
Preparing New GEAR UP 
Leaders for Success

Foundational Issues in GEAR UP Implementation
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Welcome: Who’s in the Room? 

• Raise your hand if you’re part of the 2018 class of GEAR UP grantees

• Raise your hand if you’re relatively new to GEAR UP, even if your grant 
isn’t “new”

• Raise your hand if you have experience with GEAR UP but are just 
looking for a refresher
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Who We Are
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Today’s Agenda

• Ground everyone in the realities of effective GEAR UP 
leadership

• We’ll use a forum-driven format to: 
• Discuss core challenges in GEAR UP implementation

• Discuss lessons learned over the past two decades

• Learn from each other
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Let’s Talk Reality
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Your application is a framework 
rather than a fixed blueprint. It 
will evolve substantially.

How you manage change over 
time is your primary 
job as a GEAR UP leader.
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The nature of GEAR UP requires 
you to be one step ahead of 
where your students are.

Middle, High, and PSE 
educational settings each 
present different challenges 
you need to plan for well in 
advance. 
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GEAR UP funds are a precious 
public resource, so integrity is 
everything. 

While challenging, ensuring 
compliance must be a shared 
goal among all of your 
stakeholders. 
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You are not alone. 

The community is remarkably 
generous with their expertise—
there’s a great support system 
already in place. 
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Unique Shared

Yes, You’re Special, 
But We Have Things in Common

10



Our Focus for Today: 
Challenges & Lessons Learned

Success

Strong 
Foundation

Continual 
Improvement

Nurturing 
the 

Partnership

Data & 
Evidence
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Establishing a Strong Foundation 
for 1st Year Success and Beyond

Getting off to a solid 
start with the launch of 
your GEAR UP program 
will have cumulative 
effects that go well 
beyond the first-year of 
your grant. 

The strategic 
investments you make 
in your people, your 
structure, and your 
processes will pay 
critical dividends. 
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Creating a Culture of 
Continual Improvement

GEAR UP isn't static. 
You'll be adapting to 
changing conditions at 
the national, 
partnership, and school 
levels. 

Ensuring that you 
dedicate sufficient time 
and focus on learning 
from your successes, 
mistakes, and changes 
in your environment, is 
necessary if your goal is 
to improve.
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Nurturing Your Partnership

GEAR UP requires that 
you partner with other 
leaders to set a shared 
vision, implement 
programs, and chart your 
future efforts. The 
stronger the partnership, 
the stronger your program 
will be. 

Ensuring that your 
partners are striving and 
working together 
effectively can't be left to 
chance—it requires an 
intentional commitment. 
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Creating a Culture of 
Evidence

A commitment to 
evidence is far more 
important than merely 
remaining in compliance 
with GEAR UP grant 
requirements.

Consider your 
investments in evaluation 
as a an investment in your 
overall success, as the 
data will inform how your 
program evolves over 
time, help you secure 
buy-in and support, and 
ultimately, demonstrate 
that your program was 
worth the investment. 
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Take a Moment 
to Reflect
Take 5 minutes to read the handout that 
distills some of the key lessons learned 
from GEAR UP implementation. This will 
help inform our discussions. 



Topical 
Discussions
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Topical Discussions

• Assign a table facilitator and recorder
• Grab a pad of paper and pen

• Please write legibly and label the topic

• Capture unresolved questions on Post-It notes and 
we’ll try to answer them later 

• NCCEP will scan the notes and post to the conference 
app 
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Topical Discussions

• With the lessons learned in mind, discuss among your table: 
• To what extent do the challenges reflect your situation? What else 

is keeping you up at night? 

• Which of the lessons learned surprised you? Which seem 
attainable?

• What are others doing that you can learn from? 

• Capture unresolved questions on Post-It notes and we’ll try to 
answer them later 



Role-Based
Dialogue
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Role-Based Dialogue

• Take a moment to identify the role category that best describes your 
role with GEAR UP:

1. GEAR UP Director/Principal Investigator

2. GEAR UP Program/Site Coordinator

3. Institutional/School Administrator

4. GEAR UP Implementation Staff

5. Finance/Operations 



Role-Based Dialogue

Self-Select into Groups

• Move to a table to join your role-
based colleagues (yes, bring your 
things)

• Introduce yourself and make 
new friends 

• The presenters will be available 
to join your discussions

Document Your Conversation
• Assign a table facilitator and 

recorder
• Grab a pad of paper and pen

• Please write legibly and identify the 
group

• Capture “parking lot” questions 
that we’ll try to answer later

• NCCEP will scan the notes and post 
to the conference app 
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Room Map for Roles
(Yes, Like GEAR UP, it Will Get a Little Chaotic)

GEAR UP Directors/Principal Investigators GEAR UP Program/Site Coordinators

GEAR UP Implementation Staff Institution/School Administrators 

Finance/Operations 

Front of the Room

Back of the Room
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Discussion Questions

• Based on your unique role, what barriers or challenges 
are you dealing with for which others may have 
solutions?

• What are things you are doing really well that you 
think others may benefit from (i.e. a strategy, resource, 
or tool)?

• Be prepared to report out the major takeaways! 
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Discussion Questions

• Based on your unique role, what 
barriers or challenges are you 
dealing with for which others 
may have solutions?

• What are things you are doing 
really well that you think others 
may benefit from?

• Be prepared to report out the 
major takeaways! 

GEAR UP 
Directors/PI

GEAR UP 
Program/Site 
Coordinators

GEAR UP 
Implementation 

Staff

Institution/School 
Administrators 

Finance/Operations 

Front

Back
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Q & A
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Complete the Seminar Survey!
(In the Conference App)



Lois Bramwell, lbramwel@lausd.net

Linda Morgan, lmorgan@eosc.edu

Marcie Sample, MarcieS@wsac.wa.gov
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