
Key Zone Staffing Design  

 
ISD 709 Duluth Public Schools Director of Community Education and Duluth YMCA Community 
Services Branch Executive Director:​  Directors will provide leadership and direction to all school year 
and summer programming. Directors will develop and monitor budgets and work to secure additional 
funding that will support the program.  Directors will serve as ambassadors for the program at a local 
and state level.  
 
Program Co-Directors:​  The Directors oversee all aspects of program implementation, staffing, 
evaluation and communication between all sites and program partners.  This position oversees program 
and evaluation databases, participant attendance and activity records, tracks reimbursements, in-kind 
expenses, volunteer time, and records minutes from all meetings. The Directors supervise the Site 
Coordinators and participates in performance reviews for all Key Zone staff. 
 
Site Coordinators: ​ Each of the nine sites has a part/full time program coordinator who will oversee 
implementation for their community/school partnership.  Site coordinators are responsible for the 
fidelity of the program model and integrity of the interventions.  Site Coordinators implement program 
strategies/activities, ensure Key Zone staff work in close collaboration with school staff, engage parents, 
oversee volunteer recruitment and training, weekly site based team meetings, and mobilize community 
resources in support of program goals.  Site coordinators recruit, supervise and review performance for 
all out of school time staff including AmeriCorps Members, youth specialists and/or club instructors.  
 
AmeriCorps Members:​  Members will be placed to provide academic enrichment, youth development, 
homework help and service learning.  
 
Youth Specialists/Club Instructors:​  Each site has instructors who teach during the Enrichment Clubs. 
Liaisons work with all community –based instructors to design appropriate lesson plans and oversee 
implementation and outcomes. Staff who instruct receive training in child development instructional 
strategies, building safety, interventions and implementation methods. The number of instructors needed 
per site depends on the number of children enrolled with a goal of a 1:15 student-to-staff ratio. 
 
Volunteers:​  Trained volunteers will serve as program assistants. Each site will have on-going volunteers 
who provide mentoring and tutoring, group support and are involved in the planning and implementation 
of special projects and activities based on their interest and expertise.  All volunteers undergo a 
background check and meet with participants in public spaces. 
 
Student-to-staff ratios:​  ​1:15 student-to-staff ratio in all grade K-5 activities not including volunteers. 
1:10 student-to-staff ratio for any pre-kindergarten groups.  
 


