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STAFFING

Goals for this section: 
•  Determine roles that are necessary to launch your 

center
•  Create job descriptions from existing roles in your 

college or district
• Decide on a hiring timeline
• Identify funding sources for staffing
• Plan staff onboarding processes and training

After determining your services and partnerships, the 
next step is to figure out staffing for your SparkPoint 

center. This section includes recommended positions, 
leveraging existing staff, funding considerations, 
sample job descriptions, questions for the planning 
committee, and initial hiring and on-boarding consid-
erations. If SparkPoint is new to your college or district, 
it will take time for the institution to understand what 
SparkPoint does for the student community and what 
staffing is needed. We recommend starting the planning 
for positions early, as staffing approvals and hiring at 
postsecondary institutions take time. 

STAFFING STRUCTURES
The Bare Minimum
At the most basic level, a SparkPoint center at a 
postsecondary institution needs a full-time SparkPoint 
Director as well as a full-time SparkPoint Coordinator 
or Coach in order to launch. Anything less would make 
it impossible to provide the full range of SparkPoint 
services to the student population, no matter how many 
students the center is hoping to serve. Ideally, both 
positions would be approved and fully funded by the 
college or district prior to launch, so that the positions are 
not dependent on grant funding year to year.

•  SparkPoint Center Director: This position is 
responsible for planning, directing, and overseeing 
the SparkPoint center at postsecondary institutions. 
She/he/they builds and maintains on and off-campus 
partnerships, supervises staff, manages the budget, 
oversees data and reporting, and leads fundraising 
efforts.

•  SparkPoint Coordinator and Coach: This position is 
responsible for implementing SparkPoint programming, 
data management and reporting, and SparkPoint 
center operations. She/he/they provides general office 
management and administrative support for the site if 
additional support is unavailable. The role promotes 
SparkPoint services on campus among students, faculty, 
and staff. The position also devotes some time to 
providing one-on-one personalized financial coaching 
to students and community members and connecting 
them to additional resources. This position builds 
relationships with students and community members, 
supports individuals to set and track goals, and 
conducts follow-up as necessary.

Additional Roles
Ideally, a SparkPoint center at a postsecondary institution 
has multiple SparkPoint Coordinators and Coaches 
as well as administrative support. The following are 
additional positions that are helpful to fully staff a center:

•  Additional Office and Student Assistant(s): This 
position supports the SparkPoint Coordinator around 
data entry, running reports, scheduling, and/or 
interacting with students to respond to questions about 
the SparkPoint center. The person in this role may 
screen students and community members for public 
benefits. This position may also support the on-site 
food pantry or additional projects. The main responsi-
bilities of this role are not student-facing, though the 
position does interact with students.

•  Retention Specialist(s): A retention specialist at a 
community college keeps in touch with students, 
follows up with students, and performs administrative 
work. This position could follow up with students, 
support food pantry operations, scheduling, data entry, 
and/or provide other administrative supports to ease 
the burden on the SparkPoint Coordinator and Coach 
of scheduling and following up with all the individuals 
on their caseloads. 

•  External Contractors and Consultants: A SparkPoint 
center may choose to contract financial expertise 
through a partner organization or external consultant 
if existing staff are unable to perform these duties. 
However, for most colleges and districts, independent 
contractors are only allowed if no one else at the 
district can be doing that job, and if this position works 
full time, the union may ask that a college or district 
employee position be created instead. 
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•  Volunteer(s): Volunteers can support SparkPoint 
centers by conducting workshops, supporting events, 

supporting food pantries, and/or conducting financial 
coaching (if available to meet with students long-term).  
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LEVERAGING EXISTING STAFF
At postsecondary institutions, it is often easier to take an 
existing position and adapt it to include responsibilities 
for the new SparkPoint center. Approvals for brand new 
positions can take a year or more and unions may express 
concerns about new positions. Because the SparkPoint 
model includes many components and partnerships, it 
also takes time for the college or district to understand 
the staffing necessary for a successful center, even if there 
is buy-in for launching on campus. 

Thus, we recommend looking at existing positions and 
job descriptions at your college and district. 

For example, though SparkPoint centers at com-
munity-based organizations have Financial Coaches 
who provide one-on-one coaching full-time, when 
SparkPoint centers at community colleges tried to 
create a full-time financial coaching role at the college, 
it raised a lot of concerns from the California School 
Employee Association and did not get approval from 
the district because the duties were out of scope for an 
employee of an educational institution. A financial coach 
position would therefore be a non-exempt employee 

not supported by the collective bargaining agreement. 
Instead, SparkPoint centers at community colleges have 
refined an existing position – a coordinator role that 
interacts with students and coordinates programming 
– to create a SparkPoint Coordinator position. This role 
includes part-time financial coaching.  
 
Below are additional examples of institutional staff that 
can be leveraged. In some cases, these roles eventually 
shifted completely to become full-time SparkPoint staff. 
In others, these roles shifted to provide a portion of 
their time for SparkPoint. In many cases, these roles 
did not shift but became critical personnel who provide 
services under the SparkPoint umbrella, refer students to 
SparkPoint, or offer operational support for the center.

•  Financial Aid Technician – Some centers have tried 
to use the financial aid technician to fulfill the role 
of the SparkPoint coach, but in one case, the union 
disapproved of this because it would have to be 
uniform across the district, meaning all financial aid 
technicians across the district would also have to be 
SparkPoint financial coaches. Therefore, SparkPoint 
centers created a new position (the SparkPoint 



41  

I  Introduction II  Discovery III  Planning IV  Resources V  Research

Coordinator and Coach role).
•  CalWorks staff – One SparkPoint center leverages 

the CalWorks Counselor and Coordinator overseeing 
the Fresh Success program to staff the basic needs 
component of SparkPoint. This position meets with 
students, staffs the food pantry, and can provide limited 
financial coaching and administrative support.  

•  Dean or Director of Equity – This is a newer position 
at many California Community Colleges that oversee 
the implementation of a college or district-wide equity 
plan. In one case, the Director of Equity and Student 
Success led the planning for the SparkPoint center and 
now acts as the SparkPoint Director. 

HIRING AND STAFFING CONSIDERATIONS
Diversity, Equity, and Inclusion
It is important for SparkPoint staff to reflect the culture, 
race, language, and community that the center will serve. 
For example, if your institution serves a large Span-
ish-speaking student population, having staff who speak 
Spanish may allow students to feel comfortable coming 
to the center and build relationships with staff. Students 
and community members of color may also want to see 
themselves represented among center staff. 

Unions
Most postsecondary institutions have unions that provide 
protections to employees. Because financial coaches, for 
example, are not typical roles at postsecondary institutions, 
unions may have concerns about brand-new roles, and 
in the case of one community college district that houses 
multiple SparkPoint centers, the California School Employee 
Association disapproved of creating a financial coaching 
position. Unions also want all positions to be treated 
fairly, so converting one financial aid technician into a 

financial coach, for example, would not be possible if 
there are multiple financial aid technicians within the 
district. It is important to consider union implications when 
creating new roles for your SparkPoint center. 

Timeline
It takes time for the institution to understand SparkPoint 
if the model is new to the college or district. Therefore, 
it is important to start early in drafting job descriptions 
and getting the necessary approvals. Work backwards 
from your proposed launch date to determine a timeline. 
Hiring a SparkPoint Director at the beginning of the 
planning process would be ideal as the Director can be 
part of the planning process; however, it may be more 
realistic to assign an existing administrator or staff member 
to oversee the planning process in the interim while 
hiring for the Director. It may be more realistic to hire the 
SparkPoint Coordinator and Coach or direct service staff 
first. Though this is less ideal, it may be more reasonable 
considering community college hiring practices. 

•  Determine staffing 
needs and available 
funding 

•  Create new 
positions and start 
approval processes, 
if creating brand- 
new positions

HIRING TIMELINE

12+
MONTHS 
PRIOR TO 
LAUNCH

•  Adapt 
existing job 
descriptions 
and submit for 
approval

• Post positions

9
MONTHS 
PRIOR TO 
LAUNCH

•  Interview 
candidates

• Hire staff

6
MONTHS 
PRIOR TO 
LAUNCH

•  On-board new 
staff

•  Cross-train 
any existing 
staff shifting 
responsibilities 
for SparkPoint

3
MONTHS 
PRIOR TO 
LAUNCH

•  Continue 
on-boarding 
and staff 
training

CENTER 
LAUNCHES!
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FUNDING POSITIONS
Funding for staff can come from a variety of sources, 
but it is best to have staff funded through the college’s 
institutional dollars so that staff positions are not 
dependent on an external grant timeframe. It is important 
to think about the roles necessary for the center and the 
funding for the positions concurrently, as positions could 
be approved without funding (the SparkPoint Director 
then has to fundraise for the position) or funding could 
come in without the position approved (for example, the 

SparkPoint center could receive funding for staffing but 
the position has not yet been approved by the district). 
Both scenarios would delay the timeline for launching 
your center.

For more information on examples of funding sources 
that have funded staff positions, see the Budget and 
Sustainability section. 

INITIAL HIRING, ON-BOARDING, AND TRAINING
Considerations for on-boarding:
• Who is responsible for on-boarding?
•  Who do they need to meet with to build relationships 

or understand SparkPoint?
•  What trainings will the staff need to attend and by when?
• What resources or materials do they need to review?

See a sample on-boarding schedule here.

Guiding Questions:
• Which roles need to be hired?
• What existing positions can be adapted?
• Who will provide financial coaching?
• What is the hiring timeline?
•  How does the staffing reflect the demographics of the 

student population accessing services?
• How will positions be funded?
•  What initial and on-going staff training and 

development is needed?
•  Who will be responsible for data collection, entry, 

reporting, and monitoring? 
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