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4EXECUTIVE SUMMARY

EXECUTIVE 
SUMMARY

Postsecondary completion is a crucial step toward economic 

stability for low-income young people.1 However, many young 

people of color and lower socioeconomic status do not enroll 

in postsecondary education, and those who do are often stalled 

in noncredit remedial coursework where they lose precious 

time, money, and motivation. These students too often lose 

momentum and ultimately leave their college, technical 

education program, or university before earning a credential.2

While issues surrounding college access and readiness are 

complex, we have seen how postsecondary institutions and 

high schools—when working together—can create stronger, 

more cohesive bridges between students’ high school and 

postsecondary experiences. Working with practitioners, 

policymakers, and opinion leaders, JFF has identified evidence-

based design principles and strategies to strengthen what 

we call the “12th-grade-to-freshman transition zone.” The 

overarching goal of this effort is to make the senior year of high 

school more aligned with college and career for all students—

regardless of their level of readiness. The goal, ultimately, is to 

ensure that all students leave high school “college ready” (i.e., 

with no need for remedial coursework) and on the path toward 
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earning credit for courses that count 

toward degree or certificate completion. 

This transition zone should include a 

series of connected, intensive, and data-

driven supports to help students make 

a successful transition into and through 

important milestones during their first 

years in college. 

We believe that the following design 

principles and partnership elements are 

crucial in any effective, data-driven, well-

aligned college transition strategy: 

1. Co-design: High schools and 

partner colleges collaborate to 

develop courses, curricula, support 

systems, professional development 

opportunities, and data platforms.

2. Co-delivery: High schools 

and partner colleges share and 

coordinate staff, facilities, and other 

resources to carry out programming.

3. Co-validation: High schools 

and partner colleges use agreed-

upon methods and tools to track 

individual student progress, 

assess the overall effectiveness 

of programming, identify how 

programming can be continually 

improved, and accept agreed-

upon evidence of proficiency for 

course credit, placement, and other 

decisions surrounding student 

access and progression.

This toolkit provides advice and tools 

to support high school and college 

partners’ efforts to implement effective 

postsecondary readiness supports to 

ensure college readiness for all high 

school students. Partners in this work 

leverage and design the critical period 

when students transition from the 12th 

grade into and through the first year of 

college. While the tools in this toolkit can 

serve as standalone resources to guide 

Trajectories
EXPANDED DEFINITION

Trajectories are high school-to-

college transition experiences 

tailored to student needs that 

enable students to complete 

nonremedial college courses 

by high school graduation or 

during the first year of college. 

These experiences may include, 

for example, intentional 

sequences of articulated high 

school coursework that enable 

students to bypass developmental 

education, dual-credit 

experiences with co-requisite 

supports, and college success 

courses (see graphic on page 6 for 

examples of student trajectories).  
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postsecondary and high school partner 

conversations and planning efforts, 

we recommend that college and high 

school partners use these tools within 

a sequenced, integrated, and ongoing 

process that ultimately leads toward the 

development of trajectories of student 

support based on indicators of students’ 

readiness levels in the 11th grade. These 

experiences may include, for example, 

intentional sequences of articulated high 

school coursework that enable students 

to bypass developmental education, dual-

credit experiences with co-requisite 

supports, and college success courses (see 

graphic on page 6 for examples of student 

trajectories).  

This process starts with creating a well-

defined vision (Tool 1). A clear vision will 

help the high school and college partners 

clarify the purpose of their partnership 

and set parameters for future strategic 

planning conversations. Tool 2 provides 

guidance to support partners’ efforts 

to use 11th grade college readiness data 

to segment the high school’s 11th grade 

population by levels of readiness to inform 

differentiated student supports. Tool 3 

provides guidance on how partners can 

take inventory of existing student college 

readiness and success programs and use 

the information to expand and enhance 

future partnership activities. Tool 4 

provides tips on how to develop student 

support trajectories based on readiness 

levels—trajectories that map toward clearly 

defined student success outcomes. Tool 5 

provides a template that the partners can 

use to flesh out a detailed strategic plan 

that enables them to carefully implement 

their student success trajectories over a 

period of time. Tool 6 provides a work 

plan template that the partners can use to 

document implementation in the first year 

of work outlined in the strategic plan. 

TOOL 1 TOOL 2 TOOL 3 TOOL 4 TOOL 5 TOOL 6
Define the 
Partnership 

Vision

Segment 
Students by 

Readiness Levels

Evaluate Current 
Assets, Programs, 

and Student 
Success

Design Student 
Trajectories

Design a Strategic 
Plan

Construct a First-
Year Plan
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An assumption that guides our efforts to 

test strategies to redesign the 12th grade 

experience is that standalone programs—

while implemented with the best 

intentions by college and postsecondary 

partners—are not enough to ensure that all 

students receive the supports they need to 

increase their likelihood of enrolling and 

succeeding in postsecondary education. 

Strategic planning and data analysis 

allows partners to design meaningful 

support trajectories—a series of supports 

and experiences that address students’ 

academic needs and readiness levels—

while allowing partners to plan and 

prioritize programming to ensure that 

increasing numbers of students receive 

these supports over time. When we talk 

about strategic planning, we are referring 

to the processes in which high school and 

college partners establish a well-defined 

vision of what success looks like for 

graduating high school seniors, evaluate 

student and programmatic data to plan 

future support trajectories, and set realistic 

student success benchmarks. 

Specifically, the purposes and benefits 

of strategic planning and trajectory 

development include the following: 

1. Ensuring that college and high 

school partners’ collaborative efforts 

are focused on a commonly defined 

vision of student readiness and 

success. 

2. Ensuring that no students “fall 

through the cracks” and that 

all young people receive career 

planning guidance and college 

readiness support that is aligned 

with their readiness levels, interests, 

and needs. 

3. Ensuring that eligible students 

take full advantage of existing 

postsecondary readiness and 

postsecondary credit attainment 

opportunities. For example, many 

states provide financial incentives 

and assistance to students, high 

schools, and colleges to encourage 

students to participate in dual 

enrollment. However, in many 

cases, eligible students who meet 

11th grade standardized test score 

requirements to participate in these 

courses are not enrolling in these 

course options. 

4. Helping partners establish realistic 

data benchmarks and success 

milestones for future partnership 

work. For example, high school 

and college partners Lee College 

and Goose Creek Memorial High 

School made plans for the number 

of high school faculty members 

who would need to be trained to 

teach a course called Transition to 

Mathematics (which was developed 



9EXECUTIVE SUMMARY

by the Charles A. Dana Center at 

the University of Texas at Austin) 

based on an analysis of a segment 

of “not ready” students who could 

benefit from passing the course 

and bypassing remedial classes in 

college.

Before engaging in strategic planning, 

we recommend that postsecondary and 

high school leaders ensure that the right 

people participate in these conversations. 

While postsecondary, K-12, and high 

school leaders—i.e. college presidents and 

provosts, school superintendents, and 

high school principals—are obvious key 

players, other faculty and staff members, 

such as high school and college counselors, 

data managers, and college or high school 

liaisons, can offer useful strategic insights. 

Increasingly, for example, there have been 

opportunities for high school and college 

partners to share staff who serve as liaisons 

between their institutions. 

As important as it is to ensure that the 

right people are at the table, the mindsets 

and aspirations of the key high school 

and postsecondary players are crucial to 

the success of strategic planning efforts. 

For example, we have learned that having 

the buy-in and leadership of high school 

principals is vital to implementing 

schoolwide college readiness strategies, 

because principals are at the nexus of 

strategy and implementation. Principals 

must believe that all students are capable 

of postsecondary readiness and that 

high school completion should mean 

more than just a diploma. Postsecondary 

education includes any post-high-school 

programs that lead toward credentials 

with labor market value: four-year degrees, 

short-term career technical program 

certifications, apprenticeship programs, 

and associate degrees. College leaders (i.e. 

academic deans, presidents, and provosts) 

who see partnership work as part and 

parcel to their student enrollment and 

completion agendas will also see value 

in dedicating staff time and resources to 

strategic planning and efforts to create or 

expand initiatives within their institutions’ 

partner high schools. 

USING THESE TOOLS
This tool was designed to be either printed 

or typed in. In order to type in this PDF, 

open the file within Adobe’s Acrobat 

Reader and select the “Edit PDF” tool. You 

can then use the “Add Text” tool to insert 

text throughout the document. 
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TOOL PURPOSE: 
The first step toward developing a strategic plan involves 

college and high school partners defining a clear vision for 

their partnership. Through this process, partners create shared 

definitions and understandings of student success. These 

will serve as guideposts for ensuring that efforts are clearly 

linked to student success indicators. This tool provides tips to 

help college and high school partners clearly articulate their 

partnership vision. 

Although each team of college and high school partners that 

worked on the 12th Grade Redesign project serves a unique 

population and used strategies that grew out of local contexts, 

they all signed on to the following set of student success goals 

as an outcome for redesigning the 12th grade:

1. All, or increasing numbers, of students should graduate 

from high school “remediation free”—meaning 

they should be eligible to enroll in their first year 

of postsecondary education without having to take 

remedial coursework. 

2. All students should graduate from high school with clear, 

well-researched career plans that include postsecondary 

educations.

3. Increasing numbers of students who meet dual-credit 

eligibility requirements should participate in at least one 

college course for dual credit (within a meta-major) by 

the end of their senior year in high school.

TOOL 1:  
Define the Partnership Vision
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Tips for Developing a Partnership 
Vision: 

The following tips will help high school 

and college partners develop their 

partnership visions: 

1. Start with the overarching 

strategic plans of the district and 

the college: Overarching district 

and college strategic plans can 

provide useful starting points for 

identifying partnership visions. 

For example, 12th Grade Redesign 

participant Oak Ridge School 

District’s strategic plan included 

“Seven Keys to College and Career 

Readiness.” One of the “keys” was 

the goal of having students take 

college courses for dual credit or 

earn certifications before graduating. 

The high school and district leaders 

viewed their partnership with Roane 

State Community College as an 

opportunity to advance their district 

goals of increasing dual-credit and 

certification opportunities. 

2. Consider state-defined student 

success benchmarks: For example, 

the Texas Education Agency, a state-

run K-12 accountability institution, 

has clearly defined college and 

career readiness graduation 

outcomes that are included in 

its high school accountability 

standards. These standards include 

students’ ACT and SAT scores, 

dual-credit completion rates, AP test 

scores, and Texas Success Initiative 

Assessment scores. Leaders from 

Goose Creek Memorial High School 

and Lee College in Baytown, Texas, 

were sure to include these standards 

in their student success vision. 

3. Identify the need for college and 

career readiness within the high 

school and region: Assessments of 

the local labor market can also help 

partners define their visions and 

aspirations for student readiness. 

If they have not done so already, 

partners can conduct labor market 

Crafting a Vision
TIP

Partners should note that their 

vision doesn’t have to be perfect 

or complete. Because all ongoing 

work yields important lessons 

over time, the vision will likely 

evolve and change as the partners 

assess available resources and 

learn more about student, 

institution, and community needs 

as the work of the partnership 

progresses.
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research through websites such as 

www.careeronestop.org and www.

onetonline.org to identify the skills 

and occupations for which demand 

is strongest in their regions. When 

identifying occupations that are 

in demand, partners should keep 

in mind the following questions: 

Do these occupations require 

postsecondary training? Do they pay 

family-sustaining wages? In what 

ways does this research build a case 

for college and career readiness for 

students? 

In Baytown, Texas, an ExxonMobil 

facility is within sight of the Lee College 

campus, and countless plastic refineries 

are located throughout the surrounding 

region. Conversations with local employers 

and labor market research efforts have 

revealed that most of the entry-level jobs 

in these industries that offer promising 

wages require at least some postsecondary 

training and/or certifications. High 

school and college partners Goose Creek 

Memorial and Lee College viewed this 

labor market reality as a critical data point 

to support the imperative to increase 

postsecondary readiness for students 

graduating from Goose Creek Memorial 

High School. 

1. Talk to students and alumni: 

Students and alumni can offer useful 

insights to inform partnership 

strategies. Ask current students 

about their aspirations upon 

graduating from high school. 

Do they plan on enrolling in 

postsecondary institutions? If so, 

what do they perceive to be their 

greatest challenges to enrolling? 

Are these plans realistic, and are 

they aligned with their current 

levels of preparation and academic 

readiness? If postsecondary 

enrollment is not in their plans, 

explore why this is the case. For 

example, when Zanesville High 

School counselors talked to current 

students, they discovered that parent 

expectations played a critical role in 

whether or not a student planned to 

attend college. That finding helped 

education leaders realize that it 

was critical to inform parents of 

the importance of postsecondary 

education in expanding students’ 

career prospects within their 

changing rural economy. Alumni 

from the high school, particularly 

those enrolled in the partner college, 

can offer rich insights as well. If it 

is possible to contact and interview 

alumni, ask them questions such as 

these: Now that you are enrolled in 

college, is there anything that you 

http://www.careeronestop.org
http://www.onetonline.org
http://www.onetonline.org
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wish you had learned in high school that you didn’t learn? 

In what ways are you prepared? In what ways are you not 

prepared? 

2. Aim high: Consider the student success goals that are 

explicitly outlined within the 12th Grade Redesign initiative: 

students graduating remediation-free and on the road toward 

completion of their first gateway credit-bearing courses by 

or before their first year of college. We outline the rationale 

of these goals in the publication “Creating Strong Transitions 

From High School Through College: A Progress Report on 

Redesigning Senior Year.”    

https://www.jff.org/resources/creating-strong-transitions-high-school-through-college-progress-report-redesigning-senior-year/
https://www.jff.org/resources/creating-strong-transitions-high-school-through-college-progress-report-redesigning-senior-year/
https://www.jff.org/resources/creating-strong-transitions-high-school-through-college-progress-report-redesigning-senior-year/
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TOOL PURPOSE: 
One of the key drivers of the 12th Grade Redesign initiative is 

the use of 11th grade college readiness indicators to determine 

the number of 12th graders with various levels of need—college 

ready, nearly ready, or not ready. Doing an analysis of this 

kind will help ensure that partners design meaningful, data-

driven 12th grade experiences that address the discrete needs 

of all students, with a particular focus on developing students’ 

metacognition—i.e. skills and behaviors predictive of success in 

college, such as perseverance, goal-setting, self-regulation, and 

time management. 

Specifically, segmentation will help partners address the 

following questions: 

1. What number and percentage of students in the “not 

ready” category would benefit from support that can be 

co-validated by high school and postsecondary partners? 

2. What number and percentage of students in the “ready” 

category are eligible to participate in college coursework 

and other college immersion experiences?

3. What number of students in the “nearly ready” category 

would need some supported acceleration or modified 

dual-credit experiences?  

This tool provides step-by-step guidelines and a template to 

help high school and college partners use 11th grade college 

readiness test data to segment students by readiness levels. 

TOOL 2:  
Segment Students by Readiness Levels
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Step-by-Step Guidelines  

Step 1: Select a data source.  

Consider the data source that would be 

most appropriate for measuring student 

readiness. The following guidelines can 

help partners select an appropriate data-

source: 

• Which student college readiness 

data is required by your state as a 

key college readiness accountability 

measure?

• Which standardized college-

readiness data is most aligned with 

postsecondary readiness standards? 

• What data, beyond standardized 

test scores, might shed light on the 

readiness of students in areas such 

as critical thinking, reasoning, and 

analytical skills?

• Which data sources offer the most 

complete snapshot of the high 

school’s total junior year student 

population?  

You can also use multiple data sources 

(i.e., a combination of, say, ACT, SAT, and 

Smarter-Balanced scores), but note that 

using multiple sources can complicate your 

segmentation and analysis efforts. Note 

also that institutions with internal data 

collection and analysis resources (i.e., a 

dedicated “data person”) are best suited to 

take on more complex analysis. 

Step 2: Define Score Ranges and 

Complete the Template Provided 

Below:  

Once the partners select their data source, 

they should define their readiness score 

ranges. These score ranges will serve as 

the parameters they will use to segment 

the junior year student population. During 

the 12th Grade Redesign initiative, JFF 

encouraged the state-based innovation 

teams to segment students within three 

categories: ready, near ready, and not 

ready. Your team may decide to use more 

simplified segments (e.g., just “ready” 

and “not ready”) or more complex ranges 

that take into account multiple indicators. 

Your team can also use more nuanced 

calculations to assess important data 

trends such as the relationship between 

student demographics (i.e. race and 

socioeconomic background) and readiness 

levels. The degree and depth to which you 

conduct this analysis will largely depend 

on your partnership’s overall goals and 

the internal capacity you have for data 

analysis. 

All of the 12th Grade Redesign partners 

set their college readiness score ranges 

according the college partner’s eligibility 

requirements for students to participate in 

college coursework. For example, in Texas, 

students must score at least 350 on the 

TSIA test in order to take college classes. 

Therefore, all Goose Creek Memorial 
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High School students who scored 350 on 

the math TSIA exam were categorized as 

ready. 

Step 3: Discuss Data Implications:  

Once students have been analyzed by 

readiness criteria, high school and 

college partners analyze the data and its 

implications by collectively discussing 

a series of questions (listed below). For 

example, Oak Ridge High School and 

Roane State Community College used 

2017-18 11th grade Junior ACT data to 

segment students into near-ready, ready, 

and not-ready categories. Using students’ 

math scores as an example, roughly 40 

percent of 2017-18 juniors were deemed 

to be “ready” (having scored a 22 or 

higher), 20 percent were categorized as 

“near ready” (with scores of 18-21), and 

roughly 40 percent fell into the “not ready” 

category (having scored below 18). While 

Oak Ridge High School’s average ACT 

scores represent some of the highest in 

Tennessee, the leadership wanted to do 

better and increase the number students 

graduating from the high school college-

ready. With the ACT data in hand, the team 

is co-designing a pathway for near-ready 

and not-ready seniors that includes a first-

semester Tennessee SAILS math course 

where passing students earn a remediation 

waiver that is recognized by all Tennessee-

based public postsecondary institutions.

The following questions can guide 

partners’ conversations regarding data 

implications: 

1. As you evaluate the segmentation 

analysis, are there any specific data 

points that you find surprising? 

2. Which categories of readiness 

represent the largest segment of 

the student population? What are 

the general characteristics of these 

students in terms of demographics, 

attendance rates, socioeconomic 

backgrounds, etc.?

3. Which subject areas produce the 

largest number of “not ready” 

students? 

4. What are the limitations of the data?

5. Within each readiness category, 

roughly what percentage the 

students are taking advantage of 

available college readiness and 

immersion supports? Are there 

missed opportunities or gaps 

between students’ needs and 

available supports? Note that Tool 

3, “Evaluating Current Assets and 

Programs,” will help partners 

identify these gaps. 
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Student Segmentation Template

TABLE 1: 

11th grade student readiness levels as measured by                               test  
Date of test:                      
Percentage of juniors who completed the English language arts (ELA) portion of the test:                       
Percentage of juniors who completed the math portion of the test:                                   

READINESS 
SEGMENTS 

Score Ranges:  
English and 

reading

Number and 
percentage of 

students scoring 
within English and 

reading ranges 
Score Ranges: 

Math 

Number and 
percentage of 

students scoring 
within math ranges 

Low Readiness 
 

Near Ready 
 

Not Ready 

Totals

Ready
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TOOL PURPOSE: 
Successful high school and college partnership efforts build 

from current activities, assets, and programs. In this tool, we 

provide an asset-mapping template and exercise that will 

enable high school and college partners to better understand all 

of the efforts already in place and to start connecting discrete 

activities into clear pathways of support. In addition, this 

exercise will help partners identify gaps in services and outline 

what new or expanded programs, co-designed by the high 

schools and colleges, would help ensure that all 12th graders 

are on a path to completing college-level coursework in high 

school or during their first years of college. 

This process of taking inventory has several purposes and 

benefits, including these:

1. Helping college and high school partners identify 

untapped institutional resources that could potentially 

support students’ postsecondary readiness and success. 

For example, while sharing its inventory of available 

programming, Lee College identified the Puente program 

(which offers mentoring and support for college-enrolled 

first-generation students of color) as a potential resource 

to support graduates of Goose Creek Memorial and the 

Peter E. Hyland Center (an alternative high school in 

Baytown) who enroll in the college as freshmen. The 

partners discovered that many high school seniors were 

unaware that this program existed. In response to this 

discovery, Lee College plans to host orientations for 

TOOL 3:  
Evaluate Current Assets, Programs, and 
Student Success
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prospective high school seniors and 

their parents to encourage students 

to sign up and receive timely 

mentoring and supports via the 

program as soon as they attend Lee 

College.

2. Identifying additional students 

who would benefit from and/or be 

eligible to participate in existing 

programs. For example, Lee College 

and Goose Creek Memorial High 

School discovered that while a 

significant number of GCM students 

were eligible to participate in college 

coursework, just a small percentage 

of students were actually taking 

college classes for dual credit. That 

finding helped the college and 

high school partners set realistic 

benchmarks around their dual-

credit student participation goals 

for the 2018-19 academic year and 

beyond. Once they set their student 

participation benchmarks, the 

college and high school partners 

were able to determine the number 

of adjunct faculty they needed to 

collaboratively hire and train in 

order to have an adequate number 

of teachers for the college courses at 

the high school during the ensuing 

school years.

3. Understanding how available 

programs can be sequenced within 

a seamless trajectory of support 

for students. Before the 12th Grade 

Redesign high school and college 

partners engaged in this work, 

they had already been trying out an 

impressive assortment of programs 

to better prepare students for 

college-level work. But when they 

started the work, it was evident 

that few, if any, of these efforts 

were connected to each other or 

across the high school and college 

institutions—much less part of 

a comprehensive strategy. JFF 

helped the partners determine 

the number of 12th graders within 

different categories of need (e.g., 

college ready, nearly ready, or far 

from ready) and take an initial 

inventory of current high school 

and college programs. This enabled 

the partners to understand current 

efforts and then begin to combine 

them into pathways for students, as 

well as to identify gaps in current 

programming that would need to 

be filled with expanded or new 

co-designed efforts to ensure that 

every 12th grader was on a path to 

completing college level coursework 

during or before the first year of 

college. 

4. Evaluating and comparing the 

overall success of each of the 
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existing programs, which can 

help partners to prioritize future 

programming and program 

expansion efforts. For example, all 

participating 12th Grade Redesign 

high schools offered Advanced 

Placement (AP) course options 

where students could potentially 

earn college credit by taking AP 

exams at the end of these courses. 

However, most students who took 

those classes did not meet the AP 

test score benchmarks necessary to 

earn college credit. In contrast, most 

students taking college coursework 

for dual credit were successfully and 

earning college credit while learning 

critical postsecondary success skills 

through engagement with college-

level material. This finding helped 

the high schools revamp their AP 

testing efforts and identify college 

coursework for dual credit that 

could complement AP options in 

helping high school students earn 

college credit in key gateway courses 

before graduation. 

We recommend that high school and 

college partners each complete the 

asset-mapping template separately and 

then compare notes to identify potential 

programs that can be collaborated upon 

and integrated as high school senior year 

and first year college student supports.

Instructions

In the table below, specify college and 

career readiness supports provided to 

students during their enrollment at the 

high school and college. These supports 

could, for example, include ACT test 

prep, college tours, dual-credit options, 

or AVID programs. Identify which 

populations of students receive these 

supports. For example, is this program 

intended for students who meet specific 

eligibility requirements? When do these 

students receive these supports? How 

many students are actually engaged in the 

program, and how does this compare with 

the number who could benefit? 

If possible, identify the student success 

rates of the programs. For example, if the 

high school offers AP courses, how many 

students pass these courses? How many 

and what percentage of these students 

take the end-of-course AP exam and score 

a 3 or better? (A score 3 or higher is more 

likely to earn credit from postsecondary 

institutions.) This analysis can help 

partners identify promising practices or 

specific practices that would benefit from 

intentional improvement efforts. 

Once the asset-mapping exercise is 

complete, partners can consider the 

following guiding questions to help them 
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use the information to advance their 

planning efforts: 

1. What programs are available to 

prepare students for college-level 

coursework? Do existing courses 

provide opportunities for students 

to develop critical thinking and 

metacognitive skills—i.e., activities 

in which students plan, assess, and 

monitor their own thinking? Are 

these courses sufficiently aligned 

with postsecondary expectations 

and experiences?

2. What programs are available to help 

students engage in postsecondary 

and career planning? What are 

the student participation success 

rates in these programs? Are there 

additional students who may benefit 

from these programs? 

3. What are the student participation 

rates within each of these programs? 

What are the student success rates 

(i.e. the number or percentage of 

students who pass or complete the 

program)? Does this data suggest 

that partners work together to 

improve these existing programs 

and thus improve student outcomes?

4. Are there opportunities in which 

students would benefit from 

receiving college assessment test 

prep? 

5. Are there opportunities in which 

students can earn dual credits 

within credential or degree 

pathways? 

6. Are there untapped institutional 

resources that can be leveraged in 

future activities? Which students 

would be eligible for, and optimally 

benefit from, these resources (i.e. 

those who are ready, near ready, or 

not ready) 
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COLLEGE 
AND CAREER 
READINESS 
SUPPORT 

Which students receive 
these supports? (i.e., all 
students, just students 

who receive ACT cutoff 
scores, just seniors, etc.) 

When do students 
typically receive these 

supports? (i.e., first 
month of 11th grade.)

How many and 
what percentage 

of students receive 
support? 

If applicable, what 
are the success rates 

of these supports? 

EXAMPLE:  
Dual-credit 
college success 
course 

Students earning 
at least a 19 on the 

ACT and a 99 on the 
Accuplacer Reading 

test.

First semester of 
12th grade. 

25 students (2% of 
the total 10th grade 
population, 12% of 

the eligible students) 

98% earn C or 
better 

Student and College Support Evaluation Template
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Tool Purpose: 

Trajectories are high-school-to-college transition experiences 

tailored to student needs that enable students to complete 

key nonremedial college courses by high school graduation or 

during the first year of college. Designing these trajectories 

enables partners to develop more detailed strategic plans (and 

detailed strategic plan guidance is outlined in Tool 5). 

A template for outlining these trajectories (with a completed 

example) is provided below. Partners can keep in mind the 

following guiding questions (which correspond to the columns 

within the template) when populating this tool. 

1. Which segment of the student population? 

Segmenting students by readiness levels is a critical 

first step to defining realistic student success goals and 

developing appropriate sequences of supports for each of 

these student populations. Detailed instructions to help 

you identify these segments are referenced in Tool 2 of 

this toolkit. If partners segmented students by readiness 

levels, they may have organized 11th grade students by 

“near ready, ready, and not ready” based on the students’ 

scores on college readiness tests, such as the ACT. 

2. Roughly what percentage of incoming high school 

seniors? This figure reflects the percentage of juniors 

who are within the defined readiness categories, which 

your team should have defined in Tool 2. 

3. What are the ideal success outcomes for these 

student populations? By clearly defining student 

TOOL 4:  
Student Trajectory Development 
Framework
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success outcomes, you are 

establishing a shared sense of 

success for your high school 

college partnership efforts. Here is 

a useful framework with which to 

define student success: What key 

milestones should students achieve 

by the time they graduate from 

high school, enter postsecondary 

education, and/or complete 

their first year of postsecondary 

education? When defining student 

success, we recommend that you 

revisit the vision that your team 

established early in the strategic 

planning process (see Tool 1).

TRAJECTORY EXAMPLE

Zanesville High School and Zane State Community College identified a significant 

population of students who were not participating in existing dual-credit opportunities, 

such as articulated Project Lead the Way courses (focused on STEM-related careers), 

career credentialing courses through a local career center, and general education dual-

credit courses funded by Ohio’s College Credit Plus Program (CCP). While many of 

these students demonstrated promise with satisfactory grades, consistent attendance, 

and strong recommendations from teachers, they were undecided about their career 

paths and did not have the test scores needed to participate in CCP classes. With these 

students in mind, the Zanesville City Schools district and its postsecondary partner, Zane 

State Community College, designed a special trajectory for these students that included 

a senior year first semester where students would attend (as a cohort on the high school 

campus) dual-articulated math and English college preparation courses and a college 

success course. In this first semester college success course, which was taught by Zane 

State faculty member Jennifer King, students engaged in deep career exploration and 

planning through JFF’s MyBestBets platform. During their second semester, these seniors 

would then take college-level math and English courses with co-requisite success classes, 

courses within their selected majors on the college campus, while receiving advising 

and tutoring from Jennifer King and peer-to-peer support from fellow members of their 

cohort. 

http://www.mybestbets.org/
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4. What is the sequence of 

programming and supports 

necessary to achieve these 

outcomes? Once you set your end 

goals you are encouraged to work 

with your partners to envision a 

sequence of programming and 

opportunities for each of the 

segmented student populations 

so that these students reach these 

specific milestones. (See the third 

column in the template below). 

When defining your sequences, be 

sure to build off of and consider 

current programs (that can be 

expanded or refined to improve 

student outcomes). For example, 

“ready students” who are eligible to 

participate in college coursework 

could be involved in dual-credit 

math or English courses that meet 

general education requirements 

toward an associate degree. Or 

they could be involved in career 

technical courses that count toward 

certifications. “Near ready” and 

“not ready” students could be 

involved in sequence of articulated 

coursework that would allow them 

to earn “remediation waivers” upon 

graduating from high school so 

that they would be eligible to enroll 

in credit-bearing courses during 

their first years in postsecondary 

education, without first having 

to take remedial classes. Partners 

should also consider how new 

and existing experiences expose 

students to opportunities that will 

encourage their development of 

metacognitive skills—i.e. skills and 

behaviors predictive of success in 

college, such as perseverance, goal-

setting, self-regulation, and time 

management. 
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Roughly what percentage of incoming high school seniors fall into each readiness category? 

What are the ideal expected success outcomes for these students?

What are the key programs and supports necessary to achieve these 
outcomes (building off of assets)?

Not Ready
(math, ELA)

Near Ready
(math, ELA)

Ready
(math, ELA)

Student Trajectory Framework Template
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Roughly what percentage of incoming high school seniors fall into each readiness category? 

What are the ideal expected success outcomes for these students?

What are the key programs and supports necessary to achieve these 
outcomes (building off of assets)?

Not Ready
(math, ELA)

Near Ready
(math, ELA)

Ready
(math, ELA)

45% math
25% ELA

Graduate “remediation free” via 
remediation waiver. 

Earn three college-level credits by 
fall enrollment in postsecondary 

education.

• 11th grade ACT test prep 

• First semester college 
success and career 
planning course 

• Senior year articulated 
math and English (to earn 
remediation waiver) 

• College math and/or 
ELA course (as a cohort) 
summer after high school 
graduation (before fall 
postsecondary enrollment). 

Other supports (depending on 
student eligibility/interests), such 

as an AVID program.

45% math
50% ELA

Earn dual credits (6-12 credits).

• First semester college 
success course 

• First semester dual-credit 
gateway math and/or 
English courses (3-6 
credits) 

• 9-12 dual credits on college 
campus within a specified 
major. 

10% math
25% ELA

Graduate “remediation free” via 
remediation waiver. 

Possibly earn dual credits (3-6 
credits) in gateway courses. 

Earn an industry certification. 

• 11th grade ACT test prep 

• First semester college 
success and career 
planning course 

• First semester senior year 
articulated math and English 
course

• Second semester 9-12 
credits of co-requisite 
dual-enrollment on college 
campus.  

Other supports (depending on 
student eligibility/interests), such 

as an -AVID program.

Example of a Completed Student Trajectory Framework
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TOOL PURPOSE:
Once college and high school partners have established 

their vision, used data to segment students by readiness, and 

designed sequences of support appropriate to these readiness 

levels, the next step is to use these insights to develop a 

strategic plan that includes clearly defined goals and a high-

level plan to reach those goals. This tool provides guidelines 

and a template to support partners’ strategic planning efforts. 

Strategic Planning Guidelines: 

Establish key goals and milestones: Engage in backward 

planning by establishing your goals first. When developing 

goals, refer to the vision established in earlier conversations 

(see Tool 1) and the success outcomes associated with your 

designed student support trajectories (see Tool 4). 

These goals should ideally be conceptualized as key 

benchmarks or milestones that students will achieve upon 

graduating from high school or during their first year of 

postsecondary enrollment. In other words, we recommend that 

you translate your goals into student success milestones that 

are:

• Quantitatively measurable. 

• Specific in that they refer to the specific student 

populations that the 12th Grade Redesign partners 

identified by readiness level. 

• Timely in that they identify key successes that partners 

intend to achieve within a specific time frame. 

TOOL 5:  
Design Strategic Plan



29TOOL 5:  DESIGN STRATEGIC PLAN

As shown in the strategic plan example, 

the college and high school partners 

within the 12th Grade Redesign initiative 

set the goals of ensuring that significant 

percentages of not-ready students would 

graduate “remediation-free,” meaning they 

would not need to take developmental 

coursework during their first years of 

college. Ready students have the goal of 

completing at least 12 hours of college 

coursework by the time they graduate from 

high school. 

1. Use student segments as rough 

estimates to establish future 

milestone goals and programming. 

Student readiness segments (see 

Tool 2) can serve as guidelines to 

plan future milestone and program 

participation goals. For example, 

the high school and college partners 

highlighted in the strategic plan 

example provided below set the 

goal of having 75 percent of “not 

ready” and “near ready” high school 

students graduating “remediation-

free” by 2018. Based on the most 

Developing a Strategic Plan
REAL WORLD EXAMPLE

When developing their strategic plan, high school and college partners Goose Creek 

Memorial High School and Lee College set the ambitious goal of having 75 percent of 

students graduate from high school “remediation-free” by the end of the 2018-19 school 

year, with an additional 10 percent graduating remediation-free during subsequent 

school years, so that a total of 95 percent of seniors will graduate remediation-free by 

2021. To meet this goal, the high school and college partners committed to increasing 

the number of students participating in the Charles A. Dana Center’s Transition to 

College Mathematics course. Seniors who pass that course earn a “remediation waiver” 

that is recognized within all Texas-based public postsecondary institutions. The team 

also planned to engage students in a newly articulated English course where students 

would earn a similar waiver for English-related college courses for dual credit that is 

recognized individually by Lee College. 



30TOOL 5:  DESIGN STRATEGIC PLAN

recently available ACT data, from 

2016-17, about 50 percent of their 

students are not ready in both 

English language arts (ELA) and 

math. That piece of information has 

helped the high school and college 

partners identify the targeted 

number of students who should 

participate in articulated math 

and English courses in subsequent 

school years, because those courses 

are key components of the effort 

to help seniors graduate with 

“remediation waivers.” 

2. Outline the trajectories for 

each of the student readiness 

segments: In this column, briefly 

outline the student support 

trajectories that you developed 

in earlier conversations (see Tool 

4). Note that in some cases, not all 

students within a specific segment 

(i.e. the “not ready” students) may 

participate in one of the specific 

programs or student supports within 

the trajectory because they are not 

eligible, or because of resource 

constraints. However, keep in mind 

that these trajectories must ideally 

support the goals and success 

metrics that you outlined in the last 

columns of the strategic planning 

framework. 

3. Set goals for numbers of students 

served by each program within 

the support trajectories for 

subsequent school years: When 

populating these columns of the 

strategic plan, first identify the 

specific programs and student 

supports outlined in the student 

support trajectories. For example, 

AVID might serve as an important 

program to help first-generation 

college-going students to become 

college-ready. The following 

questions can guide you in 

setting the appropriate student 

benchmarks: 

1. How many students do you 

need to serve within these 

respective programs in order 

to meet the success metrics 

outlined in your strategic 

plan? 

2. Do these numbers align with 

available resources to ensure 

that program and number-of-

students-served goals can be 

appropriately met? 

Finally, be sure to identify the baseline 

of student participation within existing 

college readiness programs. These 

numbers should be readily available if you 

and your partner engaged in the “Evaluate 

Current Assets, Programs, and Student 
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Success” activity outlined in Tool 3. For example, in the case of 12th 

Grade Redesign initiative partners Goose Creek Memorial High 

School and Lee College, 20 Goose Creek students enrolled in an 

articulated and aligned college readiness math course in the 2017-

18 school year. The partners set the goal of doubling the number of 

participants for the 2018-19 school year, and that meant that they 

had to offer an additional course and ensure that another math 

instructor received training from the college partner in order to 

teach the course. 
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Pathways Number of students served in each program (by 
school year) Goal

What is the 
trajectory? 

Fall 2017 
(baseline) 2018-19 2019-20 2020-21 Success metrics 

2018-19 2019-20 2020-21 

Strategic Plan Template
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Pathways 
Number of students served in each program 

(by school year)
Goal

What is the 
trajectory? 

Fall 2017 
(baseline) 

Fall 2018-19 Fall 2019-20 Fall 2020-21 Success metrics 

2018-19 2019-20 2020-21 

Not ready, 
ready, and near 

ready: 

AVID*, Puente 
(prementoring)*, 

career pathways*, 
AVID-lite (college-

ready, success 
class)* 

ACT Prep: 
25% TSP

ACT Prep: 
35% of TSP 

ACT Prep: 
35% of TSP 

ACT Prep:
55% math 
93% ELA 

1. 75% of NO 
graduate 
remediation-
free.

2. 20% of 
R and NR 
students 
graduate 
with at least 
12 hours of 
dual-credit 
coursework.

1. 85% of NO 
graduate 
remediation-
free.

2. 25% of 
R and NR 
students 
graduate 
with at least 
12 hours of 
dual-credit 
coursework.

1. 95% of NO 
graduate 
remediation-
free.

2. 30% of 
R and NR 
students will 
graduate 
with at least 
12 hours of 
dual-credit 
coursework.

College 
success course: 

2% TSP

College success 
course: 

2.8% to 3.8% of 
TSP

College success 
course: 

3.8% to 5.3% of 
TSP 

College success 
course: 

5.3% to 7.8% of 
TSP  

9-12 AVID: 
12% 9-12 AVID: 15% 9-12 AVID: 20% 9-12 AVID: 25%Not ready and 

near ready: 

Senior articulated 
math and 

English to earn 
remediation 

waiver#, retest 
ACT for possible 
second semester 

dual-credit 
enrollment#, 

career pathways*, 
TSIA prep boot 

camp# 

12th grade 
articulated 
coursework 

to earn 
remediation 

waiver:
 

7% math and 
English 

12th grade articulated 
coursework to earn 
remediation waiver: 

Math: 50% of 
seniors3 

English: 25% of 
seniors 

12th grade articulated 
coursework to earn 
remediation waiver: 

Math 45% of 
seniors 

English: 18% of 
seniors

12th grade articulated 
coursework to earn 
remediation waiver: 

Math: 45% of 
seniors English: 15% 

of seniors 

Dual credit: 
9% to 12% 

Dual credit: 25% of 
R juniors will have 
completed 6 hours. 

At least 40% of 
NR students who 

take HB5 will pass 
and take English 

1301 (dual credit) in 
the spring. 

Dual credit: 25% of 
R juniors will have 
completed 6 hours. 

At least 40% of 
NR students who 

take HB5 will pass 
and take English 

1301 (dual credit) in 
the spring. 

Dual credit: 30% of 
R juniors will have 
completed 6 hours. 

At least 40% of NR 
students who take 
HB5 will pass and 
take English 1301 
(dual credit) in the 

spring.Ready: 

Dual-credit 
career and 

general education 
pathways*, college 

success course

17% of juniors 
will have 

completed at 
least 6 credit 

hours.

Dual credit: 20% of 
all juniors will have 

completed 
6 hours.

Dual credit: 25% of 
all juniors will have 

completed 
6 hours.

Dual credit: 25% of 
all juniors will have 
completed 6 hours.

Puente 
prementoring Not yet implemented Puente prementoring

(TBD 2018-19)
Puente prementoring 

(TBD)

KEY:
TSP = Total Student population
R = Ready
NR = Near ready student population

NO = Not ready student population
# = All  students (within readiness segment)
* = Dependent on student interests and/or eligibility

Example of a Completed Strategic Plan
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TOOL PURPOSE:

A completed strategic plan is just one step on the path to 

developing robust partnered pathways for high school seniors. 

To make these plans a reality, partners should engage in 

ongoing communication and consistent project management. 

This tool provides tips to help high school and college partners 

translate their strategic plans into concrete and actionable 

work plans for the current and/or upcoming school year.

The following tips can help partners develop and implement 

successful work plans:

1. Assign a project manager (from either the high school 

or the college) to update and manage the work plan and 

facilitate planning conversations. 

2. Get partners to agree to meet regularly in order to 

successfully plan and discuss implementation progress. 

For instance, 12th Grade Redesign participants typically 

met once per month to discuss their ongoing work and 

progress. 

3. Make sure that the right people are at the table. 

The staff involved with the activities outlined in the 

strategic and work plans should ideally be involved 

in the work plan conversation. For example, in light 

of Lee College and Goose Creek Memorial High 

School’s strategy to significantly increase dual-credit 

offerings, the high school and college leadership 

ensured that the high school’s CTE administrator, 

who is responsible for students’ dual credit advising, 

TOOL 6:  
Construct a First-Year Plan
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and the college’s director of dual 

enrollment were directly involved 

in these conversations. Those 

employees contributed important 

insights to the conversation with 

regard to suggested activities and 

timing, logistics, and resource 

considerations. 

Instructions for using the template. Each 

of these tips corresponds to a column 

within the template below. We provide an 

example of a completed work plan beneath 

the template. 

1. Trajectory Support: Identify 

the specific supports outlined in 

your student support trajectories 

(i.e. college readiness programs) 

and list them separately in the 

work plan (see the first column, 

“Trajectory Support”). As shown in 

the strategic plan example in Tool 

5, key program supports within the 

panned student trajectories include 

articulated math and English college 

readiness courses, as well as AVID, 

ACT prep, Puente, and college 

courses and career pathways. In the 

work plan example below, each of 

these programs is listed in the first 

column, “Trajectory Support.” 

2. 2018-19 Number of Students 

Served Goals: This number can be 

pulled directly from your strategic 

plan (see Tool 5) in the “Number 

of students served by” column. 

Keeping this number in mind will 

help partners plan appropriate 

activities and set appropriate 

activity benchmarks. For example, 

as shown in the sample work plan 

below, the partners planned to enroll 

60 seniors in the articulated math 

college readiness course. Keeping 

this student participation target 

in mind, the partners determined 

that two additional high school 

instructors needed to be trained to 

teach the course.

3. Planning and Activities: This 

section of the work plan represents 

key activities needed to implement 

student supports and meet the 

students-served benchmarks. We 

suggest that high school and college 

partners collaboratively identify 

all co-design, co-delivery, and co-

validation activities for each of the 

listed supports within the work plan 

and begin to assign ownership of 

each of these activities for the high 

school and college (see examples 

in the “Planning and Activities” 

column below). Partners can engage 

in an interactive planning activity 

by listing each trajectory support on 

a whiteboard or flipchart and then 
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asking the team to brainstorm and 

then categorize key implementation 

activities for each support.

4. Activity Benchmarks and Dates: 

Be sure to set specific deadlines for 

each of the activities outlined in the 

fourth column. 
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Trajectory 
Support 

2018-19 
Number of 
Students 

Served Goals 

Planning and Activities  

What does the high school or district have to do to 
make the plans a reality?

What does the college have to do to make the plans a 
reality?

Activity Benchmarks and 
Deadlines  

First-Year Plan Template
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Trajectory 
Support 

2018-19 
Number of 
Students 

Served Goals 

Planning and Activities  

What does the high school or district have to do to 
make the plans a reality?

What does the college have to do to make the plans a 
reality?

Activity Benchmarks and 
Deadlines  

Articulated college 
readiness math 

course 

90 students 
(75% of the not-

ready seniors)

College:  High school math teachers attend college-run 
teacher training.

High school: High school submits articulation request 
to the state. 

Three high school teachers attend 
college-led training in the summer 

of 2019.  

Articulated college 
readiness English 

course 

60 students 
(75% of the not-

ready seniors)

College: High school math teachers attend college-run 
teacher training.

High school: High school submits articulation request 
to the state. 

Two high school teachers attend 
training in the summer of 2019.  

AVID 
202 students 

(12% of all 
students) 

High school: Pretest and prep ninth-grade AVID 
students in reading (ACT). 

High school and college: College success course 
cross-walked with AVID curricula to ensure that course 

outcomes are aligned. 

Pretest ninth-grade students in the 
spring of 2018 (before the start of 

the 2018-19 school year). 

ACT prep 156 juniors and 
sophomores 

High school: 
1. Determine prep curriculum. 
2. Select students and determine scheduling. 
3. Embed prep into existing high school course 

curricula (i.e. train teachers). 

Identify curriculum by summer 
2018. 

Determine scheduling.
Train high school instructors on 

embedding test prep into curricula 
during August 2018 professional 

development workshops. 

Puente 75 seniors 

College and high school:
1. Co-host family orientation for prospective 

students and parents (in senior year). 
2. Design a prementoring program for the fall of 

2019. 

Design a prementoring program for 
the fall of 2019 by March 2019. 
Host parent/student orientation in 

the spring of 2019. 

Dual-credit 
pathways 

Staff hiring (college) 
1. Work with high school to develop protocols for 

adjunct staff hiring. 
2. Suggest hiring a completion coach to help 

track students? 
Scheduling and logistics (high school) 

1. Configure the bell schedule. 
2. Plan transportation (buses, students who 

drive). 
Student supports (college) 

Monitoring/early warning systems/grades/data-
tracing. 

Co-hosted parent event:  
September 2018.

Ongoing:  
bimonthly advisor training. 

Example of a Completed First-Year Plan
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Conclusion: 
Effectively co-designing, co-delivering, and co-validating senior year 

trajectories so that all students graduate from high school on the 

road toward postsecondary success is not a small feat. High school 

and college partners must consistently work together to clearly 

define student success, leverage 11th grade college readiness data to 

segment students by levels of readiness, and develop trajectories of 

support to ensure that each student receives the supports needed to 

reach these success goals. These trajectories can be further realized 

and conceptualized through careful strategic planning and work 

plan development. This work requires a considerable commitment 

of time and other resources on the part of both the high school and 

colleges partners. Also, college leaders and staff members must 

demonstrate an unwavering belief that all students are capable 

of developing the skills needed to be postsecondary-ready. JFF 

congratulates and thanks the 12th Grade Redesign participants not 

only for working together to help support the dreams and successes 

of their students, but also for being open to JFF’s collaboration and 

documentation to develop the tools, templates, and case studies 

provided in this publication so that other high school and college 

partners throughout the country may also engage in this critical and 

timely work. 
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Endnotes
1. Carnevale, A. and Cheah, B., “Five Rules of the College and 

Career Game,” Washington, DC: Georgetown University 

Center on Education and the Workforce, 2018. 

2. Among several reasons, notable causes include a lack of 

preparation for the demands of college-level work, not 

knowing how to navigate the course selection and financial 

aid processes, and difficulty finding academic and social 

support. See “Remediation: Higher Education’s Bridge to 

Nowhere,” Indianapolis: Complete College America, 2012, 

https:// www.insidehighered.com/sites/ default/server_files/

files/CCA%20 Remediation%20ES%20FINAL.pdf

3. 220 seniors (50% of not math ready)


