Tips for New CLC’s
Congratulations to all of you who have been awarded a CLC grant! Be assured that this will be something you learn as you go. You have your program plan and budget to guide you, but be prepared to make tweaks and adjustment with implementation and stay in touch with DPI staff for approval as needed. I always hope for a year when I do not need to do budget revisions, but that has not yet occurred! Be realistic in terms of what you can develop and sustain. You have a 5-year grant period. It used to be a 3-year grant cycle, but they found that just when programs were really clicking on all cylinders it was done. So, the 5-year cycle allows for the time needed.
21st Century CLC programs have really changed over time from being a safe place for latchkey kids to programs which are not merely an extension of the school day, but rather something to complement the school day and provide an opportunity for academic enrichment to advance student achievement and success. The concept of “after-school programs” has broadened to “out-of -school learning” and incorporates before school, after school, and summer. With a change in our start and end times in our district this year, we are hoping to maximize use of before-school time.
I recommend that you have a celebratory launch (a neighboring CLC had t-shirts with the name of their program and all their staff were wearing them on the first day of school). The National Lights on After-school Campaign is coming up in October and that is great time to host an event and get awareness of your program.
Regardless of whether you are an outside agency or district staff running the program, you want to get buy-in and support from the get go.  Make sure your program has shared ownership and decision-making. I had a school once that we established as a satellite program many years ago and we brought everything in for them and it failed miserably…no one would teach in the program, and without the teachers of the school helping to support and promote there was poor participation. As you all know the principal is key to the support of your program, but others that you will need to befriend are the custodial staff, the secretary, the food service staff, HR, payroll, and the business office staff. The CLC adds to their work load and involves shared space and resources, so creating positive relationships with all of these individuals is vital. The WSD payroll department staff recently commented on the days before after-school programs started (which now employ several hundred people, with different time cards and pay rates and budget numbers) and their staffing to process all this has remained the same.
Consider establishing an advisory team; you may want to have someone who serves as a liaison or academic coach to help with alignment to the school day. If your district has literacy or math coaches, connect with those people and consider opportunities for staff training. Get parent/PTO involvement early on. See if there are ways you can partner on things. Explore and involve your community agencies and partners. Agencies that used to be able to do more with kids during the school day are finding that schedules now are very tight and they have less access to students; therefore, they may welcome the out-of-school time period. If working with outside agencies you will want to have a Memorandum of Agreement signed clarifying responsibilities of each. We try to have Community Partner meetings several times each year to connect our resources and expand opportunities for students.
I started coordinating programs in 2001 when we received a federal grant for 4 schools. I had not been involved in writing the grant which makes implementation a little more challenging. At that time nothing was set up at all and I went to a national training hosted by the Mott Foundation. They had us write on a piece of paper what we most needed for the success of our program and I think they mailed it to us a year later. Mine said simply,” I need people!” That year I ran between 4 schools and tried to do it all, including purchase and delivery of snacks from Sam’s Club. In the beginning it is the small things that are the greatest challenges (such as snacks). It was crazy but it gets easier over time. Food Service now provides our snacks at no cost to our program through the federal snack program.
Eventually, I got my people and had site coordinators at each site, and I was able to have a bilingual assistant that was very helpful in those early years. I was able to be housed at the administrative building which helped so much with networking and fully integrating after-school programs in the district. I was invited by the superintendent to attend Administrative Council Meetings which keeps me very much in the loop and knowledgeable of district initiatives and priorities. It is through this opportunity that I am included in meetings with private school principals at the start and close of each school year to inform them of our programs and invite their participation. Additionally, being housed at the administrative office has allowed collaboration with people implementing PBIS, PEP grants, and other grants which complement the work I do.
We now have programs at seven elementary sites and two middle school sites. The early years of grants are the time to purchase the things, “the stuff”, that are needed for programming (and if possible to have sharing of resources between sites, if there are multiple sites). If you are successful and go on to have grants in cycles two and three, your budget is primarily instructional staff. Sometimes these purchases raise the eyebrows of board members who are keeping an eye on spending. Those school board members are people you want to keep informed about your programs and extend invitations for them to visit your site. In our district, we have board members assigned as liaisons to particular schools and also specifically to out-of-school programs.
Beyond the Bell remains an excellent resource and is a toolkit for creating effective after-school programs, covering management, collaboration, and programming, linkages with the school day, evaluation, communication, and resources. It provides templates for registration forms, permission slips, surveys, consent to share information, etc.
You all know sustainability is the major challenge, so this is something which you begin early on. We have utilized the AmeriCorps/Vista program (through the Corporation for National Service) to support our out-of-school programs; parent involvement programs, and volunteer coordination. We have partnered with Title I to share the staff costs for our Parent Partnership Coordinator positions, who handle parent involvement and after-school program coordination. We utilize District Fund 80 to support our after-school programs, in fact, that is 68% of our budget for the upcoming school year.
Professional development is something on everyone’s minds and I think plans are in the works to have more regional opportunities. Last year, there was an excellent training in Stevens Point in connection with UWSP that had a variety of youth development professionals in attendance. Additionally, there may be youth coalitions in your community or county that it would be beneficial for you to become involved with. Also, try to integrate your after-school staff into any appropriate training the district is providing staff…CPR…CPI…Seclusion and Restraint, etc. If running your program in 6 or 8 week sessions, use the time between sessions for training, reflection, and review of program goals and objectives. This is also to get your staff out to visit other programs and share best practices.
Last, but not least, you will want to familiarize yourself with the annual reporting, so you are sure you are collecting the right data. There are data systems out there that are designed for after-school programs and create reports that you can enter directly into the APR. However, as Alison and Gary indicated, the APR is changing, so stay tuned about that.
Teachers currently have to absorb a lot of information with adoption of the Common Core Standards and Educator Effectiveness and everything else that is rolling out. Their interest and availability to teach after-school really varies between schools, but a school with the teachers actively involved has the greatest impact and success. Even if they do not have time to teach, would they be willing to do some curriculum development over the summer or plan activities for some of the family nights? Are they willing to help you interpret data and information regarding student achievement and what areas are most critical to address after-school? Can they help with targeting and recruiting students and development of a data rule to help with targeting students? Can they critique lesson plans or materials you are considering purchasing? 
Finally, something I think you should be aware of (because I was not initially aware of this) is Time and Effort Reporting. All employees charged to federal grants must maintain time and effort reporting. It does not matter if it is IDEA funding, or Title funding, Perkins, or AEFL - formula or discretionary - any employee funded with federal grants must document the time they spend working on the grant’s objectives to demonstrate that the amount budgeted and claimed is accurate. If a subrecipient is receiving a federal grant through the Wisconsin Department of Public Instruction, then employees whose costs are claimed as 100/200 objects must be maintaining time and effort records. Time and effort records are housed by the subrecipient and not submitted to the awarding agency. Time and effort records become subject to review during audits and monitoring. So that is something you can talk with your business office about.
Good luck to everyone! Feel free to call with any questions.
Nancy Cedar

Out -of-School Program Coordinator

Wausau School District

715-261-0581

ncedar@wausaschools.org

