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Welcome, Introductions, 
and Agenda
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Targeted Training Objectives 
State teams will: 

• create a detailed action plan to guide new or continued strategy implementation 
toward achieving the state’s recruitment and enrollment vision, 

• incorporate local provider perspectives on strategy implementation and desired 
state outcomes toward achieving the state’s recruitment and enrollment vision, 
and 

• explore potential data differences and progression once the vision has been 
achieved.

3



Agenda 
• Welcome, Introductions, and Agenda 
• Vision, Strategies, and Key Themes 
• My Role 
• Readiness: The “What” and “Why” 
• Strategy and Implementation Readiness Checklist (SIRC): 

Recruitment and Enrollment 
a. Communications: Social Media 
b. Using Data to Inform Recruitment 

• Readiness: Key Themes From State Strategies 
• Action Planning Part 1: State Teams 
• Action Planning Part 2: State-to-State Exchange 
• All States Report Out 
• Additional Applications for SIRC 
• Next Steps and Wrap-Up
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Participation Norms 
Please stay on mute when not speaking. 

Please keep background noise to a minimum. 

Project your voice into the microphone when 
speaking and activate your camera. 

Feel free to enter comments in the chat and respond 
to others in the chat. 

Feel free to come off mute to respond. 

Please be respectful and allow all meeting 
participants an opportunity to speak. 

Please stay engaged, positive, and solution-oriented!



Vision, Strategies, and Key Themes 
Vision describes your future state. It is what recruitment and enrollment will look 
like if you achieve the desired results of implementing your strategies. 

• All potential adult learners [are] able to access consistent, easily understandable information about 
Adult Education opportunities. Learners [are] welcomed and guided by navigators through the 
intake and enrollment process and beyond, including selecting the class and service options best for 
each person. 

Strategies are how you will reach your recruitment and enrollment vision and 
related goals. 

Action planning captures the steps needed to realize the strategies and the 
resources needed and timelines to make it happen. 
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Key Themes-Targeted Training States 

• Local Program Engagement 
• Awareness, Communication 

• Program Partner Engagement 
• Roles, Expectations, Communication 

• Communications: Social Media 
• Recruitment, Platforms 

• Adult Learner Engagement 
• Who, Roles, Process 

• Professional Development 
• Needs Identification, Expectations, 

Implementation 
• Using Data to Inform Recruitment and 

Progress Monitoring 
• Landscape, Capacity, Short- and Long-

Term Data
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Role-Based Peer to Peer Exchange 
You will be in one of the following role-based groups: 

 State Directors 
 Data 
 Local Program Providers 
 Associate Directors, Professional Development, Instructions/Program Content, Consultants, Other 

Assign a reporter to provide a 1-minute, high-level takeaway or themes of the discussion. 

In your groups, everyone will do a rapid round-robin share with the following: 

• Name, state, and role. 

• In general, what is your current role/activities/impact regarding recruitment and enrollment? 

• What would your role look like as you implement one or more of your strategies? For example, 
activities, permissions, policy adherence, resources at your disposal, etc. 

Then open discussion with the leading questions: 

• Who else would your role impact or would you need involvement from as it directly relates to your 
strategies? 
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Brief  Share Out 
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What was one similarity 
and/or one difference 
from your role regarding 
recruitment and 
enrollment you heard in 
your role group?



Readiness: The “What” 
and “Why”
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What Is Readiness?
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…Readiness is a measure of  confidence, backed 
by defensible data and information. 
This concept acknowledges that readiness is a perception, and is measured 
both by judgment and by more structurally sound data (subjective and 
objective observation). 

–Marge Combe
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Drivers of  Readiness 
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Capacity 
Readiness 

Program 

Commitment 
Readiness 

Policy 

Cultural 
Readiness 

People 

The degree of alignment between cultural norms and the proposed 
change. 

The degree of resolve and ability of the organization, through its 
leaders at all levels, to see the change through to successful and 
sustainable completion within the organization’s overall strategic 
agenda. 

The degree to which the organization is able to bring supportive work 
processes, historical knowledge and experience, current knowledge, 
skills and abilities, and resources to bear to aid in successful 
implementation and sustainability of the change.



Why Assess Implementation 
Readiness?
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We Assess Readiness to Understand: 
• Whether to proceed with implementation. 

• How to address risks associated with implementation. 

• What resources are present, needed, and which will be most valuable.
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How Do We Assess Implementation Readiness? 

Not even
close

We are
there

Some way
to go

Nearly
there

Implementation Readiness continuum 
Readiness is measured in degrees toward the goal. 



What Are We Assessing? 

● Strategy Alignment 

● Local Programs/Provider Engagement 

● Program Partner Engagement 

● Communications: Social Media 

● Adult Learner Engagement—Student 
Ambassadors/Champions 

● Professional Development 

● Use of Data to Inform Recruitment 
Strategy and Progress Monitoring
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Strategy and Implementation Readiness: Recruitment and Evaluation Checklist 



Communications: 
Social Media 
Strategy and Implementation Readiness: Recruitment and Enrollment 
Checklist
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Key Question for Readiness Implementation: 

At multiple levels, do key stakeholders assess 
that we are ready enough?
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What is a social 
media campaign? 

Your campaign is the implementation of  your adult 
education program’s social media marketing and 
advertising strategy to promote a specific goal, 
expand awareness of your program, and increase 
social media user engagement.  

The campaign is coordinated with other marketing 
and communication efforts.
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Social Media 
Readiness 
Considerations 
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Campaign Scope 
Alignment and Intention 

Engagement 
Action and Interaction 

Social Media Tools 
Implementation



Campaign Scope 
 Do you have a goal for your social media campaign (refer to your recruitment journey map 

channels and points of interaction)? 

 If yes, is it clear that social media will help you to achieve your goal? 

 Is it clear who is the intended audience for your social media campaign? 

 Do you have an adequate budget for your social media campaign? Budget may include designing 
ads (photos, video, graphics); writing copy; and running ads. 

 Is your social media campaign aligned with your overall communication plan and messaging?
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Engagement 
 Do you know where to find your intended audience on social media? 

 If yes, have you considered (a) what channels will generate awareness of your program 
versus actual enrollment? and (b) which channels will speak to new audiences versus 
existing audiences? 

 Have you identified keywords associated with your social media ads? 

 Have you identified the voice and tone of your social media campaign? 

 Do you have a clear and compelling call to action? 

 Do you have a plan to respond to engagement and maintain contact with your audience? 
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Social Media Tools 
 Are you aware of how to run social media campaigns? 

 Have you decided how you will post social media content (e.g., social media scheduler)? 

 Do you have a content calendar for the next 3–6 months? 

 If yes, what major events, milestones, or observances can you use to leverage social media 
outreach? 

 Have you selected tools to monitor and report social media analytics?
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Using Data to Inform 
Your Recruitment Journey 
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Strategy and Implementation Readiness: Recruitment and Enrollment 
Checklist



Using Data to Inform Your Recruitment Journey 
Use data as your road map for your 
recruitment journey to inform: 

• setting your recruitment targets, 
goals, and strategies; 

• monitor implementation of your 
strategies; and 

• monitoring success of your strategies 
-- are they working?
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Use Data to Answer Three Central Questions 

1. Who and where do we want to recruit and how? 

2. Are my strategies being implemented? 

3. Are my strategies successful? 

Without data, you will not know your destination 

whether you are going the right way or 

whether you have arrived!
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Data Informs Your Recruitment Targets, Goals, and Strategies 
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Understand enrollment trends, gaps, and who is missing. Understand 

Identify students, communities, and regions to reach. Identify

Discover student access concerns, enrollment barriers, and needs. Discover

Examine program approaches, services, and capacity.Examine



Data to Monitor Strategy Implementation 
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Critical to inform 
whether and how 

strategies are being 
implemented 

• Consistently. 
• In the way intended. 
• At the appropriate time 

and level. 

Data on processes 
and behavior defined 

by strategy 

• Can inform changes and 
needed improvements to 
strategy implementation. 

• E.g., formative 
evaluation.



Data to Monitor Success 
• Inform whether strategy worked to increase enrollment. 

• Addressed barriers identified. 

• Affected targeted potential students, services, teachers, and staff. 

• Disaggregate by targeted/affected students and staff. 

• Examine for unintended and unexpected changes.
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Data Sources 
• Quantitative data for understanding enrollment and planning strategies: 

– NRS data and other state data. 

– Community demographic databases (e.g., census, community surveys). 

• Qualitative data for monitoring implementation: 

– Program surveys and interviews. 

– Focus groups. 

– Observations. 

– Unobtrusive measures (e.g., web analytics, other social media use data).
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Planning for Data Collection: Logic Models 
• Uses logical if/then approach to make assumptions explicit. 

• Helps identify implementation and outcome metrics. 

• To be revised as work progresses. 
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If… Then… Which Will Lead To... And Result In… 
If we have a statewide 
intake system with 
information about 
opportunities… 

Then more potential 
learners will be able to 
access and understand 
available services. 

Better recruitment of target 
populations (i.e., individuals 
16 or older who (a) lack a 
secondary diploma, (b) are 
English language learners, 
or (c) need to improve basic 
skills. 

Increased enrollment in local 
programs across the state. 

Metrics to Inform Metrics to Inform Success Metrics Success Metrics 
1.  A digital and physical seamless 
intake process, friendly to a 
variety of levels of digital 
proficiency. 

2. Accurate and updated 
information about services at 
each local program. 

3. Flexible system for making 
updates quickly and easily. 

1. Automatic page translation into 
multiple languages on digital 
devices. 

2. Number of inquiries/requests 
submitted through the system. 

1. Increased interest in special 
program opportunities, such as 
Integrated Education and Training 
pathways. 

2. Increased community visibility 
of available services. 

3. Use of multiple channels of 
information to appeal to learners 
with different needs and abilities. 

1. Increased statewide enrollment. 

2. Increased accuracy in collecting 
learners’ personal and demographic 
information.



Logic Model: Next Steps 
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Use 
Use specific metrics. For example: 
• If the metric is increased low-level English as a Second Language 

enrollment, specify source, time, and breakouts.

Update 
Update logic model as you go forward. 
• If/then statements. 
• Related metrics. 



Break
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Readiness: Key Themes 
From State Strategies 

Breakout #2
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Directions: Key Themes Breakout Session 
You will select your group. As requested earlier, please be sure you have state representatives in all 
three groups. Each group needs to select one to two reporters to report out. 

• The NRS team will: 

– present some opening discussion questions, and then 

– review the SIRC for the specific readiness theme. 

• Each group will then discuss the SIRC questions and their implications for 
their states’ related recruitment and enrollment strategies. Guiding (but not exclusive) 
questions may include: 

– How ready do you feel to implement your strategies based on the readiness 
questions? 

– What are additional considerations for readiness based on your strategy? 

• Return to the large group for report out.
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Share Out
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Break
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Action Planning and Risk 
Considerations Part 1 
State Teams
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Action Planning and Risk Considerations 
In your state teams, pick a strategy and 

• Identify the SIRC theme(s) that apply to this 
strategy 

• Review the SIRC readiness questions under the 
applicable theme(s) 

• Use the Action Plan and Risk Consideration 
worksheet to: 

• Draft an action plan based on your responses 

• Consider the risk section and provide responses. 

• Select a reporter to share out 
on the following for final state 
share: 

• One Strategy 
• Two Key Action Steps 
• One Evaluation Measure and 
• One Risk Consideration
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Time permitting, repeat for an additional strategy.



Action Planning and Risk 
Considerations Part 2 
State-to-State Exchange
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State to State: Action Planning and Risk Considerations 
• State teams will be paired. 

• Select a reporter. 

• Each state will share one strategy, 
related action steps and risk 
consideration for which they’d like 
feedback. 

• Partner state provides ask questions 
and provides feedback.
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All States Report Out
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Share Out: 1-2-1-1 
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Select one person from your state team to share: 
• One Strategy 
• Two Key Action Steps 
• One Evaluation Measure and 
• One Risk Consideration 

Each state will have approximately 2 minutes to share.



Questions? 

"3D Blue Question Mark" by ccPixs.com is marked with CC BY 2.0. To view the terms, visit https://creativecommons.org/licenses/by/2.0/?ref=openverse
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Additional Application for the SIRC and Readiness Assessment 

Addressing gaps 

• Are we as ready as we think we are? 

• Action steps, resources, capacity 

• Data-do we have what we need? Will we 
generate what we want? 

Risk considerations 

• Recognize risk, potential implications 

• Identify ways to prepare, address 

Resource allocation and capacity 

• What do we need to do this? 

• People (e.g., quantity, skills), money, time 

• Address potential barriers/challenges 

Communication focus 

• Communication with others regarding 
strategy and overall recruitment and 
enrollment vision
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Next Steps and Wrap-Up
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Next Steps 
• Post completed Action Plans to 

Moodle by Friday November 18, 2022 

• Complete Risk Considerations 
template (but posting to Moodle is 
optional) 

• Continue or initiate strategies and 
track implementation progress 

• Prepare for Live Virtual Session, Part 
2: Late January-Early February 2023 
(date TBD), 12:30 p.m.–5:00 p.m. ET 

• States will report on progress, 
successes, challenges and lessons 
learned 

• Informs national field, addition 
technical assistance and resources
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