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Project Director roles and responsibilities. 
21st CCLC grant proposal, especially:

Key program goals, objectives, and
outcome measures.
Targeted student population and
recruitment methods.
Approved program schedule and hours
of operation.
Approved budget.

21  CCLC Survival Guide calendar.st

ESSENTIALS
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Management Team
Your Project Director is a key part of your 21  CCLC Management Team, which should include:st

Building 
Principal

Project 
Director

External/Internal 
CIP Facilitator

Site 
Supervisor*

*If applicable for your program

to review with your new project director:

For more details on the role of the Management Team, see the 21  CCLC Survival Guide.st
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You can help ensure smooth program implementation by setting up
meetings for your project director. Before your programming begins
(ideally!), schedule opportunities for your new project director to
have conversations with the people in your district/organization in
these key roles:

The following guides for conversation prompts have been
developed by Beyond School Bells and can be shared with
your new Project director. 

Building Principal Finance Director or
Business Manager

Human Resources
Director

Safety Director or
Committee

Nutrition Services Director &
Kitchen Manager

Health & Wellness
Director

Technology Director School Maintenance
Director & Custodian

Secretary Classroom TeachersEstablished
Community Partners
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Prompts for a conversation with your 

Building Principal or Organization Administrator

Program Setup & Identity
Finalize program name for promotional
materials
Confirm program start date
Discuss potential implementation
challenges

Key Discussion Areas

Student Focus & Curriculum
How can we enrich (not duplicate) school-
day learning through this program?
What student data can be shared to
target our programming? (reading scores,
attendance)
How will we identify students who would
benefit most from participation?
What supports are needed for ELL students
and students with disabilities?

Policies & Procedures
Review the school's student behavior
plan and discipline procedures
Discuss incident reporting processes
Clarify policies for community partners
and volunteers (clearances needed)

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Meeting Purpose: Build a strong partnership with your principal to ensure
seamless program integration and shared success for students.
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Prompts for a conversation with your 

Building Principal or Organization Administrator

Key Discussion Areas

Logistics & Resources
Plan shared space usage: office, gym,
classrooms, cafeteria, storage, library,
computer lab
Discuss appropriate use of school
materials
Review security procedures, custodial
services, and staff communication
strategies

Family & Staff Engagement
How can the afterschool program
strengthen family engagement?
Request to introduce the program at
an upcoming staff meeting
Ask principal to send introductory
email to all school staff about the
program

Ongoing Communication
Schedule monthly standing meetings
Plan regular email updates
Invite principal to first Management
Team Meeting
Arrange for program staff to attend
monthly school staff meetings

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes
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Prompts for a conversation with your 

Finance Director or Business Manager

Key Discussion Areas

Materials to Bring
Copy of approved grant budget
21  Century Community Learning Center Survival Guidest

Budget & Financial Management
Review the approved budget line by line
Clarify financial responsibilities and
reporting requirements
Coordinate a realistic spending plan
aligned with program timeline

Meeting Purpose: Establish financial systems and ensure
compliance with grant requirements.

Purchasing & Reimbursements
Understand purchase policies and approval
processes
Review allowable vs. non-allowable costs
Discuss reimbursement procedures and
required documentation
Share important reimbursement deadlines
and reporting timelines

Compliance & Documentation
Discuss record-keeping expectations and
best practices
Arrange GMS (Grants Management
System) access and training, if needed

Special Programs
Discuss snack reimbursement program
procedures and requirements

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Schedule regular check-ins for budget
monitoring
Confirm documentation and submission
processes
Set up any needed system access or
training
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Prompts for a conversation with your 

Human Resource Director

Key Discussion Areas
Hiring Process & Timeline

Understand the complete hiring process
from posting to start date
Review pay rates and working hour
requirements for all positions
Discuss special requirements for hiring
high school students
Confirm realistic timeline for hiring your
full team

Meeting Purpose: Establish staffing procedures and timelines to
build your afterschool team efficiently.

Staffing Structure
Share all staff positions and job descriptions
Confirm program start date and staffing
needs

Employee Policies & Procedures
Review onboarding process and required
trainings
Understand timekeeping procedures and
grant codes
Discuss overtime policies and restrictions
Clarify pay schedules and payroll
procedures

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Submit job descriptions for posting
Schedule any required training sessions
Establish timeline for interviews and hiring
decisions
Confirm onboarding schedule

Materials to Bring
Complete list of all staff positions needed
Job descriptions for each position
Program start date and staffing timeline

11



12



Nebraska 21  Century st

Community Learning Centers

NEW PROJECT DIRECTOR 
Conversation Guide

Prompts for a conversation with your 

Nutrition Services Director

Key Discussion Areas
USDA Afterschool Snack Program Setup

Coordinate enrollment and activation of
the snack program
Review eligibility requirements and
student qualification processes
Discuss program timeline and
implementation steps

Meeting Purpose: Set up the USDA Afterschool Snack Program to
provide nutritious snacks while ensuring compliance and food safety.

Daily Operations
Understand snack serving protocols and
procedures
Review storage requirements and food safety
guidelines
Learn student count procedures and daily
documentation
Discuss reporting requirements and
submission deadlines

Financial Considerations
Clarify any additional costs not covered by
USDA reimbursement
Understand billing procedures and
reimbursement timeline
Review budget impact and cost-sharing
arrangements

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Complete necessary USDA program
enrollment paperwork
Schedule food safety training if required
Establish daily counting and reporting
procedures
Connect with kitchen manager to confirm
snack delivery and storage logistics 13
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Prompts for a conversation with your 

Building Kitchen Manager

Key Discussion Areas
Daily Snack Logistics

Review snack pickup/delivery procedures
and timing
Discuss storage locations and access
protocols
Clarify staff responsibilities for snack
distribution

Meeting Purpose: Establish clear snack program procedures with the
person who handles day-to-day food operations..

Food Safety & Handling
Understand food handling and sanitation
protocols
Review proper storage procedures for
different snack types
Discuss procedures for refrigerated items and
temperature control
Learn protocols for managing leftover snacks

Special Dietary Needs
Review procedures for student allergy
accommodations
Discuss alternative snack options and
substitution protocols
Understand documentation requirements
for dietary restrictions

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Exchange contact information for daily
communication
Schedule any necessary food safety training
Establish procedures for emergency situations
or special requests
Confirm reporting schedules and
responsibilities

Documentation & Reporting
Identify any reporting forms needed from
kitchen staff
Clarify data collection and submission
responsibilities
Review record-keeping requirements
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Prompts for a conversation with your 

Safety Director or Committee Representative

Key Discussion Areas
Safety & Emergency Procedures

Review all school safety and emergency
protocols
Ensure afterschool procedures align with
school-day protocols
Discuss evacuation routes, lockdown
procedures, and emergency contacts
Understand communication systems
during emergencies

Meeting Purpose: Ensure your afterschool program integrates
seamlessly with existing school safety protocols and emergency
procedures.

Daily Operations Security
Clarify pick-up and drop-off procedures
and safety protocols
Review building access and security
during afterschool hours
Discuss procedures for visitors and
community partners
Understand sign-in/sign-out requirements
and identification protocols

Training & Compliance
Identify required safety trainings for all
afterschool staff
Schedule mandatory training sessions
and certification requirements
Review ongoing safety education and
update procedures

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes
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Prompts for a conversation with your 

Safety Director or Committee Representative

Key Discussion Areas

Meeting Purpose: Ensure your afterschool program integrates
seamlessly with existing school safety protocols and emergency
procedures.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Schedule required safety trainings for staff
Obtain emergency contact information
and communication protocols
Confirm inclusion in safety committees
and communications
Establish regular safety check-in
procedures

Communication & Representation
Request inclusion in district safety
committee meetings
Ask to be added to all safety-related
communications
Establish direct communication protocols
for safety concerns
Ensure afterschool program
representation in safety planning
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Prompts for a conversation with your 

Health and Wellness Director

Key Discussion Areas

Meeting Purpose: Ensure student health and safety protocols are properly
implemented while supporting district or organization wellness initiatives.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Wellness Policy Integration
Review the district's comprehensive wellness
policy
Identify ways the afterschool program can
support wellness efforts
Discuss physical activity requirements and
nutrition standards
Explore opportunities for health education
and promotion

Student Health & Safety Protocols
Review medication administration procedures
and storage requirements
Understand first-aid access, supplies, and
authorized personnel
Learn injury response protocols and
documentation requirements
Discuss emergency medical procedures and
parent notification

Materials to Bring
Staff roster for training coordination
Program schedule and activity plans
Any known student medical information or concerns

Staff Training & Certification
Coordinate required staff training on
student safety and health
Schedule first-aid and CPR certification if
needed
Review ongoing training requirements and
renewal schedules
Discuss specialized training for students with
medical needs

Follow-Up Actions
Schedule mandatory health and safety training
sessions
Obtain emergency medical forms and
procedures
Establish protocols for students with special health
needs
Plan wellness activities that align with district
policy
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Prompts for a conversation with your 

Technology Director

Key Discussion Areas

Meeting Purpose: Establish technology access, systems, and digital
presence to support effective program operations and communication.

Notes

Student Information Systems
Gain access to student information
system and attendance tracking
Set up student management system
access and permissions
Choose attendance tracking method:
scanning badges vs. manual procedures
Review data privacy and security
requirements

System Access & Equipment
Set up access to personal devices and
network login credentials
Obtain copier codes and printing
procedures
Confirm available devices for afterschool
program use (tablets, computers, etc.)
Review equipment checkout and
maintenance procedures

Materials to Bring
Staff roster for system access setup
Program communication needs and goals
List of technology requirements for planned activities

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
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Prompts for a conversation with your 

Technology Director

Key Discussion Areas

Meeting Purpose: Establish technology access, systems, and digital
presence to support effective program operations and communication.

Notes

Training & Support
Discuss needed technology training
sessions for director and/or all program
staff
Identify ongoing tech support resources
and contacts
Review troubleshooting procedures and
help desk protocols

Digital Presence & Communication
Create program website link on district
webpage
Establish social media page following
district policies and procedures
Review digital communication guidelines
and approval processes
Discuss parent/family communication
platforms

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Follow-Up Actions
Complete all system access setup and
testing
Schedule staff technology training sessions
Finalize digital communication platforms
and procedures
Establish tech support contacts and
procedures
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Prompts for a conversation with your 

Maintenance Director

Key Discussion Areas

Meeting Purpose: Secure building access and establish maintenance
support systems for seamless afterschool operations.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Space Confirmation & Setup
Confirm all afterschool program spaces
and room assignments
Review any space restrictions or special
use requirements
Discuss furniture arrangements and
equipment needs
Identify storage areas for program
materials and supplies

Building Access & Security
Set up access to all rooms and locked
areas used by the program
Obtain necessary badges, keys, and
entry protocols
Review building entry and exit
procedures for afterschool hours
Discuss security protocols for multiple
building locations, if applicable

Materials to Bring
Complete list of spaces and rooms needed for programming
Program schedule and operating hours
Special equipment or setup requirements

21



Nebraska 21  Century st

Community Learning Centers

NEW PROJECT DIRECTOR 
Conversation Guide

Prompts for a conversation with your 

Maintenance Director

Key Discussion Areas

Meeting Purpose: Secure building access and establish maintenance
support systems for seamless afterschool operations.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Test all access badges and entry protocols
Exchange contact information for
maintenance support
Schedule any needed space setup or
modifications
Establish regular communication check-ins

Maintenance Support System
Establish primary point of contact for
maintenance concerns during program
hours
Get emergency contact information for
urgent issues
Review procedures for reporting non-
emergency maintenance needs
Discuss response time expectations and
escalation procedures

Custodial & Cleaning Support
Coordinate cleaning support during
program hours
Establish post-program cleaning procedures
and expectations
Discuss trash removal and facility reset
protocols
Review any special cleaning requirements
for program activities

22
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Prompts for a conversation with your 

Building Custodian

Key Discussion Areas

Meeting Purpose: Coordinate daily building operations and establish
working procedures with your key on-site support partner.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Daily Cleaning & Maintenance
Coordinate regular cleaning routines during
and after program hours
Establish procedures for handling spills and
student accidents
Discuss immediate response protocols for
facility issues
Review end-of-day facility reset expectations

Space Usage & Approval
Confirm all approved rooms and spaces
for program use
Review any space restrictions or special
usage requirements
Discuss setup and breakdown expectations
for different activities
Identify storage locations for program
supplies and equipment

Building Security & Access
Review procedures for locking and
unlocking doors at program start/end
Set up building alarm systems during
program hours, if needed
Confirm security protocols and
emergency procedures
Exchange contact information for
immediate building concerns

Materials to Bring
Program schedule and room usage plans
Calendar of planned special events
Contact information for program staff
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Prompts for a conversation with your 

Building Custodian

Key Discussion Areas

Meeting Purpose: Coordinate daily building operations and establish
working procedures with your key on-site support partner.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Follow-Up Actions
Test all locking/unlocking procedures and
alarm systems
Establish daily communication routine
Schedule walk-through of all program
spaces
Create notification system for special
events

Special Events & Communication
Notify custodian about upcoming large
events (family engagement nights, etc.)
Discuss special setup and cleanup
procedures for events
Review additional security or access
needs for special programs
Establish advance notice timelines for
event planning

The custodian is your daily partner in
creating a clean, safe environment -
building this relationship is essential for
smooth operations.

24
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Prompts for a conversation with your 

Building Secretary

Key Discussion Areas

Meeting Purpose: Build a strong partnership with the school's
communications hub and your key daily ally.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Information Sharing Systems
Plan for sharing student rosters and
enrollment updates
Discuss individualized student pick-up plans
and procedures
Review student schedule changes and
notification processes
Establish protocols for emergency contact
information

Communication Partnership
Establish regular communication
protocols for afterschool updates
Discuss procedures for sharing parent
messages and announcements
Review student announcement systems
and timing
Coordinate messaging to avoid conflicts
with school-day communications

Materials to Bring
Program calendar and key dates
Contact information for all program staff
Sample communication materials
Initial student roster if available

The building secretary is often your most
valuable daily partner - invest in this
relationship and it will pay dividends
throughout the year! 25
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Prompts for a conversation with your 

Building Secretary

Key Discussion Areas

Meeting Purpose: Build a strong partnership with the school's
communications hub and your key daily ally.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Contact & Accessibility
Exchange comprehensive contact
information (cell, email, office)
Share program office hours and
availability
Establish backup communication
procedures
Discuss preferred communication
methods for different situations

Program Coordination
Share complete program schedules and
calendars
Discuss how afterschool events align with
school calendar
Review procedures for schedule changes
and updates
Coordinate use of school communication
systems

Follow-Up Actions
Set up regular information sharing
schedule
Test all communication systems and
procedures
Schedule follow-up meetings as needed
Establish emergency communication
protocols

26
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Prompts for a conversation with your 

Established Community Partners

Key Discussion Areas

Meeting Purpose: Transform grant commitments into active
partnerships that enrich student learning and strengthen
community connections.

______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________
______________________________________

Notes

Safety & Compliance Requirements
Review background check requirements
and procedures
Establish identification and school-entry
protocols
Discuss ongoing safety training and
compliance needs
Set up regular communication systems
(contact updates, newsletters, email
groups)

Relationship Building & Goal Alignment
Connect with partners from grant
proposal and letter of support providers
Review and align partnership goals with
program objectives
Discuss how services meet school and
community needs
Establish shared vision for student
impact and success

Materials to Bring
Grant proposal partnership commitments
Sample Memorandum of Understanding template
Safety and background check requirements

Strong community partnerships
transform programs from good to
exceptional - invest deeply in these
relationships for lasting impact.

27
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Prompts for a conversation with your 

Established Community Partners

Key Discussion Areas

Meeting Purpose: Transform grant commitments into active
partnerships that enrich student learning and strengthen
community connections.

____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________

Notes

Administrative & Documentation
Clarify data collection and reporting
requirements
Review in-kind contribution tracking and
documentation
Schedule community partner surveys and
feedback collection
Develop Memorandums of Understanding
(MOUs) for each partnership

Program Planning & Implementation (for
programming partners)

Collaborate on hands-on learning activities:
art, STEM, wellness, career exploration, literacy,
health and fitness
Coordinate schedules and identify optimal
partnership timing
Discuss materials, equipment, and space
requirements
Plan staffing support and volunteer
coordination

Follow-Up Actions
Complete background checks and safety
clearances
Finalize MOUs with signatures and effective dates
Schedule regular partnership check-ins and
evaluations
Establish communication and reporting
schedules

28
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Prompts for a conversation with

Classroom Teachers

Key Discussion Areas

Meeting Purpose: Build trust and partnership with teachers
whose classroom spaces you'll use, establishing mutual respect
and shared commitment to student success.

____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________
____________________________________

Notes

Classroom Space Partnership
Express genuine gratitude for classroom space
usage
Acknowledge the significance and trust
involved in sharing their professional space
Assure respect for all classroom materials,
displays, and organization
Commit to leaving rooms in excellent
condition after each use

Program Introduction & Shared Mission
Provide comprehensive program overview
and goals
Emphasize the connection between school-
day and afterschool learning
Highlight shared commitment to helping
students become successful

Respect & Protection Protocols
Discuss specific procedures for protecting
and maintaining classroom environment
Establish clear guidelines for student
behavior in borrowed spaces

Communication & Ongoing Partnership
Provide complete contact information and
availability
Establish regular check-in schedule to
address any concerns
Create open communication channels for
immediate issue resolution
Schedule periodic meetings to maintain
positive relationships

Follow-Up Actions
Schedule regular check-ins with each teacher
Establish feedback system for any space-
related concerns
Train all afterschool staff on classroom respect
protocols
Create recognition system to thank teachers
for their partnership
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