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Introduction

Since 1991, Boys & Girls Clubs of America (B&GCA) has been developing a comprehensive educational enhancement strategy. Through consultation with educational researcher Reginald Clark, Ph.D., Project Learn was implemented and evaluated in 1996. In 1998, B&GCA completed a formal evaluation of Project Learn and documented significant increases in grade point averages among program participants. Based on the success of this evaluation, B&GCA launched Project Learn nationally in 1999.

The Project Learn User’s Guide is designed as a resource for Boys & Girls Club executives and managers as they consider implementation of education programming. The decision to participate in any national program or strategy should be based solely on the needs and interests of Club members. However, factors such as staffing, scheduling and funding often affect the level of program implementation. This User’s Guide will help local Club professionals decide what level of program implementation is best suited to their particular circumstances. 

Why Do We Need

After-School Education Programs?

School-age youth need additional academic support during after-school hours. Particularly in minority communities, youth are failing to learn basic skills (e.g., reading, writing and mathematics) during the school day. Moreover, the lack of affordable, educationally beneficial after-school opportunities for many youth, especially those in low-income urban communities, is a decisive factor in explaining the nation’s widening achievement gap.

Can after-school programs affect academic performance? Current research indicates that after-school programs not only keep children safe and out of trouble, but they also significantly improve academic achievement.1 Youth attending formal after-school programs spend more time in academic activities and enrichment opportunities than do their peers left unsupervised after school.2 Reginald Clark’s research demonstrates that young people who spend 25-35 hours per week engaged in constructive learning activities during their out-of-school time show better achievement in reading, mathematics and other subjects than their peers.3 

What Are the Goals of Project Learn?

The goal for all Boys & Girls Clubs of America’s education programs is to bridge knowledge and skills gaps, particularly for at-risk youth, by integrating fun, educational activities throughout Club programs. With successful implementation of B&GCA’s educational program strategy, Club members at age 18 should achieve the following three outcomes:

· Proficiency in basic academic skills (i.e., reading, mathematics and writing) at each grade level and graduation from high school. Through Club-based homework help and tutoring, high-yield learning activities, ongoing collaboration with schools and a supportive and enriching learning environment, youth will acquire basic academic skills and maintain interest in school throughout their elementary, middle and high school years. 

· The ability to make informed decisions about post-secondary education. As Club members reach middle school, members will have been actively engaged in thinking about and planning their lives after high school. By high school graduation, youth will understand the requirements for entry in post-secondary schools; they will have explored options for post-secondary education, the military and/or local job acquisition; and they will have the resources available to apply for their choice of options.

· Youth will become lifelong learners. Through Club programs and activities, young people will discover new interests and develop talents that give them a zest for lifelong learning. Members will grow into adults who actively explore the world, enjoy cultural events and participate in the civic life of their communities. 
What Are the Key Components of Project Learn? 

A Five-Part Programmatic Strategy

Project Learn consists of five components: 1) homework help and tutoring, 2) high-yield learning activities, 3) parental involvement, 4) collaboration with schools and 5) incentives.  

Homework help and tutoring (e.g., B&GCA’s Power Hour program) enables Club members to develop the daily habit of completing homework and class preparation in a safe, quiet, dedicated space with staff and volunteer support and encouragement for five to six hours weekly. 

· It is important that the Club assist members in establishing rituals and structure for daily homework completion.

· Times and places for homework help should be consistent. 

· Appropriate staffing (1:8 ratio) and resources should be allocated for the homework help and tutoring program.

· Recognition and incentives to participants and volunteers should be provided on a regular basis.

· Special consideration in the design of Power Hour should be given to attracting teens and youth who need additional academic support.

· Members who need targeted academic support should be matched with skilled tutors. 

High-yield learning activities (HYLAs) help youth apply what they learn in the classroom to practical, real-life situations. Clubs can encourage youth to make positive and productive choices about how they spend their leisure time (at the Club and at home). Many HYLAs are common Club programs (Connect Four, Scrabble, Club newspaper, etc.). Others are focused on developing specific skills (such as the KidzLit literacy program).
· HYLAs are fun, academically beneficial activities that give young people an opportunity to practice or develop skills and behaviors needed for success in school. HYLAs are the core of Project Learn.

· HYLAs occur throughout the entire Club. 

· HYLAs are deliberately planned to include a skill-/behavior-reinforcing component. 

· All staff members are responsible for developing and implementing engaging programs and activities that incorporate HYLAs. All staff members can plan HYLAs by using simple tools offered in the Project Learn program.

· HYLAs should be fun, exciting programs and activities.

Parent involvement is an important component of Project Learn. The program works to empower the adults in a child’s life to support his or her academic development. This process not only includes informing the adults of the child’s progress, but also providing programs and information that enable adults to assist the child at home.

· The initial phase of parent involvement in Project Learn is getting parents engaged in the education programs at the Club.

· A second level of parent involvement is providing parents with information and programs to support their children’s academic development. 

· Staff members can also encourage parents to become active participants in their children’s schools (e.g., attend PTA meetings, attend parent-teacher conferences, volunteer at the school, etc.).

· Parents should be encouraged to become role models for their children by actively pursuing opportunities to advance their own learning (e.g., the Club can provide community education programs such as GED, ESL and/or computer courses during the school day).

Collaboration with schools enables Clubs to work with teachers to develop individualized plans for Club members to build their competency in challenging subjects.

· Collaboration begins with making annual visits to the Club’s feeder schools, providing school officials with details of the Club’s educational programs.

· In the next level of collaboration, staff members work with teachers of individual Club members participating in Project Learn to make sure the Club is assisting the child in the best way possible.

· To receive maximum benefits from school collaboration, staff members research the competencies the school requires for each grade level and incorporate these competencies into the goals of Project Learn activities. For additional guidance on this, refer to B&GCA’s Understanding School Standards: A Project Learn Publication on Linking Club Programs to Academic Standards.

Incentives are a means to reward Club members for positive academic participation and encourage parent involvement in Project Learn. Initially, material rewards (e.g., pizza parties, book bags, etc.) are used. The real goal of the incentive component, however, is to help young people develop their own internal means of remaining self-motivated to continue pursuing scholastic success. As children and teens perform increasingly well in school, they become proud of themselves, and in turn, work harder to achieve greater success in school.

In Project Learn, staff members strive to focus each child on his or her potential. This acknowledgment of ability should be followed up with high expectations. Staff members should not shy away from providing guidance and setting standards directly related to academic success.

· Material rewards are appropriate for getting young people involved in new programs and activities.

· To develop a more intrinsic motivation for participation in education programs, make the incentive a long-term prize that members can identify and work toward.

· Recognition breeds intrinsic motivation. Display work and achievements prominently throughout your Club.

Dynamic Learning Centers 

In addition to the five components described above, another ingredient critical to Project Learn success is the availability of a dynamic learning center in a separate, dedicated space in the Club. Well-designed learning centers are engaging, highlight young people’s strengths and motivate them to become self-directed learners. They are characterized by interesting, print-rich environments; up-to-date technology; user-friendly resources and a comfortable setting. 

At the most basic level, learning centers should be warm yet colorful, with proper lighting (including sunlight), comfortable temperatures and plentiful resources. They should maximize space and offer diversified furniture configurations to allow programs to be delivered in a variety of ways (e.g., large group, small group, one-on-one instruction). In addition, learning environments are best complemented by computers, media and science labs, math and reading areas, interactive bulletin boards and educational games that cater to the various learning styles and needs of Club members.

Effective designs provide youth with a positive environment for developing ongoing relationships with caring and professional adults. Club professionals use books, resources and equipment to become coaches, facilitators and guides for Club members, and Club members become motivated to actively pursue their individual interests and use the learning center to explore new and rewarding learning opportunities.  Creating this type of visual and interactive environment sends a powerful message to Club members that learning can be fun, exciting and self-rewarding.
Training and Staffing

Staff training also is a critical element of success for Project Learn. Project Learn requires Boys & Girls Club professionals to change how they conceptualize their jobs. Since Project Learn is not a curriculum or stand-alone program, but rather a comprehensive strategy, staff members need to be trained to think strategically about educational opportunities in the Club. In conducting standard Club programs, staff members constantly must ask themselves: What academic skills are being reinforced through this activity? What information may be conveyed that will enable members to be more successful in school?

Successful implementation of Project Learn requires a team:

· a full-time director of education who manages all aspects of the program

· all full-time program staff in the Club

· part-time staff members and tutors

· volunteers

· older Club members who serve as homework helpers

· a board of directors and chief professional officer to reinforce the importance of Project Learn in the Club’s mission and provide resources for successful implementation

Staff training generally consists of a one-day workshop for youth development professionals, conducted at various locations throughout the year. For specific information on training dates and locations in your region, visit the Training & Professional Development section of www.bgca.net. 

Project Learn Outcome Model

The following is an outcome model (also called a logic model) for Project Learn. When a Club develops an outcome model for a program or programmatic strategy, Club staff members are better able to see the “big picture.” The model moves from incubation through development, clarifying the positive impact the program or strategy should have. The chart illustrates how Project Learn inputs and activities produce outcomes for members, staff and community at three levels: initial, intermediate and long term. The best results from this comprehensive programming strategy are evident over time.

	Inputs
	Program Activities
	Program Outputs



	· Staff members

· Time spent with children

· Learning Center resources (i.e. computers, books, magazines, tables, chairs, software)

· Funding (including in-kind donations)

· Volunteer hours

· Project Learn training 

· Professional development for all Club staff

· Ongoing technical assistance from B&GCA national office

· Program needs assessment and resource development plan
· Bright, clean, dynamic learning center
Non-BGCA sponsored training and conferences attended by Club staff


	· Homework help and tutoring

· High-yield learning activities and programs

· Parental and adult involvement

· Collaboration with schools

· Recognition and incentives

· Goals for Graduation

· B&GCA programs


	· Attendance of members in homework help and tutoring sessions

· Number of high-yield learning activities

· Number of parent and adult activities

· Attendance of parents, relatives and other adults who are significant in the lives of Club members

· Number of program volunteers

· Funds for learning resources
· Attendance in learning center activities


	Outcomes

for Members
	Outcomes

for Staff
	Outcomes

for Community

	Initial Outcomes

· Club members spend more time studying

· Club members complete and turn in more homework assignments

· Club members engage in more high-yield learning activities

· Club members have fun learning

Intermediate Outcomes
· Club members’ grades improve

· Club members have fewer absences

· Club members have fewer behavioral problems

· Club members become confident learners
· Club members demonstrate goal setting and time management skills

· Members independently pursue learning activities

Long-Term Outcomes
· Club members are proficient in basic academic disciplines

· Club members are proficient in the use of technology

· Club members graduate from high school and make good secondary school choices

· Club members are intrinsically motivated lifelong learners


	Initial Outcomes
· Staff understand the importance of working with parents, teachers and schools to support Club members’ educational growth

· Staff understand how activities throughout the Club can support members’ success in school

· Staff plan and carry out high-yield learning activities in their Club program areas

Intermediate Outcomes
· Staff view education efforts as everyone’s responsibility and work as a team to support members’ educational growth

· Staff have a deeper knowledge of their members’ academic needs

Long-Term Outcomes
· Club is a place where everyone values and supports education

· Staff establish and maintain relationships with key community stakeholders to sustain Club goals

· Staff view themselves as partners in the education of Club members

	Initial Outcomes
· Teachers, administrators and school officials understand the goals of Project Learn and the Club’s overall youth development strategy
· Parental and adult participation in Club programs increases
· New and/or improved relationships with local schools are forged

· Number of family support programs and activities increases
Intermediate Outcomes
· Schools begin to work with the Club and share information about members’ educational progress

· Clubs secure in-kind donations and community resources to support their education programming

Long-Term Outcomes
· Community stakeholders endorse Club goals

· Parents stress the value of education to their children

· Teachers and community members view the Club as a key partner in the education of Club members




What Implementation Options Do We Have?

Ideally, the Project Learn programming strategy is most effective if implemented across all Club core program areas and incorporated in all Club programs and activities. For Boys & Girls Clubs just beginning to adopt the Project Learn strategy, however, the process must begin with a thorough assessment of factors such as Club members’ needs and interests, available Club resources (e.g., staffing, space, equipment, funding, existing programming), training needs, etc. Once a Club has completed such an assessment, Club leadership and staff may develop initial, intermediate and long-term goals for eventual full-scale implementation.

To illustrate the effects of different levels of implementation of the five Project Learn components, the chart below has been organized using the framework of B&GCA’s Standards of Organizational Effectiveness (SOE), which should be familiar to all Boys & Girls Clubs. The SOE framework employs four categories to help describe and measure Clubs’ performance in a particular area (in this case, programming) using concrete, specific terms.

	Project Learn Component
	Developing
	Operational
	Advancing
	Excelling

	Homework Help and Tutoring


	The Club implements Power Hour and members complete homework on a regular basis.


	Club has dedicated time and space for homework completion. All staff members and program areas support Power Hour.

Comprehensive recognition structure is in place.
	Club’s learning center is staffed and supplied adequately. 

Staff members implement the Goals for Graduation academic goal-setting program as well as Power Hour. 

Youth use technology to support homework completion. 

Separate resources and times are made available for teens to complete homework. 

Members with targeted needs are matched with skilled tutors.


	All members have structured opportunities to complete homework and receive tutorial assistance in the Club. 

Club recruits and retains volunteers for one-on-one tutoring in specific subjects. Ratio of staff to members for homework help is one to eight (1:8). 

The learning center is an engaging, well-lit, comfortable room with computers, books and all supplies necessary for homework completion.


	Project Learn Component
	Developing
	Operational
	Advancing
	Excelling

	High-Yield Learning Activities

	High-yield learning activities occur in the Club by default rather than by design.


	All staff members understand how to design high-yield learning activities and meet regularly to plan them. High-yield learning activities are offered in all major program areas.
	All members participate regularly in high-yield learning activities throughout the Club. 

Staff members enrich existing activities and other national programs with opportunities for youth to develop skills, knowledge and behaviors needed for success in school.
	Club members participate in targeted, subject-specific, high-yield activities (e.g., mathematics, reading). 

High-yield learning activities are well integrated into Club’s program planning process. 

Club documents the amount of time youth are involved in high-yield learning activities in program evaluations.



	Collaboration with Schools


	Club staff members visit feeder schools annually to inform them about the Club’s educational programs. 
	Club staff members visit schools regularly and host activities at the Club that include teachers and principals. 

Club distributes information about Project Learn.
	Club staff communicates regularly with teachers and principals about the progress of individual members. 

Club board and CPO maintain productive relationships with school board members and the superintendent.

 
	Club is a trusted partner of schools in helping young people succeed. Club and schools develop and implement joint programs for adults and youth. 


	Project Learn Component
	Developing
	Operational
	Advancing
	Excelling

	Parent and Adult Involvement


	Parents receive information about Club programs when they enroll their children.  

Parents sign a form showing their support of Power Hour.
	Staff members develop and implement strategies to encourage adults to visit the Club, participate in activities and support academics at home.  
	Club has an active parent advisory committee. Club staff members communicate with parents and community members regularly. Parents and community members are an integral part of all Club programs.

 
	Parents regularly receive information about ways to support education in their homes. Club is recognized as a community leader in supporting families and helping young people succeed. 

Club provides community education programs such as GED, ESL and/or computer courses at the Club during the school day.

	Recognition and Incentives


	Staff members offer material incentives for youth who participate in educational activities.
	Club provides opportunities for members to explore their own interests and talents and find intrinsic motivation. 

Staff members recognize and display members’ work.
	Staff members use verbal praise, non-material incentives and academic goal setting to motivate. Youth participation centers on individual interests and talents. 

Club infuses college and career preparation and readiness into programming for all ages.


	Members receive praise for all types of achievements. Staff members recognize academic success as much as athletic success. 

Club provides program to assist members with applications, financial aid and scholarships as they prepare for post-secondary school.


Steps to Implement Project Learn

To implement the Project Learn programming strategy comprehensively and most effectively in a Club, the following steps must be completed. Please note the steps do not necessarily have to be completed in the order presented, and many entail ongoing efforts.

______

1.

Hire a director of education.

______

2.

Fully inform and train Club staff on implementation of Project     

                    Learn.

______

3.

Meet with school officials to coordinate activities.

______

4.

Set up learning environment in Club, including furniture, 

                    equipment and supplies.

______

5.

Recruit homework helpers and volunteer tutors.

______

6.

Train homework helpers and tutors.

______

7.

Plan and schedule high-yield learning activities and homework 

                    help.

______

8.

Create program enhancements that include integrated activities 

                     in other Core Program Areas.

______

9.

Design and plan a process for working with Club members 

                     individually to set and work on achieving academic goals 

                    (e.g., B&GCA’s Goals for Graduation).

______

10.
Design an incentive program and obtain recognition and prize

                     items.

______

11.
Announce program to parents and schools by mail, telephone 

                    and open house at Club.

______

12.
Publicize program with press event and celebration. Promote 

                    program throughout Club, to parents and schools.

______

13.
Recruit Club members, parents and community members as 

                    supporters of Project Learn.

______

14.
Conduct joint orientation for helpers, tutors, Club professionals, 

                    parents and school representatives.

______

15.
Establish support programs for parents.

______

16.
Work with schools to target Club members most in need of 

                    participation in the program.

______

17. Monitor level of participation and change activities as needed.

______

18.
Conduct ongoing program assessment and evaluation.

Other Options
Nationally recognized education researcher Reginald Clark suggests that Boys & Girls Clubs can enable youth to become high achievers by incorporating high-yield learning activities into the Club’s daily program schedule. No matter what level of formal Project Learn implementation a Club chooses, Clubs should help members take part in high-yield learning activities throughout each week. Examples include:

· one to two hours of writing activities (Club newsletter, SMART Girls journal writing, bookmaking, essay contests, job applications, etc.)

· two to three hours of helping others (Keystone Club community service projects)

· five to six hours of homework help and study (Power Hour, tutoring, math games, etc.)

· four to five hours of leisure reading (book clubs, newspaper scavenger hunts, KidzLit literacy program, summer reading contests, buddy-read programs, etc.)

· four to five hours of games utilizing cognitive skills (Monopoly, Scrabble, Sim City, Oregon Trail, chess, checkers, Mancala, etc.)

· four to five hours of discussions with knowledgeable adults (career expos, musical instrument instruction, hot topic discussions, zoo-mobile, etc.)

By incorporating these fun, but academically beneficial activities into the daily program schedule, Boys & Girls Clubs can have a dramatic effect on the academic achievement of their members.

Helpful Hints for Using Project Learn
1. Members are always learning while they are attending the Club. The question is, “What are they learning?” Project Learn will be successful when learning is part of every room and activity of the Club, and when each staff member supports the learning process of each member.

2. Members attend Clubs for three reasons: a) they have fun, b) they are attending with their friends, and c) they have developed a relationship with an adult professional. Clubs must keep these motivations in mind when planning programs and activities. Boys & Girls Clubs should not be transformed into schools. If young people see a Club as just another school, our capacity to reach out to children at greatest risk for academic failure is diminished.

3. A Club with a strong educational program is not a boring place. Appropriate staffing is key to the successful intersection of recreation and education. Engaging, energetic staff members who are thoughtful in their planning processes can transform loud, bustling after-school and summer hours into powerful learning periods for kids.

For More Information

For more information about implementing Project Learn, contact Jenny Atkinson, Senior Director, Education and The Arts, at (404) 487-5765 or jatkinson@bgca.org. 

The following educational enhancement resources are available through B&GCA:
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Price

(P-165)




Project Learn Resource Guide



















 


$20.00

(P-170)




Project Learn Brochures (50)



















  


  20.00

(P-070)




Power Hour (homework help)



















 





8.50

(P-071)




Power Hour Tracking Charts

















   


  



5.00

(P-175)




Goals for Graduation Kit (academic goal setting)



 



18.00
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Price 

(P-518)




Ultimate Journey w/Floppy Disc (environmental 

                    education, serves 12)
































25.00

(P-519)




Ultimate Journey Expanded Kit w/Floppy Disc 

                    (serves 50)






 


































65.00

(P-255)




ImageMakers National Photography Resource Guide



15.00











 National Fine Arts Exhibit Program Materials 

                   (provided free each year)

Additional shipping and handling charges apply. Contact National Supply Service to place your order, (404) 487-5701 or hdorsey@bgca.org. You may download an order form from the Supply Service section of www.bgca.net.
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