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Welcome, Introductions, and Overview
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Training Objectives 

Understand 
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Key phases of planning and implementing a pilot in adult education.

Explore 

Review 
The data perspectives used to support, assess, and 
analyze implementation of your state's initiative. 

How these phases apply to your state’s initiative.



Agenda
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Considerations for the Three P’s 
• Programs: Local providers, program structures and content, and  

desired program outcomes. 

• People: Learners/students, teachers, partners, and others who are  
directly affected. 

• Policy: Mandates, legislation, partner agreements, and other  
elements that affect the governance of adult education. 
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Icebreaker: Pilot Intention and the Data Connection  
Part 1: Think  
Each state team will have 5 minutes to answer and legibly write responses to the 
following prompts on the provided index card: 
• Which key data point do you want to be notably different if the pilot is successful and  

scaled up in your state? 
• In one sentence, write an example of what your state’s 2026 annual report would say  

to reflect this data point. 

Part 2: Share 
• Each state team member will introduce themselves with their name and role. 
• One of the state team members will describe the topic of their team’s pilot and why  

it was chosen. 

Part 3: Match 
• Each team will select a card and have 5 minutes to match it with the state whose  

pilot they believe it belongs to. 
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Guiding Framework 
Phases 1–4
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Guiding Framework: Pilot Phases 1–4 
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Plan and 
Prepare 

Implement 
and Conduct 

Review and 
Analyze 

1 2 3 

Document, 
(e)valuate, and 

Decide 

4



Pilot Definition 
A pilot (or pilot study) is a small-scale or initial test of a new initiative, and it is 
conducted before the initiative is rolled out to a larger population (e.g., providers or 
residents of a region or state). The primary purpose is to test the initiative’s 
likelihood of achieving specific goals or outcomes. 
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What Can You Learn From a Pilot?  
Piloting can help you learn about the processes, resources, and/or management-related supports  
needed to implement an initiative successfully. It can also provide a glimpse into the “promise” of an  
initiative: 

• Process 
– Is it workable and practical? What is the feasibility of the steps that need to take place? 

• Resources 
– What resources, staff time, and/or funds are needed for implementation? Are they available? 

• Management 
– What potential issues, if any, might there be with capacity, infrastructure, and data management? 

• Outcomes 
– How well does the new initiative work, under what conditions, in what contexts/settings, and for  

whom? 
Source: Thabane, L.., Ma, J., et al 2010

10



A Formula for Successful Implementation 
According to the National Implementation Research Network (NIRN), the formula for successful 
implementation involves defining what needs to be done, how to establish what needs to be 
done in practice and who will do the work to accomplish positive outcomes, and where the 
initiative and its implementation will thrive. 

Effective 
Initiatives 

Effective 
Implementation 

Enabling 
Context 

Intended 
Outcomes 
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Source: Eccles, M., & Mittman, B., 2006; Formula adapted from NIRN, 2023 and Duba, M., & Wilson, B., 2018

WHAT HOW & WHO WHERE WHY



The Hexagon Tool 
A Supporting Resource
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Hexagon Tool 
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INITIATIVE

IMPLEMENTING 
SITE 

FIT 

NEED 

SUPPORTS 

EVIDENCE 

USABILITY 

CAPACITY 

Source: Metz, A., & Louison, L., 2020



Documenting Process, Resources, Management, and Outcomes 
with the Hexagon Tool 
Process 
• Need assesses the specific needs of the target population  

and ensures the initiative or strategy addresses these  
needs.

• Fit refers to how well the initiative or strategy aligns with  
the state’s mission, values, and existing initiatives. 

• Usability focuses on how practical and user-friendly the  
initiative is for both staff and participants. 

Resources 
• Capacity assesses whether the necessary resources  

(funding, staff, materials) are available to support the  
initiative. 
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Management
• Supports involve identifying and establishing the  

necessary supports for successful implementation, such  
as training, technical assistance, and stakeholder  
engagement. 

Outcomes
• Evidence focuses on the outcomes of the initiative.



Pilot Example #1: Teaching Skills That Matter (TSTM) 
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Pilot Example: Teaching Skills That Matter in Adult Education (TSTM) 
Purpose of the pilot: To test the structure of the training and the materials developed to 
support revision for future cohorts and dissemination efforts 

Reason for piloting: Process, resources, management, outcomes 

What was piloted: Training materials and toolkit
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Phase 1: Plan and Prepare
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 Identify and establish roles and responsibilities for the pilot 
team. 

 Develop the questions the pilot will answer. 

 Determine the design, data, and analyses needed to 
answer the pilot questions. 

 Develop a plan for collecting data and feedback. 
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Plan and 
Prepare 

1 

Pilot Checklist Tasks 

Source: Hussey, P. et al. 2013; Regional Educational Laboratory Appalachia. 2021



 Consider stakeholder roles and engagement. 

 Identify where you will implement the pilot. 

 Identify the timeframe for the pilot. 

 Consider the feasibility of the pilot. 

 Consider how your outcomes will serve as evidence of 
effective scalability. 
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Plan and 
Prepare 

cont. 

1 

Pilot Checklist Tasks 

Source: Hussey, P. et al. 2013; Regional Educational Laboratory Appalachia. 2021



Questions that decision 
makers want to answer

 determine 
pilot design and 

evaluation methods. 

Descriptive and 
correlational pilot 

designs are likely to be 
most feasible for states. 

Highlight Area: Determine Pilot Design and Methods 
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Descriptive
• Describe the setting (e.g., the implementation context and participants).
• Document implementation.
• Gather feedback.
• Identify barriers to success.
• Describe the outcomes.
• Include quantitative data (e.g., information related to NRS) and qualitative 

data collection and analysis (e.g., interviews and focus groups).

Correlational 
• Examine how implementation varies by context and other factors.
• Explore relationships between the initiative and its outcomes and how 

those relationships vary according to the initiative’s characteristics, including 
its participants.

Source: Gagnon, D., Stewart, J., & Luke, K. 2021; Regional Educational Laboratory Central at Marzano Research. 2021 

To determine the pilot 
study’s design and 

evaluation methods, 
you will need to 
anticipate the 

questions that decision 
makers will want 

answered. 

Descriptive and 
correlational pilot 

studies are likely to be 
most feasible for states.



Descriptive Design 

• Describe and compare. 

• Example: “More female students 
(40%) read outside of class than male  
students (27%) last semester.” 

• Key consideration: May be based on  
what you think is occurring, but you  
do not yet have the data to validate. 

Correlational Design 

• Explore relationships. 

• Example: “As hours of attendance go  
up, so do posttest scores.” 

• Key consideration: Must have  
quantitative data on the outcomes  
or data that can be converted to a  
number (e.g., by using a scoring  
rubric). 
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Potential Pilot Data  
• Quantitative data examples: 

– Extant (existing) data from program records 

– Survey data 

– Qualitative data coded into a quantitative form 

• Qualitative data examples: 

– Focus group or interview data 

– Classroom observation data 

– Document reviews 

22

Often, a study uses a 
mixed-methods 

design.
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• What are the demographics of the target  
adult learner population? 

• How many participants do you expect to  
enroll? 

• What is the baseline for key performance  
indicators (e.g., literacy rates)? 

• What is the initiative’s cost per participant? 

• What are the learning needs and goals of  
adult learners? 

• What potential barriers (e.g., time, tech  
access) might learners face? 

• What support systems are important for  
participant success? 

• How do educators perceive the relevance of  
the initiative? 

Quantitative Questions Qualitative Questions 

The Data Lens  
Example Questions to Ask and Answer in Pilot Phase 1: Plan and Prepare 



Phase 1: Alignment to the Hexagon Tool 
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Assess the specific 
needs of the 
target population 
and how the 
initiative 
addresses these 
needs. 

Evaluate how well 
the initiative 
aligns with the 
organizational 
priorities, values, 
and existing 
initiatives. 

Assess the 
resources 
available, including 
staff, funding, 
expertise, and 
organizational 
readiness. 

Identify training, 
resources, and 
technical 
assistance that 
staff will need to 
implement the 
initiative. 

Evaluate the 
initiative's 
feasibility and 
how practical it is 
for staff and 
participants to 
implement. 

Review existing 
data or research 
supporting the 
initiative’s 
potential success. 

Need EvidenceFit Capacity Supports Usability



Pilot Example #1: Teaching Skills That Matter (TSTM) 
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Pilot Example: Teaching Skills That Matter in Adult Education (TSTM) 
Process: 

1.  Establish a project team. 

2.  Develop the training materials and toolkit. 

3.  Develop a plan for how to collect data. 

4.  Recruit participants. 

5.  Implement the pilot, collecting data and feedback throughout. 

6.  Analyze the data and feedback​. 

7.  Revise the training materials and toolkit​ based on the feedback received. 

Phase 1: Plan and Prepare 
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Break
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Phase 2: Implement and 
Conduct 
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Pilot Checklist Tasks 

Source: Collaborative for Implementation Practice, UNC School of Social Work. (n.d.; NIRN. 2021. 
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 Provide ongoing implementation supports to pilot staff and 
partners.

 Periodically and consistently gather data and feedback from 
multiple sources.

 Periodically identify and review the progress of the pilot’s 
implementation.

 Meet regularly as a pilot team to identify issues, lessons 
learned and needed revisions.

 Communicate about pilot progress, insights, and strategies for 
improvement.

Implement 
and Conduct 

2



Effective Implementation 

Source: NIRN, 2023. 

Who 

Implementation Teams 
• Individuals with time and talent. 
• Individuals with decision-making authority. 
• Individuals who have or can develop the  

knowledge and skills to support  
implementation. 

How 

Implementation Infrastructure 
• Help the system support the implementers  

(e.g., teachers and coaches). 
• Build staff confidence and competence. 
• Provide the structure for ensuring the  

initiative is adopted and used as intended. 
• Provide the foundation for selecting,  

supporting, sustaining, and scaling up any  
new initiative. 

Improvement Cycles
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Highlight Area: Implementation Supports 

Technical 
Assistance and 
Professional 
Development 

Ensure educators and staff are prepared to implement the initiative. 

Include both initial and ongoing training sessions. 

Example: Monthly workshops or peer mentoring. 

Resource 
Allocation 

Determine what resources are needed for success. 

Include materials, technology, and personnel. 

Effectively allocate funds to cover necessary resources. 

Leadership and 
Communication 

Provide direction, support, and advocacy. 

Keep stakeholders informed through regular updates. 
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Highlight Area: Implementation Data 
Purpose: Track the implementation of the initiative to ensure it aligns with the plan, track required 
resources, address any challenges, and understand how the setting (e.g., rural/urban, provider-level, 
online environment) affects the pilot. 

Data Types: 

• Implementation Data: Measure the extent and fidelity of the initiative’s implementation. 

• Participant Engagement Data: Monitor attendance, participation rates, and dropout rates. 

• Educator Feedback: Gather insights from teachers and facilitators on training, support, and  
delivery. 

• Resource Use: Track costs, time, and other resources used during the pilot. 

• Environmental Scans: Provide data on the physical, social, and technological environment. 

• Organizational Readiness: Measure readiness for change among institutions and stakeholders. 

32

Source: Damschroder et al. 2009; Carroll et al., 2007; Glasgow et al., 1999



Phase 2: Alignment to the Hexagon Tool 
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Ensure the initiative 
is practical and can 
be effectively 
implemented in the 
chosen context, 
with mechanisms 
for ongoing data 
collection and 
feedback. 

Establish the 
supports required 
for successful 
implementation, 
such as training, 
technical 
assistance, and 
stakeholder 
engagement. 

Ensure that the 
necessary 
resources (funding, 
staff, materials) are 
available to support 
the initiative. 

Assess the 
suitability of the 
implementation 
sites, considering 
factors like 
community values, 
culture, and 
existing initiatives. 

Track key 
performance 
metrics and collect 
data on early 
outcomes. 

Reassess alignment 
of the initiative's 
ideal participants 
with the 
characteristics of 
the local context's 
prospective 
participants. 

UsabilityNeed SupportsCapacityFit Evidence



The Data Lens 
Example Questions to Ask and Answer in Pilot Phase 2: Implement and Conduct 

34

Quantitative Questions 

• What is the attendance rate? 
• How many hours of instruction are you delivering? 
• What is the instructor-to-learner ratio? 

Qualitative Questions 

• How do learners describe their experience with the initiative? 
• What challenges are educators facing in delivering the initiative? 
• What adjustments are you making during the implementation? 
• How do learners perceive the usefulness of the initiative?



State Team Reflection Activity: Implementation 
In your state teams, reflect on your pilot and answer the following questions on the 
Implementation Teams, “Who” & “How”. 

How will you/how did you: 

• Ensure that staff are well-prepared and supported? 

• Create a supportive environment that facilitates effective implementation? 

• Provide the vision, direction, and support necessary for successful  
implementation? 
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Share and Debrief

36

Source: Chat Discussion Meeting Talk [Image], by Clker Free Vector Images, 
2012, Pixabay, https://pixabay.com/en/chat-discussion-meeting-talk-23713/. 

https://pixabay.com/en/chat-discussion-meeting-talk-23713/


Lunch
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Activity: Roundtables 
You will be placed in your roundtable group. Each roundtable 
will select a reporter. 
• Each team will walk through a scenario, consider what has  

been shared regarding Phases 1 and 2, and discuss the  
questions based on their assignment. Only answer  
questions 1 and 2. 

• Once you have completed the process, capture your  
responses and discuss the following: 
– What data would you have referenced to inform your  

answers?

• Be prepared to report. 
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Source: Licensed under CC BY-NC-ND.

https://creativecommons.org/licenses/by-nc-nd/3.0/


Share

39



Activity: State Teams’ Phase 1 and 2 Reviews 
Review and capture responses in the provided handout. 

Using the data you compiled for your state in the presession and reflecting on  
Phase 1 and 2 discussions, presentations, and checklists, please do the following:  

• Select two items each, from the Phase 1 and Phase 2 Checklists. 

• For each item, identify three action steps and the related key decision makers,  
needed resources, and needed data. 

• For Phase 1 and Phase 2, list at least one data question specific to your pilot (i.e.,  
program, strategy, initiative). 

Select a reporter to share. 
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Brief  Sharing Session

41

Source: Chat Discussion Meeting Talk [Image], by Clker Free Vector Images, 
2012, Pixabay, https://pixabay.com/en/chat-discussion-meeting-talk-23713/. 

https://pixabay.com/en/chat-discussion-meeting-talk-23713/


Break
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State-to-State Exchange: Share Your Responses 

In your state team pairs, 
• select one checklist item and share your responses with your partner team, 
• have the listening team ask clarifying questions and provide feedback, 
• be mindful of the 15-minute time limit, and 
• switch roles and repeat the process. 
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Share

44

Source: Chat Discussion Meeting Talk [Image], by Clker Free Vector 
Images, 2012, Pixabay, https://pixabay.com/en/chat-discussion-
meeting-talk-23713/. 

https://pixabay.com/en/chat-discussion-meeting-talk-23713/
https://pixabay.com/en/chat-discussion-meeting-talk-23713/


Wrap-Up: Day 1
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Welcome Back! Recap of  Day 1 
and Overview of  Day 2
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Phase 3: Review and Analyze
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Pilot Checklist Tasks 
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 Review the implementation data.

 Review the implementation process.

 Analyze pilot outcomes.
Review and 

Analyze 

3



Consider How and What  
How? 

• How did you implement the initiative? Did this align with intentions? 

– Consider processes, supports, and resources. 

• How successful were you in progressing toward the pilot’s goals? 

• Did results vary by resources (e.g., technology, professional  
development, human resources, and facilities)? 
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Consider How and What 
What? 

• What did you find? 

– Consider what the findings mean related to your pilot goals. 

– Develop and test alternative explanations for your findings. 

– Examine data quality (e.g., completeness and outliers). 

• What was consistent versus what varied? 

– Examine trends, relationships, patterns, and comparisons (if applicable). 

• What were the successes and gaps in the outcomes identified in Phase 1? 

Does the initiative work, for whom, and under what conditions?
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Highlight Area: Considerations When Analyzing Results 
Answer your question: Were the data you used appropriate for what you were trying to 
learn? 

Look for patterns and differences: Are you seeing patterns, trends, themes? Are there 
differences you notice between groups and categories? Are there extreme highs or lows? 

Use appropriate data and statistics: Are you using data that will answer your question? Are 
the data accurate? Are you processing them correctly? Are you running the analyses that are 
related to the questions you are trying to answer? 

Draw appropriate conclusions: Be careful in making inferences and drawing conclusions. 
Avoid being too narrow when considering explanations and avoid establishing relationships 
that are not reflected in the data.
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Phase 3: Alignment to the Hexagon Tool 
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Collect and 
analyze data to 
evaluate the 
initiative’s 
outcomes based 
on evidence from 
the pilot. 

Assess how user-
friendly and 
practical the 
initiative is for 
both staff and 
participants, 
considering any 
necessary 
adjustments. 

Review the 
collected data to 
understand the 
initiative’s 
performance 
outcomes and 
identify areas 
needing 
additional support 
or adjustments. 

Review to 
determine 
whether the 
resources and 
support were 
sufficient 
throughout the 
pilot. 

Assess whether 
the pilot initiative 
is not only 
effective but also 
contextually 
appropriate and 
sustainable for 
the chosen site(s). 

Assess whether 
the initial need is 
still present and 
being addressed 
effectively. 

EvidenceNeed UsabilitySupportsCapacityFit



The Data Lens 
Example Questions to Ask and Answer in Pilot Phase 3: Review and Analyze 
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Quantitative Questions 

• What are participants’ completion rates? 
• How many participants have shown improvements in their skills? 
• What are the success rates based on other defined metrics? 
• How does the initiative’s performance compare to your intended goals? 

Qualitative Questions 

• How do learners describe the impact of the initiative on their lives? 
• How have learners’ attitudes toward education changed? 
• What do educators identify as the strengths and weaknesses of the program? 
• What factors contributed to participants’ successes or struggles?



Additional Pilot Examples and 
Considerations for Integrated 
Education and Training Pilots 
Phases 1–3
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Highlight Area: Spotlight on Adult Education Pilots 

Building Bonds Family 
Literacy Program 

Alternative Placement IET in Adult Education

55

Adult Education College 
Transition Program 



Adult Education College Transition Program 
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Purpose of the pilot: To offer high-quality, cost-effective, and accessible pathways to postsecondary 
education for those adults who cannot meet the criteria for entry into college-level credit courses at 
community college

Consideration for piloting: Process, resources, management

What they piloted: A college transition program

Process:

1. Identify sites to participate.

2. Develop the program they would offer.

3. Implement the program.

4. Collect data through focus groups, surveys,
and data matching.

5. Analyze data and feedback.

6. Decide whether to continue.

Phase 1: Plan and Prepare 

Phase 2: Implement and Conduct 

Phase 3: Review and Analyze 

Phase 4: Document, (e)valuate, and Decide 
Source: Connecticut State Colleges & Universities. 2020



Adult Education College Transition Program 
Challenges: Contacting former participants, matching transition program data with 
Board of Regents data, demographic data, data issues, time period 

Conclusion: The programs were effective in the short term (participants enrolled in 
college, and many earned 15 or more credits), but the effect of the program did not 
last, and in the long term, the results for participants were the same as for others. 

Generalizable?: Yes
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Building Bonds Family Literacy Program 
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Purpose of the pilot: To develop an evidence-based, sustainable family literacy program that families would 
enjoy and want to continue with after the completion of the pilot

Consideration for piloting: Process, resources, management

What they piloted: A family literacy program to support the literacy needs of middle school culturally and 
linguistically diverse (CLD) students

Process:
1. Identify and assemble team.
2. Invite participants.
3. Implement the intervention.
4. Collect data (survey).
5. Analyze findings.
6. Decide whether to continue program.

Phase 1: Plan and Prepare 

Phase 2: Implement and Conduct 

Phase 3: Review and Analyze 
Phase 4: Document, (e)valuate, and Decide 

Source: Smith, J., & Grant, L. 2024



Building Bonds Family Literacy Program 
Challenges: Because of the COVID-19 pandemic, the sample size was significantly 
smaller than planned. 

Conclusion: The program increased literacy interactions at home. School 
partnerships formed that might not have developed without the program. 

Generalizable?: No – The sample size was too small.
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Bridges to Careers Program 
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Purpose of the pilot: Identify an alternative way of placing students that isn’t a standardized test but satisfies 
partners’ needs.
Reason for piloting: They noticed that learners were dropping out of the adult education program as soon as 
they got the technical skills they needed.
What they piloted: The students in Bridges to Careers who complete their developmental English and reading 
classes at Hawthorne were placed directly into college English without taking a standardized college 
placement test.
Process:
1. Bring together the leaders of the core partners.
2. Identify the process they wanted to use for alternative assessment.
3. Decide how they would determine success and what data would

support that decision.
4. Determine which career pathways would be involved.
5. Implement the pilot and collect data and feedback. 
6. Analyze the data and feedback.
7. Problem solve how to better meet each partner’s needs

and increase retention.

Phase 1: Plan and Prepare 

Phase 2: Implement and Conduct 
Phase 3: Review and Analyze 
Phase 4: Document, (e)valuate, 

and Decide
Source: U.S. Department of Education, Office of Career, Technical, and Adult Education. 2023



Bridges to Careers Program

61

Challenges: The partners had never worked together in this way before. It’s very 
hard to make everyone happy, and they had to make sure that what they 
proposed was allowed.

Conclusions: Overall, it was very successful. The partners developed an even 
stronger relationship that allowed them to increasingly quickly problem solve 
issues that came up.

Generalizable?: Yes



Callahan Community College’s Court Interpreter IET Program 
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Purpose of the pilot: To develop an IET program that can help ESL students gain the skills they need to earn 
a competitive wage in a field that has available positions in the community

Consideration for piloting: Process, resources, management, outcomes

What they piloted: A court interpreter IET program that prepared learners to serve as interpreters within 
the local court system

Process:
1. Identify and assemble the team that would

design the program.
2. Determine the instructional approach.
3. Identify research questions and measures.
4. Collect data.
5. Analyze findings.
6. Decide next steps.

Phase 1: Plan and Prepare 

Phase 2: Implement and Conduct 

Phase 3: Review and Analyze 
Phase 4: Document, (e)valuate, and Decide



Callahan Community College’s Court Interpreter IET Program 

Challenges: Sufficient staff to provide instruction, student interest 

Conclusion: Too early to tell 

Generalizable?: Yes
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IET Programs Revolutionize Career and Education Pathways 
for Adult Learners 
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Expanding the number and quality of IET 
programs available to adult learners across 

the country is important to support 
economic growth for the nation by 

addressing skills needs of employers and 
earning needs of adult learners.



Enrollment Trends in IET Programs 

Across the country, total 
IET enrollment reported 
for PY 2022 was 51,044. 

This total reflects a 3% 
increase over the prior 
year, and a 4.5% 
increase over PY 2019. 
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Source: “Table 3: Participants by Program Type and Age,” National Reporting System 
for Adult Education, accessed November 9, 2024, 
https://nrs.ed.gov/rt/reports/aggregate/2022/all/table-3. 
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The IET Program Design Process 
1. Research and Assess 

2. Design and Plan 

3. Develop and Implement 

4. Evaluate and Improve 

66 

Source: U.S. Department of Education, Office of Career, Technical, and Adult Education. (2022). Integrated education and training design toolkit. 
https://lincs.ed.gov/sites/default/files/2022-08/IET-Toolkit.pdf

https://lincs.ed.gov/sites/default/files/2022-08/IET-Toolkit.pdf


Using Data throughout IET 

Identify training and 
partnerships Enhance student experience

Demonstrate or measure 
impact (e.g., performance 

outcomes)

Locate funding Design and implement 
programs

Support continuous 
improvement

67



How Has Community Action Built a Data Culture for IET? 

1. Data leadership 

2. Data process 

3. Data literacy for the team 

4. Data quality 

5. Data-driven decision-making and 
action

68

Source: U.S. Department of Education, Office of Career, Technical, and Adult Education. 2023 https://www.youtube.com/watch?v=1odAMJRpFL4 

https://www.youtube.com/watch?v=1odAMJRpFL4
https://www.youtube.com/watch?v=1odAMJRpFL4


Revisiting the Case Studies 

Refer back to the IET case study you read 
yesterday and address the following: 
• What data could the program have used 

during the program planning and 
implementation process to understand the 
potential IET students in their area? 

• How can data-driven reflection help to 
improve a pilot? 

• Be prepared to report. 
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Source: Licensed under CC BY-NC-ND.

https://creativecommons.org/licenses/by-nc-nd/3.0/


Highlight Area: Considerations for Integrated Education and Training Pilots
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Reasons for IET Promising 
Practices

Phases of IET 
Programming

Challenges
Lessons Learned & 

Additional 
Considerations



Phase 4: Document, 
(e)valuate, and Decide 

71



72

 Formally document results and analysis (i.e., conclusions).

 Ensure decision is informed by data. 

 Consider scalability and sustainability, including  
adaptability, maintenance, and continuous improvement 
opportunities.

 Use a decision model to help inform outstanding issues.

 Consider making identified revisions, if needed, before 
scaling resource allocation.

 Communicate about pilot process and conclusion.

Pilot Checklist Tasks 

Document, 
(e)valuate, and 

Decide 

4



Highlight Area: Using Data to Inform Decisions 
Key Decision Areas  
• Should the pilot be scaled, adjusted, or moved into the sunset? 
• What modifications are needed based on feedback? 
• Is the program scalable to different populations or contexts? Under what  
conditions and for whom will it work? 

• Would new or updated policies be required if pilot is scaled? 

Data-Driven Decisions 
• Use both quantitative data (e.g., success rates and cost) and qualitative feedback  
(e.g., learner experience) to guide decisions. 
• Prioritize areas for improvement before scaling or expanding. 
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Key Factors for Decision Making 
Effectiveness 
 Did the pilot achieve its goals? 
 Were intended outcomes achieved or significantly improved? 

Cost Efficiency 
 Is the program financially sustainable for broader implementation? 

Scalability 
 Can the program be adapted to new contexts or populations while maintaining 

effectiveness? 

Sustainability 
 Are the necessary resources available to maintain the program over time?
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Highlight Area: Common Revisions Before Scaling  
Addressing Learner Needs  
• Modify content based on learners’ feedback to better align with their goals and  

challenges. 

Improving Program Delivery  
• Provide additional training for educators if fidelity issues were identified. 

Resource Optimization  
• Adjust resource allocation to improve efficiency (e.g., more technology tools and  

better instructional materials).

Source: Adams, P., & McKusick, D., 2014. 
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Phase 4: Alignment to the Hexagon Tool 
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Need: Determine 
whether the 
initiative 
continues to 
address a critical 
need or 
adjustments are 
required. 

Fit: Decide 
whether the 
initiative aligns 
well enough to 
warrant further 
investment. 

Capacity: Assess 
whether adequate 
resources can be 
sustained for a 
broader 
implementation. 

Supports: 
Evaluate whether 
essential supports 
can be maintained 
or scaled up. 

Usability: Decide 
whether the 
initiative’s 
usability is high 
enough for 
successful 
expansion. 

Evidence: Use 
data-driven 
results to 
determine 
whether the 
initiative should 
be scaled, 
modified, or 
discontinued. 

Need EvidenceFit Capacity Supports Usability



The Data Lens 
Example Questions to Ask and Answer in Pilot Phase 4: Document (e)valuate and Decide 

Quantitative Questions: 
• What is the return on investment of the initiative, considering cost and outcomes? 
• Did the initiative maintain its fidelity? 
• What percentage of participants would recommend the initiative? 
• What is the retention rate? 

Qualitative Questions:

• How do participants feel the initiative has changed their career/education?
• What suggestions for improvement do learners and educators have?
• What lessons were learned about the initiative’s scalability?
• How well did the initiative adapt to the specific needs of the learners?
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Break
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State Team Checklist Planning and Review  

Building on your state teamwork from  
Day 1, do the following with your team:  
Part 1: 
• Complete the Pilot Checklist: Phases 1–4  

Worksheet for Phases 3–4. 
• Complete the Risk section of the handout. 
• Follow the worksheet instructions and  

keep in mind the following guidance: 
If you are currently in the implementation  
phase of piloting, address the worksheet  
from the perspective of reviewing items  
to date. 

Part 2:  
Using the handout: 
• Select two of the Hexagon Tool  

components. 
– Answer the questions aligned to that  

component. 
AND  

– If there is another question you would 
ask under this component, specific to  
your pilot, capture it in the handout  
section titled “Other.” 
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Lunch
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State-to-State Exchange: Pilot Checklist Worksheet  
In your assigned state pairs, do 
the following:  

• Choose one checklist item and its  
related action steps AND one Hexagon  
component that you would like  
feedback on. 
– Share your responses from these  

sections with your partner state. 

• Ask clarifying questions and provide  
feedback if you are the partner state. 

• Switch. 

Time permitting: If applicable, identify  
one outstanding question your team  
still has about conducting a pilot. Share  
and discuss that question with your  
partner team.  

Both teams need to capture their  
outstanding question on a flipchart.  
Next to the question, put the following:  

• Your state name. 

• The phase you believe the question  
most directly aligns with. 
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Break
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State Team Planning cont.  

In your state team:  

• Complete final revisions or updates to the work you’ve completed across the  
Phase 1-4 Checklists. 

• If there are no additional revisions, review the Addendum section of the  
worksheet. You do not need to complete it but do discuss what information might  
go in each column. 
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Gallery Walk and Group 
Presentations
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Gallery Walk Opening!  
Review each state’s draft Phase 1–4 checklists. As you review, note the following:  

• Common themes in content, data, or other areas across all checklists. 

• One or two “aha” or “I want to learn more about that” reactions. 
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Gallery of State Presentations  
Each state will have 2 minutes to share the  
following:  

• The pilot, pilot goal, and one key  
question to be answered through the  
pilot

• One Phase and a checklist item and  
action steps for that Phase 

• One or two key data points that will  
help inform the decision to scale or not  
to scale the pilot 

After five states have shared, we  
will take a 5-minute break,  
regroup, and hear from the next  
set of states. 
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Wrap-Up: Day 2
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Next Steps 
• Immediate: Please complete evaluation! 

• December 20: States post final version of Checklist and Next Steps on Moodle. 

• January–February: AIR-NRS support team meets with state pairs to follow up on  
progress. 
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NRS Training Evaluation 
• Please complete your evaluation for the workshop. 

• We use this information to inform our trainings, future resources, and the  
support we provide to states. 
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