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Introduction  
 

It is essential that all high schools support student exploration, planning, application and transition to postsecondary college and career opportunities. A study 
from the Consortium for Chicago Schools Research found that “the single most consistent predictor of whether students took steps toward college enrollment 
was whether their teachers reported that their high school had a strong college climate.” Schools with a strong college-going culture communicated the 
expectation that students would attend college and provided students with the information that they needed to plan, apply and enroll in college. The 
development of a Postsecondary Leadership Team (PLT) will bring multiple stakeholders together to focus on college and career awareness, readiness, access 
and success for all students. 
  
The resources included here are meant to help the PLT guide their efforts in identifying current practices and developing action plans to enrich the college 
readiness culture of the school.  Please connect with your LD College Counseling Coordinator for support in developing your PLT or with other matters related to 
college readiness. 
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Resource 1—What to Include When Building the Agenda for the Postsecondary Leadership Team 
 

Building an agenda format and maintaining consistent use of that format models effective meeting facilitation for team members as they lead their own 
meetings. The following reminders below will help develop the agenda format for an effective meeting. 
 
The meeting begins with a warm-up that sets a tone for the meeting. The warm-up can be designed to support team and relationship building or can begin to 
engage the team substantively in the meeting contents. Icebreakers serve a particular purpose. In their ideal form, they start getting people engaged with each 
other and the topic of the session.  Resource 3—Community Call: Reflecting on Your College Journey is an icebreaker type of activity.   
 
By building an agenda in advance of the meeting, the facilitator can develop focus and work for the school. In building the agenda, facilitators should ask 
themselves: 

 Do the items on the agenda advance school improvement and district goals to advance college readiness? 

 Does the agenda engage team members as instructional leaders? 

 Does the agenda strengthen the team as a PLT? 

 Can agenda items be addressed through written or electronic communications rather than taking up valuable meeting time? 

 Has sufficient time been allocated to meaningfully address key agenda items? 

 Am I modeling effective instructional leadership throughout the meeting? 

 What are team members to do as a result of the meeting? Are the activities low end management and communication (tell others what you heard), or 
higher level instructional leadership activities (lead a discussion about college readiness that engages the school community, advances instructional 
practices, and improves the experience of student college access and readiness in the school)? 

 
The meeting should be designed to create opportunities for purposeful exchange to build toward longer-term team goals. Typical high school staff meetings 
include a focus on sharing information on school or district initiatives, logistical planning or brainstorming for upcoming events, and airing of concerns. 
Reframing the focus of meetings to build leadership for learning requires a focus on team building, developing a shared vision, analyzing data, and creating 
opportunities for team members to serve as instructional leaders rather than as communication agents for school and district administrators. This means leading 
school initiatives, developing and practicing leadership skills, planning implementation, and troubleshooting teaching and learning related issues.   
 
As a final check on the focus of the meeting, the facilitators should ask themselves, “How have we designed the meeting to advance student learning?”  
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Resource 2—Forming Ground Rules (Creating Norms) 
 

Gaining agreement around Ground Rules, or Norms, is important for a group that intends to work together on difficult issues, or who will be working together 
over time. They may be added to, or condensed, as the group progresses. Starting with basic Ground Rules builds trust, clarifies group expectations of one 
another, and establishes points of reflection to see how the group is doing regarding process.  The following activity is an exercise to guide the PLT in the 
creation of Ground Rules. 
 
Time 
Approximately 30 minutes 
 
Process 

1. Ask everyone to write down what each person needs in order to work productively in a group, giving an example of one thing the facilitator needs, i.e. 

“to have all voices heard,” or “to start and end our meetings when we say we will.” (This is to help people focus on process rather than product.) 

2. Each participant names one thing from her/his written list, going around in a circle, with no repeats, and as many circuits as necessary to have all the 

ground rules listed. 

3. Ask for any clarifications needed. One person may not understand what another person has listed or may interpret the language differently. 

4. If the list is VERY long — more than 10 Ground Rules — ask the group if some of them can be combined to make the list more manageable. 

Sometimes the subtle differences are important to people, so it is more important that everyone feels that their needs have been honored than it is to 

have a short list. 

5. Ask if everyone can abide by the listed Ground Rules. If anyone dislikes or doesn’t want to comply with one of them, that Ground Rule should be 

discussed, and a decision should be made to keep it on the list with a notation of objection, to remove it, or to try it for a specified amount of time and 

check it again. 

6. Ask if any one of the Ground Rules might be hard for the group to follow. If there is one or more, those Ground Rules should be highlighted and given 

attention. With time it will become clear if it should be dropped or needs significant work. Sometimes what might appear to be a difficult rule turns out 

not to be hard at all. “Everyone has a turn to speak,” is sometimes debated for example, with the argument that not everyone likes to talk every time an 

issue is raised, and others think aloud and only process well if they have the space to do that. Frequently, a system of checking in with everyone, without 

requiring everyone to speak, becomes a more effective Ground Rule. 
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7. While work is in progress, refer to the Ground Rules whenever they would help group process. If one person is dominating, for example, it is easier to 

refer to a Ground Rule that says, “take care with how often and how long you speak,” than to ask someone directly to stop dominating the group. 

8. Check in on the Ground Rules when reflection is done on the group work. Note any that were not followed particularly well for attention in the next 

work session. Being sure they are followed, refining them, and adding or subtracting Ground Rules is important, as it makes for smoother work and more 

trust within the group.  
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Resource 3—Community Call: Reflecting on Your College Journey 
 

A community call, or a similar brief activity, can be used at the start of a PLT meeting to help members reflect on their college journeys. This activity may serve as 
an icebreaker because it facilitates group engagement with each other as well, as with the topics of college access and readiness.  
 

 
 
 
 

 
 
 
 
 

Describe a pivotal person who 
influenced your decision on 
where to apply to and attend 
college. 

If you could go back and do it 
again, what would you change 
about your undergraduate 
college experience? 

What college did you attend 
and why? 
 

Prep: 
Cut up the rectangles below so that each 
person can select a question at the beginning of the 
meeting. 

Instructions 
1. Take a question. 
2. Reflect on your answer for about one to 

two minutes. 
3. Find a partner and share your response to 

the question. 
4. Switch question cards. 
5. Find a new partner. 
6. Repeat two to three times, as time permits 
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What type of student were 
you in high school and how 
did that impact your college 
readiness? 

Describe one of the best times 
you had in college. 

How did you decide on your 
major in college?  What or 
who influenced you? 

If you could wave a magic 
wand and instill one value or 
characteristic in your students 
that would improve their 
postsecondary success, what 
would it be and why? 

If you had three wishes for 
your students, what would 
they be? 

Who or what supports did you 
mostly rely on in order to 
persevere and succeed in 
college? 

What were your fears about 
attending college?  How did 
you overcome them? 

Would you recommend that a 
student attend your 
undergraduate alma mater? 
Why or why not? 

Once you began your college 
experience, did you feel 
prepared? If yes, how so? If 
no, what was missing? 
 

What do you think you might 
have done if you never went 
to college? 
 
 
 

Did you attend college close to 
home or did you move away? 
What did you see as the pros 
and cons of that decision? 

What high school experience 
most prepared you for 
college? 
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Resource 4—Case Studies from Potholes on the Road to College 

 
Step 1—Case Studies 
Included are case studies from the Consortium on Chicago School Research report titled From High School to the Future: Potholes on the Road to College.  The 
case studies included in the Potholes research report highlight ten students who struggled at different points in the postsecondary planning process.   
 

Step 2—Analysis 
The corresponding analysis exercise can help counselors and other educators analyze the case studies and collectively think about the implications for practice.  
The analysis exercise can be used during school team meetings to discuss the case studies report from Potholes on the Road to College. Teams can divide into 
small groups to read different case studies and answer the following questions. Someone from each small group should take notes and prepare to share with the 
larger group. 
 

 

Case Study:  _____________________________________________________________ 

 

  

Share this student’s college match story in one minute 
or less. 

• What were his or her aspirations? 

• What kind of colleges could he or she have 
enrolled in? 

• Where did he or she end up? 

 

 

 

 

 

 
 
 
 
 
 
 
 
  

 

Notes 
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What strengths did the student have regarding college 
planning and/or during the transition to college? 

 
Notes 

 
What would this student have needed in order to 
make a better transition to college? What was he or 
she missing? Specifically: 

• What INFORMATION was the student lacking? 

• What RESOURCES seemed to be missing? 

• What SUPPORT could the student have 
benefited from if it was available to him or her? 

 
Notes 
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Resource 5—Reflecting on the Current Postsecondary Process 
 

Use these critical questions to think about how you, as a school, are supporting and organizing postsecondary efforts for all of your students.  The questions are 
targeted around the key steps for an effective postsecondary process throughout the school year. They also underscore the importance of the schoolwide 
community when collaborating with counselors.  The template below may be used to collect responses.  Responses may also be recorded on chart paper for the 
purpose of group sharing. 
 
 

 

 
 
 
 
 
 
 
 
 

 

Factor Critical Questions Responses 

Data and 
Accountability 

• Who is working on the postsecondary process in the school? 
Who facilitates this work? 

• How are the various reports in Naviance used to analyze data? 
Specifically, reports should show the following: number of 
applications, gender, type of college, and ethnicity. Is there 
data on the variety of options students are pursuing? Are 
there other data sources? 

• How do the Counselors or case managers participate in 
supporting the postsecondary process? How do they ensure 
that diverse learners are applying to the appropriate 

 
 
 
 
 
 
 
  
 

  

 

1                                  2 

 

 

Transition to 

Enrollment 
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postsecondary options and resources? 

• How is data shared and disseminated with the administration, 
Counseling Department, senior teachers, and schoolwide? 

September to 
December 

• How do students’ academic qualifications (grades, test scores, 
and other achievements) factor into their college application 
choices? How can students best “match” to four-year college 
choices that meets their academic qualifications and fit? 

• How can you develop and support targeted strategies for your 
top-achieving students to ensure that they apply to and meet 
priority deadlines and access scholarships? 

• What is the process for engaging seniors in exploring their 
postsecondary college options–including selectivity, 
public/private, liberal arts, two-year institutions, and trade 
schools? How are Naviance and other tools utilized to help 
students make appropriate decisions? 

• What is the Counseling Department application policy? Do 
families and students know about it?  

• How many students complete the Common Application? 

• How do students let you know where they intend to apply? 
How is the Senior Exit Survey implemented and utilized?  How 
else do tools like Naviance impact that data collection? 

• What activities engage students in the application process? 
What happens in one-on-one interactions, advisory or 
homeroom, assemblies, workshops, and/or Career and 
Technical Education classes? 

• How are students nominated or informed about special 
scholarships? 

• Is there a postsecondary calendar? Is it shared schoolwide? 
How do the students first know about it? 

• What preparation is needed for the October Free Application 
for Federal Student Aid (FAFSA) or California Dream Act 
Application (CADAA) season kick-off? How are students who 
have special circumstances identified? How will that impact 
their FAFSA completion? 
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December to 
February 

• How are students prepared and supported to work during the 
winter break to meet priority deadlines? What tools and 
resources do they have to work with? 

• What FAFSA/CADAA activities are available to meet targeted 
deadlines so students apply early? Do they know about the 
College Board’s CSS Profile for private colleges, especially if 
they are applying to selective institutions? 

• Have you supported schoolwide postsecondary efforts to 
complete recommendations, Common Application mid-year 
reports, etc.? 

• Have you met your application and acceptance goals? How 
does the school share information about wins and 
accomplishments?  

• What are the targeted interventions for students with lower 
academic qualifications? 

• How is the school doing on their FAFSA/CADAA completion 
goal? 

 

February to 
May 

• How are seniors being prepared for the transition to college? 
Does this include a discussion on schedules, credit hours, 
professors, navigating college offices, and overcoming college 
culture shock? 

• What is the strategy to get struggling students to complete the 
FAFSA/CADAA and/or college applications? 

• How are students learning how to read award letters, compare 
college offers, and understand FAFSA/CADAA verification? 

• How are students being supported in discussions of their 
college options? Are their options matching their academic 
qualifications? 

• How are families engaged in this critical decision-making time? 

• How are students being prepared to respond for the May 1st 
deadline of notifying postsecondary institutions of 
enrollment? Are there schoolwide Decision Day efforts and 
celebrations? 

• Is there a checklist for students so they know about 
responding to college deadlines, financial aid verification, 
orientation dates, and housing fees? 
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• How is the schoolwide community aware of acceptances and 
enrollments, and how are they celebrated? 

May to August • What is the strategy to ensure students enroll in the 
postsecondary option they said they are going to attend? 

•  How are you ensuring enrollment for students attending 
community college, vocational/trade school, and/or the 
military? How are you supporting diverse learners? 
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Resource 6—Interpreting Indicators and Data Using a Modified ATLAS Protocol 
 
Utilizing Data 
The PLT should meet regularly and should be organized around a data analysis cycle to review these indicators.  In order to improve postsecondary outcomes, 
school sites must systematically and routinely use data to guide the planning of college and career readiness programs and activities. Collaboration among 
stakeholders, in each step of the data analysis cycle, supports the development of collective expectations, increases understanding of student needs and helps to 
identify effective strategies.  This cycle is fluid, not fixed.  Resource 7--Developing Actions in the Postsecondary Plan provides a template and process for 
developing a postsecondary plan.  The indicators you choose when developing the postsecondary plan should be reviewed as the analysis cycle on a regular 
basis. The PLT determines the best way to engage with the data analysis cycle.   
 
The following are multiple sources of data that impact college and career readiness outcomes that can be analyzed by the PLT in order to develop an action plan 
and prioritize resources. 
 

College Readiness Postsecondary Planning 

• Grade Point Average above 3.0  

• A-G course completion with a “C” or better  

• PSAT scores in ELA higher than 430 and higher 
than 480 in math  

• 11th grade SBAC result of “standard exceeded”  

• 11th grade SBAC result of “standard met”  

• Concurrent enrollment rate  

• Advanced Placement (AP) enrollment  

• Rate of students passing AP exams  

• Enrollment and completion of Transition to 
College Math and Statistics (TCMS) course and 
Expository Reading and Writing Course (ERWC)  

• CTE pathway completion  

• Service learning completion  

• Individualized Graduation Plan Completion*  

• Free Application for Federal Student Aid (FAFSA) 
and California Dream Act Application (CADAA) 
completion*  

• Completion rate of Naviance grade-level tasks*  

• Number and percent of students taking the SAT or 
ACT  

• College application rates*  
 

*Data available in Naviance 
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Modified ATLAS Protocol  
This protocol is designed to guide conversation when data is the focal point.  The structured approach of a protocol, with clear norms and expectations for 
conversation, creates a safe space for all participants. This protocol supports equity of voice and allows all members to describe the data, make inferences, and 
share implications for future work.  
 

Sample ATLAS Protocol of Naviance Task Completion Data 
Below is a sample of the ATLAS Protocol as used by the PLT to review data on Naviance task completion.   

 
Group/Team:  PLT Sub-Group #1 
 
Sample Data being reviewed and Analyzed:  Grade 12 Current Task Completion Status 

Individually review the data and then, as a group, answer the following questions. (5 minutes) 

What do you see? 
(5 minutes total) 

• What is the data showing us? 

• State only facts and numbers. Avoid inferences or conclusions. 

 

Record: 

• Apply to 2 Colleges:  203 completed 

• SuperMatch:  83 completed 

• FAFSA:  180 completed 

• Senior Exit Survey:  0 completed 

• Total Seniors: 219 

What does the data suggest? 
(5 minutes)  

Record: 

• 18% of students did not complete the FAFSA 

• Senior Exit Survey has not opened yet 

• There was less emphasis to have students complete SuperMatch, 

perhaps because students had already decided where to apply 

last year and this was the first year of Naviance access 
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What are some implications or next steps? 
(5 minutes) 

Record: 

• Make a plan for completing the Senior Exit Survey 

• Review Prospective List of 11th graders.  This will be used to build 

on next year in Apply to 2 Colleges Task 

• Follow up with students who did not complete FAFSA?  Did they 

not submit a FAFSA or did they not complete the task?  Make 

sure these students submit even though past deadline.   
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Modified ATLAS Protocol Template 
 

Group/Team:   
 
Data being reviewed and Analyzed:   

Individually review the data and then, as a group, answer the following questions. (5 minutes) 

What do you see? 
(5 minutes total) 

• What is the data showing us? 

• State only facts and numbers. Avoid inferences or conclusions. 

 

Record: 
 

What does the data suggest? 
(5 minutes) 

Record: 

What are some implications or next steps? 
(5 minutes) 

Record: 
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Resource 7—Developing Actions in the Postsecondary Plan 
 

 
 

The data analysis, used in Resource 6—Interpreting Indicators and Data should be used to determine actions.  Actions in the annual postsecondary plan should 
be further developed with clear timelines and lines of responsibilities.  For example, your action item may be to start college and career awareness activities in 
the 9th grade. Your action steps need to be specific, so two action steps for this priority might be: 1) Develop a 9th grade orientation class that includes lessons 
and activities on getting ready for college; and 2) Plan an annual 9th grade college trip.   
 
As actions are developed, it is key to identify the measurable indicators that will be used in the future.  Use the measurable indicators to better assess the 
successful implementation of your action.  Once available, these measurable indicators will need to be further analyzed, as was done in Resource 6—Interpreting 
Indicators and Data.   
 
As these actions are developed, the following should be kept in mind to anticipate possible barriers to proposed action steps, and possible ways to address these 
proactively: 

• Is there funding to carry out our proposed action steps? (If not, how might funding be accessed or what is an alternative project?) 

• Is there enough people power? (If not, can we recruit volunteers, parents, or students?)  

• Have we allocated enough time to carry out these changes?  

• Can we excite staff and others about these action steps?  

• What kind of opposition might be encountered? Are there ways to address it in a positive way that might help more people get on board?  
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9th Grade Sample:  Developing Actions in the Postsecondary Plan 
 

Action 1:  Start college and career awareness activities in 9th grade 

Action Steps Who? Resources Needed (may 
include outside partners) 

Time Frame Challenges (to keep in 
mind and/or address) 

Indicators/date 
available 

1.  Develop 9th grade 

orientation that includes 

lessons and activities for 

raising student awareness of 

college and careers. 

Mr. Johnson-

Leadership 

Adviser 

Partner:  GEAR UP 

 

Other Staff:  

Counselors 

 

Materials:  college 

inquiry resources and 

career inventories 

available in Naviance 

End of spring or 

summer in time 

to implement by 

orientation 

Time restrictions 

 

Distributing 

materials 

# of participating 

students/August 

2.  Plan at least one annual 9th 

grade trip to a local college 

tied to a writing assignment 

in ELA. 

Ms. Lopez-

English 

Department 

Chair 

Funding for buses 

 

Chaperones 

In time for a 

March/April 

visit 

Fitting into an 

already full 9th 

grade curriculum 

Field trip log/year 

end 
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Template:  Developing Actions in the Postsecondary Plan 

9TH Grade Action 1:   

Gr  Action Steps Who? Resources Needed (may 
include outside partners) 

Time Frame Challenges (to keep in 
mind and/or address) 

Indicators/date 
available 

Gr 9 1.        

2.        
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10th Grade Action 1:   

Gr  Action Steps Who? Resources Needed (may 
include outside partners) 

Time Frame Challenges (to keep in 
mind and/or address) 

Indicators/date 
available 

Gr 
10 

1.        

2.        
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11th Grade Action 1:   

Gr  Action Steps Who? Resources Needed (may 
include outside partners) 

Time Frame Challenges (to keep in 
mind and/or address) 

Indicators/date 
available 

Gr 11 1.        

2.        



 

 

22 
 
Source:  Postsecondary Success Toolkit:  Developing Postsecondary Leaders by the Network for College Success 
 

 

12th Grade Action 1:   

Gr  Action Steps Who? Resources Needed (may 
include outside partners) 

Time Frame Challenges (to keep in 
mind and/or address) 

Indicators/date 
available 

Gr 12 1.        

2.        

 


