
Preparing for Your Next GEAR UP
Part 2: Exploring Design Issues
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Who We Are
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Our Approach

Yesterday
• Focus on the competitive 

context and navigating the 
selection criteria

Today
• Explore GEAR UP design 

issues and key strategic 
decisions

• Introduce key design issues 
& create discussions

Wednesday
• Engage in a roundtable 

forum, where you will 
drive the dialogue
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Some Engagement

More Engagement

All Engagement



The Context For Today

• Beyond winning the grant, you want to happily live with the grant

• While you will certainly have some flexibility to modify your program 
over time, the decisions you make today will resonate over the next 6 
or 7 years

• While each applicant has a unique context, there are some core 
strategic questions related to how we design our programs that each 
of us are confronted with
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The Context For Today

• Our goal is to surface some of these strategic questions so you can 
deliberate on the implications for your planned program

• While we won’t have all the answers, we will be setting time aside 
today for you to join collogues who have a similar interest; also, we 
can carry over conversations into tomorrow’s session

• While there are lessons learned, the reality is most of the design 
issues we are going to explore require trade-offs that you’ll need to 
apply to your local context
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Key Questions For Today’s Discussion

Student 
Service 
Models

Identifying & 
Recruiting 

Schools

Program 
Design & 
Services

Evaluation 
Plan

Administration 
& Budget
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Student Service 
Models
Who, How Many, and How to Serve?
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Which Student Service Model to Adopt?

Partnership Grants
• Cohort Model

• Serve all students enrolled in one or 
more grade levels (no later than 7th) 
at an eligible school

• Public Housing Model
• Serve some students enrolled in one 

or more grade levels (no later than 
7th) at an eligible school, who reside 
in public housing

State Grants
• Cohort Model
• Public Housing Model
• Priority Model

• Serve individual students at any 
grade level based on legislatively 
defined criteria

• Hybrid Model
• Implement cohort and priority 

models simultaneously
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Cohort Model

Opportunities

• Longitudinal approach from MS 
to PSE

• Concentration of students, 
activities, and staff

• Impact on feeder patterns, 
schools, and cultures

Challenges
• Student mobility within the cohort

• The MS to HS feeder patterns are 
rarely perfect—some students will 
be lost, new students will be 
gained

• Little repetition: activities are 
continually adapting as cohort 
matures
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Priority Model

Opportunities
• Flexibility to specifically target 

high-need students across a 
wider range of schools

• Ability to serve eligible students 
at one or more grade levels

• Does not rely on school-wide 
eligibility criteria, which is 
important in rural states

Challenges
• Impacting school-wide practices 

requires intentionality

• Distribution of programming, staff, 
and match across schools/regions

• Reporting impact: the GEAR UP 
APR/FPR simply isn’t very 
accommodating for priority models
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Public Housing and Hybrid Models

Public Housing Opportunities
• Flexibility to target a segment of 

a school’s grade level, based on 
public housing status

Public Housing Challenges
• Delivering services to a sub-set 

of students in schools, or in 
public housing settings 
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Hybrid Opportunities

• Can serve a traditional cohort, 
while targeting a subset of 
students in another grade-level 
(e.g., 7th grade cohort + targeted HS seniors)

Hybrid Challenges

• Complexity of implementation 
demands strong leadership and 
partners



Key Questions

• Given the realities of student mobility and feeder patterns, how can 
your program effectively anticipate and react to a changing GEAR UP 
population?

• Given budget limitations (per-student caps and annual state caps) 
how will your service model impact the size scope of your proposed 
program?

• For states that have more options, which model is best suited for the 
goals of your project, your administrative structure, and lasting 
impact?
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Identifying and 
Recruiting 
Schools
Who to Work With?
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Identifying and Recruiting Schools

• For most of us, selecting your school (or district) partners will need to 
be complete by the time you submit the application—in some cases 
State applicants have a post-award RFP process, but that isn’t an 
option for Partnership grantees

• School selection is one of your most important early decisions, but 
will require you to balance a number of factors

• School selection should be resolved early—some factors are going to 
be potential non-starters, or you’ll need to coach/coax schools to 
participate
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Factors to Consider

• Need: The school and student population meets the eligibility requirements
• Relevance: There is strong alignment between the needs of the school and your 

goals
• Commitment: The school’s leadership is motivated and a willing partner to 

prioritize the challenging work of GEAR UP
• Data Access: You expect to have reasonable access to the data you need for 

evaluation and compliance purposes
• Generating Match: The school will take on the obligation of creating match 

opportunities for the program
• Implementation Considerations: Space for programming, access to students, 

support for programs (e.g., trips, visits)
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Key Questions

• Given the application explicitly emphasizes “need” and 
“commitment”, how will your selection process ensure you 
identify schools that satisfy both criteria?

• How will you assess potential schools against these criteria 
during the identification and recruitment process?

• Are are the non-negotiable traits that your program will 
insist on from your partner schools? 
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Program Design 
and Services
How Will You Achieve Your Goals?
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Program Design and Services

• The strategic north stars of GEAR UP are largely pre-defined by the rules 
and selection criteria, but how you balance, weigh, and pursue those goals 
is up to you

• Your needs analysis and proposed programs need to be tightly aligned, yet 
prioritizing your slate of activities is a challenge:

• Making a measurable impact on academic achievement

• Ensuring compliance with mandatory activities

• Striking the right balance between direct services and capacity-building initiatives

• Selecting high-impact investments in students, families, and educators
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Making GEAR UP “Workable”

• For most applicants, you can’t mandate your schools to act, you need 
to persuade them

• As such, you’ll need to determine how centralized or decentralized 
your program—or aspects of your program—will be 

• Centralized: implementation is somewhat uniform across GEAR UP schools

• Decentralized: implementation is somewhat unique across GEAR UP schools

• Generally, you’ll be considering trade-offs as you deliberate on how 
much autonomy your participating schools will have
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Making GEAR UP “Workable”

• Your orientation on this issue will influence:
• Implementation Fidelity: The quality of program implementation relative to 

your expectations and standards

• Buy-In: The extent to which your school leaders support and take ownership 
over your vision

• Evaluation Design: The variety of programs and implementation differences 
compound evaluation challenges

• Grant Administration: Staffing decisions, reporting lines, budget allocations 
and processes, and generating match
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Key Questions

• What blend of programs will satisfy your state’s or community’s 
needs, but will also lead to improved outcomes?

• How will you balance academic vs. non-academic activities and 
interventions?  

• To what extent will you prescribe what specific activities a school will 
offer to GEAR UP students? 

• To what extent will you prescribe how activities and other 
administrative functions are implemented? 

21



Evaluation Plan
Will Our Plan and Infrastructure Lead to 
Effective Evaluation?
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Evaluation Plan and Infrastructure

• Scoring points in the evaluation section is one thing, but genuinely 
learning from your evaluation is another

• The new application presents you with an opportunity to rethink, 
redesign, and retool your evaluation work

• We know from experience that successful GEAR UP evaluation 
requires commitment, smart investments, productive relationships, 
and technical expertise

• We won’t turn this into an evaluation workshop, but there are some 
key questions to ask
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Key Questions

• What have and haven’t you learned from your current evaluation? 
Are you satisfied?

• How can you to incorporate formative evaluation to guide your 
program more effectively? 

• What are the specific barriers that exist for you now, that the new 
application will need to overcome? 

• Based on your current experience, are you making the right 
investments in people, processes, and infrastructure?
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Administration 
and Budget
Are We Structured to Deliver on the 
Grant?

25



Administration and Budget

• For even the most seasoned programs, getting off to a productive Year One 
start is a challenge, and requires a thoughtful plan

• Getting the right team and partners on board may be your most important 
early decision

• Establishing a culture of continual improvement can’t just be application 
rhetoric. Your program will evolve over time so adaptation is key

• Anticipate and have a plan for budget carryover in the early years of your 
grant

• With all of the work, it’s hard to focus on sustainability

26



Key Questions

• What are the specific skills and competencies your team needs to 
succeed, beyond standard qualifications (change agents, communication specialists, etc.)?

• Will your hiring and reporting lines be centralized, or decentralized?

• How will your steering committee/advisory group improve your 
work? 

• Which of your activities or services are well suited to be sustained, 
institutionalized, or will leave a lasting impact on participating 
schools?
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Great. Let’s Talk. 
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Topical Dialogues

Self-Select into Groups
• Based on your interest, move to 

a table to join like-minded 
colleagues (bring your things)

• Introduce yourself and make 
new friends 

• The presenters will be available 
to join your discussions

• Move around as you see fit

Document Your Conversation
• Assign a table facilitator and 

recorder
• Capture key takeaways on index 

cards
• Capture “parking lot” questions 

that we’ll try to address tomorrow
• NCCEP will summarize notes and 

post to conference website
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Room Map for Topics
(Yes, Like GEAR UP, it Will Get a Little Chaotic)

Student Service Models

Evaluation Plan

Program Design & Services Administration & Budget

Front of the Room

Back of the Room
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Identifying & Recruiting Schools



Discussion Questions

• What barriers or challenges do you anticipate that you’d like 
to discuss with others?

• What approaches are you are you considering that may be 
helpful to others? 

• Are there new burning issues that we could potentially 
discuss tomorrow (please note on a separate index card)?
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Discussion Questions

1. What barriers or challenges do you 
anticipate that you’d like to discuss 
with others?

2. What approaches are you are you 
considering that may be helpful to 
others? 

3. Are there new burning issues that 
we could potentially discuss 
tomorrow (please note on a 
separate index card)?

Evaluation Plan

Program Design & 
Services

Administration & 
Budget

Front

Back
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Student Service Models

Identifying 
& Recruiting Schools



Presenter Information
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Deltha Colvin, Deltha.Colvin@wichita.edu
Troy Grant, Troy.Grant@tn.gov

Matt Orem, morem@ipsi.utexas.edu
Maria Rocha-Ruiz, mgrruiz@ucsc.edu
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