Q&A for Hosted Student Application Distribution Pilot
· Q:  What happens if we have a family agree to host a particular student on, say, February 20, but we have to wait until April 15 for the school board meeting at which school approval will be decided?
A:  PWP the student and make a note in the comment field that the school approval will not come until April 15 because of the school board’s policy.  If, at any time, the school board refuses to admit the student, the student must be returned to Regionally Available immediately.
· Q:  We put a student on hold and the family likes the student, but Dad is travelling abroad, and won't be home for 7 days.  What do we do about the fact that our hold will expire before Dad returns?
A:  Call the office and explain the situation.  The staff can reset the hold expiration date to give the family a little extra time.  The reason that the extension was given will be listed in the Comment field and be visible to volunteers.  If there are others waiting in a Hold queue for that student, the queue order will be maintained.  And if the student is not placed by that family, the volunteers in the Hold queue will have to wait a few days longer for their turn.
· Q:  What happens if my hold expires on the weekend and my family needs a little more time to finalize their decision?

A:  If there is no Hold queue for the student you are showing, you may simply add another Hold request to the queue in Global Link.  If there is a Hold queue, and you know that your family needs a bit more time to finalize their decision before staff goes home on Friday, you should contact your staff hosting person to request that the hold be extended over the weekend.  If you discover that you need a bit more time after the staff has gone home, you should contact the next person in the Hold queue by phone or email and advise them of the situation.  You should also notify your staff hosting person.

· Q:  I work during the day.  I feel like I will be at a disadvantage if the applications are being released as they are processed, which is mostly during my workday.   That seems unfair.
A:  Our focus is on finding the right student for a family, so there is no need to read each and every application.  Our thought is that trying to read every application was slowing AFS down.  We want to spend that time and energy   networking and recruiting families, before our competition finds them.  By maintaining a larger pool of applications early on, we will at any time be able to search for a small group of student applications to review that might be suitable for a specific family.   If you want to see which new applications were processed since the last time you, yourself looked, you can do that by searching on a date range.
· Q:  In my area it often takes longer than four days to get a family to come to consensus on whether to host a particular student.  Why can’t we allow 7-day holds to give us time to get a family completely on board with a student?
A:  If no other family is interested in hosting a particular student, your staff hosting coordinator can renew a hold to allow the family to make a final decision about hosting the student.  However, if other families are interested in hosting that student and there is a Hold queue, we need to have a reasonable hold period to give each family a chance to decide about the student.  The hope is that families will be encouraged to decide early in order to have the widest choice of available students.  If a family is having trouble making up their mind, there may be another student available in the larger pool of candidates we will be working with who is an even better fit for the family.

· Q:  My team likes to create a flyer with available students and circulate it as a way to attract host families.  How can we do that if all students remain in Regionally Available status until April 1?
A:  You can still create a flyer with a variety of students selected from Regionally Available.  Be sure to specify that students are placed on a first come first served basis and that you are looking for homes for students like the ones pictured.  If a family is interested in a student that has already been placed by the time they decide, you should be able to determine what attracted them to the student and find a similar student among those still available.

· Q:  Why can’t we Community Place students earlier in the cycle, say March 1 instead of April 1?
A:  By March 1 we have a much smaller number of applications that have been guaranteed.  The application closing date is March 31, so many applications are submitted during March.  If we allowed teams to Community Place 20% of their commitment on March 1, there would be a very small number of applications left in Regionally Available and this would defeat the purpose of trying to offer the greatest selection of students to the families who have decided to host early.

· Q:  My team would like a larger pool of applications that we know for sure we have available for placement.  Why can’t we Community Place say 40% of our commitment rather than 20%?

A:  April and May have traditionally been very big months for student placements, and we’d like to have the pool of available students be as large as possible at that time in order to ensure that the best possible placements are made.

· Q:  Who will be authorized to make requests in Global Link to place students on hold or PWP them?   In my team, there are several chapters that handle their own hosting fairly independently.  We realize that everyone involved in hosting should be able to view student applications, but we wonder who will control the authorization to enter requests in the system?

A:  The ability to make requests in Global Link is determined by the way a volunteer’s affiliations are defined in the system.  Each Area Team or Unaffiliated Chapter can decide which volunteers should be able to make requests in Global Link and can submit the information to their staff hosting coordinator, who will make sure that each volunteer’s affiliations are set appropriately.

· Q:  We have a very large Area Team with several volunteers who handle hosting in their communities.  How can we all be sure that the students that each district wants to host get considered when students are Community Placed on April 1 and June 1?

A:  Each Area Team or Unaffiliated Chapter will put together a single list of students that they are interested in when students are Community Placed.  It will be up to volunteers to work together to come up with a list that everyone feels comfortable with.  In the case of a large Area Team, the Hosting Coordinator will need to work with local hosting volunteers to make sure that everyone’s interests are represented in the request list.

· Q:  Why can’t we see applications of students from the entire country early in the placement cycle.  Since plane tickets aren’t purchased until later in the spring, it seems like allowing everyone to see all applications would facilitate the best possible matches.
A:  Our partners will be sending applications directly to each gateway.  They have control over the region where a student gets placed.  The number of applications from each partner to each gateway is determined by a matrix that is negotiated a year before the cycle opens.  This guarantees that each region hosts a variety of students from all partner countries.  If we allowed students to be viewed across the country early in the cycle, there would be two negative consequences.  First, we wouldn’t be able to easily maintain the even distribution across regions that the matrix ensures.  Second, there would be so many applications to choose from that selecting students to Community Place would be a more difficult task.  With the pools confined to gateway regions, we should be offering enough choice to make sure that families can choose a student that is a good fit and the number of applications to consider should be reasonable.  In addition, confining choice to a single region should encourage the hosting volunteers in that region to get to know each other and develop a collaborative relationship.
· Q:  What happens if a team PWPs a student and then the family decides not to host?  Does the team get to Community Place the student or does the student get returned to Regionally Available status?

A:  The status of the student depends on when in the hosting cycle the withdrawal occurs.  If the family withdraws before April 1, the student will be returned to Regionally Available.  If they withdraw between April 1 and June 1 and the student was among the team’s Community Placed 20%, the student should go back to Community Placed.  If the family withdraws after June 1, the student will go to Community Placed, since at that point all Regionally Available students will have been distributed to teams.

· Q:  As a Hosting Coordinator, I’m very worried that this new system will require me to spend too much time reading all the applications that are in Regionally Available.  I think it may also be time consuming and confusing to have to keep track of all the students in Regionally Available.

A:  One of the benefits of the new distribution process is that you don’t have to read all the applications or keep track of all the students in your region.  The team should be focused on identifying families and then use the search function in Global Link to select a smaller group of students who might fit the family’s needs.  As the first Community Placed draw approaches, the hosting volunteers can put together a list of potential students to CP, but they will not have to read all the applications.  They can select a variety of students to read more thoroughly and put together a ranked list.
· Q:  How will the search terms be assigned to the applications and how will we search on them?
A:  In the short term, the hosting staff who reviews the application as it is received from the partner country will type expressions from the “Standard Search Terms” list into the “Hobbies and Interests” field.  A volunteer looking for a particular interest will need to click on the “Add Filter” button under “More Filters” on the first page of the Hosted Participant section.  A menu will drop down and you should click on “Hobbies and Interests” and then put the exact terms from the Standard Search Terms list into the window on the right.  You can include more than one expression in this field.  Then click Search and the applications that contain those expressions in the “Hobbies and Interests” field should be listed below.  If this is a search you intend to do again, you can save it by pressing the “Save as Predefined Filters” button and later pressing the “Load Predefined Filters” button to reuse it. 

· Q:  If there is a queue of families interested in looking at a student and I have a family and school ready to commit to hosting, can I expedite the process of showing the student to the other families?  Shouldn’t my PWP request take precedence over intervening Hold requests?
A:  The goal is to facilitate the best possible placement for every student we are hosting in the US.  We don’t want to encourage volunteers to jump ahead in the Hold queue just so that they can host a particular student in their area.  However, there may be situations in which it is necessary to speed up a placement (e.g., the school is about to close or a family is thinking of working with a competing program).  If you are ready to PWP a student (with family and school), you must allow the current Hold to run its course.  You should then contact the volunteers with any Hold requests between the current Hold and your request, asking whether they would be willing to cede to a PWP request.  If they are, they need to notify their hosting staff person.  Any who are not willing to cede should be notified that they have 48 hours to finalize a placement.  If more than one team with a pending Hold request is able to PWP the student at the end of the 48-hour period, the PWP requests will be honored in the order in which the original Hold requests exist in the request queue. 

· Q:  Can we have several Hold requests for a family even though only 2 Holds can be active at a time?

A:  Although you may have only 2 active holds for each family listed in the Comment field, you may need to submit more than 2 hold requests because the students who would interest your family already have pending Hold queues.  We are trusting that volunteers will cancel pending Hold requests as soon as their family selects a student or decides not to host.  This kind of attention to the request system will cut down on confusion and clutter and make it easier to move through the requests in a timely manner.
· Q:  How will the round robin/draft work?

A:  Because the gateways differ radically in number of teams and number of hosted students, each gateway region will determine its own round robin/draft procedure, considering what is fairest to both larger and smaller teams in their area.  The procedure will be circulated to all hosting coordinators before the first round robin/draft.  
· Q:  How will bulletin boards or online ‘groups’ be managed in each gateway?

A:  Each gateway will develop its own bulletin board or online group.  Contact your staff hosting person for details.
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