
 

    
  

    

                  
                      

                 
REL Appalachia 

Data-Informed Decisionmaking to Improve College 
and Career Preparation 

Session 1.1: Project Kickoff Meeting 

This presentation was prepared for the Institute of Education Sciences (IES) under Contract 91990022C0008 by Regional Educational Laboratory 
Appalachia administered by SRI International. The content does not necessarily reflect the views or policies of IES or the U.S. Department of 
Education nor does mention of trade names, commercial products, or organizations imply endorsement by the U.S. Government. 
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Welcome! 

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! 

REL Appalachia 3 

We are excited to join you today to kick off our project. Decisions about college and careers 
are some of the biggest decisions your students will ever make, and we look forward to 
supporting you as you embark on this journey with your students! 

Image source: From Graduation Cap with Books on White Desk [photograph], 
n.d., Vecteezy (https://www.vecteezy.com/free-photos) 

3 

https://www.vecteezy.com/free-photos


 

  

     
   

    
   

     
   

    
   

     

               
           

 

                  
          

              
              
  

               

              
           

                
            

           
   

                
   

Regional Educational Laboratories 

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 

REL Appalachia 4 

The U.S. Department of Education’s Institute of Education Sciences (IES) oversees the work of 10 
Regional Educational Laboratories that partner with educators, education leaders, and education 
policymakers nationwide. 

The purpose of each REL is to support stakeholders in the use of research and evidence to improve 
outcomes for learners in its region, from early childhood to adulthood. 

REL projects are change-oriented, which means that they are intended to support meaningful local, 
regional, or state decisions about education policies, programs, and practices that are designed to 
improve learner outcomes. 

RELs are expected to carry out all activities in partnership with educators, education leaders, and 
policymakers. 

IES believes that this partnership approach, which will leverage local expertise and assets, provides 
the program with the greatest chance of making a difference for students. 

REL Appalachia, shaded in dark green, partners with a variety of state and local stakeholders in 
Kentucky, Tennessee, Virginia, and West Virginia to improve career and college preparation, 
strengthen mathematics learning, help schools accelerate student’s early literacy development, adopt 
trauma-informed practices, and more. 

In December 2021, the Department awarded SRI a contract to operate REL Appalachia for five years, 
from 2022 through 2026. 
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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. 

REL Appalachia 5 

To help meet our partnership goals, let’s take a look at this slide. Here we see the kinds of 
activities that will take place over the course of this project, which focuses on using data to 
improve. Through these collaborative efforts, we hope to identify opportunities to 
strengthen your programs, policies, and practices to increase the number of students who 
graduate ready for college and careers. 

Facilitator reviews slide content. 

Image source: From Happy Graduate [Photograph], n.d., Vecteezy 
(https://www.vecteezy.com/photo/3334310-happy-graduate-happy-asain-man-in-
graduation-gowns-holding-diploma) 
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Meeting objectives 

• 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 

REL Appalachia 

Today’s first meeting objective is to learn about the logic model for college and career 
programming. This framework will help build an understanding of how to develop targeted, 
relevant, and answerable research questions. We will also build our understanding of 
existing career programming and related data elements. By the end of the meeting, our 
goal is to develop initial (draft) research questions related to your local college and career 
programming. 
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Agenda 

• 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 

REL Appalachia 

With those objectives, here’s our agenda for the day. We’ll have breaks and lunch in 
between but here’s the general flow of the day. After our introductions, we’ll engage in a 
centering activity. Then we will learn about logic models and how they can be used to think 
about college and career programming. We’ll start reviewing your data and map out what 
we know about college and career preparation. We will introduce data-driven 
decisionmaking, helping us all learn about thinking through different types of data. And 
then we will move into reviewing our data again, thinking about what we do not know 
about college and career preparation. We’ll end the day with developing meaningful 
research questions for our project. 
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Meeting norms 

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. 

REL Appalachia 

Let’s quickly set up some norms for today. 

Facilitator reviews slide content. 
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Introductions: Your turn! 

Please introduce yourself: 

• Name 

• Role 

• District/organization 

We would now like to give you all the opportunity to introduce yourselves. Please tell us 
your name, role, and the district you are from. 



 

       

    

    

          
      

                  
                
                 

                
    

Activity 1: “Getting to know you” gallery walk 

•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 

REL Appalachia 

Now that we've all introduced ourselves, we'd like to get to know you a little better. Take a 
moment to jot down what energizes you as an educator on a yellow sticky note; what 
depletes you as an educator on a green sticky note; and what you would like to eliminate 
from your daily routine as an educator on an orange sticky note. Then, place your sticky 
notes on the appropriate poster. 
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Activity 2: Our legacy as educators 

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) 

REL Appalachia 

Facilitator will read prompt on slide and ask partners to take two minutes jot down their 
ideas on a sticky note. 

Sources 
Aguilar, E. (2020). Coaching for Equity: Conversations that Change Practice. Hoboken, NJ: 
Jossey-Bass. 
Image from Microsoft Word. 
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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. 

REL Appalachia 

Now take two minutes to share your thoughts with the person sitting next to you. At the 
end of the two minutes, the facilitator will ask each pair to share their thoughts with the 
group. The facilitator will then share reflections from the responses or ask the group: 
• Did you notice any patterns in the responses? 
• Anything that stood out to you? 
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Logic Model: An Introduction 
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Let’s provide an overview of what a logic model is, and why it is important to our project. 
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Let’s bake muffins! 

16 

Let's think about a logic model within something we do everyday – eating breakfast. For 
me, it is usually something to go with my coffee, like a muffin. So, let’s get baking. Here’s an 
example of a typical muffin recipe. You’ve got the list of ingredients and instructions on 
what to do with the ingredients. You also know what you’re trying to achieve with this 
recipe—you know how the muffins should look and taste. And, while you know what type 
of muffin you are trying to create, the real test is whether others like the muffin. 

Image source: 
https://www.pinterest.com/pin/458593174527485635/ 

https://www.pinterest.com/pin/458593174527485635
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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 

Let’s turn this muffin recipe into a logic model. A logic model includes inputs, process and 
activities, and outputs; all components that make up a system of supports. The system of 
supports then lead to outcomes. The inputs are the ingredients; you need flour, butter, 
eggs, and so forth listed in the recipe. The process is how you use the ingredients to make 
muffins. In this case, you must sift the dry ingredients together; mix the wet ingredients 
together; and then mix it all together to make a batter and bake the batter. Did the baker 
overbake the muffin? Did the baker end up making something totally different, like pizza 
instead of muffins or bread? Or did the baker make perfectly baked and moist muffins? The 
outputs are what happens when you put the inputs and the process together. In this 
example, hopefully, the baker made well-baked and delicious muffins. 

The outcomes are about the eater. Did the eater like the muffin or hate it? Because 
depending on whether the eater liked the muffin and ate it or didn’t like the muffin and 
refused to eat it, the long-term outcomes is the eater being nourished to learn, or hungry 
and unfocused. 

Image sources: 

From A Happy Young Woman Removing Baked Croissants[Photograph], by Puwadon Sang 
n.d., Vecteezy (https://www.vecteezy.com/photo/7333772-a-happy-young-woman-
removing-baked-croissants-tray-from-an-oven) 
From Pizza Pan in Chef Hand with Cheese [Photograph], 
by ahmedasfour407599989 n.d., Vecteezy (https://www.vecteezy.com/photo/3277909-

https://www.vecteezy.com/photo/3277909
https://www.vecteezy.com/photo/7333772-a-happy-young-woman


       

           

pizza-pan-in-chef-hand-with-cheese) 
From Homemade Caramel Muffins in a Baking Dish [Photograph], 
by brillianata124685 n.d., Vecteezy (https://www.vecteezy.com/photo/3259268-homemade-
caramel-muffins-in-a-baking-dish) 
From Woman Holding Hot Baked Adjarian Khachapuri in her Hands [Photograph], by Mahbub 
hasan n.d., Vecteezy (https://www.vecteezy.com/photo/7288580-woman-holding-hot-
baked-adjarian-khachapuri-in-her-hands) 

https://www.vecteezy.com/photo/7288580-woman-holding-hot
https://www.vecteezy.com/photo/3259268-homemade


 

          

 

  

 
 

 
  

 
     

 

  
   

 
    

 
      

  

 
 

 

 

 

 
    

 

 

                 
               

                 
                

                
              

                   
              
               

          

                
     

 

        

       

REL Appalachia 

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 

If you want to bake better muffins, where do you look? Do you look at the long-term 
outcomes of the eater being nourished and focused or hungry and unfocused? If you only 
look at long-term outcomes, you end up missing a lot of data to improve the process and 
activities. For example, what did we do with the ingredients we need? We miss data about 
the baker’s actions and what they created – Did the baker mix the ingredients well, or bake 
the muffins at the right temperature? We miss data about the short-term outcomes to 
inform the baker – Did the eater pick at the muffin and refuse to eat it? Did the baker ask 
the eater why they didn’t eat the muffin? Because that information could help improve 
how they make the muffin (process and activities), or even the ingredients they use (like 
the eater didn’t like blueberries or maybe the milk was sour). 

So, this was a trick question. If you want to bake better muffins, where do you 
look? Everywhere–we look at the whole system. 

Image sources: 

From A Happy Young Woman Removing Baked Croissants[Photograph], by Puwadon Sang 
n.d., Vecteezy (https://www.vecteezy.com/photo/7333772-a-happy-young-woman-
removing-baked-croissants-tray-from-an-oven) 
From Pizza Pan in Chef Hand with Cheese [Photograph], 
by ahmedasfour407599989 n.d., Vecteezy (https://www.vecteezy.com/photo/3277909-

https://www.vecteezy.com/photo/3277909
https://www.vecteezy.com/photo/7333772-a-happy-young-woman


       

       

pizza-pan-in-chef-hand-with-cheese) 
From Homemade Caramel Muffins in a Baking Dish [Photograph], 
by brillianata124685 n.d., Vecteezy (https://www.vecteezy.com/photo/3259268-homemade-
caramel-muffins-in-a-baking-dish) 
From Woman Holding Hot Baked Adjarian Khachapuri in her Hands [Photograph], 
by Mahbub hasan n.d., Vecteezy (https://www.vecteezy.com/photo/7288580-woman-
holding-hot-baked-adjarian-khachapuri-in-her-hands) 

https://www.vecteezy.com/photo/7288580-woman
https://www.vecteezy.com/photo/3259268-homemade
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From baking to schooling: The same logic model set-up 

19 

Inputs Process and activities Outputs Outcomes 

Short- and mid-term 
outcomes 

Long-term outcomes 

Now let’s use this same concept of the logic model and look at the education system. We 
have the inputs—process—outputs which is the system of supports, or education system. 
This system is what produces the outcomes of students. The inputs, like ingredients, are 
resources like staffing, funding, programs, materials, and so forth. The process and 
activities are how these inputs are used to codify educational activities. The process and 
activities are things like the programs, policies, and practices that gets implemented. The 
outputs are about the educators in the system and how well they have implemented the 
educational process and activities. Outputs are tangible or measurable things those people 
create or do. If the inputs—process—outputs are well implemented, we’ll see 
improvements in student outcomes that can include short-term, mid-term, and 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? 

Safir & Dugan (2021); Stewart et al. (2021); W. K. Kellogg Foundation (2004) 

Short- and mid-term 
outcomes 

Long-term outcomes 

And here’s why a logic model is so important to map out together. It becomes our road 
map to data use and identifying questions we want to answer to improve the system of 
supports, the system of education. Within the inputs—process—outputs framework, we 
have questions about relationships and capacity under inputs, and fidelity of 
implementation and continuous improvement under process and outputs. Questions about 
efficacy and effectiveness are about short-term, mid-term, and long-term outcomes. 

You can see that the types of questions we ask change as we move through the logic 
model. Rather than just focusing on the end point – Did our program work – we need to 
see the whole system of supports to understand how and where to improve. In answering 
these questions, you can better understand not only whether something worked, but for 
whom, why and how. All of this information, ideally, can you inform your decisions to 
continuously improve the system. 
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A Logic Model for College and Career Preparation 

21 

Now that we're all familiar with what a logic model is, let's think about what a logic model 
for college and career preparation could look like. 

21 



        
   

 

              
              

               
              

   

           

Four pillars of support for high school students’ 
college and career preparation 

22 

Handout 
1 

First, let's think about the types of supports students need to be college- and career-ready. 
In handout 1, you'll see we present four pillars of academic and nonacademic supports 
students need for college and career preparation. Let's look at each pillar together, and as 
you hear about each pillar, start thinking about whether your district might be supporting 
students in this area. 

Facilitator will call on partners to read the descriptions of each pillar. 



 

      
  

 

 

 

 

 

 

 

 

 

 

 

      

  

  

 

                  
                   

               
   

               
             

 

              
              

               

                 
             

            
                

             
            

              
 

          

REL Appalachia 

Logic model for college and career preparation 

23 

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 

Now let’s put the four pillars in our logic model. See handout 2, which is just a blank 
version of this logic model. Feel free to make notes on it as you’d like—there is no need to 
complete anything here, as we will be building out the logic model together on poster 
paper after the break. 

The four pillars are part of the programs, policies, supports, and/or services that you offer 
students and their families related to college and career preparation. That’s here in the 
middle part. 

In our case, we have the four pillars of college and career preparation – academic, social-
emotional, financial, and logistical preparation – but the idea is that these areas are not 
siloed or in a vacuum. For student success, we want the supports to be integrated. 

Let’s also notice there are inputs, or resources, that lead to the four pillars – or the time, 
staff, and funds needed to implement those programs, supports, and services you offer 
students and families. The outputs are about the educators implementing the four pillars– 
the tangible or measurable things that educators create or do (like the baker in the muffin 
example). If implemented well, each student should receive the supports they need to 
develop their full academic and social potential, with short-term and mid-term outcomes, 
that then lead to long-term outcomes of high school graduation and college or career 
entry. 

Today, we’ll start drafting a logic model following this template. 
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Break 

Let’s take our first break. We’ll have music on during the break. 

Image source: Microsoft. 
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An Introduction to Data to Improve 

25 

We have now reviewed the purpose of logic models, and some of the programmatic 
elements that might appear in our logic model together. Before we continue down the path 
of collaboratively creating a logic model, let's pause to think about an example of how 
thinking through a logic model and the role of data in the process may have helped an 
intervention. 
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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 

Let’s go back to this logic model of college and career preparation. In our work in 
education, data are everywhere. To improve our services and supports, the data we want 
to look at are in the process/activities and outputs because that’s how we use the inputs 
(the ingredients from the baking metaphor) and mix together a cohesive and integrated set 
of supports (that’s the process and activities) that lead to effective delivery of supports 
from the educators (that’s the baker in the baking metaphor). Just looking at long-term 
student outcomes often doesn’t give data to improve. 



 

    

 

                   
              

           
             

           
              

             
             

          

                
          
          

          
      

      

          

Various individuals shape student outcomes 

Pollock (2017) 

REL Appalachia 

When we think about data to improve, let’s first think about what it’s like to be a student in 
your classroom and school. There are many individuals that interact with students on a 
regular basis whose actions and behaviors may have an impact on student outcomes. 
Which are most important? Do we collect data on all of the relevant educator behavior and 
how they interact with each student to support students’ full academic and social 
potential? Those are the data about the process and the outputs that help us improve. 

We want to think critically about collecting data on specific activities, outputs, and 
outcomes. We have data on the long-term outcomes of students, like on-time graduation, 
type of diploma earned, what they’ll do after graduating high school. 

There are many individuals that interact with students on a regular that have an impact on 
student outcomes. The many individuals support student outcomes by implementing 
specific activities, programs, policies, and practices. These many individuals, in 
implementing the specific activities, programs, policies, and practices, output behaviors 
and actions, which lead to student outcomes. 

How does this track for you? 

[Facilitator pauses for any questions or comments and confirms understanding ] 
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Using data for improvement 

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? 

REL Appalachia 

We are going to keep our discussion going today on inputs, process, outputs, outcomes to 
build our logic model for college and career preparation. To give an overview, we will first 
identify college and career preparation programs/activities within the four pillars. Then, 
you will think about what outcomes you hope to achieve with these programs/activities, 
We will then think about data you have available for the programs and outcomes. Then 
we’ll end the day with questions of interest– what do you want to know in order to 
improve our system of supports for students. As we go through these steps, we’ll start 
drafting our logic model. 

28 
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Steps 1–2: College and Career Preparation Activities 
and Data 

29 

Let’s start identifying the college and career preparation programs you have in your district 
and school for each of the four pillars. 

We will use different colored stickies for what programs we have and what data you have 
available. It might visually show a sharp contrast between what you’re doing and what 
you’re collecting data on. 
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Activity 3a: What programs/activities do you implement? 

30 

Dual 
Enrollment 

FAFSA 
Parent Info 

Night 

AVID 

Employer 
Internships 

Process and activities 

College 
tours 

First, we’ll start by identifying the programs, policies, and practices the schools or districts 
implement. Ideally, these activities should be integrated and aligned. 

5 min: On the blue sticky notes, write down each of the college- and career-preparation 
programs, practices, policies, or activities you have in your district or school. Hold on to 
these sticky notes for now. 



 

             

 

 

 
 

 

 

  

   

  
  

 

  
  

  

 
  

                
          

               
                

       

                 
            

             
        

er
ps

REL Appalachia 

Activity 3a: What data do you have available for the programs/ activities being 
implemented? 

31 

Employ 
Internshi 

Dual 
Enrollment 

FAFSA 
Parent Info 

Night 

Employer 
Internships 

AVID 

College 
tours 

Process and activities 

List of DE 
courses 
offered 

Attendance at 
FAFSA Parent 

Info Night 

Parent questions 
from FAFSA 
Parent Info 

Night 

Participation 
in college 

tours 

5 min: Now, on the yellow sticky notes, write down any data you have available that is 
related to the programs, policies, practices, and activities being implemented in 
your school or district. Feel free to stick any yellow sticky notes (data) that correspond to a 
blue sticky note (program) together. In some cases, you may not have any data available for 
the programs/activities being implemented, and that is okay. 

5 min: Now, you’ll stick all your blue and yellow sticky notes on the poster on the wall, in 
the quadrant that corresponds to the relevant type of college and career preparation. 

Facilitator narrates as participants are adding sticky notes and suggests any changes if 
participants have incorrectly identified anything as an activity. 
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Activity 3b: What outcomes do you hope to achieve with these programs/ 
activities? 

32 

On-time 
graduation 

On-track 
credits to 
graduate 

Career 
internships 

Goals for post-
HS plans 

Ready 
Graduate 

Career 
interests 

Now that we’ve captured our activities and data sources, we’ll start to look at our intended 
outcomes. As a reminder, outcomes are the attitudes, skills, behaviors, and actions of 
students that result from receiving supports from educators. Outcomes include short-term 
(attitudes, developing skills, and behaviors), mid-term (behaviors and demonstrated 
skills gained), and long-term outcomes (high school graduation). 

In the next five minutes, write down on blue sticky notes the outcomes you hope to 
achieve with your processes and activities. 
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On-time 
graduation 

On-track 
credits to 
graduate 

Career 
internships 

Goals for post-
HS plans 

Ready 
Graduate 

Career 
interests 

Activity 3b: What data do you have available to measure the outcomes you’re 
interested in? 
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College 
enrollment 

data 

Student 
employment 

data 

Student 
internship 

data 

Record of 
students on-

track to 
graduate 

Percentage of 
students who 

are Ready 
Graduate 

Percentage of 
students who 
graduate on-

time 

5 min: Now, on the yellow sticky notes, write down any data you have available that is 
related to these outcomes. Feel free to stick any yellow sticky notes (data) that correspond 
to a blue sticky note (outcomes) together. In some cases, you may not have any data 
available for some of the outcomes you’re interested in, and that is okay. 

5 min: Now, you’ll stick all your blue and yellow sticky notes on the poster on the wall, in 
the section that corresponds to the relevant type of outcome (short, medium, or long-
term). 

Facilitator narrates as participants are adding sticky notes and suggests any changes if 
participants have incorrectly identified anything as an outcome. 
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Break 

Let’s take a break. We’ll have music on during the break. 

Image source: Microsoft. 



 

           

  
   

   
   

  
  

  
  

 
   

  
 

 
  

 
 

       
              
               

                
   

                
          

REL Appalachia 

Activity 3c: What outputs do you need to achieve your desired 
outcomes? 
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Outputs 

Counselor meets 
with each student 
weekly to discuss 
college and career 

plans 

Counselor meets 
with each 

guardian to 
discuss the 

FAFSA 

Counselor meets 
with students to 

discuss graduation 
credit 

requirements 

Counselor meets 
with students 

to discuss Ready 
Graduate 

requirements 

”What do you need to make this happen" 
Now that we’ve completed the activities and outcomes section of our logic model, we’ll 
move on to the outputs. As a reminder, outputs are the tangible or measurable things 
people create or do as part of implementing the programs and activities, that we expect will 
lead to desired outcomes. 

We’ll take the next five minutes to write on orange sticky notes any outputs that should 
result from your activities and will lead to desired outcomes. 
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Outputs 

Counselor meets 
with each student 
weekly to discuss 
college and career 

plans 

Counselor meets 
with each 

guardian to 
discuss the 

FAFSA 

Counselor meets 
with students to 

discuss graduation 
credit 

requirements 

Counselor meets 
with students 

to discuss Ready 
Graduate 

requirements 

Activity 3c: What data do you have available to measure the 
outputs you’re expecting? 
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Counselor log of 
student meetings 
on college and 

career plans 

Counselor log 
of parent 

meetings to 
discuss FAFSA 

Counselor log of 
student meetings 

on graduation 
requirements 

Counselor log 
of student 

meetings on Ready 
Graduate 

requirements 

5 min: Now, on the yellow sticky notes, write down any data you have available that is 
related to the outputs. Feel free to stick any yellow sticky notes (data) that correspond to 
an orange sticky note (output) together. In some cases, you may not have any data 
available for some of the outputs you’re interested in, and that is okay. 

5 min: Now, you’ll stick all your orange and yellow sticky notes in the outputs section of the 
poster on the wall. 
Facilitator narrates as participants are adding sticky notes and suggests any changes if 
participants have incorrectly identified anything as an output. 
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Logic model for college and career preparation 
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Inputs Process and activities Outputs 

Long-term outcomes 

Short-term outcomes 

Mid-term outcomes 

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 

Outcomes 

(Arrows/circle are animated) 

We have made a lot of progress on our logic model. To recap, we identified college and 
career preparation activities, we then brainstormed the outcomes we hope to achieve from 
these activities, and then we identified outputs based on our activities that will lead to 
desired outcomes. Now, all we have left to do is to identify the inputs we need for our 
college and career preparation activities. 
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Dual 
enrollment 
instructors 

Funding 
source for 

AVID 
program 

Counselor to 
host FAFSA 
Info Night 

Internship 
coordinator 

at school 

Activity 3d: What inputs do you need to implement your college and career 
preparation processes and activities? 

Reference back to baking—ingredients. 
As a reminder, inputs are the resources you’ll need to implement your college and career 
preparation programs, policies, and practices. 

We’ll take the next five minutes to write on green sticky notes any resources required for 
your college and career preparation programs and activities. 
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Dual 
enrollment 
instructors 

Funding 
source for 

AVID 
program 

Counselor to 
host FAFSA 
Info Night 

Internship 
coordinator 

at school 

Activity 3d: What data do you have available to measure the inputs you 
need? 
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List of dual 
enrollment 
instructors 

Record of 
funding source 

for AVID 
program 

FAFSA Info 
Night flyer 

List of staff 
roles/ 

responsibilities 

5 min: Now, on the yellow sticky notes, write down any data you have available that is 
related to the inputs. Feel free to stick any yellow sticky notes (data) that correspond to a 
green sticky note (input) together. In some cases, you may not have any data available for 
some of the inputs that are important, and that is okay. 

5 min: Now, you’ll stick all your green and yellow sticky notes in the inputs section of the 
poster on the wall. Facilitator narrates as participants are adding sticky notes and suggests 
any changes if participants have incorrectly identified anything as an input. 
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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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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 

-

(Arrows are animated) 

And with this final step, we have now completed all components of our logic model for 
college and career preparation. We now have a draft logic model! The blue stickies show all 
of the programs, policies, and practices sorted across the four pillars of college and career 
preparation as well as the outcomes we hope to achieve with these activities. The orange 
stickies show our outputs and the green stickies show our inputs. Take a look at the whole 
wall to see the full logic model. Feel free to add sticky notes if you notice anything we may 
have missed. 



 

 

         
 

        
       

         
     

        
      

      

Whole-group discussion 

• 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? 

REL Appalachia 

Facilitator reviews slide content and facilitates discussion. 
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Lunch break 

Let’s take a lunch break. 

Image source: Microsoft. 
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Step 3: College and Career Preparation Questions of 
Interest 

Now that we’ve developed a draft logic model to represent the college and career 
preparation efforts in your schools and districts, let’s start thinking about possible research 
questions we could ask about these efforts. 



 

    

    
    

      
  

     
     

        
     

     
 

              
              

             
              

      

            
                 

               
         

                
     

            
 

            
              

  

    

-
_____________

–

Elements of high-quality research questions 

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). 

REL Appalachia 

In just a moment, we will brainstorm questions you want answered around college and 
career preparation—research questions. Before we do so, we want to provide a very brief 
overview of some characteristics of good research questions. We’ll use college and career 
preparation as an example, but these characteristics can be used for any guiding questions 
you may have as education leaders. 

Facilitator will provide participants with a brief overview of high-quality research questions 
to inform their thinking when they review "what they want to know" in the next activity. 

• Reasonable: Is it reasonable to ask what is the impact of program X on lifetime 
earnings? We probably do not have the resources to study that. 
• Instead: What is the impact of program X on the likelihood of enrolling in college or 

being employed within a year? More reasonable. 

• Appropriate: We want the questions to align with the long-term outcomes you’ve 
identified. 

• Answerable: Many data elements are not easy to access. For instance, while satisfaction 
with college may be reasonable and appropriate in many senses, these data may not 
actually be accessible. 

• Specific: (see notes in box) 

44 



         Source: 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 

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
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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. 

Employ 
Internsh 

Dual 
Enrollment 

FAFSA 
Parent Info 

Night 

Employer 
Internships 

AVID 

College 
tours 

Process and activities 

List of DE 
courses 
offered 

Attendance at 
FAFSA Parent 

Info Night 

Parent questions 
from FAFSA 
Parent Info 

Night 

Participation 
in college 

tours 

The facilitator will explain the activity as described on the slide and will explain next steps 
on the following slide. Facilitator will highlight that participants should think about their 
questions about the education system as a whole. 



 

  

     

      
   

   

   

   

         
        

   

          
     

 

               
           
               

          

             
             

Activity 4: Continued 

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 

REL Appalachia 

Facilitator will ask participants to count off (1-4) to be randomly assigned to a group 
(academic, social-emotional, financial, and logistical) and will then read the activity 
instructions as shown on the slide. The facilitator will provide an overview to handout 3 
before partners walk over to the logic model on the wall. 

The facilitator will review all of the instructions before asking participants to count 
themselves off and will let participants know when the first five minutes are over. 
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Whole-group share 

• 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. 

REL Appalachia 

The facilitator will ask each group to present their ideas to the group. If the 
facilitator observes that some questions in the orange sticky notes (what we want to know) 
are similar, they will ask participants to group questions in their pillar using an "affinity 
grouping process." The facilitator will ask partners: 

Now that we've reviewed what we want to know, are there any questions that are alike or 
similar, or go together? 

As the partners respond, the facilitator will group similar questions together. 

Image source: Microsoft Word. 
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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? 

Let's also take a moment to remind ourselves of the legacy we want to leave behind as 
educators. We had you think of a student who was struggling, a student who you care 
about, a student you saw 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? 

Meaningful research questions are the ones where answering the question makes the 
system stronger to better support each student to receive what they need to reach their 
full academic and social potential. Do these research questions align with the legacy you 
want to leave behind? 

In addition, think about any key stakeholders in your district who you might want to share 
your research questions with. Is there anyone who couldn't join us today that you think 
should have input on these questions. 

Image from Microsoft Word. 
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Wrap-Up and Next Steps 



 

      

             
        

              
        

          

               
                 

                    
             

Cataloging data associated with the logic model 

• 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. 

REL Appalachia 

With this amazing logic model we just created together, the next steps is cataloging data 
associated with each part of the logic model. A data catalog isn’t the actual data and we 
are not asking you to give us your data. What we’ll do is meet with each of you, and people 
who best know the data your district has, to capture characteristics of data. 
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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? 

Let’s pause and reflect on the day. 

Facilitator reviews slide content and facilitates reflection discussion. 



 

      
     

These materials were created by REL Appalachia 
To learn more about our work: 

@ 

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

@REL_Appalachia 

https://tinyurl.com/RELAPnews 

RELAppalachia@sri.com 
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mailto:RELAppalachia@sri.com
https://tinyurl.com/RELAPnews
https://ies.ed.gov/ncee/rel/region/appalachia
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