motivations of the volunteers and attempting to respond with the
aim to meet those needs and the needs of the organization;
using teamwork and collaboration instead of traditional hierarchical structures; and
evaluating and recognizing the volunteer’s activities. (Brudney, 2011)

The organization does these very well, particularly screening, orienting, placing and training
Advocates and Peer Coordinators. The organization doesn’t have a job description that it is
currently using for the Advocates, and they seem to utilize the CASA Contract as a job
description. The organization may want to consider writing and utilizing a job description for
the Advocate.
Ways the organization could better manage the organizations’ invaluable volunteers
include: thinking of Advocates and Peer Coordinators as a part of a team, including in
accountability, language, and inclusion; evaluating and recognizing volunteers’ activities;
maintaining clear roles, including volunteer management instead of case management; and
having training that is specific to volunteer management.

The Team Metaphor
Program Supervisors and Peer Coordinators expressed hesitance in making those they
support comply with an expectation. Recognizing that Advocates and Peer Coordinators are
doing this without monetary compensation, they want to be sensitive and appreciative of the
gift of their time. Peer Coordinators are caught in a precarious position, as volunteers
themselves. The concept communicated frequently in interviews is “they are just volunteers,”
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or “we are just volunteers.” One Peer Coordinator commented: “how does a volunteer tell a
volunteer ‘you’ve got to do this’?”
Advocates and Peer Coordinators are no ordinary volunteers. They undergo extensive
screening and training, and sign contracts. The organization may want to re-conceptualize itself
as a team instead of as a hierarchy. With so many different players, it needs each to perform
very specific roles. By changing the way Peer Coordinators and Advocates perceive themselves,
and of how Program staff think of them, Peer Coordinators will feel empowered to do the job
they have accepted as a support, guide, and coach for the Advocates. A Peer Coordinator has
the responsibility to make sure certain things are done, and on time. They need to feel
empowered to share their knowledge and expertise without hedging to make sure their
Program Supervisor supports them.
In conjunction with shifting the thinking of Advocates and Peer Coordinators from
volunteers to team members, the organization should reevaluate the language it uses in
describing an Advocate. The language typically used in the organization is to call an Advocate a
“CASA”, a “volunteer”, or a “CASA volunteer.” By calling those who advocate “Advocates,” the
focus would be on their role. For this document, the word Advocate will be used; however, in
quotes from interviews the original wording is retained. Michael Heaton, CASA Western
Regional Program Officer, notes a trademark issue when someone refers to an Advocate as a
“CASA,” and that they should be referred to as an “Advocate,” or a “CASA Advocate.”
The organization should consider ways to better include Peer Coordinators, and help
them feel more integrated team members. This might include designing specific
communication paths and methods, holding Peer Coordinator team meetings, and soliciting
more feedback. In order to make sure the needs are really addressed, the organization may
want to consider creating a council comprised of Peer Coordinators that meet regularly. They
could strategize ways to better include Peer Coordinators, and to strengthen the program.
In all interviews of Peer Coordinators, individuals expressed a desire for more
connectivity to other Peer Coordinators. Regular, perhaps monthly, meetings were suggested
by many Peer Coordinators. A few suggested that these could be held at different times, and
that Peer Coordinators could choose which meeting would work best for their schedule. They
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would like some of these meetings to have Program Staff there, and sometimes they would like
to have just Peer Coordinators. They see these would be valuable for bouncing ideas off each
other, and helping network with each other. They also believe these would help them have
more confidence so they could answer more questions. One Peer Coordinator commented:
It would be nice to have banter with multiple Program Supervisors so we could have a
consensus understanding of what we should do under certain circumstances.
These meetings could also be a time that changes and information could be
disseminated from the organization. One Peer Coordinator suggested that when something at
court changes, a discussion on the changes and how it will affect their work could be held,
instead of only announcing the change in a newsletter.
Peer Coordinators want to be included in communications that are given to staff. A
Peer Coordinator shared an example of when a change in program staffing was made, and Peer
Coordinators were not made aware of the event. When an Advocate asked her a question
about it, she was left looking badly uniformed, and feeling alienated by the organization. The
Peer Coordinator recognized that had she been informed, she could have mediated with the
Advocate, and diffused an emotionally charged situation. A protocol could be established, of
how and when different types of information are distributed to Peer Coordinators.

Performance Evaluation
Performance evaluations of Peer Coordinators and Advocates do not take place. When
the model was adopted, it was discussed but there was not a method devised that felt
comfortable. Performance evaluation is a complement that one’s work merits review, and that
the individual has the capability and desire to do a better job. Evaluating performance can help
Advocates and Peer Coordinators see how they can achieve their goal, and reinforce their
motivation to achieve worthwhile and visible results. Since many Advocates and Peer
Coordinators reported that they are unsure they are successful, periodic and routine
evaluations can help them realize their efforts have, indeed, made a difference.
The organization may want to consider having evaluations that are in conjunction with
other meetings that regularly take place. Instead of a formal, annual review, Peer Coordinators

13

can include evaluative comments during the in-person monthly meetings that are held in the
first three months after an Advocate takes on a case, and in the quarterly case reviews. Specific
areas that could be discussed could be listed in a menu of options. Keeping in mind the
motivation for Advocates is typically to make a difference in the life of a child, and that
satisfying this motivation will be important in retention, articulating specific examples of how
the Advocate is accomplishing this should be a primary focus. Also, reviews should help the
advocate see how the steps the Advocate takes in the present will make future tasks less
cumbersome. For example, how monthly updates will be useful in writing a court report. A
conversational approach for pointing out success and working through how expectations are
not being met may feel more comfortable for Peer Coordinators, as they coach Advocates.
Peer Coordinators would like regular, individual check-ins or performance discussions
with their Program Supervisor. They would like to know what they are doing well, and how
they can change. They would like feedback on if they are spending an appropriate amount of
time on their work, and be shown if they are doing things they don’t need to, or not doing
things they should. They need to know if they are easing the load of the Program Supervisor’s
work, and how they could better accomplish this goal. One Peer Coordinator commented:
After a Peer Coordinator has been named and acquainted with a case, or had a CRB or
court hearing, after you’ve gone though part of that process, paperwork wise, timeline
wise, have the Peer Coordinator and Program Supervisor meet as a business meeting.
Have as the agenda a matter of fact conversation about: what can the Program
Supervisor do to help you more, what do you not understand, are you having a problem
with any part of the process? Like an interim period, not probationary, but to orient
yourself with the role, so you knew you were going to have feedback between the two of
you, and address some things.
For both the Advocate and the Peer Coordinator, both positive and negative feedback
should be documented in a permanent file. This would help elevate the discussion from a
conversation to an evaluation. In subsequent meetings, these can be referred to see if progress
has been made in areas of concern. If a Peer Coordinator or Program Supervisor is willing, they
may want to have those they support provide them similar feedback at the same meetings, and
keep that information documented as well.
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A sample Advocate evaluation is available on the National CASA website, that could be
considered if a formal evaluation is desired. It could also be reviewed for ideas of topics to be
included in a menu of topics in a less formal discussion. Reviewing the Peer Coordinator and
CASA Contracts, could help start generating a menu of what could be recognized as areas
working well or needing improvement.
Recognizing that performance evaluations can seem artificial and have a punitive
connotation, Author Jill Friedman Fixler suggests sending volunteers an annual “valuation”
letter. This letter would describe all of the things the volunteer is doing right, would help
reinforce desired behaviors, and would become a significant retention tool. Ms. Fixler
recommends this letter being hand written and mailed through U.S. Mail.

Clarity of Roles
The organization needs to be clear on the role of each team member. The Advocate’s
job is to manage the case. And yet some Peer Coordinators and Program Supervisors are acting
more like a co-Advocate through case management instead of volunteer management. Some
Peer Coordinators report receiving directions from their Program Supervisor to be more
involved in the case than they feel comfortable. This is particularly evident in being required to
attend all court hearings. Many expressed the sentiment the Advocate needs to be supported
so that they can advocate. When Program Supervisors and Peer Coordinators maintain too
much control in the case, the Advocates interpret this to mean they cannot be trusted to do the
job they were trained to do. The focus of Peer Coordinators and Program Supervisors needs to
be to give the Advocate the tools they need to be an effective advocate: to guide them to
knowing the answers, not micromanaging the details.
One Peer Coordinator, when asked what needs to change to realize the goal of serving
every child responded: “Everyone being allowed to do what they are supposed to do without
the micromanaging, and still work as a team. I think we are all a team.”
The role of the Peer Coordinator and Program Supervisor is to enable the next level to
act/respond appropriately without being there. Peer Coordinator Model Guide describes the
role of the Peer Coordinator as:
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(Peer Coordinators) will guide the advocates to learn to trust themselves and have
confidence in their decisions (p. 19).
New York Cares reports in their document “The Leadership Ladder” reports they had a
similar situation, which may imply that avoiding this requires careful attention:
Team Leaders may unwittingly have been contributing to decreased volunteer retention
rates because they had tended to focus more on getting the job done, rather than
engaging and inspiring volunteers to participate over the long-term. In short, they had
served more as managers, rather than as leaders who could inspire other volunteers to
deepen their commitment to volunteering (p. 8).
The organization may want to review the paradigm shift described in the Peer
Coordinator Model Guide on pages 21 and 22, and review ways they follow the empowerment
approach, and discuss ways they feel challenged in doing so. Historically the Program
Supervisor, served as a case manager, and Peer Coordinators have been or are Advocates
themselves, and the shift to being a volunteer manager is a challenge.

Volunteer Management Training
The Team may need training specific to working with people who aren’t compensated
for their work. I was unable to find training that specifically addressed this skill in particular for
Program Supervisors. The organization should consider seeking training for the Team, including
the Executive Director, the Program Manager, the Program Supervisors, the Peer Coordinators,
and any other staff who work with volunteers such as the Volunteer Coordinator and Events
Coordinator.

Roles
In the interviews, all were asked to describe the role of Peer Coordinator, Program
Supervisor, and help define success for these roles and the role of Advocate. These responses
help show how people perceive not only their own role, but how they fit into the organization.
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Role of the Peer Coordinator
When asked to describe the role of a Peer Coordinator, Peer Coordinators responded
primarily in ways they support Advocates, and in ways they help manage the case. Ways Peer
Coordinators support Advocates include to:









coach, encourage, verbally support, and be a sounding board;
help the Advocate see if the experience isn’t a good fit for their current life situation;
provide support, hand holding;
build confidence;
be a cheer leader;
meet with Advocates;
remind Advocate what their job is and to not lose focus on the child(ren); and
recognize when the Advocate or you as a Peer Coordinator needs help, and ask for it.

Ways Peer Coordinators Manage Cases include to:
 read discovery;
 look over monthly updates;
 monitor if the Advocate is doing what they need to do;
 keep Advocate on target, or from going rogue;
 help manage the case if they need help;
 edit court reports;
 attend court hearings; and
 remind the Advocate to turn in the monthly report.
One Peer Coordinator described her role as follows:
I’m kind of in the background. They’ve all been trained. They are all as intelligent as I
was when I first started as a CASA on my first case. So I let them go. But I’m there and I
offer. I ask them what they plan to do first. If they say “I really need to go see the dad
but I’m afraid to go by myself” then I’ll offer to go with them. I am happy to go with
them if they want. I’m there, and I let them know I’m there, but I let them be the CASAs.
Peer Coordinators noted they feel successful when:
 the Advocate feels supported;
 the Advocate sees he/she is making a difference;
 there is consistent communication, and the Advocate understands their feedback; and
 the Advocate is doing the right things, and is making good recommendations.
Peer Coordinators sometimes base feeling successful on the success of the Advocates
they support, but recognize that is not entirely in their control. One Peer Coordinator feels
successful by helping Advocates get to the point where they are doing a terrific job with a case.
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Another said she feels successful by making sure the Advocate feels supported, has constant
communication, and asks questions that will help the Advocate see different options. A
different Peer Coordinator talked about how some Advocates are more confident, and others
need more reassurance, and noted that she needs to help them feel they are doing a good job
so that they will keep serving as an Advocate. Ultimately, the goal is to get the Advocate to the
point they don’t need their Peer Coordinator very much.
Program supervisors describe a successful Peer Coordinator as one where both the Peer
Coordinator and the Advocate both feel they are making a difference and there is movement in
the case, and that reports are knowledge based.
How others perceive the role of the Peer Coordinator
Advocates were asked to describe the role their Peer Coordinator plays in their case.
Overwhelmingly, Advocates described the Peer Coordinator as being a tremendous support for
them. One Advocate said that the Peer Coordinator is the person who really teaches them
what their role is. The Peer Coordinator is someone the Advocate can run ideas by, or work out
what to say in a difficult conversation and get advice on how to phrase things. Other comments
included the following. The Peer Coordinator:

















is who I bounce ideas off;
provides guidance;
is accessible, easy to talk to, helpful;
gives emotional support, “It was nice to have someone who knows the case to hear my
recommendation and say it was a good idea, a good guess;”
has been there and knows who to talk to, “I can rely on their expertise;”
checks on something if she doesn’t know the answer;
is someone I can vent to, and she knows I’m not a lunatic;
gives me the benefit of the doubt;
gives me immediate feedback;
is helpful;
is support and a resource;
is available, “I know I can call him at any time;”
keeps tabs on stuff and checks in with me;
is my back up;
fills in for me if I can’t make a court hearing; and
knows my case, “I know my kids are covered if I drop dead tomorrow.”
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Two quotes from different Advocates express the value they feel a Peer Coordinator provides.
If I have a question I feel more comfortable going to a Peer Coordinator than a Program
Supervisor who has so many people under her and is so busy. Peer Coordinators are
more accessible and I feel more comfortable contacting him.
The model is absolutely critical for the success of new volunteers. You aren’t out on that
limb alone, and you can’t fail because they are always there to give you whatever
support you need — a little, a lot, sitting in the court room, or not. Flexible.
Program Supervisors described the Peer Coordinator as the person who provides the
one-on-one support for the Advocate, is a sounding board, and is available to debrief. The Peer
Coordinator gives information to the Advocate, and helps the Advocate see what should be
done.
Court reports are reviewed and edited by the Peer Coordinator, who makes sure they
are in good shape and that they are submitted on time. Peer Coordinators are not expected to
resolve conflicts to the level of a Program Supervisor. The coaching of a Peer Coordinator
ultimately increases the autonomy of the volunteer and empowers the Advocate to be their
own case manager.
A Program Supervisor notes some Peer Coordinators try to do the work of the Advocate:
Sometimes when a Peer Coordinator first takes a case they want to do the work for the
CASAs. They want to try to intervene more than they need to instead of letting the CASA
learn as they go.
Another describe this as a Peer Coordinator mistakenly thinking their role is to be a “co-CASA”
In the document “The Peer Coordinator Model: A Guide to Transition” the word
“mentor” is glaringly absent. Michael Heaton, Western Regional Program Officer for National
CASA, weighed in on why this is. He notes that the word “mentor” has the connotation of being
a wise, seasoned person who takes someone under their wing and guides them. In contrast, he
views a Peer Coordinator is an unpaid staff member who has specific duties, and needs to have
the authority to make sure the Advocate is completing his/her responsibilities. A Peer
Coordinator is a support, a guide, a coach, but also has the responsibility to make sure things
like court reports are done well and on time.
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Peer Coordinators need to feel confident that they are acting within the scope of their
role, which requires a solid understanding of what they are expected to know. Some feel they
are constantly barraging their Program Supervisor, or overwhelming them with questions.
Program Supervisors should consider if the questions Peer Coordinators are asking are things
the Peer Coordinator should know. If questions are things that Peer Coordinators should be
able to decide on their own, the Program Supervisors should point that out to the Peer
Coordinators, just as Peer Coordinators should provide similar guidance for an Advocate. Peer
Coordinators need to feel confident and empowered. Program Supervisors should consider if
the language they use with Peer Coordinators, or expectations that they have of the Peer
Coordinators may have contributed to the sense that Peer Coordinators need to get approval
from the Program Supervisor.
Symptoms of not understanding their role may include a Peer Coordinator who acts
more as a co-Advocate or holding on to case management, micromanaging Advocates, or asking
Program Supervisors for approval instead of deciding things they should have the jurisdiction to
decide on their own.

Role of the Program Supervisor
In the interviews, Program Supervisors were asked to describe their responsibilities in
supporting Peer Coordinators. The responses fall into two general categories, supporting the
Peer Coordinator, and case management:
Support for the Peer Coordinator:
 be the listening ear for the Peer Coordinator;
 be someone to bounce ideas off on what might need to happen;
 be a support;
 answer questions about things or issues;
 point out success, how to improve, what works, and how to do things better in the
future;
 fill in if the Peer Coordinator or Advocate needs support at court; and
 be the back up.
Case Management:
 review all discovery;
 edit court reports with the Peer Coordinator;
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manage paperwork and timelines;
attend court hearings; and
make sure steps are done.

Program Supervisors feel successful when:
 they are meeting the expectations made of them;
 the work that needs to be done is done;
 an Advocate completing a case wants to take another;
 they are treated in a way that makes them feel successful;
 they feel they are making a difference for a child, and there is movement in a case;
 court reports are turned in that are knowledge based;
 the Peer Coordinator and Advocate feels supported; and
 the Peer Coordinator and Advocate knows what they need to do and have the
confidence to do it.
A couple of Program Supervisors report they dislike that with the Peer Coordinator
model they do not get to know the Advocates personally. Also, some who started working after
the Peer Coordinator model had started to be implemented felt it would have been easier to
start supervising Peer Coordinators instead of starting with directly supervised Advocates and
then adding Peer Coordinators. Once the model is fully implemented, this will no longer be an
issue.
How others perceive the role of the Program Supervisors
Some people noted that each Program Supervisor has their own style of managing and
have different expectations for their Peer Coordinators. This includes the expectations of when
the Peer Coordinator will turn in monthly reports, if the Peer Coordinator will attend all court
hearings. Several Peer Coordinators wonder if the different supervisors have different
expectations or styles about writing and editing court reports.
One individual noted that the language of the Supervisors imply ownership of Peer
Coordinators and Advocates (“my CASAs”), which has both negative and positive connotations.
They feel directly responsible for these individuals, but it may make it harder to switch Peer
Coordinators and Advocates between Supervisors when necessary. There may also be a sense
of “hands off” for when a Supervisor sees something amiss in another Supervisors’
management of a situation, because it is “her CASA” and they don’t want to step on each
other’s turf.
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Peer Coordinators view the Program Supervisor as the detail person, and that she is
ultimately responsible (“the buck stops with her”): the Program Supervisor is more
knowledgeable than a Peer Coordinator. The Program Supervisor helps the new Peer
Coordinator start up at the beginning, and Peer Coordinators report frequently talking to the
Program Supervisor about cases for guidance on what to tell the Advocate. Peer Coordinators
appreciate when the Program Supervisor says she doesn’t know something and that she will
find the answers.
My Program Supervisor is fabulous. She will say: “I have no idea” which made me feel
better that I, as a Peer Coordinator, didn’t have all the answers. I appreciated so much
that she was willing to say she didn’t know. Sometimes I feel like I’m unnecessary
because I don’t know the answers. I appreciate that my Program Supervisor will dig for
the answers.
This sense of Peer Coordinators feeling unnecessary or redundant is not unique, and will
be discussed later in this report in the Expectations section.
Peer Coordinators would like the Program Supervisor to contact them, instead of the
Program Supervisor waiting for the Peer Coordinator to contact them.
I would like to check in but sometimes I forget. By the time I do, I have 500 million things
to check in about and it rambles all together. It would be nice if my Program Supervisor
checked in with me more often to just see what is going on. Like weekly/ biweekly.
Advocates had mixed responses when asked about the role the Program Supervisor
plays in their case. In some instances, they had very limited contact with the Program
Supervisor, while others had extensive involvement. For those who had more limited contact,
the role was described as reviewing court reports, setting expectations, interfacing with DHS
when there was a problem getting discovery, doing the overall system work, and providing a
safety net. Advocates in this group suggested that the Peer Coordinator and the Program
Supervisor may communicate about the case more than the Advocate is aware.
Advocates who have a supervisor with a high level of involvement report that the
Program Supervisor is almost as involved in the case as the Peer Coordinator, including
attending court hearings.
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She’s almost as involved as my Peer Coordinator. She will review my court reports, but
they are more refined by the time she gets them. She is very involved. The times she has
been really involved, there have been difficult questions that came up that we needed
help on. She even needed to consult an attorney on something.
The amount of time that an Advocate needs to spend on a case may be affected by
having a Peer Coordinator or being directly supervised. In an online survey that CASA of Lane
County conducted of 92 Advocates in October of 2013, Advocates were asked how many hours
they typically spend on their case in a month. Although there is no statistically significant
difference between the answers of the two groups of Advocates, it is a question other CASA
organizations may also want to look at, and CASA of Lane County may want to keep watching.
Advocate’s reported
hours per month
10-12 hours
12-20 hours
20-40 hours
More than 40 hours
Less than 10 hours

Have a Peer
Coordinator
23
48%
14
29%
7
15%
0
0%
4
8%

Are Directly
Supported
17 39%
16 36%
4
9%
2
5%
5 11%

How Advocates define success
Several Advocates struggled with the question of what is success for an Advocate. Some
said they hadn’t been an Advocate long enough to know what success is, or since their case
hadn’t been resolved, they don’t know if they were successful. All Advocates who were
interviewed had been on a case at least one year. Working with particularly challenging cases
that cycle in and out of problems, Advocates are particularly vulnerable to feeling unsuccessful
if their focus is primarily on obtaining their ideal outcome. Some report they aren’t certain if
they are having an impact on the case. Since the main motivation for being an Advocate is
making a difference in the life of a child, helping Advocates find success in what they do —
feeling they are making a difference — is imperative for retention. Communicating this is an
important part of a Peer Coordinator’s responsibilities.
In CASA’s online survey mentioned above, Advocates were asked to describe how they
feel about their case. The question reads:
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What statement best describes how you feel about your current or most recent case
assignment?
I wonder why a CASA was assigned to this case.
I believe I am making a difference.
I am frustrated and probably won’t take another case.
I have influenced the direction of this case.
In responses by Advocates who are directly supported by a Program Supervisor, about half
selected “I believe I am making a difference” (43%), and the other half chose “I have influenced
the direction of this case” (43%). By contrast, of those who are supported by a Peer
Coordinator, most selected “I believe I am making a difference” (74%), and only a few selected
“I have influenced the direction of this case” (17%). The same percent from both groups
selected the other two responses (4% for all on both questions). Perhaps the difference
between believing one is “making a difference” verses “influencing the direction of a case” is
subtle, but the difference in the responses is statistically significant. Peer Coordinators make a
difference in how Advocates feel about their case.
Advocates who were able to articulate what is success included comments such as when
their child came to them and trusted them with important information. One Advocate
described that without her, her children would have nothing, “so I’m better than nothing.” On
the face this statement sounds disparaging, but in the context of the interview, with the smile
on her face, it demonstrated that she understood that regardless of the outcome of the case,
her involvement did make a difference: with her involvement, the child was better off. One
Advocate described how if he knows everything that he should know, and is acting on that
knowledge, he feels successful.
Peer Coordinators were much better able to describe success for an Advocate, showing
they understand the role well and are in a position to help an Advocate see their success.
Comments from Peer Coordinators included the Advocate:






is doing what they should regardless of the outcomes;
takes ownership and they are engaged in the case;
is asking the right questions;
digs right in, has absorbed training and applies it understanding the subtleties of
a world that isn’t black and white;
thinks of good recommendations for realistic solutions; and
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makes sure the child faces the future with as many supports and resources as
possible.

One person commented: “We don’t do a good job communicating with a CASA volunteer
that even if their case doesn’t go they way they advocated, it doesn’t mean they weren’t an
excellent CASA.” Advocates that fixate on their ideal permanent solution may have the hardest
time feeling successful. Peer Coordinators are in a great position to help Advocates reframe
success and see how they are making a difference.

Relationship between the Program Supervisor, the Peer Coordinator and the
Advocate
The relationship between the supervisor, the Peer Coordinator and the Advocate was
discussed in most interviews. It seems to be either a policy or an understanding that a Program
Supervisor should not council an Advocate without the Peer Coordinator knowing what was
said. Conversations between a Program Supervisor and an Advocate should have the Peer
Coordinator present, and a Peer Coordinator should be cc’d on any email communication
between the Advocate and Program Supervisor. Advocates indicate they can directly contact
their Program Supervisor if they are unable to reach the Peer Coordinator. The typical flow of
information seems to be from Program Supervisor to Peer Coordinator to Advocate, or vice
versa.
Advocates had mixed responses to similar experiences. One Advocate expressed she
appreciated the Peer Coordinator doing the legwork to find the answer out from the Program
Supervisor, while another felt she was shut out of getting the information she needed herself:
Sometimes the Peer Coordinator needs to check with the Program Supervisor on
something, and it is easier for me for my Peer Coordinator to ask and get back to me
with the right answer.
The Peer Coordinator will say “I’ll talk to the Program Supervisor, you won’t. The
Supervisor and I will decide what you are going to do.” It is: “let me call the Supervisor
and get back to you.”
The flow of information between a middle-person can create a sense that the Advocate
isn’t good enough to get the needed information directly.
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I think they should all work to support us, instead of us being made to feel that we are
the little peons. “We’ll talk about it, we’ll let you know.” When I’m the volunteer, I’m
putting in the hours: support me.
A Peer Coordinator described the challenge the line of communication creates:
I feel bad for the Advocate who wants their question answered, and they are probably
frustrated they have to wait, they have to go through a middle man to get their answer,
like they aren’t good enough to just call them directly. It happens to me — my Program
Supervisor then has to ask Louise and then get back to me.
The style of delivery may be what makes the difference between feeling support and being
made to feel inadequate.
In situations where there is limited time, or a Peer Coordinator is unavailable, the
Program Supervisor may have direct contact with the Advocate (or the Advocate will contact
the Program Supervisor). One Program Supervisor noted that she checked with the Peer
Coordinator before she contacted an Advocate when there was a time-sensitive situation.
The wait that is created by the line of communication can be frustrating for both the
Peer Coordinator and the Advocate.
The lag time created by a CASA asking a question of a Peer Coordinator, who then has to
ask a Program Supervisor, at times frustrates CASAs.
Some (Peer Coordinators) don’t feel confident in saying something. If it becomes this
game of telephone, then it is hard for Peer Coordinator and the CASA, and lengthy
threads of emails, and it becomes this tedious thing.
I write a rough draft, and then send it to my Peer Coordinator, but then who knows when
she’s going to see it, and then wait for her to get back to me.
One Peer Coordinator noted that primarily communicating through email helped allow
for a natural time buffer that talking on the telephone doesn’t allow. He was able to contact his
Program Supervisor for direction before replying to the email, and still reply in a timely fashion.
A Program Supervisor and a Peer Coordinator both described what appears to be the
same story. An Advocate was at the office and asked the Program Supervisor a question, and
the answer given was different from what the Peer Coordinator had advised. The Peer
Coordinator then had to resolve between the Program Supervisor and the Advocate why the
Program Supervisor’s answer was not right given all of the specifics in the case. Both the Peer
26

Coordinator and the Program Supervisor recognized the problem with the situation and it
seems they have resolved to avoid such situations in the future. Other Program Supervisors also
recognize that their over-involvement with the Advocate can be detrimental.
A Program Supervisor can’t stay in the middle of them if you want their relationship to
develop. That would not be professional or appropriate. That would be undermining the
authority of Peer Coordinator.
Several Peer Coordinators commented on times when the Program Supervisor would
directly contact the Advocate. Sometimes this was attributed to a Program Supervisor who was
having a hard time letting go of the responsibilities they have when they directly supervise an
Advocate. The Peer Coordinator most acutely felt the awkwardness of being in the middle
between the Program Supervisor and the Advocate.
The Program Supervisor is undermining me with the CASA when she emails directly and
tell them to do something, or she comes back later and correct me.
If the Peer Coordinator wasn’t involving the Program Supervisor, then the Program
Supervisor involved herself. The Peer Coordinator felt disempowered.
She’ll notify me that one of my CASAs has a hearing coming up, and she’ll notify me and
the CASA, and send out the blank form for them. She talks to them and forgets to include
me. I think it is a hard thing for some of the Supervisors to let go of some of the
responsibilities they were doing.
We’ve got a court hearing or a CRB and my Program Supervisor will send an email to me
and my CASA. I know that has been a problem with some other Peer Coordinators. I
haven’t complained because she attaches a copy and I can forward.
When a Program Supervisor gets directly involved with an Advocate, it may undermine
the confidence of the Peer Coordinator or make him or her feel redundant. Some Peer
Coordinators feel they need to get permission to say things to the Advocate, or they need to
clear everything with the Program Supervisor. This is especially notable in comments made by
Peer Coordinators that they don’t think they know enough to be a Peer Coordinator. This may
also exacerbate the “game of telephone” when Peer Coordinators don’t think they can make a
recommendation without the approval of the Program Supervisor.
A couple of Advocates reported that they contact their Program Supervisor directly. For
one Advocate, it was because she liked her Program Supervisor better than her Peer
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Coordinator, and she would prefer to work directly with the Program Supervisor. For the other,
after she developed a relationship with the Program Supervisor, she realized she could be more
efficient by going straight to the source of information.
It may take the discipline of all three people to make sure that the relationship is
healthy and functional. Efforts should be made to be timely, and to include everyone in
discussions. This relationship can either be kept a strict line of communication flow, or can
become a triangle. The organization should decide how they want the relationships to work,
and have strategies in place for when it is not working well, including flags to recognize when
things are starting to not work well instead of waiting until problems have developed.
There may be something in the way the Program Supervisors are interacting with the
Peer Coordinators that makes the Peer Coordinators think they need to check back with the
Program Supervisor more than necessary. Program Supervisors should be alert to this, and
should point out to Peer Coordinators when they already know an answer, or help the Peer
Coordinator realize they already know the answer. This modeling by the Program Supervisor
will inevitably influence the way Peer Coordinators coach the Advocates. Peer Coordinators,
too, should help Advocates understand what they already know, which may be facilitated by
puzzling out an answer. Helping all levels learn, and realize they may already know what to do,
will help empower all to feel capable of doing their job.

Staffing
One individual talked about the challenge of making a good placement for an Advocate
with a Peer Coordinator, or a Peer Coordinator with a Program Supervisor. This seemed
potentially problematic when Advocates who were perceived as needing more support were all
given to the same Peer Coordinators.
One Advocate reported that she was having challenges working with her Peer
Coordinator, but that she liked her Program Supervisor. Another commented that she liked her
Peer Coordinator but had a challenging time working with her Program Supervisor. Finding a
good fit is a concern. The individual who is having a hard time working with her Peer
Coordinator was told she could switch to a different Peer Coordinator, but she declined
because she believes getting a new Peer Coordinator up to speed on the case would not be in
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the best interest of her child(ren). Moving between Peer Coordinators may be problematic if all
Peer Coordinators are at their maximum level of Advocates they can or are willing to support.
During the first few months of an assignment between a Peer Coordinator and an
Advocate, the organization may want to consider encouraging both individuals to carefully
consider if it is a good match, and be open to switching if either feels it is necessary. This could
also be included in an agenda of feedback that is covered in those meetings. One person
suggested fostering a culture where switching Peer Coordinators was an acceptable scenario,
and telling individuals in pre-service training before they are assigned that if they feel the
relationship isn’t working what the process is to ask for a change.
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Support
Overwhelmingly, people feel very supported. The few exceptions are noted. The
culture of the organization is welcoming and positive. All are committed and passionate.

Supporting Advocates, Peer Coordinators and Program Supervisors
Advocates report that their Peer Coordinators are helpful, have good ideas, are
supportive, and resourceful. They feel they can call their Peer Coordinator at any time, and feel
they are more likely to ask a “trivial” question of their Peer Coordinator than they would of
their Program Supervisor. They value the Peer Coordinators’ positive feedback, which keeps
them from getting discouraged or losing focus from advocating for the kids.
Both my Peer Coordinator and Program Supervisor have been very supportive of my
decisions. They don’t question my decisions, even when I’m fishing. I’m searching for
answers, someone to tell me what to do, but they don’t. They say I know the case best
and you can make this decision. They provide feedback but they value my opinion. That
has been invaluable.
My Peer Coordinator has been able to give some emotional support when there is a lot
of judgment calls and I doubt myself.
They value my judgment. I have felt trusted, which helps feeling empowered.
One Advocate also commented on the support she feels from the community, sustained
by the reputation of CASA.
My kiddo’s teacher approached me and thanked me when I had only been on the case a
week. It’s CASA’s reputation. We don’t have to explain ourselves to attorneys, DHS,
etc. There is a very strong reputation that we benefit from. We are very respected.
A different Advocate commented that the way she is supported makes her feel she is
perceived as not being capable. She feels That Peer Coordinator and Program Supervisor
together decide what she should do, instead of involving and advising her in doing her advocacy
work.
I feel we are not really seen as equals, but they are seen as above me in the hierarchy. I’d
rather us be on an equal playing field and let them support us.
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Peer Coordinators feel supported. Their comments included:
 I feel so totally supported when I walk in the door;
 I don’t feel so frustrated because I know I can fall back on somebody;
 I can contact my supervisor when an issue comes up;
 The support is awesome. If I have a question, I call my Program Supervisor; and
 My Program Supervisor is fabulous. She is the energizer bunny.
Program Supervisors feel tremendous support from the other Program Supervisors,
from the Program Manager, the Executive Director and support staff. Program staff were
emphatic about the positive, supportive environment.
I think that the door is always open to my peers or Louise. If I ask somebody will figure it
out. Louise is there for me for whatever I need.
We have terrific support upstairs, and with Megan Shultz. Megan sends emails that are
so inspiring, she thanks us for what we do. It is kind of like being a CASA — you are
never alone. You can go upstairs and to anybody you can say “I can ‘t believe what
happened.” I love having an office mate. I’ll say “do you have a minute?” I bounce stuff
off my office mate. I go see Louise a lot, because I don’t want to make an error. And
sometimes we just need support. So much has been happening that has been draining.
Trying to think of different angles we can approach and have it come out successful and
still do everything. Louise will say “give yourself a break” or someone will say “we have
chocolate!” It is a wonderful place to work, people will help cover when I can’t do
something.
Louise is a patient woman. Megan is very empowering. Louise I work with closely, and
she is very empowering. Thank God for all the people I work with here. Its all the people
I get to work with. I GET to work with. It is empowering. People here empower each
other. It is open and supportive.
I love feedback. Not just positive. I need to know if I’m not doing something correctly so
I can change, and I get that in the most wonderful, supportive, respectful ways. That is
hugely empowering.
When I need to vent, I can go in to Louise and just vent. I know I can feel totally
comfortable, I don’t have to worry. No one talks bad about anyone. It is always positive.
It is just incredible. Or if Louise is busy, someone else is here and I can talk to them. I
can just let it out. It is totally safe. Then once you’ve vented you release, and you can go
on. And its okay. We’re allowed to be human, and that is a big deal.
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One person suggested that it might be helpful to share as a group something the
Program Supervisors have learned lately, to help learn from each other. These could be written
down for future reference.

Administrative and Office Support
Interviewees also discussed administrative and office support. The welcoming and
supportive atmosphere of the office was noted by several people:
Just walking into the office, you can talk. There’s nowhere else you can talk. But in the
house you can talk good, bad or otherwise. I always feel really supported.
No matter how large the organization grows, they want to continue to be recognized and called
by name.
Discovery is mailed to the Peer Coordinators and Advocates by staff at the office. One
Peer Coordinator noted that sometimes she gets discovery for a case she isn’t supporting and
wonders if others get her paperwork. A few Peer Coordinators noted that they receive help
with faxing documents. One Peer Coordinator noted that she receives paper from the office to
print CASA related work on her home printer, which she greatly appreciates. Information
shared in the newsletter, especially information that can be shared with parents is valued.
Office space is available at the Serbu Campus, as well as at the main office for Advocate and
Peer Coordinator use.
One Peer Coordinator noted that sometimes it is hard to get someone to answer the
phone, or to figure out who is at the office in order to get help. Of course, they have the cell
phone numbers of the Program Supervisors, but if their question is not specific to the case, they
could use a means of talking to someone in the office when the general line isn’t being
answered. One suggested having a volunteer help answer the phones on Fridays.
Also suggested was having more support on working with computers, including having
someone designated that they could go to for computer support. Peer Coordinators indicated
they would like help learning how to use programs like Gmail and Google docs, and will need
help with learning to use Optima.
A group of Advocates discussed additional internet-based support that would be useful.
They suggested creating a password-required area of the web page that would contain
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information for Advocates and Peer Coordinators. Information they would like to access online
included: information from pre-service training, including videos of the trainings or a written
summary of training sessions; templates for monthly updates and court reports; and frequently
used forms. If a reference guide were created, it also could be made available online. Much of
this could also be made accessible through online software like Google Docs.
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Training
When a situation arises with Advocates and Peer Coordinators, frequently Program Staff
go to the trainers and ask what failed in the training that led to the gap in knowledge. The preservice training for Peer Coordinators and Advocates should be viewed as an introduction, and
then specific components that are needed later should be scheduled later. Decide by whom
and when should something be taught.
Since it is unrealistic to expect people to remember everything the first time it is taught,
it should be anticipated that all Advocates and Peer Coordinators will need reinforcement of
what they have learned. Including components from training in a reference guide, with aspects
that are specific to Advocates and Peer Coordinators may be helpful.

Advocate Training
The pre-service training for Advocates is called “CASA U”. This initial training, as it
currently is run, received overwhelmingly positive comments from all levels of interviewees.
Descriptions included “fabulous,” and “superb.” Peer Coordinators reflected on the current
training in comparison to the training they received when they became Advocates, and offered
much praise for the current training and for the Training staff.
Several Advocates mentioned that it was hard to absorb all of the information that was
presented, and this may be due, in part, to not knowing what information will be relevant to
their case while in pre-service training. Also, attending right after work for three hours was
challenging. One suggested he would rather have had the class last more weeks and have
shorter sessions.
The next component of training is for a Peer Coordinator to meet with a newly assigned
Advocate, and review the case. At this point, the Peer Coordinator goes over a folder of
information called “First Steps.” This packet contains a “CASA Contract,” which is the most
explicit list of Advocate expectations the researcher was able to locate. Ensuring this packet is
explained well and thoroughly is important. During Peer Coordinator training, how to present
the First Steps Packet is discussed, but the organization may want to consider having a few Peer
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Coordinators observed presenting the packet, and then discuss with the Peer Coordinators
strategies for effectively conveying this information.
The organization may want to think about what training is needed at what stage of an
Advocate’s experience. If Advocates are having a hard time retaining information that is
utilized toward the end of a case’s cycle, perhaps that training would be better absorbed at the
time it is needed. In-service topic classes may be helpful which would address specific topics
that are not experienced by all cases. Topics that are case specific might include such things as
Termination of Parent Rights (TPR), Indian Child Welfare Act (ICWA), substance abuse, and
psychotropic medications.
Writing court reports is problematic for nearly everyone, including Peer Coordinators
and Program Supervisors and are discussed further in its own section. To better teach court
report writing, a team of Advocates, Peer Coordinators, Program Supervisors, and professional
writers may be helpful.

Peer Coordinator Training
Peer Coordinator pre-service training is comprised of two-sessions that take place over
two days. Peer Coordinators suggested all new Peer Coordinators should also re-take CASA U
(Advocate pre-service training), because it is so good. This may already be a requirement that
isn’t clearly noted.
Peer Coordinators reported that their training helped them get excited about their new
role. They felt the most beneficial aspect of the training was listening to experienced Peer
Coordinators talk about their experiences. Several commented that the training was “quick” or
“short.”
In half of the interviews, the Style Profile was discussed and was described as “useless,”
“interesting but not helpful,” “waste of time,” and “took too much time.” Training staff may
want to consider if there may be a better tool for discussing different styles, if the
questionnaire could be administered in a different way or at a time, or of the ways it will be
useful could be made more apparent.
They suggested several topics that they thought would benefit future pre-service Peer
Coordinators, including:
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the role of Peer Coordinator;
training in legal issues, including a broader knowledge base;
consistent and clear expectations (these need to be clarified before they can be
taught);
organizing and maintaining files, and keeping track of and protecting their time;
coaching volunteers, including holding volunteers accountable;
editing court reports and helping Advocates who are writing court reports;
working with Program Supervisors.

The role of the Peer Coordinator was not clear to all before they became one, especially
since none of the current Peer Coordinators had one themselves, and figuring it out took a
while after becoming one. One Peer Coordinators words may be helpful for all Peer
Coordinators in training:
In the beginning I worried I wouldn’t be able to keep all the cases straight, but I found I
don’t have to be as involved as I thought I was going to have to be. I don’t have to
remember every little detail. That took me 6 months to figure out. THEY are the CASA: I
don’t have to be so stressed. Yes, it is nice to know discovery and monthly reports so
that if I have to step in I’m well aware of where the children are, how things are going, if
they have special needs. But it is not up to us to do the work, and when I figured that
out, it was such a relief.
Several Peer Coordinators reported they need a stronger background in legal issues, and
a broader knowledge base from which they could help the Advocates. One stated: “being a
Peer Coordinator is almost like a job, and the training needs to be more.” The Peer Coordinator
job description states they are responsible for being familiar with Order of Appointment,
Confidentiality Agreement, CASA Contract, ORS Statute, Juvenile Court Etiquette, DHS MOU,
Juvenile Court MOU. Program staff should decide what level of knowledge is needed by Peer
Coordinators, and consider if there is more legal or procedural information that the Peer
Coordinators need, or if more or different written materials need to be made available.
Program supervisors should then be able to assume a certain level of knowledge is held by the
Peer Coordinators.
Peer Coordinators strongly expressed a need for clearer expectations on many aspects
of their role and their work. Effective training is going to be dependent on the organization
having clear expectations of Peer Coordinators, and then both current and new Peer
Coordinators need to be trained on those expectations. Since different Program Supervisors
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have different expectations of Peer Coordinators, these expectations cannot be taught in
training.
Peer Coordinators expressed they don’t feel as confident as they would like to be in
their role. One remarked: “I question almost everything I do.” This may be, in part, related to
not receiving consistent expectations of what is their role. They recognize that the skills and
needs of each Peer Coordinator are different, and that each will encounter different challenges
on different cases. They also recognize that they will need additional training, and one Peer
Coordinator suggested they may need to seek out additional training themselves from other
sources: “You need to know what your job is so you can get training somewhere else to deal
with your deficiencies.”
Peer Coordinators reported they need more direction in organizing and maintaining
files. The amount of paperwork they accrue in following multiple cases can be overwhelming.
They also would like strategies for keeping track of the time they spend as a Peer
Coordinator. Several commented that the amount of time they report spending as a Peer
Coordinator is certainly inaccurate. They would like help recognizing that how much time they
think they need to spend may not be accurate. Recognizing when they are spending too much
time and strategizing how to keep their hours in check may need the insight of a Program
Supervisor, but being aware of the potential from the beginning would be helpful.
Coaching Advocates, from the position of being volunteers themselves, is challenging for
Peer Coordinators. Peer Coordinators report they feel challenged when they need to confront
a volunteer: “how does a volunteer tell a volunteer ‘you’ve got to do this’?” Helping them see
themselves as part of a team, whose role is to help coach a player with a role they used to have
(or still have) may be useful. They need strategies for guiding an Advocate who is not meeting
expectations, such as one who doesn’t turn in monthly reports on time. An Advocate even
commented on this topic: “My Peer Coordinator is so nice and sweet: I’m sure they feel a little
uncomfortable cracking down on us. Empower them to say what they need from us.”
Perhaps most of all, Peer Coordinators expressed a need for more skills and strategies
for editing court reports. Some Peer Coordinators would like to see a variety of court reports to
see different styles and end products. One suggested it would be helpful to hear from a judge
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what she would like in a court report. A Supervisor reports there is no commonality in court
report writing between her different Peer Coordinators even though they base it on the same
template. They would like more skills for helping walk an Advocate through the report writing
process. Court reports take up a tremendous amount of time for everyone, and Peer
Coordinators want to make sure their edits and comments are appropriate and helpful, and
that they are efficient with their time. Although the process of co-editing a court report is at
first intimidating for Peer Coordinators, one remarked on how ultimately it can create a
stronger finished report. The team approach to editing a court report may not be initially
obvious or intuitive to new Peer Coordinators.
The organization may want to consider observing a few Peer Coordinators when they
introduce a new Advocate to a case, including the introduction of the First Steps packet, and
note what is working well, and where confusions may be created or perpetuated. Similarly, it
may be helpful to observe other aspects of Peer Coordinator, Advocate and Program Supervisor
interactions, and use the information gathered to improve training.
Finally, Peer Coordinators would like more strategies on how to effectively work with
Program Supervisors. Current Peer Coordinators may be good teachers of this subject, noting
what has and what hasn’t worked well for them. As a fellow team member they need to feel
empowered to make sure the Program Supervisor is also maintaining the standards.
Negotiating the relationship between the levels should be clear and comfortable. Perhaps the
timing of introducing this topic would lend itself better to being an in-service training or
discussion topic.

Program Supervisor Training
Program supervisors who were employed during the transition report their training
about Peer Coordinators was principally by helping create the Model. Newer Program
Supervisors report that when starting the role of supporting Peer Coordinators their training
consisted of attending a Peer Coordinator training, talking to other Program Supervisors for
suggestions, observing other supervisors, and following the Peer Coordinator’s Case Tracking
Form.
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Training that is specific to managing volunteers appears to be missing. Since this really
is the primary role of these Team members, training in how to motivate, manage, and evaluate
is important. Training for working specifically with Peer Coordinators, in managing and
motivating them is needed; however, the expectations of Peer Coordinators will need to be
clear and consistent among all Program Supervisors.
A couple of Program Supervisors commented that they felt they could do a better job of
working with Peer Coordinators if they knew more about their personal history and skills before
starting to work with them, including a better understanding of where the Peer Coordinator is
personally, their motivation, and more up-front conversation. A structured initial conversation
between a paired supervisor and Peer Coordinator may help each better understand the other,
and could be incorporated into the end of the Peer Coordinator training session.
Program supervisors report that their training doesn’t necessarily cover all aspects of
their work. “I just learned a brand new thing that would have saved me so much time.” Once
the organization has resolved the inconsistent expectations described in the section on
Expectations, these should also be trained to new hires, and reinforced with current Team
members.
Supervisors report they would benefit from a deeper understanding of Child Welfare
Policy; and they may feel dependent on reading all discovery to compensate for a lack of
procedural knowledge. Supervisors need more knowledge in the following areas:





a deeper knowledge base of DHS procedures;
a more thorough understanding of timelines in the child welfare system;
stronger understanding of Child Welfare Policy, including how to navigate the online
manual, and/or a condensed printed version; and
more clarity on how far CASAs can advocate.

Other staff
The Executive Director and Program Manager may also benefit from training on
managing volunteers, as well as any Team members who work with volunteers, such as the
Volunteer Coordinator and Events Coordinator.
Several Program Supervisors commented that the Training staff is very receptive to
suggestions. The Training staff welcome and encourage feedback, and would like to continue
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to improve all of their trainings. The Training staff would benefit from the Program Supervisors
or the Program Manager documenting and sharing errors made by Advocates and Peer
Coordinators, particularly if the same errors are made by different individuals. Strategies for
teaching or reinforcing after the pre-service training could be developed. Training staff should
consider the following to better get feedback and information for more effective training. They
may need to have additional time to accomplish these:







circle back with Advocates for ideas on what needs to be included in Peer Coordinator
training;
talk to Peer Coordinators and Program Supervisors about inconsistencies among
Advocates and Peer Coordinators, and consider approaches for effectively teaching or
re-teaching concepts;
verify they are up-to-date on DHS child welfare policies;
connect with community partners to understand what services they offer, so these
resources could be shared with Advocates, Peer Coordinators, and Program Supervisors;
and
network with and learn from other CASA trainers in other counties and states.
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Expectations
Different Advocates are being held to different standards and expectations. This seems
to have developed through a couple of different means, including long-time Advocates not
being required to comply to specific expectations and different Program Supervisors and
different Peer Coordinators have different standards. Different Program Supervisors also have
dissimilar standards for their Peer Coordinators.
Current Advocates are not always required to adopt new practices. For example, a longtime Advocate may not be required to turn in a monthly report electronically, but may be
allowed to check in verbally. A long-time Advocate who has demonstrated that she writes
court reports well may not be required to turn in her court reports 14 days before the hearing
because the supervisor knows it will not require as much editing. Each Program Supervisor has
a different due date for monthly reports to be turned in. Some require that all email
communication must be reviewed before it is sent from some Advocates, and from others they
want to be cc’d. Some Peer Coordinators are expected to read all discovery, and others aren’t.
Different Peer Coordinators also have different expectations of their Advocates. For example,
one Peer Coordinator expects that the Advocates she coaches will meet monthly as a group. It
is like the team is using different equipment, and aren’t all in agreement about which positions
will make which plays, and when.
Expectations should be clarified. Not all need to be standardized, but these exceptions
should be noted. Peer Coordinators and Advocates alike expressed confusion over what is
required, and what is merely suggested, because it hasn’t been clearly communicated.

The need for increased clarity
Creating standardized expectations that are clearly communicated and accessible to all
Team members will be imperative for the organization to act consistently.
Peer Coordinators could figure out what they need from their fledglings (CASAs): make a
list. Make the Peer Coordinator job easier. If we were better behaved maybe the Peer
Coordinators could take on more of us. Monthly reports don’t always get turned in on
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time. Maybe Peer Coordinators could make guidelines to give to CASAs on what they
need so they can be more effective. What do they see we need to do different?
Different expectations, or items about which Peer Coordinators or Advocates have
expressed they are not clear include the following.
Communication:

Email communications;

Checking and responding to email or voice mail;

Required check-ins;

Meeting attendance.
Case management:

Reading discovery;

Filling and organizing;

Monthly updates;

Court reports;

Attending court hearings;

When to seek help.
Skills and HR:

Technological skill level required;

Continuing education requirements; and

Recording and reporting work hours.
Email Communication
Several Advocates and Peer Coordinators commented about email communications
being reviewed before they were sent out. A couple of Advocates indicated they were required
to have all emails approved before they were sent out, while others commented they were
required to “cc” their Peer Coordinator and Program Supervisor on all communications.
The way revisions are offered or received is affecting the behavior of some Advocates.
Perhaps some Peer Coordinators and Program Supervisors have a style of editing that isn’t
received well, or some people may have a hard time receiving constructive criticism. Also, the
timeliness of the responses (or lack thereof), is affecting behavior. Quotes from two Advocates:
I get the red lines, and the highlights, and the “well, I wouldn’t say this.” Then I feel like
“why bother.” I’ve just stopped emailing because I don’t want her feedback
micromanaging what I should say or how I should say it. It is like blaming in a nicer way

42

— she is passive aggressive through “reminding” the caseworker, and I don’t have that
approach.
I write a rough draft, and then send it to my Peer Coordinator, but then who knows when
she’s going to see it, and then wait for her to get back to me. So I just set up
appointments. I can send emails making appointments without her approval.
All Peer Coordinators and Advocates need to clearly understand which emails need to
be reviewed, and which don’t. From a Peer Coordinator:
Sending out an email (texts are not encouraged), unless setting up a visit or a meeting,
they are really supposed to run it by their Peer Coordinator first. We want to be careful
about how we word things.
Additionally, all Team members need to be consistent in using only first names in emails
discussing cases. Advocates, Peer Coordinators and Program Supervisors need to feel
comfortable reminding each other to comply.
Checking and responding to email and voice mail
A couple of Advocates reported it took a while for their Peer Coordinator to respond to
their emails. This was most often stated in the context of waiting for revisions. Peer
Coordinators may want to acknowledge the receipt of an email immediately and give the
Advocate an anticipated timeline for a response.
A Program Supervisor noted that one Peer Coordinator is not returning her phone calls
or emails with 48 hours.
Required Check-ins
Confusion was expressed over when a Peer Coordinator must meet in person with an
Advocate. Some Advocates may have a Peer Coordinator who wants to meet in person, and
they aren’t sure if it is required, or suggested, or just requested. People just aren’t sure what is
expected.
Meeting Attendance
As discussed in the section on Volunteer Management, Peer Coordinators requested to
have meetings that will facilitate them getting to know each other, to learn, and to help them
feel more a part of the Team. Several Peer Coordinators noted that there have been
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events/meetings scheduled, but that attendance was low. If such meetings are established, a
required attendance of a specific percent should be considered. The organization may want to
consider what measures they want to take if someone doesn’t meet the expectation or if,
under extenuating circumstances, people could participate remotely. The organization has
similar issues as organizations who have employees to telecommute, or mostly work from
home. Researching how these types of organizations keep their staff informed, engaged and
connected may be helpful.
Reading Discovery
Some Program Supervisors read all discovery, some read just psychological evaluations,
some don’t read any of the discovery. Similarly, some Peer Coordinators read all of the
discovery, others don’t. The organization should make clear who is expected to read what
aspects of discovery.
Many people reported that they thought it was necessary for both the Program
Supervisor and Peer Coordinator to read the discovery of the cases they support. Through
reading discovery, multiple eyes are able to catch details that the Advocate may miss or not be
aware are significant.
Peer Coordinators report that a lot of their hours are spent reading discovery, that it is
helpful to stay up on the case in case the Peer Coordinator needs to step in, and that their
reading it may be at least partly attributable to “innate snoopiness.”
Program supervisors who read all discovery comment that it is their responsibility to
stay current on the case and that the monthly report doesn’t provide enough information to
not read discovery. One suggested that it may be less necessary to read discovery if the
Program Supervisors had a checklist with a timeline of services that children need that could be
checked against when reviewing the case.
The organization may want to have a discussion questioning if the benefits of having
multiple Team players reading discovery justifies the amount of time it takes. The organization
may want to create guidelines for when reading discovery, or components of it, such as
psychological evaluations, is desired. Language should be careful to delineate exactly what is
expected. The organization may want to consider having a Supervisor or Peer Coordinator read
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discovery only until the Advocate has demonstrated an understanding of the material. The
Peer Coordinator could use this time to teach the Advocate about reading discovery, pointing
out how to find the useful details.
Filing and Organizing
Each Advocate, Peer Coordinator and Program Supervisor seems to have their own filing
system. Some Peer Coordinators indicated they are overwhelmed with the amount of
paperwork they have for following each case. One joked that perhaps he needs to add a new
room in his house to store it all. This may be alleviated by the organization’s move to an online
records management, or people may end up printing it off and storing hard copies.
Some Peer Coordinators indicated they would like suggestions on ways they can better
manage their paperwork. The organization may also want to consider if a more consistent filing
and organizing system would be helpful in facilitating getting Advocates organized from the
start and transferring ownership of files in the case of a separation or reassignment.
Monthly Updates
Two aspects of monthly updates appear to be inconsistent. The first is that Program
Supervisors have their updates due a different day, and may not require it every month: some
Advocates are not required to submit their report in months where they have a hearing. The
second is that not all Advocates are expected to submit their report electronically. Some
Advocates are allowed to call their supervisor or Peer Coordinator and give an oral update. Peer
Coordinators will then type the report and submit it electronically. This inconsistency is
particularly problematic if the Peer Coordinator or Program Supervisor is changed, and the new
supervisor has to learn all of the exceptions.
Court Reports
Two inconsistencies have emerged about court reports. First, not everyone turns them
in on time. Second, the editing process is perceived to be personality dependent depending on
the Program Supervisor who is editing the report.
Some Advocates may be allowed to turn in their reports closer to the due date if they
have a strong track record of writing reports that need little editing. This creates the same
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problem as with monthly reports, that when Advocates are report to someone else, the new
Supervisor needs a list of all exceptions. A more serious problem, however, is that Advocates
are not meeting the deadline.
A few Peer Coordinators discussed a belief that different Program Supervisors have
different requirements for the content or quality of a court report, creating a perception that
some are easier to write for than others. Court reports will be discussed in more detail in its
own section.
Attending Court Hearings
Some Advocates report they like the support of their Peer Coordinators at court
hearings. Others don’t and feel it undermines their credibility in the courtroom: it looks like
they cannot be trusted by the organization to attend a hearing without being supervised.
When I have that person standing next to me who has been doing it for five years, I just
say “Let her do it!” Why should I bother?”
You feel like you don’t have the credibility if the Peer Coordinator has to attend
everything.
As a business model, I feel there should be two there (a CASA and a Peer Coordinator).
Sometimes you miss something, and it is nice to debrief afterwards. We discuss what’s
the next step.
I think it helps: I like people there. I’m so focused on what I’m going to say next that I
miss things.
Some Peer Coordinators are expected by their Program Supervisor to attend all court
hearings. Others have discretion to go if they feel needed, or if the Advocate requests it. Some
report they really like to go, just because they are interested.
Peer Coordinators have different experiences in attending court hearings, as evidenced
by these disparate comments from two Peer Coordinators:
I think it is almost an insult when I say I’ll be there to watch because they are perfectly
capable of doing it on their own.
They seem to be appreciative of the Peer Coordinator being there. We get there a little
early, talk a little bit, and usually the talk is not about the case.
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Those who are required by their Program Supervisor to attend all hearings are typically
opposed to the requirement. When Advocates ask them not to attend, sometimes they still
attend, but would prefer to let the Advocate be given the choice. They want to let the
Advocate be in charge of the case, but their directives from the Program Supervisor to attend
preclude this. They feel it is especially unnecessary for the Program Supervisor and the Peer
Coordinator to both be there.
The idea is that we’ve trained the CASAs well, let them be independent, let them go.
Unless they are way off in left field. They should be given the choice.
When I was a CASA I had a supervisor who wanted to come to every meeting I was
having. I finally had to write a note saying that it makes me look bad if I have to bring a
supervisor when I go talk to the caseworker. It makes me look like an idiot if I can’t be
trusted to take on this case on my own. At that point I had several years of experience...
I think the first time they need support, but after two years they are going to be saying
“you STILL have to come?”
My Supervisor will say I need to be going, and I don’t like that. So I didn’t go with them, I
asked them what they wanted, and they didn’t want me there, and I honored what they
wanted. All of them want to take on their case. I went to a CRB meeting today and the
CASA said it wasn’t necessary to go, but my Program Supervisor wants me to be there. I
told the CASA I would be in the background, like a fly on the wall. I think my Program
Supervisor pretty much wants us to attend those things.
There is a difference between Peer Coordinator attending and Program Supervisor ALSO
attending. There is no point in our Program Supervisor also attending, otherwise, why
are we there? Sometimes I feel like “why am I doing what I’m doing because our
Program Supervisor is doing it all.” I mean, she is there like, always. That is part of the
backing away, and saying “I’m going to let you do your job because I have my job to do.”
And our Supervisors have tons: they are still overwhelmed. Let us do our job.
Some Program Supervisors try to go to every court hearing, even if the Advocate has a
Peer Coordinator. Other Program Supervisors rarely go to court hearings, and get a Peer
Coordinator to attend if there is an extenuating case that needs additional support. Program
Supervisors who do attend court hearings note that it is easier to remember details of a case
when they attend the hearings, and subsequently are better able to support their Advocates
through better detail recollection. Also, there are few opportunities for a Program Supervisor
to get to know an Advocate without going.
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Peer Coordinators may be willing to take on more Advocates, and the organization could
serve more children, if they were not attending all court hearings. Hopefully the Advocate has
had enough training and support that they do not need a supervisor to attend — the Advocate
is capable on his or her own. Being available to go if needed, and being required to always go
convey very different messages to the Advocate about how the organization views their
capabilities.
Motivations for having additional people attend court hearings include: the Advocate
might not see something; the Advocate might misinterpret something and need to debrief; the
Peer Coordinator or Program Supervisor want to know enough to be able to answer any
question at any time; and the Peer Coordinator or Program Supervisor might have to take over
to cover a temporary absence or permanent separation. Peer Coordinators also report that it is
interesting to attend court hearings, and the interesting parts aren’t always in the courtroom.
Watching people or overhearing something in the lobby or on their way in or out of the building
builds intrigue.
The organization may want to require a Peer Coordinator to attend only the first
hearing, and any hearing that is particularly problematic. Otherwise, Peer Coordinators would
only attend if an Advocate requests the support. The organization may want to consider if
Program Supervisors should routinely attend any hearing. Since staffing is so tight, it may want
to have only Peer Coordinators attend court hearings, and encourage them to find a substitute
Peer Coordinator if they are requested to go and they can’t go. This will help with freeing
Program Supervisors to move into the role of subject matter experts.
When to seek help
A few Advocates described problems they had with the case, especially with having a
hard time getting an agency to comply with a request for information. In one case, the
Advocate never was able to get the desired information from the agency because the parent
left treatment before she was able to get access to the information. This may be attributable to
Advocates who are unfamiliar with a system not knowing when a situation is more complex
than they realize, and knowing that they need help.
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Getting help from Peer Coordinator or Program Supervisor took longer than I was
hoping, maybe I didn’t sound the alarm soon enough.
Technological Skills
Using technology can be challenging for older Advocates who are uncomfortable with
technology. Teaching technological skills may be needed. Currently, potential Advocates are
screened to ensure they have a basic proficiency with technology. Current Advocates should be
held to the same standard. If they need help learning to use technology, assistance should be
made available. The team all needs to use the same equipment.
Continuing Education
Advocates are required to complete twelve hours of continuing education annually, and
report their continuing education when they submit their quarterly hours. No explicit
continuing education requirements are delineated for Peer Coordinators. Are they expected to
fulfill the same amount of hours as an Advocate, since they are still considered an eligible
advocate? Do they have additional Peer Coordinator related requirements? This is not clear.
Recording and reporting work hours
Several Peer Coordinators explained that the number of hours they report having
worked are not accurate. This may be due to a couple of factors including a lack of clarity on
what activities are to be considered work, no clear way to keep track of their hours, and a lack
of understanding of why the organization wants to have a clear sense of their time, such as in
reports for grants. A Peer Coordinator commented that it is like a part time job, and that she
does something in her role for CASA every day. Another said:
I just had to reorganize my files, and I don’t even count that as CASA time. I don’t count
everything I do when I report my time. I think what they get back in terms of how much
time you spend isn’t close to reality. A lot of times I’m thinking about the case, thinking
about some scenario. Last night I was up at 2:15 am and I got up and was thinking
about something and followed up on the computer. I don’t count that as time. It only
took 15 minutes.
For activities that are considered work, if a Peer Coordinator meets with an Advocate
over coffee, do they include the time that is spent socializing, or just the time spent discussing
the case? Should they include time commuting to an appointment, or just if it is a significant
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distance to travel? Should time spent contemplating a case be included, or just time actually
performing tasks related to a case? An itemized list is not needed, but a general guidelines and
a discussion with Peer Coordinators will help open their mind to thinking about it in a different
way.
In keeping track of hours, Peer Coordinators may need to be presented with a variety of
strategies. They may be unsure about how much time they are actually working as a Peer
Coordinator, and are guessing, or turning in a number they think is expected of them.
Strategies for helping Peer Coordinators better track their time could be explored, and may
include keeping a physical daily log, and using a stopwatch when performing tasks like
responding to emails. A variety of software applications designed for freelance workers are
available and may be helpful for those who use smart phones. Knowing what time is spent
working depends on consistently tracking the time while doing the work.
Having an accurate sense of how many hours a Peer Coordinator is putting in is
important so that individuals who are spending more time than is optimal can be identified.
They should be helped to see if they are performing tasks that are unnecessary or redundant.
This will be very important for reducing burn out, and recruiting new Peer Coordinators who
look to current Peer Coordinators as role models. A Program Supervisor commented:
I think it is important that we don’t burn them out. I’m paying attention to the amount
of time their spending, where those hours are going, and what can I do to minimize their
time.

Reference Guide
Peer Coordinators would like to have protocols set up and made available in a clear,
accessible format. Several Peer Coordinators commented confusion on basic expectations, as
basic as the number of days an Advocate has to meet their child(ren) after being assigned a
case.
One Peer Coordinator specifically requested a “streamline” on what they should do in
certain circumstances. Another stated:
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I would like clearer expectations, guidelines. A cheat sheet of expectations. So much has
changed since when I went through training. A step by step of what to do all on one
page.
The organization may want to create a guide of what to do, and have it and all relevant
documents available on Google drive, or a password-protected website, so that all Peer
Coordinators could access this information from home, and changes to original documents
would be instant.
Training staff could also contribute to a reference guide that details the policies and
procedures of CASA of Lane County, and that includes laws specific to the policies of Lane
County, and how things work here.

Accountability
In conjunction with making clear its expectations, the organization needs to decide how
it will enforce those expectations. A team needs someone designated to point out when
someone missed a play, and shows them how to do better next time. Actions for doing this
should be clear, consistent, and supportive. These action steps should also be included in the
reference guide. Not confronting behavior that does not meet expectations is essentially
condoning it.
The desired style for holding people accountable needs to be taught for consistency.
The organization may want to create a tiered response proportionate to the number of times
the situation occurs. For example, the first time a monthly update isn’t turned in on time, the
Peer Coordinator is to send an email reminding of the due date. The second time a phone call
is made. The third time, a Program Supervisor makes the contact, etc. Consider pointing out
that an expectation wasn’t met, and make sure the individual understands the expectation.
Then a discussion ensures as to what barriers are contributing to the situation, and how those
barriers could be removed or worked around. For example, maybe an Advocate needs a
reminder sooner, or maybe they need a new copy of the form, or help learning how to attach a
document to an email. Monthly and quarterly meetings could be a good time to bring up
situations that are not time sensitive, and those that are time sensitive should be addressed
sooner.
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Conversations need to be documented so that if the behavior does not change to
comply, the Team will have documented when and in what manner (email, phone call, in
person) the situation was addressed. Perhaps a different strategy for helping the team member
perform better will be needed. The organization should consider communicating clearly that all
Team players — Advocates, Peer Coordinators and Program Supervisors — are in a position to
hold each other accountable, and encourage all to do it in a style that is respectful and
engenders trust.
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Court Reports
In nearly every interview, court reports were reported as problematic. One Peer
Coordinator described court reports as “the elephant in the room.” Training for writing court
reports has been revised several times, and yet court report writing and editing is still
challenging. Writing and editing court reports take up a substantial amount of time from all,
and yet the reports turned in to Program Supervisors are noted as still taking a lot of time to
make acceptable.
For Advocates, most comments were about editing style, and not knowing from the
beginning what to include or not include in the report. The editing process was reported as
empowering or disempowering to the Advocate, depending on the style of the Peer
Coordinator. Some Advocates talked about the emotional challenge of having someone mark
up their work.
I feel confident in writing my report, and their (the Peer Coordinators and Program
Supervisors) comments aren’t helpful. What would be helpful is “this doesn’t make
sense” or “tell me more about _____”. Not style. When editing, let me keep my same
flavor.
My Peer Coordinator is the first to review the court report. There has been a couple of
times when it is late at night, my work and personal life is crazy, and I type out all I’ve
got and I’m cringing to hear “what is this????” Instead I hear “This is a great start. Have
you thought about this and this?” It is supportive, it keeps me from getting discouraged.
It keeps me from losing focus on advocating for the kids. It is a little thing that goes a
long way for me.
Several Advocates commented that they weren’t sure on what the boundaries are of
what can or should be written in a court report. They were not clear from the start that
opinions aren’t included in the general body of the court report. Some were disappointed that
they couldn’t include comments about caseworkers that they wanted the judge to know.
An interview group suggested having a single designated staff member in charge of
working with Advocates to generate court reports. They felt this would help distance negative
comments away from their relationship with a Peer Coordinator. One Advocate suggested he
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would have benefitted from starting his case in the mindset of always being in the process of
writing the court report.
One Advocate had a very positive comment about the training received on court
reports:
They teach how to write a court report extremely well. The best guidance I had to start
with was to go back to the ones we had written in class and with which we had nice,
specific feedback.
Several Peer Coordinators wondered if different Program Supervisors have different
styles or expectations of court reports, and if working with a different Supervisor would
translate into a different workload. Peer Coordinators talked about the challenge of editing
someone else’s work, insecurity over their own writing skills, and their uncertainty on how they
should edit. They recognize that some people are very attached to what they write, and would
like help to know better how to edit, how to be encouraging, and to tread lightly.
Commenting on the amount of time it takes to edit someone else’s work, and all the
back and forth, a few commented it would be faster to write the document themselves. A few
wanted to better communicate to Advocates that a good monthly update is the foundation of a
court report, and believe if Advocates really understood this, they would be more compliant
about turning in their monthly updates. Peer Coordinators noted that Advocates need to:
“lean down. Even after several they try to load up their court report with everything but
the kitchen sink.”
One Peer Coordinator talked about how when he first turned in an Advocate’s court
report, he was embarrassed when his Program Supervisor found an error. Now he views
himself as a team member with the Program Supervisor, with both of them finding different
types of errors.
Another Peer Coordinator shared how she learned to write a court report, and tries to
use the same approach with working with her Advocates:
Louise used to say “is that what you want to say?” Instead of her trying to influence
what I’m supposed to say, she would help me say what I want to say. It made me think
“what am I trying to convey to the judge?” Not make it flowery. How can I clearly,
concisely say what I’m trying to.
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Program Supervisors commented that they didn’t understand how so many things still
needed to be fixed even after the Peer Coordinator had edited it several times. They note that
in some instances, Peer Coordinators have increased their workload: “I can sometimes get out a
report from a CASA who I directly support faster than I can from one through a Peer
Coordinator.” One stated that editing court reports is probably the most time consuming thing
she does.
Program supervisors also note that court reports are too lengthy, need to be factual,
and opinions expressed only the opinion section. They report that there is no commonality in
court report writing.
One staff member noted that an Advocate in pre-service training may not be able to
adequately project what it is like to write a court report when they have been assigned a case,
since it is based on fictitious information that they haven’t gathered themselves and for which
they feel an ownership of all the details.
The organization may want to re-conceptualize the way it handles court reports, or
explore what other CASA organizations are doing to generate court reports. Advocates need to
be more clear on what the boundaries of a court report are, particularly its length and content.
Right before an Advocate begins to assemble the court report, the Peer Coordinator may need
to review with the Advocate the template and the expectations, including a target length and
that it is fact based. A group of Advocates, Peer Coordinators, supervisors, and perhaps
professional editors or writers from the community may be able to develop a new strategy that
would be more effective and efficient. Since so much time is spent by all team members
writing and editing court reports, making this one aspect more efficient is very important.
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Serving All Kids in Care
When asked what would need to change in order for CASA of Lane County to achieve its
goal to serve every child in foster care in Lane County, the majority of the responses focused on
recruiting and retaining enough Advocates and Peer Coordinators to meet the need. Also
suggested was more paid staff may be needed to cover when there are large problems with
cases.

Recruitment
All of the CASA of Lane County Team — Advocates, board members, Peer Coordinators,
donors, Program staff — should be “trained and supported to serve as talent scouts” (Fixler).
As Advocates themselves, Advocates and Peer Coordinators know well the value,
challenges, and rewards of being an Advocate. One Advocate commented: “It is a part of our
role to educate people about what we do, and help recruit.” Another noted how important it is
when he encourages others to become an Advocate that he be honest about the amount of
time he spends as an Advocate.
One way we could better serve is to get more volunteers. For that marketing process, we
need to make sure we don’t exceed that 15 to 20 hour threshold. We can say genuinely
how much time it is going to take, otherwise we are going to scare people away. With a
Peer Coordinator and a Program Supervisor helping keep the time it takes down, we can
entice more volunteers, or at least not scare more away, especially younger volunteers
who work and have families.
Several people commented that they feel it is imperative that the standards for who can
become an Advocate must remain high, and that the quality is never compromised in an effort
to increase quantity.
One person suggested that more publicity money and capital (political, personal, etc.)
be used to recruit volunteers, instead of promoting fundraisers. For example, billboards, radio
air-time, television stories, should be sought, either paid or donated, that have the focus of
reaching potential volunteers.
Another commented that the marketing done for fundraisers and events helps with
recruitment and retention, and not just as a community awareness tool. He added that when
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he saw advertising for an event, he feels connected to the organization, fostering pride and a
sense of “I am CASA”.
Recruiting Peer Coordinators
Advocates need to be encouraged to become Peer Coordinators. Program Supervisors
and Peer Coordinators should look for opportunities to suggest to an Advocate to consider
becoming a Peer Coordinator. Advocates who are directly supervised by Program Supervisors
seem to have a greater challenge visualizing themselves in a role they have not seen modeled.
As the program grows, and Advocates eventually all have Peer Coordinators, this will cease to
be an issue.
Four aspects of recruiting Peer Coordinators were mentioned in interviews: getting
Program Supervisors to recommend Advocates to become a Peer Coordinator; communicating
the need and the role to current Advocates; capturing interest when it is shown; and
anticipating future needs.
At CASA of Lane County, potential Peer Coordinators are nominated by their Program
Supervisor. The required amount of experience has precluded having Advocates who have
been supported by a Peer Coordinator up to this point. Soon those supported by a Peer
Coordinator will be eligible, and Peer Coordinators will also be able to recommend Advocates
to become a Peer Coordinator.
Program Supervisors have been frustrated with not having enough Peer Coordinators to
take on every newly trained Advocate. In order to assign all new Advocates a Peer Coordinator,
there needs to be enough Peer Coordinators to support every new Advocate. Getting Program
Supervisors to recommend an Advocate to become a Peer Coordinator has been challenging at
times. Some Program Supervisors are hesitant if the Advocate has deficits, or isn’t the perfect
candidate. Program Supervisors are apprehensive about nominating someone who may not be
ready.
It is hard when they (Program Supervisors) are making negative comments about getting
Peer Coordinators in here and questioning why they would want to do it. Otherwise, I
think staff is excited about it, but it is another pressure for them to be looking at their list
of people, and just not sure if they would make a good one or not. Maybe their court
report isn’t perfect, or they don’t have enough experience. Not everyone is going to
have every skill, but that shouldn’t hold them back.
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In order to have a Peer Coordinator ready for every new Advocate, Program Supervisors are
needed to help recruit Peer Coordinators.
Advocates need to understand the need for and role of Peer Coordinators. Since up to
this point all new Peer Coordinators need to be recruited from Advocates who have not
experienced the model, Advocates have not easily understood what their role would be as a
Peer Coordinator, or what would be expected of them. Comments from Program Supervisors
and Peer Coordinators to an Advocate of “you would be a good Peer Coordinator” may be very
effective.
When an Advocate expresses interest, or potential interest, in becoming a Peer
Coordinator, the organization needs to be poised to act. Telling someone who is enthusiastic
now to wait a few months may lose the person to other interests. This may entail more Peer
Coordinator pre-service trainings per year, with fewer trainees in each cohort. This may also
open the possibility of asking a new Peer Coordinator to help with a group when a Peer
Coordinator needs a temporary leave due to travel or health.
The number of Advocates supported by a Peer Coordinator varies greatly. Peer
Coordinators are wise to not take on more Advocates than they can support. However, the
Peer Coordinators may be spending more time than necessary supporting their Advocates,
particularly if they are doing redundant work, or acting more as a co-Advocate than as a coach.
Potentially, supporting a few more Advocates may not take much more time if the Peer
Coordinator meets with Advocates as a group instead of individually, and Advocates learn from
each other’s cases. However, the number of Advocates supported should not grow to where
the Peer Coordinator becomes burned out.
Additional Paid Staff
Hiring more paid staff than was originally anticipated may be necessary.
“We are going to need more staff, because there are contentious cases out there. We
take the worst of the worst. When something goes ugly, it could take up 3 days and
nothing else gets done.”
“If we have 5 Peer Coordinators and something happens and the Peer Coordinator is on
vacation, then the Program Supervisor needs to step in. That is going to be more
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difficult as it grows. There is a likelihood more than one Peer Coordinator will be gone at
a time, or a Peer Coordinator having a couple of cases go sideways at the same time.”

Retention
Increasing Advocate retention by taking on additional cases, a new case after closing, or
by becoming a Peer Coordinator will be important to meet the needs of the community.
Several themes for increasing retention were mentioned during interviews, and include when
Advocates and Peer Coordinators:





Have several points of contact and thereby
o reduce isolation,
o recognize their success,
o feel valued and needed,
o feel peer pressure to take on a new case;
Aren’t burned out (by keeping hours down, and optimizing caseload);
Are directly asked to take on a new case, or there is followup if they ask to delay taking
a new case.

Increase and improve points of contact
Some shared that they believe the Peer Coordinator model will help retain Advocates by
increasing the points of contact with the organization to include a Peer Coordinator and a
Program Supervisor. However, some Advocates and Peer Coordinators still expressed feelings
of isolation, or of being “siloed” with their case.
Increasing opportunities for Advocates to meet each other, and for Peer Coordinators to
network could include pre-service training cohorts maintaining contact with each other; finding
opportunities for Advocates who have similar challenges on their case to meet each other (like
ICWA); Peer Coordinators bringing their Advocates together; or more than one Peer
Coordinator group meeting together, especially when Peer Coordinators have few Advocates
they support.
By increasing the connectivity to the organization, people will stay connected to the
organization to maintain the social connection. Michael Heaton has said: “connectivity feeds to
organizational longevity.”
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Recognize success
Stronger connections between Advocates can help them feel they are making a
difference by seeing how others are making a difference, and then recognizing it in their own
case, or by hearing others point out how they are making a difference.
It would help me take another case, if I could see I am making a difference. I question if I
am. I know my child is going back to the mother and she hasn’t made any clear changes.
She’ll do it again and it is disheartening. I want to have my time be useful, and was this
useful? I don’t know. I need to think through what good has come out of it. Hearing
other people share their successes is helpful so you see its not just your case. It wouldn’t
be so easy to give up. I would feel like I’m a part of a team that is making a difference. I
used to volunteer in other ways, and I didn’t feel like I was useful so I didn’t stay.
Feeling valued and needed
Most people interviewed felt valued. However a few expressed they didn’t. The ways
this was likely to be conveyed was in disparaging comments about their opinions, and negative
editing comments on email communications and court reports. More commonly, people were
more likely to not feel needed, usually because they believe they are performing redundant
work. Peer Coordinators feel they are not needed when they are doing the same work as their
Program Supervisor, and Advocates feel they are not needed when their Peer Coordinator is
doing their same work.
Peer pressure
The subtle pressure of peers shouldn’t be underestimated.
There is a lot to be said for peer pressure. When a case ends, the cohort will ask when
I’m signing up for the next one. When another CASAs case was ending, she said it was a
part of her life now. It is an obligation as a citizen to advocate for a child. It’s not that
hard and takes a little of your time but worth it.
In order for peer pressure to be effective, there needs to be a group connection, and an
opportunity for the group to be together. Negative peer pressure is a potential problem, when
a group gets together and reinforces feelings of not making a difference, or one expresses
frustrations and an unwillingness to take on another case.
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Reduce burnout
A couple of Advocates shared that in the first few months of taking on their cases they
put in over 90 hours on their case. Several Peer Coordinators shared that the amount of time
they spend on a case doesn’t resemble the hours they are reporting. Keeping the amount of
hours spent on a case in check is critical for preventing burnout. Optimizing the number of
Advocates that a Peer Coordinator supports will reduce their burnout and turnover. Keeping
Peer Coordinators in balance will be important for ensuring their Advocates are getting the
support they need, not getting burned out, and resulting in hopefully taking on another case or
considering becoming a Peer Coordinator.
The Program Supervisor needs to keep an eye on the Peer Coordinator hours, and the
Peer Coordinator needs to keep an eye on the Advocate hours. The team needs to keep in
touch enough to recognize early signs of fatigue, and take measures to combat it.
Fight to keep volunteers
One interviewee expressed concern that the organization is letting good, trained
volunteers leave without any fight to keep them. Volunteers should feel how much they are
needed and valued, and have a hard time leaving.
We are setting up the volunteers to leave at the end of case closing. We need to hook
CASAs back in immediately.
The interviewee suggested that supervisors are overwhelmed and a case closing reduces their
load, which is a disincentive to try to get the Advocate to take a new case. She suggested that
Program Supervisors or Peer Coordinators should go to every case closing with a carefully
selected case from the waiting list, prepared to ask the Advocate to take on a new case. If the
Advocate wants a break, designate a time when they will be contacted to see if they are ready
to come back. This follow up contact then must happen.
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Next steps for Model Implementation
CASA of Lane County may want to now consider how it will finish implementing the
model. Currently all Program Supervisors directly support a group of Advocates, and also
support Peer Coordinators. One option would be to continue on this model. Another would be
to have one or two Program Supervisors only support Peer Coordinators, reassigning directly
supervised Advocates to some Program Supervisors, and the Peer Coordinators with their
Advocates to the others. This would enable a few Program Staff to start becoming topic
experts as outlined in the model.
Resistance to shifting supervisors is to be expected; however, it may also help in
strengthening the connection to the organization and not to specific personalities. It would
help highlight where practices that should be standardized aren’t, and may help everyone see
their work from a different perspective.

62

References
Brudney, J. (2011). Designing and Managing Volunteer Programs. in R. Herman and Associates,
The Jossey-Bass Handbook of Nonprofit Leadership and Management (pp 310 - 344) , 2nd
Edition. San Francisco, CA: Jossey Bass.
Fixler, J. Volunteer Valuation, Not Evaluation. http://www.jffixler.com/volunteer-valuationnot-evaluation
JFFixler Group (2013). Assessment of Organizational Volunteer Engagement
http://www.jffixler.com/sites/default/files/myfiles/Assessment%20of%20Organizational%20Vo
lunteer%20Engagement%20REVISED%202013%20-%20Excerpt_0.pdf
Gibson, C. (2009) The Leadership Ladder: Fostering Volunteer Engagement and Leadership at
New York Cares.
http://www.newyorkcares.org/sites/default/files/publication/2009Leadership_Ladder.pdf
Heaton, M. (personal communications: December 12, 2014; February 19, 2014; February 21,
2014)
The Peer Coordinator Model: A Guide to Transition, 2012.
CASA of Lane County Volunteer Satisfaction Survey, (2013). Unpublished raw data.

63

Appendix A
Peer Coordinator Review Plan
November 4, 2013

Background:
Up until two years ago, all CASA volunteers were supervised and supported by paid staff
(Program Supervisors). Volunteer peer coordinators, all of whom have been CASA volunteers,
were introduced to supervise and support CASA volunteers so that the program could grow
without adding many more paid staff.
CASA’s Peer Coordinator model has successfully increased its capacity to serve the children of
Lane County. It has achieved nearly every quantifiable target in the first three years. Many CASA
organizations nationwide look to Lane’s program to expand their ability to serve.
Goals & Objectives:
CASA has commissioned this review with the primary goal of better understanding the
program’s strengths and to identify which areas to focus resources. Specific objectives include:
 assess whether training and staff support of peer coordinators and the organization’s
structure is empowering them to be successful coaches for CASA volunteers;
 consider if staff training and their support of peer coordinators and CASA volunteers is
effective;
 explore if peer coordinator and staff training and support need to be modified.
Methodology & Approach:
Phase 1: Qualitative Interviews and Training Materials Review
Qualitative Interviews
In-depth interviews and small group discussions conducted in person will be the most
appropriate methodology for addressing the types of exploratory questions CASA has posed.
Interviews will be conducted in an onsite conference room (“The Annex”) or offsite location (e.g.
coffee shop) depending on participant’s preference.
Approximately 18 interviews will be conducted:

3 peer coordinator groups of 3 each (currently there are 19 peer coordinators, and more
will be interviewed as needed)

8 CASA staff members

3 CASA volunteer groups of 3 each (60 are supported by peer coordinators)

4 stakeholder groups or individuals
Peer coordinators will be interviewed via small group discussions with 3 participants each,
lasting approximately 60 minutes. Initially I will start with 3 groups, and will assess if we need to
interview more based on the amount of variation in responses. Participants will be selected to
represent all of the cohorts, to ensure a variety of tenure and experiences. Participants are
likely to have a mix of similar and diverse perceptions about the program and will be able to
build off each other’s reactions and feedback. However, prospective participants will be given an
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option to share via one-on-one discussions instead if they prefer. At the end of Phase I, we will
review if more interviews are desired. Currently, 19 individuals serve as peer coordinators.
CASA staff including program supervisors, program director, executive director and training
coordinators will be interviewed via one-on-one discussions lasting approximately 50 minutes.
These individual conversations will allow staff to feel comfortable sharing candid feedback. I
may need to conduct follow up interviews with staff, especially the program director, for
clarification of questions that arise during interviews.
CASA volunteers who are supported by peer coordinators will be interviewed about their
experience in working with peer coordinators and program supervisors. Small group discussions
of 3 people will last approximately 50 minutes. However, prospective participants will be given
an option to share via one-on-one discussions if they prefer.
Other stakeholder groups will be determined. When interviewing peer coordinators, CASA
volunteers, and staff, I will ask to whom else they think I should talk. A list will be compiled,
reviewed with the Executive Director, and then selected. I anticipate interviewing 4 individuals
for approximately 30 minutes. This may include veteran members of Citizen Review Boards, DHS
staff, attorneys, or judges.
Training Materials Review
A review of what training peer coordinators and staff receive will be important as a basis for any
recommendations for changes in training. Written materials given to peer coordinators and staff
about the peer coordinator role, expectations, and responsibilities are requested. Additionally,
written materials delineating how staff support peer coordinators and any documents detailing
the transition plan to the Peer Coordinator model are requested.
Phase II: Quantitative Survey
Upon completion of the qualitative phase, a short online survey will be developed and deployed.
The scope will be defined and the questions will be written based on the findings of the
qualitative interviews.
Design process:
I will work closely with Megan Shultz to design a discussion guide to ensure it addresses its
objectives. As in all qualitative research engagements, the discussion guide will truly be a guide,
not a literal roadmap of the discussion—actual conversations will vary individually, and the
guide itself will likely evolve over the course of the review. A preliminary debrief will be
scheduled after the first few interviews to ensure the questions are on track and then adjust
them as needed.
I will also coordinate with CASA to design the subsequent survey based on the qualitative
findings. Once a broad understanding is established through the qualitative interviews, the
online survey presents an opportunity to drill down and explore specific quantifiable questions.
Proposed Timeline:
The following is the projected schedule, which will be refined and revised as appropriate.
Month

Activities
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November







December
January
February








March




Project kickoff
Discussion guide development
Participant recruitment
Review training and staff materials
Interviews begin
Interviews completed
Preliminary analysis
Additional interviews if needed
CASA volunteer survey development
and deploy
Analysis continues
Report writing begins
Report writing complete
Final report & presentation

Accountability:
To ensure project stays on track, the following meetings will be scheduled with the Executive
Director:

Regular status update meetings to review schedule and progress against specified
milestones

Analysis meetings to review preliminary findings and re-visit discussion guide; and to
organize survey questions.
Deliverables:
The following will be provided:

Design instruments: discussion guide and survey questions

Written summary of findings and recommendations, including:
o changes, if necessary, in training for supervisory staff and peer coordinators;
o altering current program, if necessary, including measurable steps for improvement.
Qualitative In-Depth Interviews (IDIs)
Peer Coordinator Interviews
NOTES
 After each interview, immediately record impressions or emerging themes.
 Listen to each recorded interview and make notes. After completion of each interview, consider
if there are different questions that aren’t being asked and if there should be another interview
group to address these questions.

DISCUSSION GUIDE
Introduction (7 mins)
 Introduce myself.
o My role is to conduct a review and better understand your experiences and insight as a
peer coordinator. I will be talking to peer coordinators, CASA volunteers and staff.
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There are no right or wrong answers and I will not be offended by anything you say.
Please be as honest as you can.
o Your comments are confidential and will be reported in aggregate.
Turn on recorder.
o You’ll notice I won’t take notes as we’re talking so I can concentrate on our discussion.
Because of that, I’d like to record our discussion so I can refer back to what you’ve said
when I’m writing up my notes later on and then eventually my report. These recordings
will not get passed along to anyone else.
Participants’ background (These questions are to help the group/individual feel comfortable and
build rapport in addition to information collection.)
o Take a minute to briefly tell a little about yourself.
o How did you initially get involved in CASA?
o How long have you been involved?
o How did you then get involved as a peer coordinator?

The role of the peer coordinator (10 mins)
 In a few sentences, describe your responsibilities as a peer coordinator.
o How is the role of peer coordinator different from the role of staff? In what ways?
o And in what ways is the role the same as staff?
o What would be the top 1 or 2 things you would change about the peer coordinator role
or responsibilities?
 What types of obstacles do you face in your role? Which are the most significant?
 How would you define success for peer coordinators? How do you know when you’ve been
successful?
 For what aspects of your responsibilities as a peer coordinator do you need permission?
o What are you empowered to decide on your own?
o Does what you do or don’t need permission for change?

The role of CASA volunteers (10 mins)
 Thinking about CASA volunteers, how would you define success for them?
 For what aspects of their responsibilities do CASA volunteers need permission?
o What are they empowered to decide on their own?
o Does for what they need permission ever change?
Training Process (10 mins)
 Help me understand the initial training you received to prepare you to be a peer coordinator.
o What were the steps you went through?
o Was it what you were expecting? Why or why not?
o How did you feel about your preparation when you started?
o In what ways do you feel your training prepared you for your experience?
 In what ways did you feel it didn’t prepare you?
 Have your perceptions of the program changed over time? Tell me more about that.
 What are some things you wish you knew before you became a peer coordinator that you now
know?
o Is there something for which you would like more training?

67

Ongoing Support (10 mins)
 What type of ongoing support or training do you receive?
o In what ways do you rely on this ongoing support?
o To what extent does this support help you as a peer coordinator?
 What part of this ongoing support works well?
o What part doesn’t work as well?
o What do you wish staff would do to help you that they’re not currently doing? What
should they keep doing?
 Is there anything staff just don’t understand?
Moving forward (10 mins)
 CASA’s goal is to grow large enough to meet the need of every child, effectively more than
doubling the amount of children we serve. From your perspective, what would need to be done
differently to actually accomplish that?
 What would be 3 things you would tell a prospective peer coordinator?
 If you could tell Megan Shultz anything, what would it be?
o What do you wish CASA would continue doing with the peer coordinator program?
o What do you wish CASA would stop doing with the peer coordinator program?

Closing (3 mins)
 Is there anything I haven’t asked that I should be?
 Is there anyone else that you think I should talk to?
o Are there individuals at court or in the community who you think I should talk to?
 Thank you for your time. Please feel free to reach out to me directly if you think of anything else
you’d like to add.
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CASA Volunteer Interviews

NOTES
 After each interview, immediately record impressions or emerging themes.
 Listen to each recorded interview and make notes. After completion of each interview, consider
if there are different questions that aren’t being asked and if there should be another interview
group to address these questions.

DISCUSSION GUIDE
Introduction (7 mins)
 Introduce myself.
o My role is to conduct a review and better understand your experiences and insight as a
CASA volunteer. I will be talking to peer coordinators, CASA volunteers and staff. There
are no right or wrong answers and I will not be offended by anything you say. Please be
as honest as you can.
o Your comments are confidential and will be reported in aggregate.
 Turn on recorder.
o You’ll notice I won’t take notes as we’re talking so I can concentrate on our discussion.
Because of that, I’d like to record our discussion so I can refer back to what you’ve said
when I’m writing up my notes later on and then eventually my report. These recordings
will not get passed along to anyone else.
 Participants’ background (These questions are to help the group/individual feel comfortable and
build rapport in addition to information collection.)
o Take a minute to briefly tell a little about yourself.
o How did you initially get involved in CASA?
o How long have you been involved?
Role of CASA volunteers (10 mins)
 How would you define success for a CASA volunteer? How do you know when you’ve been
successful?
 For what aspects of your responsibilities as a CASA volunteer do you need permission?
o For what do you feel empowered to decide on your own?
o Does what you do or don’t need permission for change?
Working with Peer Coordinators (10 mins)
 How would you describe the role your peer coordinator plays in your CASA case?
o What is the most useful part of that role?
 What obstacles have you encountered when working with your peer coordinator?
 If you could change something about the role of the peer coordinator, what would you change?
Working with Program Staff (5 mins)
 Now thinking about the program staff, how would you describe the role your program staff
member plays in your CASA case?
o What is the most useful part of that role?
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o

If you could change something about the role of the program staff role, what would you
change?

Ongoing Support (5 mins)
 How are you supported as a CASA volunteer?
o How could you be better supported?
o Is there any additional training you would like?
Moving forward (10 mins)
 CASA’s goal is to grow large enough to meet the need of every child, effectively more than
doubling the amount of children we serve. From your perspective, what would need to be done
differently to actually accomplish that?
 What would be 3 things you would tell a prospective CASA volunteer about working with peer
coordinators or staff?
 If you could tell Megan Shultz anything, what would it be?
Closing (3 mins)
 Is there anything I haven’t asked that I should be?
 Is there anyone else that you think I should talk to?
o Are there individuals at court or in the community to whom you think I should talk?
 Thank you for your time. Please feel free to reach out to me directly if you think of anything else
you’d like to add.
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Program Staff Interviews

NOTES
 After each interview, immediately record impressions or emerging themes.
 Listen to each recorded interview and make notes. After completion of each interview, consider
if there are different questions that aren’t being asked.

DISCUSSION GUIDE
Introduction (3 mins)
 Introduce myself.
o My role is to conduct a review and better understand your experiences and insight as
program staff. I will be talking to peer coordinators, CASA volunteers and staff. There
are no right or wrong answers and I will not be offended by anything you say. Please be
as honest as you can.
o Your comments are confidential and will be reported in aggregate.
 Turn on recorder.
o You’ll notice I won’t take notes as we’re talking so I can concentrate on our discussion.
Because of that, I’d like to record our discussion so I can refer back to what you’ve said
when I’m writing up my notes later on and then eventually my report. These recordings
will not get passed along to anyone else.
 Staff background (mainly to establish rapport, and ease into discussion)
o How did you initially get involved in CASA? Were you a CASA volunteer? If so, how long
did you volunteer?
o How long have you been on staff?
The Role of Staff (7 mins)
 In a few sentences, describe your responsibilities supporting peer coordinators.
o Is the role of peer coordinators different from the role of staff? In what ways?
o And in what ways is the role the same as staff?
o What would be the top 1 or 2 things you would change about the peer coordinator role
or responsibilities?
 Do you directly support both CASA volunteers and peer coordinators?
o How do you support your CASA volunteers differently than your peer coordinators? Tell
me more about that.
 How do you help the CASA volunteers of the peer coordinator’s that you support?
 What types of obstacles do you face in your role? Which are the most significant?
 If you worked here before the introduction of the Peer Coordinator Model, how has the use of
peer coordinators affected your workload?
o What do you do differently under the peer coordinator model than you did before the
change?
 Did how you support CASA volunteers change?
 Are there things that didn’t change?
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How would you define success for program staff? How do you know when you’ve been
successful?

Staff Training (7 mins)
 Help me understand the training you received to prepare you to work with peer coordinators,
either when you started or during the transition?
 If here during the transition, how did you feel about your changing role when you started? Has
that changed?
 Is there something you are expected to do that isn’t in your job description?
o Are there unwritten expectations?
o Is there something you think a program supervisor should do but isn’t a part of your
role?
o Conversely, are there things in your job description that you think shouldn’t be the role
of the program supervisor?
 What are some things you wish you knew before about supporting peer coordinators that you
now know?
Training and Role of Peer Coordinators (10 mins)
 Thinking now about peer coordinators, is there something missing from their formal training?
What in their training works well?
 Are there things that need to be learned through being a peer coordinator that can’t be taught
in training (learn “on the job”)?
o Can you give examples?
 How would you define success for peer coordinators?
o How do you know when they’ve been successful?
o How about CASA volunteers?
 What aspects of peer coordinator responsibilities require getting permission?
o What are they empowered to decide on their own?
o Does that ever change?
 What about CASA volunteers? For what do they need permission?
o What are they empowered to decide on their own?
o Does that ever change?
Ongoing support (10 mins)
 What type of ongoing support or training do you provide your peer coordinators?
o Are there other types of support that other staff provide to all coordinators?
 What part of this ongoing support works well?
o What part doesn’t work as well?
o Is there additional support that you think should be provided to the coordinators? Who
would provide it?
 What support do you receive? How would you like to be supported differently?
o What additional support or training would you like?
 Are there aspects of your work that you are not empowered to do?
 Is there anything the staff who support you (Executive Director, Program Director) don’t
understand?
Moving forward (10 mins)
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CASA’s goal is to grow large enough to meet the need of every child, more than doubling the
amount of children we serve. From your perspective, what would need to be done differently to
actually accomplish this?
What would be 3 things you would tell a prospective peer coordinator?
If you could tell Megan Shultz anything, what would it be?

Closing (3 mins)
 Is there anything I haven’t asked that I should be asking?
 Is there anyone else that you think I should talk to?
o Are there individuals at court or in the community who you think I should talk to?
 Thank you for your time. Please feel free to reach out to me directly if you think of anything else
you’d like to add.
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Training Staff Interviews

NOTES
 One program supervisor also is a training staff. That interview will need to merge both of these
discussion guides to cover both roles.
 After each interview, immediately record impressions or emerging themes.
 Listen to each recorded interview and make notes. After completion of each interview, consider
if there are different questions that aren’t being asked.

DISCUSSION GUIDE
Introduction (3 mins)
 Introduce myself.
o My role is to conduct a review and better understand your experiences and insight.
There are no right or wrong answers and I will not be offended by anything you say.
Please be as honest as you can.
o Your comments are confidential and will be reported in aggregate.
 Turn on recorder.
o You’ll notice I won’t take notes as we’re talking so I can concentrate on our discussion.
Because of that, I’d like to record our discussion so I can refer back to what you’ve said
when I’m writing up my notes later on and then eventually my report. These recordings
will not get passed along to anyone else.
 Staff background
o How did you initially get involved in CASA?
o Were you a CASA volunteer? If so, how long were you involved as a volunteer?
o How long have you been on staff?
Peer Coordinator Training (10 mins)
 In a few sentences, describe your responsibilities training peer coordinators.
o How is the role of peer coordinators different from the role of staff? In what ways?
o And in what ways is the role the same as staff?
o What would be the top 1 or 2 things you would change about the peer coordinator role
or responsibilities?
 How is training CASA volunteers different than training peer coordinators? Tell me more about
that.
 How do you get feedback from peer coordinators about your training program?
o How do you get feedback from staff?
o How do you get feedback from judges, CRBs or court staff?
 How do you incorporate that feedback into future training?
 What types of obstacles do you face in your role? Which are the most significant?
 How would you define success for peer coordinators? How do you know when they’ve been
successful?
Ongoing support (10 mins)
 Have your perceptions of the program changed at all over time? Tell me more about that.
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In what ways does the executive director and program director support you?
o How do other staff support you?
o How could you be supported better?
Is there an aspect of your responsibilities that you do not feel empowered to do?
Is there anything staff who support you (Executive Director, Program Director) don’t
understand?

Moving forward (10 mins)
 CASA’s goal is to grow large enough to meet the need of every child, more than doubling the
amount of children we serve. From your perspective, what would need to be done differently to
actually accomplish that?
 If you could tell Megan Shultz anything, what would it be?
Closing (3 mins)
 Is there anything I haven’t asked that I should be?
 Is there anyone else that you think I should talk to?
o Are there individuals at court or in the community who you think I should talk to?
 Thank you for your time. Please feel free to reach out to me directly if you think of anything else
you’d like to add.
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Executive Director and Program Director Interviews

NOTES
 After each interview, immediately record impressions or emerging themes.
 Listen to each recorded interview and make notes. After completion of each interview, consider
if there are different questions that aren’t being asked and if there should be another interview
to address these questions.

DISCUSSION GUIDE
Introduction (3 mins)
 Introduction.
o I will not be offended by anything you say. Please be as honest as you can.
o Your comments are confidential and will be reported in aggregate.
o Record interview.
 Staff background
o How did you initially get involved in CASA?
o Were you a CASA volunteer? If so, how long were you involved as a volunteer?
o How long have you been on staff?
Role of the Peer Coordinator (10 mins)
 How is the role of peer coordinators different from the role of staff? In what ways?
o And in what ways is the role the same as staff?
 How would you define success for peer coordinators? How do you know when they’ve been
successful?
 Is there a component of peer coordinator responsibilities for which they need permission?
o What are they empowered to do without permission?
 What would be the top 1 or 2 things you would change about the peer coordinator role or
responsibilities?
Role of Staff (10 mins)
 How do you think staff support peer coordinators?
o Do different staff support peer coordinators differently? If so, what is different?
 How do you think staff interact differently with CASA volunteers that have a peer coordinator
than those they directly support? Tell me more about that.
 How would you define success for staff? How do you know when they’ve been successful?
 Is there a component of staff’s responsibility for which they need permission?
o What are they empowered to do without permission?
 What would be the top 1 or 2 things you would change about the program staff role or
responsibilities?

Effectiveness of Peer Coordinator Model (10 mins)
 Thinking now about the Peer Coordinator Model, what do you feel is working well? What
doesn’t work as well?
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What do you wish staff would do that they’re not currently doing?
o What should they keep doing?
What do you wish peer coordinators would do that they’re not currently doing?
o What should they keep doing?
What about CASA volunteers? What should they keep doing or do differently?
Have your perceptions of the program changed at all over time? Tell me more about that.
Is there anything staff or peer coordinators don’t understand?

Ongoing support (10 mins)
 In what ways does the Executive Director support you?
o Who else supports you?
o How could you be supported better?
 Is there an aspect of your responsibilities that you do not feel empowered to do?
 Is there anything those who support you just don’t understand?
Moving forward (7 mins)
 CASA’s goal is to grow large enough to meet the need of every child, more than doubling the
amount of children we serve. From your perspective, what would need to be done differently to
actually accomplish that?
 If you could tell Megan Shultz anything, what would it be?
Closing (3 mins)
 Is there anything I haven’t asked that I should?
 Is there anyone else that you think I should talk to?
o Are there individuals at the court or in the community who you think I should talk to?
 Thank you for your time. Please feel free to reach out to me directly if you think of anything else
you’d like to add.
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External Interviews
NOTES
 These questions may evolve as we identify who should be included in this review.
 After each interview, immediately record impressions or emerging themes.
 Listen to each recorded interview and make notes. After completion of each interview, consider
if there are different questions that aren’t being asked and if there should be another interview
to address these questions.

DISCUSSION GUIDE
Introduction (7 mins)
 Introduce myself.
o CASA of Lane County has commissioned me to review their program to better
understand the program’s strengths and to identify which areas they should focus
resources. I am focusing on the peer coordinator model, which was created as a means
of growing the number of CASA volunteers without the need of exponentially growing
the budget. Peer coordinators coach and mentor CASA volunteers, and are in turn
supported by paid staff.
o I will not be offended by anything you say. Please be as honest as you can.
o Your comments are confidential and will be reported in aggregate.
 Turn on recorder.
o I am not taking notes so I can concentrate on our discussion. Because of that, I’d like to
record our discussion so I can refer back to what you’ve said when I’m writing up my
notes later on and then eventually my report. These recordings will not get passed along
to anyone else.
 Background
o How did you initially hear about CASA?
o On what occasions do you interact with CASA volunteers or staff?
Program Discussion (10 mins)
 Newer CASA volunteers are supported by volunteer peer coordinators instead of paid staff. Are
you able to tell which CASA volunteers are supported by paid staff and who is supported by peer
coordinators? What is noticeable?
 What is consistent about CASA volunteers?
o In what ways do CASA volunteers differ?
 Do staff or peer coordinators attend hearings or Citizen Review Board meetings with the CASA
volunteer?
o How does their presence affect the meeting?
Moving forward (10 mins)
 CASA’s goal is to grow large enough to meet the need of every child, more than doubling the
amount of children we serve. From your perspective, what would need to be done differently to
actually accomplish that?
 If you could tell Megan Shultz anything, what would it be?
Closing (3 mins)
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Is there anything I haven’t asked that I should?
Is there anyone else that you think I should talk to?
o For example, are there individuals at court or in the community who you think I should
talk to?
Thank you for your time. Please feel free to reach out to me directly if you think of anything else
you’d like to add.
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Apendix B
Peer Coordinator Model Review
Interim Report
In November and December I conducted 15 qualitative interviews, which included 11 Court
Appointed Special Advocates from different training cohorts starting in 2011 and who are supported by
a Peer Coordinator, 10 Peer Coordinators all from different PC training cohorts and supported by one of
each of the Program Supervisors, and 7 program staff (including program supervisors, the program
director, and training staff).
My last interview was December 19, and I am now working on a final report, which will be
shared with everyone at a later date I have heard nothing that was surprising or unexpected. Following
are a few highlights from my interviews.
Areas working well
CASAs like the Peer Coordinator model.
CASAs appreciate the extra support that their Peer Coordinators provide. Several mentioned they
don’t see how CASA could work any other way. They report feeling more comfortable contacting
their Peer Coordinator with little questions than they would if they had to bother their program
supervisor. CASAs like the extra connection to the organization that having both a program
supervisor and a Peer Coordinator provides.
CASA U
The current CASA U training program was consistently remarked on for its high quality, as well as
the strength of Jim and Chris as instructors.
Support
All levels reported feeling supported, that they could get help or a listening ear at any time. Peer
Coordinators and CASAs commented that they feel welcome walking into the CASA office, and
appreciate being recognized and welcomed by name. Program staff also feel tremendous support
from their colleagues, Louise, and Megan.
Challenges
Court Reports
All levels reported frustration with writing and editing court reports.
Feeling successful
Many CASAs and Peer Coordinators aren’t confident they are successful. Peer Coordinators want to
make sure they are lightening the load and not actually creating more work for the program
supervisor. About half of the CASAs expressed they weren’t sure they could identify when they
were being successful, especially before the completion of the case.
Other themes include:
conflict resolution, especially since “these are volunteers”;
communication;
consistency of expectations and messaging; and
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inclusion, Peer Coordinators in particular would like to feel more connected with each other.
What happens next
Now that the interviews are done, I will be compiling my notes on what was said. When I have a
better sense of what we now know, I’ll be considering if there is more that we need to learn, and from
whom we need to gather that information.
This interim report will be shared with the Peer Coordinators and in the newsletter so that the
CASAs are kept in the loop. A final report will be shared with all staff, Peer Coordinators and CASAs. A
workgroup(s) will be formed to include staff, PCs and CASAs to address any issues or concerns identified
in the final report.
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