Barnraising Manual

a guide for Prometheus interns and staff 

DRAFT:  March 2011

by Katie Ingersoll

Introduction 

This manual is designed for Prometheus staff, interns, or volunteers involved in organizing a radio barnraising.  Its based on the experiences of staff at barnraisings over the years, and was written after the WGXC barnraising in September 2010.   Its designed to provide information primarily about the logistical considerations involved in a barnraising, and problems that might come up.   Considerations about project management, staffing, and managing relationships with partner groups are also covered, but will change from event to event.  

This manual will be especially useful for those with limited barnraising experience, but may also be a good reference for more experienced staff. 

Format

The manual is divided into section based on organizing areas.  Each section has several different parts.  Most of these have a list of deliverables at the end, which is simple list of the tangible results described in the paragraph above.  

Needed: 

Information about staffing, management, and choosing a partner group.

Timelines for tasks, general and for each area

Flesh out some sections, standardize 

Polishing for content 

Copy Editing
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Outreach

Many of the goals Promeutheus will set for the barnraising will depend on who attends to be sucessful.  This makes targeted outreach a key part of any barnraising.  An outreach plan should be developed based on the goals set by the entire group near the beginning of the process.  Below are some examples of possible barnraising goals and how they may translate into outreach.:

	Goal
	Outreach to: 

	Provide training to groups who have recently applied to stations 
	Individuals working on these projects



	Stregnthen ties with ally organizatios in media  policy and media justice 
	Decision makers and other staffers from these organizations

	Make money from registration and have a full conference 
	People interested in media justice and radio, especially regionally  

	Get donors excited about Prometheus
	Decision makers at targeted foundations


There will be multiple organizational goals for a barnraising and they will need to be set by all the staff.  Outreach itself should leverage the contacts and connections of all Prometheus staff, board, and close allies.  The job of the coordinator is to make sure that all these goals tied to outreach are accounted for in an outreach plan and play a project management role in making sure the plan is enacted.  They should also write and distribute outreach materials and coordinate a scholarship program.   

Outreach Plan

An outreach plan should be a concrete enactment of your outreach goals.   A good plan will start with broad or specific groups or places to outreach to, but get down to specific people, list serves, websites, or other venues.  It should also include assignements for specific staff members or others to do the outreach, and specifics about methods, such as emails, phone calls, or invitations.  Attached is the outreach plan from the WGXC barnraising.  Its in the form of a spreadsheet.  Whatever format your plan takes, make sure that is clear what each person of the team is responsible for, and available to everyone.  There are three general kinds of outreach to be thinking about when you come up with your plan. 

General outreach: 

This is the type of outreach that will yield attendance from enough people to make the event worthwhile.  You will want the barnraising to be publicized well in advance on the Prometheus website, as well as a variety of list serves of interest to community media, media justice, and organizing communities.  This type of outreach is in some ways the easiest, because you are trying to reach an many people as possible who may have an interest in the event.

Targeted outreach: Equally important is targeted outreach to specific individuals and groups.  This may include stations we work with, media justice groups, donors or foundations, or individuals with specific skills.  This kind of outreach will include a lot of personal contact with these individuals, preferably from someone they already know.  This should include talking to people about ways the event will help them with their mission, why they specificially should attend, also just making sure people know that Prometheus values their presence.  This will often take several phone conversations, and may include walking people through the scholarship process and encouraging them to apply for scholarships if money is a barrier to attendance for them.  This kind of outreach is what will really yield results in terms of meeting organizational goals and making the barnraising a diverse and useful event where different communities learn from one another. 

Local Outreach: The barnraising should also be a chance for the local group to strengthen connections with groups in their area and spread the word about the station.  Local outreach should be led by the local group, but Prometheus staff should make sure they understand the need, and help them if necessary.  In the past Prometheus has toured locally before the event to create interest in low power radio.  In some cases this isn’t necessary because the local group may have a large reach in the community, in this case they will simply have to talk about the barnraising with their contacts and grow interest in the community.  They should also be reaching out to their volunteer base to make sure a large number of them attend, in order to take advantage of the training opportunites.  Work with the station to make sure the barnraising events meet the training needs of their volunteers to ensure this happens.  

Deliverables: 

-Outreach plan with specific people and assignments

-Checking in with staff and making sure outreach assignments are happening

Outreach Materials

While everyone will be performing outreach, this will be easier for busy staff if you provide some materials for them.  Some possible materials include: 

Emails to send to list serves announcing the event (consider creating different versions for different groups emphasizing the parts of a barnraising that may be of interest for them.  

Personal emails to individuals that can be customized.  

Talking Points or scripts for phone calls that can be customized

Information for the website.  

Announcements or updates for throughout the planning process (ie, registration opens, or workshops are announced.)

Look through some of the outreach materials available from past barnraisings for ideas about ways to talk about a barnraising.   

Scholarships

Prometheus wants to make sure that money or travel costs are not a barrier to attendance, especially for our outreach targets or people who will most benefit and contribute to the training and movement building that goes on at a barnraising.  There are two levels of assistance for attendance, waiving registration fees, and providing stipends for travel expenses.   The easiest way to ensure fairness for both of these is to have an application process.  You should set up criteria and priorities for determining scholarship awards and make sure the entire group is on the same page about them.  Then you can write a scholarship application intended to gather information on these priorities, and give it to anyone interested in attending who may have a financial barrier.  See the scholarship form from the WGXC barnraising an an example. 

You should have a determined amount to spend on scholarships fromtravel expenses, so once a large number of applications are in you can determine the best way to divide the money.  It may make sense to have an initial deadline for the applications, then reserve some money and take last minute applications on a rolling basis.  For applicants who do not qualify for travel assistance you can offer to waive their registration fees.  You may also want to waive fees for presenters.  

Make sure to discuss with the person doing reimbursements about what people need to do to be reimbursed for their expenses.  It is also important to be clear with people whether they will be receiving the money in advance, or after the fact.  

Deliverables: 

Scholarship priorities and criteria 

Scholarship application

Plan for reimbursements, clearly communicated to recipients

Workshops

Workshops make up the heart of a barnraising, and will be what many attendees fill their time with.  They will also be what attracts many attendees to the event.   It takes a large amount of planning to be sure that a large range of interests and needs are 

Planning worshop tracks and topics

The first step in developing a workshop program is deciding what general topics and types of workshops you would like to present.  In past workshops have been dividied into different tracks, or subject areas.  This may help with planning, and allow you to make sure you are not too heavy in one area.  Within each broad category or track, you can brainstorm workshop ideas using a variety of sources including: lists of workshops from previous barnraisings, discussions with staff, discussions or surveys with the local stations and its volunteers.  You can also solicity input from early registrants, by asking for workshop ideas on the registration form.  From this develop a list of workshops you would definitley like to have, and maybe a list of possible workshops.  Also be sure to plot out your schedule and be sure you have an accurate number of workshops planned.  

Recruiting Presenters

Once you have a list of workshops you would like to host, you can begin looking for presenters.  In general presenters at barnraisings are unpaid, but Prometheus will often waive their registration fees or provide travel support if presenters are unable to pay for their own travel.  Finding presenters will include checking with staff about people they may know able to present on topics and contacting those people to see if they can help out.  You can also ask people to list skills they would be willing to teach at registration, and check in with them individually if they might match up with a workshop.  You can also work with the local stations to find local people who may be qualified to teach a workshop, since it will be easier for them to attend the barnraising.  It is often a good idea to schedule co presenters, to provide more diversity in the workshop and to have a back up in case one presenter drops out. As soon as you have a substantial list of confirmed workshops, this should go up on the website to give people an idea of whether a barnraising is something they want to attend.  

Communicating with Presenters.

Once you have a commitment from presenters you will need to schedule their workshops, and stay in contact with them about their progress.   Once presenters commit, you can ask them which days they will be available, or if there are any times they cannot make it.  Once you have their availabliity, you can plug them into the schedule.  In general scheduling around conflicts is important, but trying to match people's preferences about when they present will get too complicated.  Once you have a times for presenters, make sure they are communicated to the presenters.  Ideally, the workshop presenters list will be set two months in advance, and the schedule a month before.  Having a set schedule up on the website will be helpful in convincing people to register and planning out their attendance.  

You should also try to stay in regular contact with presenters.  Make sure that people presenting on their own are preparing and have a clear idea of the topic, the time, and the purpose of their workshop.  If people are co presenting you should make sure they are in contact and working together.  This will mean a lot of friendly checking in and gentle prodding of people.  As the barnraising draws closer you will need from presenters a description of their workshop as well as a bio of themselves for the program.  Set deadlines for these, that allow plenty of time for late submissions and will allow for the program to be laid out and printed in time for the event.  You will also need to make sure that presenters have registered, and been in communication about their housing and transport needs.  You may be able to give these coordiators a list of presenters they can follow up with, but somehow they should all be planned for in terms of logistics.  

On site coordination

You should work with the facilities team to make sure you have enough rooms for the workshops.  You will want to make sure there is a central place presetners can go if they have problems with their rooms.  If the rooms are near the registration table this should work fine, but if they are in separate building, try to have a staff member or well prepared volunteer nearby to help solve any problems.  Make sure that schedules are posted near classroom doors and that rooms are clearly labeled ahead of time.  You can work with the registration and sign making teams to make sure this happens.   

Technology Support

Presenters will have different needs, ranging from a computer lab with audio editing equipment, to projectors, to simple paper and markers.  Make sure you receive information from presenters in advance about their needs, including what sort of computer they have if they need a projector.  You will need one or two local volunteers to coordinate tech support for the workshop.  Tech needs should be filled with equipment loaned either from participants, local volunteers, or local organizations.  If you start early you may find local computer stores, tech non profits, or schools who may have computer equipment you can borrow for the weekend.  Attendees or locals may be willing to loan out their projectors, audio recorders, or even laptops for the weekend.  Make sure to have a system to keep the equiplment secure and keep good track of who owns what.  You can check this equipment out to presenters to use for their workshops.  The local volunteers coordinating this should include one or two tech savy people who are comfortable with audio visual cables and equipment troubleshooting.  They can be on hand to help presenters set up.  

Evaluation

Evaluation of specific workshops can be useful for planning of future barnraisings.  You can also offer to share this information with presetners if they are interested in an evaluation of their program.  You can design a short paper survey about the workshop for presenters to hand out.  These can be collected at each workshop, or you can simply instruct attendees to drop them at the registration desk.  Make sure that someone involved in registration knows your plans in terms of collecting surveys, and is keeping track of where they are kept so none get lost.  The forms should be quick, and should identify the course participants are rating.  

Facilties

Several different types of facilities will be necessary to hold a barnraising.  Finding these facilities will primarily be the task of the local station and organizers, since they will have a better idea about what is avaialbel in the area.  However, since this is such a central part of a barnraising, and since funds for facility rental may come from Prometheus, its importat that someone be in close contact with the local group about facilities rentals and management.  

Types of Facilities 

Assessing needs

To begin with you will need to have a summary of facilities needs for the barnraising.  This can be done in conjuntion with the local group, but Prometheus staff will have the most knowledge about what kinds of spaces are best for a sucessful barnraising.  Here are different facilities you may need, and a few consideration about each. 

Crash spaces

You will need a large space for people to stay using sleeping bags and bed rolls.  It should be large enough to accomodate a hundred or so, depending on , and have access to bathrooms and showers.   A Crash space with multiple rooms is helpful in case people want to go to sleep at different hours.  

Camping Spaces

Many people who attend will want to camp during a barnraising.  You will need an open outdoor space for this, where you have permission to camp and access to nearby bathrooms.  Showers are also advisable near the camping space.  

Workshop spaces

For workshops you will need a space with multiple rooms.  It is preferable to have one building with enough space for workshops, but you could make do with a couple of smaller places, especially if they are close to eachother.  You will need a space with restrooms and that will be a comfortable temperature.  This space should also be partially or completely handicapped accessible.  The workshop space will need a wireless network so make sure there is an internet connection, or a way to set one up in the space.  

Cooking and dining spaces

You will need space to prepare meals and for attendees to eat.  This space would preferably be in the same building as the workshop spaces, or close by.  You should have space for most of the attendees to eat at once, and access to tables and chairs.  The more robust a kitchen you can gain access to the better.  If necessary you can prepare food offsite, but this will complicate the food preparation.  It may be necessary to do food prep late into the evenings, so access to this space should be flexible.  

Space for staff and planning

There will need to be a secure place near the registration table, and the workshop spaces for Prometheus staff to convene and work during the event.  While lots of staff time will be spent working with the public, staff will also need a quiet space for tasks like audio editing, phone calls, etc.  This space should have plenty of outlets and extension cords so laptops can be plugged in, and reliable internet access.  It should be able to be locked, or easily visible from the registration table so equipment can be safely kept there during the event.  

Events spaces

Spaces will be needed for the special events during the evening.  You may be able to use the spaces rented for workshops, meals, etc, but be sure this use is included in agreements with the owners.  Other possible event spaces are local concert halls, or coffee shops.  If you can find a volunteer who has planned events locally, they can be a great resource for finding event spaces.  

Contracts and agreements

While local volunteers will be your best resource in finding and securing spaces, the Prometheus coordinator should be kept up to date on progress and be involved in conversations with the owners of the spaces about usage.  Ideally contracts will be drawn up and signed by Prometheus and the owner, especially if the space is being rented, and Prometheus staff need to know of any special instructions or limitations about the use of the space conveyed verbally in order to manage the event.  

Management of spaces

The workshop, cooking, and dining spaces should be well staffed during the day and locked during the evening.  The crash spaces and camping spaces should have staff or volunteers there during the day, if they are open.  Ideally there will be access to this space during the day, but if not people will need space to store items near the registration table or workshop spaces.  If there is access during the day, the space should be staffed while open.  This can be done with volunteers or staff, but there must be a plan to keep it staffed.  In the evenings they can be managed by attendees but it’s important that a coordinators phone numbers be posted in space.  Prometheus staff members should have a comfortable place to stay, ideally private in order to unwind from interacting with attendees all day.  If this is a smaller space within the crash space, then staff can be responsible for the space at night.  If not, volunteers staying there should be identified to keep an eye on the space.  Consider choosing volunteers who have a long relationship with Prometheus in advance using the registration information, and contacting them about helping out in advance.  If staff members are not at the crash space, attendees should have a way to contact them if needed.  

Transportation

One of the elements that make barnraisings unique is the amazing people who attend.  The community and movement building that happen at a barnraising aren't possible unless people from a variety of areas and with varying resources for travel can get there safely and easily.  For this reason, Prometheus does its best to get everyone there.  However, its important to utilize local resources and volunteers to keep costs down and consider public transit options when available.  And since the resources needed  to provide transportation is limited, it is also key to work with the outreach coordinator to make sure that transportation support is targeted to groups of attendees Prometheus has identified as key factors in the success of the event.  

Getting People to the Event 

Some participants will plan ahead and be in touch with you about their travel arrangements.  Others will call you as they are walking out the door.  You should decide, with the support of the group, exactly how much transportation support you can offer to attendees.  It may be helpful to work with the outreach coordinator, and think about specific groups or types of people who Prometheus would like to have at the barnraising.   How can you make sure that these people can get there safely, and at a cost that isn't prohibitive to their attendance?  

For example, if there is a list of people given travel scholarships in order to purchase airfare, but there is no affordable way for them to get from the airport to the barnraising, you should have a good system in place to ensure they all get there safely.  

The earlier you can communicate with attendees about their transport options (both those organized by you, or commercial or public transit) the less surprises you will have.   For certain groups, such as workshop presenters or scholarship recipients, this may include reaching out to them and asking them how they are travelling.  This will save you a few surprise phone calls. 

Once you have your plans in place, implementation will often involve local volunteers.  

Here are some specific kinds of transport support that may be helpful, depending on the location: 

Information: 

The barnraising website should have up to date information about different low cost transport options.  Include approximate prices and travel time, and links to websites for various services.  You should also include your phone number, and be prepared to answer questions about the various options, because some people will prefer to talk to a person.  

Checklist: 

-Page on the website with list of transportation options

-Phone number posted for questions

-Knowledge to answer questions from attendees

Ridesharing: 

It can be useful to set up a ride board of some sort online.  Many participants will drive themselves, and are probably happy to take passengers.  If you do set up a rideboard, its important to promote it heavily.  People may be willing to give rides, probably won't go out of their way to set that up.  You may want to ask people at registration if they can provide a ride to someone in their area, and contact those people to promote the ride board. 

Checklist: 

-Rideboard

-Plan to publicize the ride board

Group Transportation from Philadelphia

There will be many attendees coming from Philadelphia, including Prometheus volunteers, staff, former staff, and friends.  Transportation with this group depends on the location of the barnraising.  In the past this has included renting a van with Prometheus funds and charging a small fee to offset costs, or taking a more direct approach with ride sharing, and placing people in the cars of staff and volunteers.   

Checklist For a Van: 

-Van rental

-Van Driver

-Confirmed passengers

Shuttles to and from nearby airports and train stations

If there is not much public transportation in the area you may need to ensure that people can get from the airport to the barnraising.  Choose the general days and times transport will be available far in advance, and make sure attendees know this so they can purchase tickets accordingly.  You will need to make sure attendees give you their travel information, and their phone numbers.  Once you have everyone’s travel times, you can choose the most efficient pick up times.  Its ok if some attendees need to wait a few hours so you can pick up multiple people in one trip. 

Checklist: 

-Knowledge of everyone's travel itineraries

-Access to local volunteers to make airport runs 

-Local Transportation coordinator to facilitate recruitment of local volunteers  

Don't Forget that everyone will need the same assistance going home as they got getting there.  

Transportation during the barnraising 

This will depend heavily on the location of the barnraising.  You should expect lots of out of town attendees who will not have access to a car.  If the barnraising sites are not within walking distance of eachother, or accessible by public transit, arrangements will have to be made to move people back and forth from sites.  If you are relying on people walking from place to place, plan for attendees who are not able to walk well.  You can ask people to notify you beforehand if they will need assistance.  It is also important to have copies of a clear map with the barnraising sites marked to hand out at registration. 

During the barnraising volunteers will be needed regularly to go on supply runs, both at the studio and at the registration table.  You can coordinate with whoever is supervising the studio build and the registration table, but you wil probably want a list of people who are willing to drive, and their phone numbers.  

Checklist: 

-Plan for getting people around during the barnraising

-Map of barnraising sites

-List of volunteer drivers 

Housing

In order to participate in all the building, learning, and community making that happens at a barnraising participants need safe, comfortable places to sleep.  We try to provide no or low cost options to all partcipants to ensure that everyone can afford to attend the barnraising safely.  Attendees will have widely differing needs and expectations about their housing so its important to provide a variety of options and make sure that attendeeds let you know what their needs are ahead of time.  Generally at barnraisings there is camping space, a crash space, and homestays with local residents available.    

Pre-Registration

The more information you have about attendees preferences ahead of time the better.  For crash space and camping you will need to have a general number of people, and for homestays you will need accurate numbers ahead of time.  It may be useful to publish a date on the website and in inviations by which attendees must request a home stay.  Even if you are more flexible in reality, it may increase preregistration. 

When people pre-register they should indicate their housing choices.  You will want to make sure the different options are described on the form, or just on the website as we have found people can get confused about the specifics.  Terms like “crash space” or “homestay” may not be familiar to all attendees, and they also may not translate well, so descriptions will help people choose what is appropriate for them. 

Different types of housing: 

Homestays

Crash Space

Camping

Onsite coordination

Food

Barnraising participants are provided with breakfast lunch and dinner throughout the event.  Mealtimes together are a great chance to build community among participants and having food provided allows everyone to concentrate on the event and getting the most out of it.  Food preparation should be a group effort, with almost everyone putting in some time in the kitchen.  The biggest job will be planning ahead  on menus and food needs and working with local volunteers to secure food donations.  Donations are essential to providing food during a barnraising and staying within budget.  

Gathering a local team

You will need a good local coordinator to take on arranging food donations locally, and supervising the kitchen work throughout the weekend.  You should work with the local station coordinators to find this person.  If more than one person can take on aspects of this job that is great, for example one person could supervise breakfast and lunch and another one can oversee dinner.  It is important that one person keep a list of all secured food donations, so you have a good idea of your progress.  You will also need a team of 5-8 people to secure donations from local businesses and help recruit locals to prep the food before the event.  

Getting Food donations

The first step is to secure commitments of food donations early on so you can better plan and budget.  You should give local volunteers talking points and materials explaining what a barnraising is to help them with this process.  You can also give them options for thanking the businesses, such as a listing in the program or a sign near the food.  Locals will know better what businesses in their area are likely to donate, but in the past many different types of businesses have been helpful including restaurants, coffee shops, grocery stores, and local farms.  

Work with the local coordinator to make a list of all the places you would like to approach, and make sure that a specific person is assigned to talk to each one.  Then you or the local coordinator should be checking in with volunteers to see how it’s going and answer any questions they have.  When donations are secured make sure they are recorded, and that someone has followed up with the business to make a plan to pick up the donation.  Getting specific commitments for quantity will also be helpful in your planning.  

Deliverables: 

-Talking Points and materials for locals talking to businesses

-List of businesses with a volunteer assigned to each one

-List of secured donations

-Plans to follow up about delivery/pick up

Planning a menu

Once you have your list of donations you can make a menu to plan out how you will use all the food you have, and determine what else you need to get.  You should plan on three meals a day, and plan to accommodate vegetarian and vegan attendees.  Simple meals that will be easy to prepare will be best, unless you have an experienced chef on your team.  It’s a good idea to have coffee, tea, and water on hand throughout the day. You should coordinate with the facilities team to make sure you and the local food coordinator have a chance to see the kitchen you will be working in before the event, to make sure your plans are feasible.  Be sure to keep in mind quantities and how much of each ingredient you will need.  This is also a good time to review your plans to pick up or receive each donation, and make sure someone has followed up with the local business about those plans.  

Once you have a menu planned you can assess what you might need to buy, and if you have secured enough donations.  If your budget will not be enough, now is the time to talk to the barnraising team about the problem.  Talking to businesses and securing donations should continue up until the event, but this is a moment for you to assess your progress. 

Deliverables: 

-Menu with plans for each meal, and options for vegetarian and vegan attendees

-Accurate assessment of your budget, and whether you can stay within it to bring to the barnraising team

-Visit to the kitchen

- Plan for picking up/receiving donations confirmed

Prep work before the event

Look at your menu and see what you can make or prep ahead of time.  Look for a large kitchen you can use, either in someone’s home or a restaurant of church.  Pick one or two nights and a definite time and work with the stations coordinators to announce this to all the volunteers at least a week in advance so you will have plenty of help.  

Deliverables: 

-list of tasks that can be done ahead

-access to a kitchen

-time and place to meet for prep work

-publicized plans to volunteers a week ahead

During the event

During the event, lots of volunteer help will be essential for the food prep.  Work with whoever is handling volunteer coordination to make sure they have a clear idea of how many volunteers you will need.  You may also need to recruit a few local volunteers for the first few meals when there are not as many out of town guests around.  There should be a volunteer meeting or another way you can do this set up by the volunteer coordinators.  Once out of town guests arrive they can sign up for shifts in the kitchen during registration, which will also be handled by the registrations and volunteer coordination teams.  Signing volunteers up ahead of time is essential, but plan on recruiting people on the spot too!  You will probably be working near the area where most attendees spend their down time, so don’t hesitate to ask people to come into to the kitchen for a little while when you are short of staff.  Be pleasant, and explain that you need help to keep people fed, and you will find willing people.  


Coordinate with the facilities team beforehand to make sure you have access to the kitchen when you need it, and a plan to lock up if you need to stay late to prep or clean up.  Make sure you have one person in charge of each meal, and that they have a good idea of what the menu is.  The Prometheus team member in charge of food may have other responsibilities as well, so ideally they will not be the sole person responsible for any meal.  They may need to be in and out of the kitchen coordinating other areas.  Whoever is in charge of the meal should have a clear idea of what needs to be done for that meal and how long it will take.  If meals are not served on time, the workshop schedule will be affected.  Make sure everyone is on the same page about meal times and menus and be sure that they are posted or available somewhere in the kitchen to avoid confusion.  


If your kitchen area is not near the dining area, you will need a plan to deliver food ahead of time.  You should also plan on delivering some food to the studio site if it is far away for people working on the studio build, especially lunch.  Work with the volunteer coordination team to make sure drivers will be available.  

Deliverables: 

-Plan for volunteer recruitment with the volunteer coordinators

-Kitchen access

-preparation plan with realistic timelines

-meal schedule and menus clearly posted 

-One person ultimately responsible for each meal (can be the same person for several meals)

-plan for meal delivery if necessary

Childcare

Providing childcare is a good way to create opportunities for people with families to participate in the barnraising.  For parents without significant financial resources, or access to care, this can be a signifcant barrier to attendance.  It can also add to the atmosphere of the event if there are children in attendance, but a good childcare program will ensure that kids can participate constructively and not detract from other areas of the barnraising.  However, if you offer childcare, you must make sure there is enough support locally to provide it, and signifigant need among registrants.  Think carefully about if there is someone locally available to coordinate a program of the type provided below before advertising childcare.  

Planning Childcare: 

There are different kinds of childcare that can be offered at a barnraising. You may offer a childcare service where parents can drop off their children for designated periods of the day.  This could include an experienced or registered childcare provider. People will have different levels of comfort with leaving their kids with different care providers, but it is important to be clear about the type of childcare you are offering, and for how long.  At past barnraisings there has also been kids programming or workshops aimed at children. You should decide in advance what you and local volunteers can realistically provide so you can let parents know what to expect and help them plan their trip.   You will also get highter participation during the barnraising if you publicize the childcare options ahead of time, so plan to have them on the website early, and speak to the ourtreach coordinator about mentioning it in outreach emails and conversations.  

After your childcare program is planned, encourage attendees to preregister their children for childcare so you have an idea of how many particpants you have.  You will need snacks, supplies, and enough volunteers to handle the kids who attend, so pre registration should help you plan those things.  

Deliverables

-realistic assessment of local volunteer availability and enthusiasm for childcare

-a plan for type and kind of support 

-information about specific arrangements on website and in outreach materials to help participants plan

Recruiting Volunteers

You should have a very reliable local volunteer to coordinate childcare.  It will be essential to have a pool of trustworthy, experienced people, and you will need help recruiting them locally.  Once you have a local coordinator workm, with them to recruit other volunteers.  They should rely on people they know well and trust to fill these spots.  Alternatively you can turn to a Prometheus staff member, or someone the organization knows well to help with childcare, but be careful to involve trusted people.  You may also want to consider a contract, or a way to formalize people's commitements, as it can be very difficult if childcare volunteers don't show up.  

Deliverables: 

-Strong local volunteer in charge of coordination

-team of realiable people locally who have made very concrete commitments 

During the Barnraising 

You will want a designated room for childcare.  We have found that it is better if it is in the vicinity of the registration table, in case you need support from other staff and near the workshop space so parents can easily drop off their kids.  Make sure to get the contact information for parents dropping off kids, and to ask about allergies or other special needs.  A cell phone number that the parent has on them is best, and if that isn't available you may want to ask them where they will be while their children are in childcare.  You can inform parents to return for their children before meals but its a good idea to have snacks around.  You will also want to make sure that someone has planned to have activities, craft supplies, books, etc.  

Deliverables 

-Space for childcare

-Plan for registering children and parents contact info

-Supplies such as craft supplies, books, snacks

Registration

If registration is planned right, it will provide invaluable information to coordinators in all the other logistical areas for planning the barnraising.  It is team’s best chance at collecting information from participants before and during the barnraising, and also the best chance to communicate information to participants.  

Pre-Registration

An online pre-registration form is immensely valuable for planning.  When people register and pay in advance it helps organizers plan and also reduces the amount of cash that has to be dealt with at the event.   We have also found that people tend to pay more when they register online.  Online registration can be run through the PRP database, Civi, so all registrants contact info will be automatically captured for future use.  Payments can be made through Paypal.  Once a date is set for the event and registration fees are agreed upon, registration can start online.  When registration opens it is a good chance to start publicizing the event and encouraging people to register.  

A suggested amount for registration should be set by Prometheus, but people will pay varying amounts in practice.  It has been Prometheus’ policy in the past to turn no one away, but it is important for the whole team to be on the same page about fees, as well as local organizers. Participants may need to fill out scholarship form to have the fee waived, this can be coordinated with the Outreach/Scholarships coordinator.  There may also be a separate rate for local participants who don’t need housing or as many meals, or a daily rate.  

When setting up the form, make sure to collaborate with other organizers to see what information they need from people.   This may include information about people’s transportation needs, housing preferences, or dietary needs.  There may also be a need to coordinate volunteer shifts through registration.  

Early registration is helpful in planning, but most people will not register until the last minute, so be prepared to see greater numbers the week before.  It m

Deliverables: 

-agreed upon fee scale/system

-coordination with other organizers to gather information they need during registration

-registration form through civi on the website

-email publicizing 

Registration Materials

Before people register they will need some basic information available on the website.  This should include dates, times, and places, as well as information about housing.  Information about workshops may also make people more likely to register in advance.  If you set a registration deadline, or a reduced rate deadline it’s a good idea to have this information available before it.  As the event draws near people will check the website for information about locations and schedules.  


When people arrive at the barnraising you will have a chance to give them handouts when they check in at registrations.  A program with the right information can cut down on the amount of questions people ask staff at the event.  Some things to consider including in the program are: workshop schedule (as accurate as possible), workshop locations, workshop descriptions, presenter bios, housing information, travel and public transportation information, key staff’s cell phone numbers, a map of the area with relevant sites marked, information about local shops and restaurants.  Materials telling the story of Prometheus, barnraisings, and the local station can also be included.  Coordinating the program means making sure to get all this information from the right people on time, rather than writing it all yourself.  Think about translating key parts of the program into Spanish or other relevant languages in the community.  In the past we have found printers willing to donate printing for the program, but it is important to start early in this process, and be prepared to ask many people.  Volunteers have also been helpful in the layout and design of the program, as well as cover art design, but start looking for this help early.  You may also want to have extra copies of the map to hand out.  

Deliverables

-Up to date information on the website

-Map with key barnraising sites (in program and extra copies)

-Barnraising program (includes materials collected from other organizers, layout and design, and printing donation or discount) 

Registration at the event

In past registration has been as simple as a clipboard with a list of registrants.  Computers could be set up if possible, but simple paper systems may be better depending on the reliability of internet connections and the computers available.  If people have not registered you will need to collect their contact info and payment, and write down that information.  There will probably also be merch being sold at the registration table, so devise a way to keep track of how much money is collected from each (even if it is a simple as different envelopes.)  If you can document the registration process, and write down key figures like registration amounts, it will help volunteers to staff the registration table, freeing up staff to take care of issues that arise. 


Volunteer coordination will probably also take place in some form at registration, so its important to know the plans for that ahead of time.  The registration table will also be the center for requests for supply runs, problem solving at various event sites, complaints or questions from attendees, etc.  It will be helpful to have a list of key staff’s phone numbers, up to date information about schedules, and a general idea of what is happening at various sites, so you can route problems and questions to the right person.  

Deliverables 

-plan for registration (includes access to list of registrants, online or on paper, and a way to collect new registrants information and payment)

-plan for selling merch and keeping accounting separate

-documentation of registration process for volunteers

-information to answer questions such as key staff’s phone numbers

Information and Signage

Beyond the program signs hung around the event with schedules and maps will be helpful.  A sign outside will help arrivals find the registration table.  If workshop rooms are not numbered you will need to number or name them, and put up appropriate signs.  Think ahead of time about all the signage needs you may have.  You will want to make these in advance if possible, and if you have a list of signs and places they should be hung this is a good job for a volunteer.  This work will save you time and mean less questions to answer at the desk.  You will also want sign making materials ready at the desk for any last minute changes or announcements. 

Deliverables: 

-signs to be hung and a list for volunteers

-signmaking materials

Volunteer Coordination

Barnraisings run on volunteer hours.  We are able to provide a great training and conference experience at very low cost to participants, because everyone is expected to volunteer during the event.  It should be made clear to attendees that this is expected of them, and an efficient system for organizing volunteers will make sure that volunteer hours contribute to the success of the barnraising.  

Volunteer needs: 

Almost all areas of the barnraising will need volunteers.  Planning the barnraising itself can only happen with work from local volunteers.  This section focuses on volutneer needs during the barnraising, when there will be large numbers of people working on a variety of tasks.  Other local volunteers will be involved througout the process.  

The first step for coordinating volunteers during the event will be determining which areas will need which volunteers and what skills those volunteers will need.  In some cases coordinators of specific areas will recruit their own volunteers, but make sure you talk to all organizers so everyone is on the same page.  Here is a list of some possible volunteer needs: 

Kitchen workers 

Drivers for supply runs (will need access to a car)

Drivers to transport attendees

Studio Builders

Childcare volutneers

Workshop tech volunteers (comfortable troubleshooting technology)

Translators (for workshops and events)

Registration 

Recruiting and Scheduling volunteers

Recruting in advance: 

 Some volunteer needs such as transport or childcare you will need firm commitments in advance.  Other needs, like kitchen help, can be scheduled closer to the event, but getting people to commit to volunteer early may make them more likely to take their volutneer commitments seriously, and help you identify gaps.  You should clearly list the positions you will need to fill ahead of time, and those that  you may be able to fill later so you know how your volunteer coordination is going.  There are two ways to recruit volunteers before the event.  Some will be recruited locally.  For key positions you or the corrdinator of that area should work with the local group to find someone right for the job who is reliable.  There should also be a meeting of volunteers with the local group where you can recruit volunteers for specific roles.  Concentrate on items you need volutneers in advance for, such as childcare or transportation.  You can also have people commit to volunteering when they register online.  You may not want to have people pick time slots in advance, especially if the workshop schedule isn't yet available, but you can have attendees commit to one or two or more volunteer roles, then they can pick times when they register.  Coordinators for specific areas may recruit volutneers with certain skills in advance.  Talk to the other organizers and check in about volunteers they have recruited for specific roles, such as technology support for workshops or running the kitchen.  Key volunteers and staff members phone numbers and names should be gathered in one place.  

Recruiting at the event:

When people sign in at registration you have a chance to have them pick a time slot for volunteering.  This may go more quickly if you sign people up to volutneer in advance.  You may also want to make sure there is space at the registration table for people to peruse the sign up sheets, and that there is a volutneer managing them, so they are not lost in the shuffle.  

Volunteer Coordination

Barnraisings run on volunteer hours.  We are able to provide a great training and conference experience at very low cost to participants, because everyone is expected to volunteer during the event.  It should be made clear to attendees that this is expected of them, and an efficient system for organizing volunteers will make sure that volunteer hours contribute to the success of the barnraising.  

Volunteer needs: 

Almost all areas of the barnraising will need volunteers.  Planning the barnraising itself can only happen with work from local volunteers.  This section focuses on volutneer needs during the barnraising, when there will be large numbers of people working on a variety of tasks.  Other local volunteers will be involved througout the process.  

The first step for coordinating volunteers during the event will be determining which areas will need which volunteers and what skills those volunteers will need.  In some cases coordinators of specific areas will recruit their own volunteers, but make sure you talk to all organizers so everyone is on the same page.  Here is a list of some possible volunteer needs: 

Kitchen workers 

Drivers for supply runs (will need access to a car)

Drivers to transport attendees

Studio Builders

Childcare volutneers

Workshop tech volunteers (comfortable troubleshooting technology)

Translators (for workshops and events)

Registration 

Recruiting and Scheduling volunteers

Recruting in advance: 

 Some volunteer needs such as transport or childcare you will need firm commitments in advance.  Other needs, like kitchen help, can be scheduled closer to the event, but getting people to commit to volunteer early may make them more likely to take their volutneer commitments seriously, and help you identify gaps.  You should clearly list the positions you will need to fill ahead of time, and those that  you may be able to fill later so you know how your volunteer coordination is going.  There are two ways to recruit volunteers before the event.  Some will be recruited locally.  For key positions you or the corrdinator of that area should work with the local group to find someone right for the job who is reliable.  There should also be a meeting of volunteers with the local group where you can recruit volunteers for specific roles.  Concentrate on items you need volutneers in advance for, such as childcare or transportation.  You can also have people commit to volunteering when they register online.  You may not want to have people pick time slots in advance, especially if the workshop schedule isn't yet available, but you can have attendees commit to one or two or more volunteer roles, then they can pick times when they register.  Coordinators for specific areas may recruit volutneers with certain skills in advance.  Talk to the other organizers and check in about volunteers they have recruited for specific roles, such as technology support for workshops or running the kitchen.  Key volunteers and staff members phone numbers and names should be gathered in one place.  

Recruiting at the event:

When people sign in at registration you have a chance to have them pick a time slot for volunteering.  This may go more quickly if you sign people up to volutneer in advance.  You may also want to make sure there is space at the registration table for people to peruse the sign up sheets, and that there is a volunteer managing them, so they are not lost in the shuffle.  

Documentation

Barnraisings are a large part of the history of Prometheus, so its important that that history of documented.  Quality audio, video, and images from the barnraising will be used later for Press, the website, and development work, and many other uses for years afterwards.  

Recruiting people to document

In order to collect good documentation, there will need to be skilled media makers present and working to document the event.  Someone should be keeping track of different media makers who will be attending, and their willingness to document the event.  In the past there have been volunteer photographers, attendees who simply took pictures, or people who have been paid for their time.  Its preferable to have volunteers, but make sure you speak to them before hand to check if they will be working and are willing to share their photos.  Staff should also recruit photographers, videographers, and audio producers they know to make sure there are a variety of documentation posiblities.  Someone should be coordinating a list of names, and people’s willingness to document and share, so staff can assess if it is necessary to hire photographers or others.  

Collecting Media

Once you are sure there will be enough people present who can document the barnraising, you should have a plan to collect media from participants.  It’s a good idea to set up some hard drives and a computer someone near registration, or the table where equipment is being handed out.  Staff this table with someone who can use the drives and make sure items are saved in a way that will make them easy to retrieve later, and have participants drop off media there.  Make sure they are okay with their media being used by the organization when they drop it off,  you may even want to have them sign in their media, assigning it a creative commons license, or acknowledging that Prometheus has the right to use it.  Pictures, audio, and video can all be collected.  You should also set up a flickr tag, and other methods for people to share media online with participants.  These arrangements should be shared either in the program or a handout, and announced at meals and events.  

Check in with everyone who recruited a specific photographer, videographer, or audio producer to make sure they have a plan to get media from them.  It may be easier for people to send media after the event, but e sure you have their contact info and a commitment to send something before people leave.  

After the Barnraising

There will need to be one person assigned to sorting through all the media and making sure it is archived and accessible after the event.  You will also want to line up a video editor if possible soon after the event to produce a barnraising video.  Pictures and some video should go up on the website soon after the event.  

