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21 GEAR UP site coordinators are hired by the West Virginia Higher Education Policy Commission to plan, 

implement, monitor, and track program services and activities at each participating school.  Site coordinators can 

be teachers, administrators, counselors, parents, or others who apply for the position (although most are staff 

members at the school for which they coordinate services).  In Year 5, most site coordinators had served in the 

role during the previous school year.  

A Brief Word about Methods 

Following their regularly scheduled meeting on June 4, 2013, three groups of site coordinators, 

assembled according to their region1, spoke with evaluators about the implementation, impact, and 

sustainability of the West Virginia GEAR UP program.  A semi-structured questioning route, aligned 

with applicable evaluation foci, guided the discussions.  The interviews ranged from three to six 

participants, and each session lasted between 30 and 60 minutes.  Interviews were audio recorded, 

and transcripts produced from those recordings formed the basis for thematic analyses. 



 

 

 

 

 

 

 

 

 

 

 

 

Sometimes it’s whole group, maybe a big activity, sometimes it’s just an assembly, 

sometimes it’s an after school activity, it might be a classroom activity, it might taking 

the kids to the computer lab, it’s a lot of different ways. 

                                                 



 

 

And we have the same set of people.  We have the same set of teachers that are 

always going to be there and the same ones that are never there.  We have the same 

kids that want to do everything, and then there’s other kids who don’t want to do 

anything.  And I think it’s the same way with the parents. . . . The parents I see, I see 

them constantly.   



 

 

The buy-in [among teachers] has been better this year than it has in the past because 

we have an administrator that’s also a part-time site coordinator, and that’s really 

helped with the teachers.  They are willing to do more because she tells them to. 



 

 



 

 

This is very simple, but the thumb drives23 . . . They are so important to those students.  

I mean, they love them.  They can come and ask me for one, and I can give it to them 

and, again, you would think you gave them a million dollars.  That’s been great for us. 

                                                 



 

 

The kids always ask for stories about all of the schools.  So that’s been a neat way just 

to build a little kind of relationship with the colleges, knowing that their pennant is 

hanging up in the office that all of the kids are going to see. 



 

 

                                                 
24 Regional coordinators, employed by HEPC through the GEAR UP program, are based at partnering institutions 

of higher education within each of the three GEAR UP regions and serve as resources for site coordinators for 



 

 

                                                                                                                                                             
planning and coordinating events and as liaisons between the sites and HEPC or the higher education institutions, 

as needed.  



 

 

 

 

 

 

 

I didn’t participate at all.  It was completely student created—student verbiage, video, 

even lack of poor sound quality.  But it was the kids’ perception of what GEAR UP has 

done for them.  So I think that is indicative of the implementation of services when you 

have students and parents who are saying, “When I started in GEAR UP, I had no idea 

what I wanted to do.”  Or a young girl who said, “I had no friends and now I have lots 

of friends and I was not able to speak in front of people and now I’m speaking on 

video.”  You know, “I didn’t know what I wanted to do with my life and now I know.”  

Or, “My parents didn’t go to college and now we’re talking about college.”  Or, “I’m 



 

 

helping my sibling [learn about college].”  I think those are all indicative of full 

implementation and the quality of implementation of the program. 



 

 

If I laid $200 across my table in enveloped, they would not walk up there to get it. They 

would be like, “Can you not just bring it to me in class? Why do I have to come and get 

it?” . . . If money doesn’t motivate them, I don’t know what else will. 



 

 

I think some of it may be that they are a little intimidated by the school setting, I mean 

truthfully.  Some of our parents haven’t graduated, they struggle with just reading, some 

of them can’t read at all, and I think they are a little intimidated about coming into the 

school.  I really do.  They are afraid they are in trouble or they are going to get fussed 

at for something.  Whereas, they are really just needed to talk to; they always think 

that it is something negative. 



 

 

My HEROs group, they’re awesome . . . but the teacher get upset when I have to get 

them out of class because mine are so involved that I have to literally meet with them 

about every three weeks . . . and sometimes it lasts 45 minutes, you know.  The 

teachers get upset about it. They like the end result of the things we do, but they just 

don’t want to let them out of class. 



 

 

 I can’t even get any postage.  I’ve paid all the postage all year because you don’t want 

to get a purchase order, and have that sent to the county, and then they have to --.  It’s 

just easier to buy a stamp. 

You see kids that maybe came in as freshman and you really, really worried for their 

well-being, and then they get involved, and they start caring about school, and then they 



 

 

start applying to college, and then they graduate and they go.  I mean there’s not 

anything that can match that until you see it for yourself. 

Site coordinators did not mention any specific efforts to share those kinds of individual success 

stories with local stakeholders and decision-makers, although doing so may help build 

continuing support and possibly promote sustainability for activities and services that promote 

college awareness and access.  

They think more about their GPA.  It’s not irrelevant anymore.  It’s actually more 

important, because a lot of them were just trying to get out of high school.  They didn’t 

care if they got that D, well they passed that class.  Now, they are actually worried.  



 

 

Like “What can I do to get a better grade?”, “What am I needing to do so I can get 

into whatever school?” 

These students know much more about the colleges and about why they should go and 
how to get financial aid.  They know more about that than the generation before them, 

much more.  I wish I had known all of that. 

They have a more realistic understanding of what it is, how much it really costs.  I mean 

they are still off, they are still overinflating it, but I’ve noticed that just over the last 

three years that I’ve been working with GEAR UP that it is getting better.  They know 

more about it.  It seems more attainable.  I think that’s directly correlating to what 

GEAR UP does. 



 

 

That’s a message that I’ve really tried to push this year.  When I say college, I don’t 

mean medical school.  When I say college, I don’t mean law school.  I mean there are 

six-month programs, there are 12-month programs, there are 18-month programs, 

there are eight-year programs, and everything in between.   

[Through a career fair] the kids realize that it’s not necessarily a four-year institution to 

go into higher education.  There were other avenues for them to pursue because they 

were not looking for a business degree or an education degree.  There were other 

activities out there 

[The students] are like, “I’m going to WVU, I’m going to WVU.”  And they have never 

been there before, and [after the visit] they realize that it is massive and . . . they 

realize it’s not like a closed college campus where everything is right there and that’s all 

that’s there is the college.  So I think they need that exposure, especially being from 

such small, rural areas and some of the students have never even seen the state 

capitol, much less some of them have never even seen the [prominent local structure], 

and that means they’ve probably never been to Kroger. 



 

 

[Local college is] a small school, and [students] are afraid to fill out the application and 

it’s just a one-pager.  You know, but they are scared to death to fill that application out 

and I think that once someone sits down with them and shows them they can do it and 

they get accepted, they get excited. 

I have seen students get more excited about college and feel more informed about 

college and to ask more questions about college because they’ve got a little bit of 

knowledge about it but they want to know more. 

I think more of them are thinking about going to college that may have never even 

dreamed that they could go to college.  It just has them encouraged that they can go to 

college. 



 

 

I had a parent bring me my flowers on Friday for helping their student through the 

process of completing the college application and what they are going to do after high 

school because they had no clue. 

We have an English and math tutor that comes in and goes into the classroom and 

works with the students.  I think the teachers appreciate it just as much because they 

have got another person in there that can go into those students that are struggling, 

while the other teacher is still teaching the kids that are ready to move on.  So I think 

that’s been a success. 



 

 

Every year it seems like we just have an increase in the awareness of what’s available 

to them . . . and the culture in all of our schools have changed now to . . . not just 

dreaming about maybe going to college or a vocational-technical or something out 

there.  It’s “what am I going to be doing, I mean, I am doing something.”  So, they are 

making plans for the first time from freshman on up, they are planning.  . . . Instead of 

just sitting back and waiting for someone to do it for them, they are actively involved 

and I think that’s what GEAR UP has done.  We have kind of forced them . . . to take 

the lead.  So, they are actively involved.  They get things done.  They don’t wait around 

for us to tell them what to do.  It’s “What’s next?  We’re ready to go.”  I think just the 

whole culture of the school has changed. 

It’s made me a better counselor in ways that I could go on and on about . . . because I 

have to do it, and everybody in the school knows I have to do it, and I don’t have time 

to deal with their stuff because I’m required to do stuff that GEAR UP wants me to do, 

which is what a counselor should be doing.  [That] makes it great for me.  I love it.  I 

hate to see it go. 



 

 

I don’t want them to ever feel like they got put into a box, like I did.  You know, not 

that I regret my decisions at all, but it would have been nice to have some more 

options. 



 

 



 

 

You need a champion, somebody in your school that is going to take it on.  You’ll need 

to at least have that teacher or that counselor that’s going to take on the group.  So as 

long as you have that one person and they do it for nothing—you know, they are not 

going to be paid to take on the HEROs or the mentors or whatever—so you have 

always got to hope that you have that person in your building that’s going to keep that 
going. 



 

 



 

 



 

 

 

 

 

 

 



 

 

 

 

 

 

 

 



 

 

 

 

 

 



 

 

 

 



 

 

West Virginia GEAR UP Evaluation Questions 

Implementation 

F1. Are project activities being implemented with fidelity to the design? 

F2. Are services to students, parents, and schools/teachers achieving the desired reach? 

F3. How do stakeholders perceive the quality of project activities, interventions, products, and outputs? 

F4. What problems have emerged in implementing project activities and interventions, and how are they 

being resolved by those responsible for delivery? 

F5. How effectively, efficiently, and appropriately are (a) resources being used, and (b) partners collaborating 

toward GEAR UP goals? 

Outcomes 

O1. To what extent does GEAR UP increase student interest and involvement in school? 

O2. To what extent is student academic achievement increasing? 

O3. To what extent does GEAR UP promote student academic progression? 

O4. To what extent does GEAR UP promote student career awareness and interests? 

O5. To what extent does GEAR UP promote students’ “college knowledge”? 

O6. Does student participation in postsecondary opportunities increase? 

O7. To what extent do GEAR UP activities promote academic development and capacity of GEAR UP schools 

and educators? 

O8. To what extent does GEAR UP increase parent knowledge of college admissions and financial aid? 

O9. How do activities and interventions, and other variables, relate to the above goals? 

Sustainability 

S1. How, to whom, and how successfully is project information being disseminated? 

S2. Which, if any, project elements appear to be sustainable beyond the life of the project? 


