
PROJECT LEADER & TECHNICAL 
ADVISOR TRAINING



TRAINING OUTLINE & LOGISTICS 
• Schedule & format

• Training goals 

• Project team and coordination of roles

• Project timeline and planning

Site visit & Risk Management

• Crew Leader Orientation  

• Project Day

• Project closure: Debrief & monitoring 

• Resources, ongoing training and mentorship
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PROJECT LEADER

Promote WRV mission on small, time-defined scale
Planning, oversight and execution – think of timeline, longer time 
commitment than other roles

Leads and Facilitates – how do you balance?

Successful project – what does success look like?

Excellent volunteer experience – what will make a volunteer want to return?

Responsibility 
– logistical planning & scheduling
– coordinating roles and communicating



TECHNICAL ADVISOR

The Technical Advisor fulfills an important role on the Project Team, 
acting as a technical bridge between WRV and the land management agency.

The TA helps develop or translate the agency’s project goals into a scope 
and format that is appropriate for a group of volunteers, and effectively 
communicates the technical needs of the project to the volunteer crew 
leaders.

Responsibility 
–technical notes & specifications
–materials, staging & tool list
–time commitment



ASSISTANT PL & TA ROLES

• Assistant role is as a Trainee
• Unless decided otherwise ahead of time
• Mentoring begins before project day

• This is the trainee's chance to step up! 
• Delegate some tasks to the assistant
• Assistant should be pro-active and ask for 

assignments
• For example, APL could do some of the 

announcements, ATA could take a section 
of work
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PROJECT TIMELINE & PLANNING TOOL

• Planning Progression:  Project Management Checklist
• Scouting & Planning:  Scout Form
• Site Prep
• Risk Management: Risk Assessment Form
• Communication:  Technical Notes

• Preparing the Team 

• Tech Notes

• Project Day:  Checklist
• Post Project:  Debrief/Survey
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SCOUTING & PLANNING:  SITE VISIT

TA: Design
• It should be fun & challenging!

• Gather info about site

• Listen to land manager

• Review environmental & safety 
hazards - considerations

• Discuss design & methodology 
options

• Review overall expectations

• Categorize event – hard/med/easy

• Take photos & make sketches

PL & TA: Scope

• What is size and complexity of 
project?

• How many volunteers?

• How many crew leaders?

• Plan contingencies & Risk 
assessment

• Tools needed

• Environmental impact of 
volunteers

• Purpose: Gain information about project site
• Who: WSL, AC, TA, PL

PL: Logistics
• Gather info about site

• Directions/access

• Parking, registration, meal 
site

• Camp site options

• Take photos



SCOUTING & PLANNING:  SITE PREP
TA & WSL

• Walking the area – over and over

• Corridor identify, ribbon, flagging, 
staking

• Identify – campsite/cooking-mess 
area/parking/evacuation staging 
area/helo drop site

• Material staging – where all 
materials placed

• Heavy equipment usage – where?

• On-the-ground tool for 
communicating the work –
radios/other plans



BREAK



RISK MANAGEMENT: KIND OF RISKS
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Risk of Bodily 
Harm

Risk of Missing 
Project Goals

Risk to Quality 
of Volunteer 
Experience



RISK ASSESSMENT
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Probability x Consequence
= Risk Factor

– Pay special attention to 
high-probability risks, even 
if low consequence.

– Pay special attention to 
high-consequence risks, 
even if low probability.



1. Minimum Age
• Flexible

2. Quiet Hours 10pm-6am

3. Alcohol and Drug Use on Projects
• Let people know the cook area and camp fire area
• Be aware of minors around alcohol
• Agency Rules Supersede 

4. Crisis Communication

5. Non-Discrimination/Harassment 

RISK MANAGEMENT: POLICY
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RISK MANAGEMENT: RESOURCES

Project Risk 
Assessment Form

WRV Emergency 
Response Plan
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Incident 
Report Form

DO NOT: use 
any names on 
this form!

DO: use this 
form for any
injury.

…COMING SOON: Revamped Project Management Checklist



• The Emergency Response Plan (ERP)
• Agency may have a safety plan -> USE IT!

• You may have to pester them for it
• Ask a local if in a distant community
• Google maps for nearest hospital (trust but verify)
• View and review the driving directions!
• Names of project medics
• Communication methods 

• Personal cell phones?
• WRV radios?
• Agency long-range radios?

RISK MANAGEMENT: RESOURCES
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BUILDING THE PROJECT TEAM

• Discuss the project with the WSL 
(WRV Staff Liaison) and establish 
goals and responsibilities (pass 
the torch meeting).

• Verify all team positions are filled -
there will be occasions where you 
need to recruit a role. 

• Initially contact all team members 
and have a kick off meeting. 



COMMUNICATING WITH THE TEAM

● Everyone has their favorite mode

● Email?

● Text?

● Voice?

➔Find out preferences and use them

➔As project day approaches, quick, efficient communication
is especially important

➔Good communication is key to a smooth project
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Project Medic changes the flow of information in cases of emergencyMED



COORDINATION BETWEEN PROJECT TEAM AND ROLES

The PL works as the leader of 
a team of skilled volunteers.  
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COORDINATING BETWEEN ROLES

PL

What does the PL 
communicate to…

• Technical Advisor
• Tool Manager
• Cook Team
• Crew Leaders
• Crew Members – high fives and 

smiles!

TA

What does the TA 
communicate to…

• Project Leader
• Tool Manager
• Cook Team
• Crew Leaders
• Crew Members



The best plan in the world is worthless if it's all in your head.

– WHO? ... needs to know
– WHAT? ... do they need to know
– WHEN?     ... do they need to know it
– HOW?       ... will you communicate it

COMMUNICATION:
PREPARING THE TEAM
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COMMUNICATION:
CREW LEADER TECHNICAL NOTES
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PL
• Project Description & Logistics
• Site Description & Project goals
• Project Team members & contact 

Info
• Safety Net

Risk Assessment
Emergency Response Plan

• Project Day schedule
• Project site map, parking, 

registration, camping, bathrooms

TA
• Site Preparation & Conditions
• Context:  What caused the 

problem?
• Construction & Restoration 

Methods
• Section Notes
• Reference drawings, Sketches, 

Photos
• Tools per Crew
• Work site map & sections

location of ‘borrow’ pits,
transplants, water, etc.

Be Concise
Samples Available



COMMUNICATION: SITE MAP

28



COMMUNICATION:
TOOL LIST
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TA

• Collaborate with tool manager, adjust with crew leader input

• Try tools before project:  Are they the right tools for the job?

• Familiarize yourself with our tool shed.

• Template available from WRV office.

• Supplemental tools from partners or Sunbelt.



COMMUNICATION:
THE CREW LEADER ORIENTATION

• Purpose
– Get project team on same page
– Prepare Crew Leaders for working with Crew 

Members
– Assign sections, feedback on additional needs

• Place
‒ Office, On-site, Demo Sections

• Key Stakeholders
– WSL, PL, LC, TM, TA, CL
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BREAK
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• Arriving at the site and setting up
• Registration
• Introductions
• Crew Formation
• Tool distribution
• Lunchtime activities
• End of work celebration
• Mop up 

FINAL PREPARATIONS:  
REVIEW THE PROJECT DAY SCHEDULE



FINAL PREPARATIONS:
Project Day Documentation

PL or WSL

• Volunteer Roster (WSL)
• Release Forms (WSL)
• Blank Incident Reports (WSL)
• Emergency Response Plan
• Project Day schedule 
• Crew leader list & extra Crew 

Leader notes
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TA
• Crew Leader Technical Notes

• Section Notes, if needed
• Tool List (TM)
• Site information (e.g., maps)

PL/ TA/ AC
• Education component (e.g., 

lunch talk)



The PL's Role
Ensure a positive volunteer experience

• Fun, personal accomplishment, community 
involvement

Ensure safety 
• Oversight and monitoring, safety decisions

Monitor the flow of work
• Keeping the big picture of goals and 

schedule

Build community
• Camaraderie, friendship, loyalty
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The TA’s Role
Your big reward!

Provide guidance
• support to crew leaders, answering 

questions as needed

Encourage crews
• take advantage of “teachable moments”

Ensure quality results – for success of 
restoration & partner relationships

Build community
• Camaraderie, friendship, loyalty

PROJECT DAY: ROLES

ADJUST TO CHANGES



And they’re off!
• Morning Announcements, Team 

Huddle & Crew-up
• Be visible, available and flexible
• Decide and communicate changes

– Radios or in-person to team members
– White board for project-wide or overnight 

communication

• PL: Facilitate movement, delegate!
• TA: Answer questions, ensure quality

WHAT DO WE DO ON PROJECT DAY?
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Lunch and beyond!
• PL: Facilitate lunch 
• TA: lunchtime educational 

component (or AC, PL arranges)
• PL/ TA: Project Team huddle, 

schedule/work adjustments
• Lunch announcements
• Thank you's and good-bye's

– May want to say thank you’s at 
lunch

Morning Afternoon



WHAT DO WE NOT DO ON PROJECT DAY?

• Do not join a crew!
• limit your labor (NORMALLY But….)

• PL Does not offer technical advice! (TA Does)
• keep information to crews simple and from one source 

the TA
• Do not offer conflicting advice

• Coordinate
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PL
• What have we accomplished 

today? Collect & communicate
• Thank you’s

– Team members
– Agency
– Crew Members

• Recognition of trainees
– “Hat Ceremony” 

• Celebration
• End of day reflection (…your 

job's not done yet!)

END OF PROJECT DAY:
Accomplishments & Appreciation
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TA
• What have we accomplished 

today? RECORD STATS
– Collect from Crews, PL

• Recognition of trainees
– “Hat Ceremony” 

• End of day reflection
• Document lessons learned
• Set up monitoring
• AS BUILT NOTES



PL
• Thank Project Team again and agency
• Share outcomes with WSL: quantity of 

restoration work, obstacles overcome, 
follow up needed

• Collect volunteer hours from Project 
Team and send them to WSL

• Collect debrief responses in survey/ form
• Make sure WSL has final copies of all 

project documents
• Make sure that the WSL receives 

information on any potential leadership 
recruits

• Follow up with photographers to make 
sure photos are delivered to WRV staff

WHAT HAPPENS AFTER PROJECT DAY?
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TA
• Share outcomes with WSL: quantity of 

restoration work, obstacles overcome, 
follow up needed

• Document lessons learned
• Save everything in WRV knowledge 

base  - WSL Can update Technical 
Library

• Make sure WSL has final copies of all 
project documents - including project 
debrief form

• Forward TA photos/sketches to WSL
• Return all WRV equipment
• Meet with ATA or intern – compile info
• Return for monitoring on select sites



POST PROJECT: THE DEBRIEF/SURVEY

• Purpose
• Record what we learned for future projects
• Pros/cons important to weigh in
• Determine potential leaders
• Record project hours and stats

• Where
• Onsite if possible – team huddle
• Offsite:  home within 48 hours – oral/written input from 

team on PL or TA side
• Key Stakeholders

• WSL, PL, LC, TM, TA, AC, CLs



Starting in 2020:  We will collect this info via survey



PLANNING SUMMARY

A complete plan for a WRV project answers these questions:
• Who? All team members understand their roles and have bought into the plan
• What? A clear expression of project goals and scope
• When? An hour-by-hour schedule of the event
• Where? Maps, drawings, work areas, section numbers, etc.
• How? A detailed description of the work, including safety concerns & mitigations
• Why? Consideration of WRV’s core values: education, community, celebration, 

empowerment, tangible results, healing & love of nature
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ONGOING TRAINING & MENTORSHIP

• Take the next step
– Team night – Yearly Kick-off, were you there?
– Mentorship: sign-up to be paired with an experienced leader for the year
– Be an Assistant Project Leader or Assistant Technical Advisor

• Help Us Help Others
– On going feedback on your Leader experience
– Suggestions for our Project Management Checklist or Technical Library
– On your first few projects, use the checklist and planning progression to reach planning milestones. 

Note changes/improvements and discuss with the training team

• Mentoring Guidelines Sheet
• Sign-up for mentoring opportunities, check out the Leader Grid to see open roles



RESOURCES TOUR

• Leader Resources

• Technical Library

• Leader Grid

• Planning Resources
• PL Checklist

• Scout form

• File sharing (Google docs, Dropbox…)

• Meetings & Conferencing (Doodle, Free Conference call, Join.me, Zoom etc...)

https://www.wlrv.org/volunteer/leaders/leader-resources/
https://www.wlrv.org/volunteer/leaders/technical-library/
https://www.wlrv.org/wp-content/uploads/WRVLeaderGrid.pdf
https://wlrv.sharepoint.com/sites/WRVGeneral/Shared%20Documents/Shared/2021/Trainings/WU%20PL%20TA/Docs%20to%20Print/PL_Checklist_2012.xls
https://wlrv.sharepoint.com/sites/WRVGeneral/Shared%20Documents/Shared/2021/Trainings/WU%20PL%20TA/Docs%20to%20Print/Project_Application_Scout_Form_2020.docx
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