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The GEAR UP Task Force 

Background
Northern Arizona University and its partnering schools named in the GEAR UP grant share a common goal – to maximize student academic performance and achievement.  Despite a common goal, or perhaps more accurately, because of the common goal, it is important that the services and activities provided by GEAR UP supplement, not supplant, what the school has already been offering students and families to meet this goal. The GEAR UP plan must complement, not duplicate the school’s plan. To ensure this, experience has shown us, it is critical that key partnering school staff are involved in the development of the GEAR UP work plan/budget and, to the extent practical, also involved in the implementation and/or monitoring of progress throughout the year.  The school personnel involved in this work comprise the GEAR UP Task Force.
Composition of the Task Force
The GEAR UP Task Force at each partnering School includes at a minimum:
· School Principal 
· District Financial Representative(s) (May interact with the Task Force from time to time, as needed).
· School Counseling Department Representative

· GEAR UP Site Coordinator

The Principal leads the school Task Force; the Finance Representative’s availability for consultation is necessary for calculating budgetary needs, monitoring expenses, and submitting monthly financial reports to NAU; the Counselor’s involvement assures that GEAR UP support services enhance the services currently provided, and is critical to sustaining certain GEAR UP initiatives after the project leaves the school. Principals are encouraged to include additional key staff on the GEAR UP Task Force. For example, Principals may find that Assistant Principals, GEAR UP Teachers, School Resource Officers, Parent Liaisons, etc. would be valuable members of the Task Force.  
Role of the Task Force
Planning:  The GEAR UP Task Force works in coordination with representatives from NAU to develop an annual GEAR UP action plan, or “work plan” that meets the requirements of the federal grant and meets the unique needs of the GEAR UP School, and to develop an accompanying budget.  To facilitate the planning and budgeting process, NAU (the GEAR UP Office) provides a work plan template, which includes required activities, and a budget template. Task Force members determine federal budget needs and cost share (in-kind) contribution sources and values.  Baseline data, and prior year data, provided by the schools, also help to guide the Task Force to ensure that ‘gaps’ in services are addressed. 
Implementation:  Specific members of the Task Force may be called on to assist the GEAR UP Site Coordinator in implementing specific GEAR UP activities, events and initiatives.  The extent of any individual member’s involvement will be agreed upon during the planning stages, and guided by the strengths and availability of each member.
Monitoring:  The NAU/Arizona GEAR UP Site Support Specialists will complete progress reports, based on data submitted by GEAR UP coordinators and communication with Coordinators at the schools. The NAU/GEAR UP Office will ensure, at minimum, that every member of the Task Force is provided a copy of the report. Task Force members are encouraged to read these reports and provide helpful feedback to NAU and the Site Coordinator to promote continuous improvement of the project.  Lastly, the reported “results” of each work plan initiative should be considered by the Task Force in developing the next year’s work plan.  
Problem Solving:  Upon recognition or concern that a workplan task, or its associated budget, is not, or may not be feasible, the Modification Request Process requires that the GEAR UP Task Force at the school convenes to discuss possible solutions and alternatives.  And, if the GEAR UP Task Force is unable to devise a solution that will allow the original plan and/or budget to proceed, then the Task Force devises and agrees upon a modification to the workplan and/or budget, bearing in mind the modification request guidelines and the goals and objectives of the project.

