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We are thrilled to partner with you to 
improve district and school leaders’ 
use of data for decisionmaking about 
college and career programs, policies, 
and practices!

Our partnership supports your efforts 
to improve students’ college and 
career preparation!
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Regional Educational Laboratories
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The ten RELs partner with 
educators and policymakers 
nationwide. REL work is change-
oriented, supporting meaningful 
local, regional, or state decisions 
about education policies, 
programs, and practices designed 
to improve learner outcomes.

Find us on the web! https://ies.ed.gov/ncee/rel/region/appalachia 
 

https://ies.ed.gov/ncee/rel/region/appalachia
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Data to Improve project goals

Districts use data to improve programs, policies, and practices to prepare high school 
students, especially those from historically underserved groups, for college and careers, 
by:

• Developing research questions that reflect how districts can improve programs, 
policies, and practices to support all students.

• Identifying data sources that can be used to address those questions.

• Creating dashboards to facilitate use of data.

• Sustaining and expanding data use for ongoing improvement.
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Meeting objectives
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• Build understanding of a logic model for college and career 
programming

• Build understanding of existing college and career programming and 
related data elements

• Develop initial research questions related to local college and career 
programming
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Agenda
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• Welcome and introductions
• Centering activity: Why are we here?
• Logic model: An introduction
• A logic model for college and career preparation
• An introduction to Data to Improve
• Steps 1–2: College and career preparation activities and data
• Lunch break
• Step 3: College and career preparation questions of interest
• Wrap-up and next steps
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Meeting norms
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To get the most out of our time together, let’s commit to engage in a meaningful way:

Be present with everyone in the room.

Listen with an open mind and to seek understanding.

Be open-minded with all suggestions.

Collaborate to center students’ needs.
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Introductions: Your turn!

Please introduce yourself:

• Name

• Role

• District/organization
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Activity 1: “Getting to know you” gallery walk
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•What energizes you as an educator?

•What depletes you as an educator?

• If you could eliminate one thing from your daily routine
as an educator, what would it be?

Eliminate

Energize

Deplete
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Gallery walk
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Centering Activity: Why Are We Here?
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Activity 2: Our legacy as educators
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Think of a student who is struggling, a student 
who you care about, a student you see as having 
great potential. Imagine that this student invites 
you to their high school graduation and you are 
sitting right behind the family, watching the 
student with cap and gown, walking across the 
stage and getting a diploma. After the ceremony 
is over, the student introduces you to family and 
friends. 

How do you want to be remembered? 
Aguilar, E. (2022)
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Pair share

• Write down your answer on a 
sticky note.

• Take two minutes to share your 
thoughts with a person sitting next 
to you.

• Take two minutes to share 
responses with the group.

14



REL Appalachia

Logic Model: An Introduction
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Let’s bake muffins!
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Let’s turn this recipe into a logic model
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1. Sift

Inputs Process and activities

a) Measure
Dry ingredients

a) Beat
Butter, milk, eggs

b) Fold
Fold in dry ingredients with berries

2. Mix

a) Pour 
Pour batter into pan

b) Bake
Put in oven to bake

c) Test
Insert toothpick to test doneness  

Outputs

3. Bake batter

b) Sift
Dry ingredients

Baked goods

Eater’s experience

Outcomes

Eater’s experience

d) Cool
Cool muffins on wire rack

Short- and mid-term
outcomes

Long-term outcomes
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If you want to bake better muffins, where do you look?
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1. Sift

Inputs Process and activities

a) Measure
Dry ingredients

a) Beat
Butter, milk, eggs

b) Fold
Fold in dry ingredients with berries

2. Mix

a) Pour 
Pour batter into pan

b) Bake
Put in oven to bake

c) Test
Insert toothpick to test doneness  

Outputs

3. Bake batter

b) Sift
Dry ingredients

Baked goods

Eater’s experience

Outcomes

Eater’s experience

d) Cool
Cool muffins on wire rack

Short- and mid-term
outcomes

Long-term outcomes



REL Appalachia

From baking to schooling: The same logic model set-up
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Inputs Process and activities Outputs Outcomes

Short- and mid-term 
outcomes

Long-term outcomes



REL Appalachia

Alignment of the logic model to questions of interest
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Inputs Process and activities Outputs Outcomes

Context Implementation Short ~ long-term

Relationships 
and capacity Fidelity and continuous improvement Efficacy and 

effectiveness

What aspects of our 
situation most shaped 
our ability to do the 
work we set out to do in 
our school?

What did our 
program do in 
our school?

Did our 
program work 
to improve 
outcomes?

What did our 
program accomplish 
in our school?

How can we improve 
our program to get 
the intended output?

Short- and mid-term 
outcomes

Long-term outcomes

Safir & Dugan (2021); Stewart et al. (2021); W. K. Kellogg Foundation (2004) 
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A Logic Model for College and Career Preparation
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Four pillars of support for high school students’ 
college and career preparation

22

Handout 
1
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Logic model for college and career preparation
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Inputs Process and activities Outputs Outcomes

Long-term outcomes

Short-term outcomes

Mid-term outcomes

Output 1

Output 2

Output 3

Output 4

Input 1

Input 2

Input 3

Input 4

Four pillars of college and career preparation

Handout
2

Academic preparation Social-emotional 
preparation

Financial preparation Logistical preparation

Integrated supports
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Break
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An Introduction to Data to Improve
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Logic model for college and career preparation

26

Inputs Process and activities Outputs Outcomes

Long-term outcomes

Short-term outcomes

Mid-term outcomes

Output 1

Output 2

Output 3

Output 4

Input 1

Input 2

Input 3

Input 4

Four pillars of college and career preparation
Academic preparation Social-emotional 

preparation

Financial preparation Logistical preparation

Integrated supports
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Various individuals shape student outcomes
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Pollock (2017)
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Using data for improvement

28

Step 1: College and Career Preparation Activities
• What programs/activities do you have within the four pillars of academic, social 

emotional, financial, and logistical preparation?
– What outcomes do you hope to achieve with these programs/activities?

Step 2: College and Career Preparation Data
• Consider what data you have available for the programs/activities and outcomes you 

are trying to achieve.

Step 3: College and Career Preparation Questions of Interest
• In thinking about the system, regardless of whether you have data, what do you want to 

know?
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Steps 1–2: College and Career Preparation Activities 
and Data
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Activity 3a: What programs/activities do you implement?
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Activity 3a: What data do you have available for the programs/ activities being 
implemented?
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Activity 3b: What outcomes do you hope to achieve with these programs/ 
activities?
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Activity 3b: What data do you have available to measure the outcomes you’re 
interested in?
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Break
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Activity 3c: What outputs do you need to achieve your desired 
outcomes?
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Activity 3c: What data do you have available to measure the 
outputs you’re expecting?
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Logic model for college and career preparation
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Activity 3d: What inputs do you need to implement your college and career 
preparation processes and activities?
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Activity 3d: What data do you have available to measure the inputs you 
need?
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Logic model for college and career preparation

40

       

 

 

 

 

 

 

 

 

 

 

 

 
   



   

 



REL Appalachia

Whole-group discussion
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• Is there anything in these data that jumped out 
at you?

• Do you have a balanced approach to preparing 
students for college and careers? Where are 
there gaps, if any? Where are there barriers to 
access, opportunities, and success, if any?

• What did you notice about the data elements 
that are currently collected? Are there any 
patterns?
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Lunch break
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Step 3: College and Career Preparation Questions of 
Interest
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Elements of high-quality research questions
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Reasonable
Assuming we have available 

time/resources to explore a question.

Appropriate
The question aligns to our long-term 

partnership outcome of_____________

Answerable
Assuming we have access to 

appropriate data to explore the 
question.

Specific
We know what we want to measure (college 

enrollment rates); for whom (various 
graduate characteristics); and under which 

timeframe (2016–2020).
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Activity 4: What do you want to know or better understand?
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Thinking about the data that you do or do not 
already collect, what research questions might 
you be interested in?
Activity: 
• Split into four groups to brainstorm what you want 

to know or better understand about the activities 
you’re implementing to support college and career 
preparation.
– Group 1: Academic preparation
– Group 2: Social-emotional preparation
– Group 3: Financial preparation
– Group 4: Logistical preparation

• Each group will identify common themes or topics 
your districts want to know or better understand, 
drafting research questions as needed.

 


















Process and activities
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Activity 4: Continued
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Directions:
• Count off into four groups. 
• Find your assigned poster on the wall:

– 1 = Academic preparation
– 2 = Social-emotional preparation
– 3 = Financial preparation
– 4 = Logistical preparation

• 5 minutes: Review the blue and yellow sticky notes 
on your poster. Reflect and write down common 
themes/ideas in handout 3.

• 5 minutes: Take a seat with your group and discuss 
what you wrote in handout 3.

Handout 
3
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Whole-group share
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• Each group will have five minutes to 
present what they want to know or learn 
more about their pillar of college and 
career preparation.

• While each group presents, jot down any 
questions that interest you or seem relevant 
to your setting in table 1 in handout 3.
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Our legacy as educators
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Research questions

Will answering the research 
questions improve college and 

career preparation for 
your students?
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Wrap-Up and Next Steps
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Cataloging data associated with the logic model

50

• An inventory of existing data related to a particular concept or topic in 
the logic model (inputs, process and activities, outputs, outcomes).

•  A way of capturing the characteristics of these data, such as the unit of 
analysis, variable names, variable storage and linkage, data quality.

•  A codebook of variables that could be used throughout the project.
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Reflecting on the day
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What is something we discussed that squared with your experience? 

What are three points you want to remember?

What is a lingering question still going around in your mind?
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These materials were created by REL Appalachia
To learn more about our work:
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@

@REL_Appalachia

RELAppalachia@sri.com

https://ies.ed.gov/ncee/rel/region/appalachia

https://tinyurl.com/RELAPnews

https://twitter.com/rel_appalachia?lang=en
mailto:RELAppalachia@sri.com
https://ies.ed.gov/ncee/rel/region/appalachia
https://tinyurl.com/RELAPnews


REL Appalachia

References

53

Aguilar, E. (2020). Coaching for equity: Conversations that change practice. Jossey-Bass.
Pollock, M. (2017). Schooltalk: Rethinking what we say about—and to—students every day. New Press.
REL Midwest. (2018). Research agenda setting workshop: Facilitator’s guide. 

https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
Safir, S., & Dugan, J. (2021). Street data: A next generation model for equity, pedagogy, and school transformation. 

Corwin Press.
Stewart, J., Joyce, J., Haines, M., Yanoski, D., Gagnon, D., Luke, K., Rhoades, C., & Germeroth, C. (2021). Program 

evaluation toolkit: Quick start guide (REL 2022-112). U. S. Department of Education, Institute of Education Sciences, 
National Center for Education Evaluation and Regional Assistance. 
https://files.eric.ed.gov/fulltext/ED615707.pdf 

W. K. Kellogg Foundation. (2004). Logic model development guide. https://wkkf.issuelab.org/resource/logic-model-
development-guide.html

https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://ies.ed.gov/ncee/rel/regions/midwest/pdf/researchagenda/Research-Agenda-Facilitator-Guide-508.pdf
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://wkkf.issuelab.org/resource/logic-model-development-guide.html
https://files.eric.ed.gov/fulltext/ED615707.pdf

	Data-Informed Decisionmakingto Improve College and Career PreparationSession 1.1: Project Kickoff Meeting
	Welcome and Introductions
	Welcome!
	Regional Educational Laboratories
	Data to Improve project goals
	Meeting objectives
	Agenda
	Meeting norms
	Introductions: Your turn!
	Activity 1: “Getting to know you” gallery walk
	Gallery walk

	Centering Activity: Why Are We Here?
	Activity 2: Our legacy as educators
	Pair share

	Logic Model: An Introduction
	Let’s bake muffins!
	Let’s turn this recipe into a logic model
	Inputs
	Process and activities
	Outputs
	Baked goods

	Outcomes
	Eater’s experience
	Eater’s experience


	If you want to bake better muffins, where do you look?
	Inputs
	Process and activities
	Outputs
	Baked goods

	Outcomes
	Eater’s experience
	Eater’s experience


	From baking to schooling: The same logic model set-up
	Inputs
	Process and activities
	Outputs
	Outcomes
	Short- and mid-term outcomes
	Long-term outcomes


	Alignment of the logic model to questions of interest
	Context
	Inputs

	Implementation
	Process and activities
	Outputs

	Short ~ long-term
	Outcomes
	Short- and mid-term outcomes
	Long-term outcomes


	Relationships and capacity
	Fidelity and continuous improvement
	Efficacy and effectiveness


	A Logic Model for College and Career Preparation
	Four pillars of support for high school students’ college and career preparation
	Logic model for college and career preparation
	Inputs
	Process and activities
	Four pillars of college and career preparation

	Outputs
	Outcomes

	Break

	An Introduction to Data to Improve
	Logic model for college and career preparation
	Inputs
	Process and activities
	Four pillars of college and career preparation

	Outputs
	Outcomes

	Various individuals shape student outcomes
	Using data for improvement

	Steps 1–2: College and Career Preparation Activities and Data
	Activity 3a: What programs/activities do you implement?
	Activity 3a: What data do you have available for the programs/ activities being implemented?
	Activity 3b: What outcomes do you hope to achieve with these programs/ activities?
	Activity 3b: What data do you have available to measure the outcomes you’re interested in?
	Break
	Activity 3c: What outputs do you need to achieve your desired outcomes?
	Activity 3c: What data do you have available to measure the outputs you’re expecting?
	Logic model for college and career preparation
	Activity 3d: What inputs do you need to implement your college and career preparation processes andactivities?
	Activity 3d: What data do you have available to measure the inputs you need?
	Logic model for college and career preparation
	Whole-group discussion

	Lunch break
	Step 3: College and Career Preparation Questions of Interest
	Elements of high-quality research questions
	Activity 4: What do you want to know or better understand?
	Activity 4: Continued
	Whole-group share
	Our legacy as educators

	Wrap-Up and Next Steps
	Cataloging data associated with the logic model
	Reflecting on the day

	These materials were created by REL AppalachiaTo learn more about our work:
	References




