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Professional Learning & Development Alliance
The purpose of this Alliance is to support district leaders from 
the northeast region to make evidence-based decisions 
regarding the selection, adaptation, scale up, and/or 
discontinuation of professional development programs and 
interventions.



Webinar sequence
This webinar is the first of three in a series about planning for 
high-quality evaluations of professional learning. 

Session 1: 
Establishing the 

Purpose for 
Evaluation

October 11, 2017

Session 2: 
Understanding Data 

in the Evaluation 
Planning Process

November 16, 2017

Session 3: Using 
Evaluation 

Information and 
Working with 

Evaluators
January 25, 2018



Agenda

Introduction & overview of evaluation

Deciding what to evaluate

Understanding goals & outcomes

Creating logic models for professional learning

Developing good evaluation questions 

Conclusion & next steps



Today’s goals: Participants will... 
• Be introduced to process of planning an evaluation of 

professional learning and development
• Discuss considerations when determining the scope and 

process of the evaluation 
• Discuss how logic models are useful in planning an evaluation 
• Explore how to develop evaluation questions



INTRODUCTION & OVERVIEW OF 
EVALUATION



What is evaluation?

Evaluation

Systematic 
investigation 
about the 
merit, worth, 
or significance 
of a policy or 
program 

•

Research

Systematic 
study directed 
toward 
greater 
knowledge or 
understanding 
of a field

•

Assessment

Appraisal of 
current status 
by collecting 
evidence, 
which might 
or might not 
involve formal 
measurement

•

Guskey, 2000; Mertens & Wilson, 2012



What is professional development?
• Professional development is designed to increase teachers’ 

knowledge and skills so they can be more effective educators.

– Usually focused on teachers’ pedagogical content knowledge, or 
understanding of how to teach particular subject matter and how 
students typically learn that content.

• High-quality professional development is positively related to 
student achievement.

Blank & de las Alas, 2009; Garet, et al., 2001; Shulman, 1986; Yoon et al., 2007



Why use the term “professional learning”?

Professional Development

Typically associated with 
the “workshop model,” 
where teachers go 
outside of school to learn 
content or skills 

•

Professional Learning

More recent term that 
implies teachers are 
learning through 
sustained and integrated 
opportunities, both in 
school and out of school

•

Easton, 2008



We want to hear from you!



Why do we conduct evaluations?
1. Reporting to external and internal agencies

Funding Policy

2. Understanding program implementation

Improvement Learning Monitoring

3. Understanding program impact

Performance Replication or 
Expansion

Discontinuation



Handout 1: Evaluation Planning Template 

A continuous evaluation model
Step 1: 
Define

Step 2: Plan

Step 3: 
Implement

Step 4: 
Interpret

Step 5: 
Inform or 

Refine

Step 1: Define

What is the purpose of the evaluation and the 
underlying logic of the program?

Step 2: Plan

What questions should the evaluation answer, and 
using what design?

Step 3: Implement

How should data be collected and analyzed? 

Step 4: Interpret

How should results be used and communicated?

Step 5: Inform OR Refine

What decisions can be made about the program?

Giancola, 2014



STEP 1: DEFINE
Deciding What to Evaluate



•

•

•

•

Handout 2: Professional Learning Scenario

Example professional learning program
The “STEM Partnership” program

Teachers receive professional development from universities in 
STEM research laboratories and support for inquiry-based lesson 
planning.

University faculty and students participate as mentors throughout 
the year for local middle and high school students.

Teachers and university participants form a professional learning 
community to discuss STEM education throughout the year. 

Students gain access to university research facilities, local STEM 
learning opportunities, and new school programming.



Guiding questions
• What is the program? 
• Why do the evaluation?

– Where is the request coming from? 
– Who are the intended audience(s)?
– How will the evaluation results be used?



Chat: The STEM Partnership
• What are some possible 

purposes for an 
evaluation of this 
program? 



General types of evaluation

Formative Evaluations Summative Evaluations

Needs 
assessments Process Outcome Impact

Mertens & Wilson, 2012



A seat at the the table: Stakeholders & audience
Identifying stakeholders: 
• Who might care about this evaluation and why? 
• Who is invested in the program or initiative?
• Who has decision-making authority?

Examples: 
• Teachers benefit from recommendations to improve programs.  
• Boards of education can use evaluation results to make 

recommendations.



Levels of engagement

How much engagement do you want from stakeholders? 

• You can have very little involvement (outreach) or extensive 
involvement (shared ownership). 

• This will affect how you plan for meetings and what 
information you share with them.

Outreach Consult Involve Collaborate Shared 
Leadership

National Institutes of Health, 2011



Chat: The STEM partnership
• Who are the 

stakeholders involved in 
this program? 

• Why might they be 
interested in the 
evaluation? 



Using logic models in evaluation



What is a logic model?
A logic model:

• Provides a simplified picture of the relationships between the 
program inputs and the desired outcomes of the program

• Is a framework for: 
o Planning
o Implementation
o Monitoring
o Evaluation

• Is a graphic and explicit 
representation of relationships, 
assumptions, and rationale

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



What is a logic model?  
The simplest form of a logic model:

INPUTS STRATEGIES OUTCOMES

• Inputs: What is invested in the program (e.g., money, people, time, 
and space)

• Strategies: What is done in the program (e.g., program activities)
• Outcomes: What results from the program (i.e., short- and long-

term outcomes)

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Handout 1: Evaluation Planning Template 

Elements of a logic model

Problem 
Statement

Resources 
(inputs)

Strategies 
& activities Outputs Short-term 

outcomes
Long-term 
outcomes

Impacts

Assumptions

Shakman & Rodriguez, 2015



Handout 3: Example Logic Model



Elements of a logic model: Problem statement
Problem statement: The problem or challenge that the program or policy 
is designed to address

Questions to ask in defining the problem:
• What is the problem or issue?
• Why is this a problem?
• For whom does this problem exist?
• Who has a stake in the problem?
• What is known about the problem (through previous work, research, 

etc.)?

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Logic model example
Problem Statement: Students in the district do not have enough access to high-quality learning experiences in science, 
technology, engineering, and mathematics (STEM) as they transition from middle to high school. 

Resources Strategies and 
activities

Outputs Short-term 
outcomes

Long-term 
outcomes

Impacts

Assumptions:



Elements of a logic model: Strategies and activities 

Strategies and activities: What you propose to do to address the 
problem 

Activities, services, events, and products:
• Are designed to address the problem

• Are, together, intended to lead to certain outcomes

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Problem Statement: Students in the district do not have enough access to high-quality learning experiences in science, 
technology, engineering, and mathematics (STEM) as they transition from middle to high school. Students of color and 
female students tend to be under-represented in STEM fields in higher education. 

Resources Strategies and 
activities

• Summer 
workshops 

•
• Professional 

learning 
communities

Mentoring 

• Inquiry-based 
lessons

• STEM field 
trips & 
activities

Outputs Short-term 
outcomes

Long-term 
outcomes

Impacts

Assumptions:



Elements of a logic model: Outputs
Outputs: The immediate results of the activities in the logic 
model. Outputs provide concrete, measureable evidence that 
the activity occurred. 

Examples: 
• Number of teachers who attended 

• Number of workshops held 

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Elements of a logic model: Outputs
Outputs: What are the initial products of these activities?

Outputs are typically evidence that materials were created or 
that the program was completed. 
Examples: 
• Number of workshops conducted
• Number of teachers who attended the workshops 

Shakman & Rodriguez, 2015

Problem Statement: Students in the district do not have enough access to high-quality learning experiences in science, 
technology, engineering, and mathematics (STEM) as they transition from middle to high school. Students of color and 
female students tend to be under-represented in STEM fields in higher education. 

Resources Strategies and 
activities

• Summer 
workshops 

• Mentoring 
• Professional 

learning 
communities

• Inquiry-based 
lessons

• STEM field 
trips & 
activities

Outputs

• # of teachers 
participating 

• # of summer 
workshops 
and PLCs 

• # of lessons 
created

• # of university 
mentors 

• # of new 
activities 

• # of field trips

Short-term 
outcomes

Long-term 
outcomes

Impacts

Assumptions:



Elements of a logic model: Outcomes 
Outcomes: What difference does it make?

Short-term
Most immediate and 

measurable results for 
participants that can 

be attributed to 
strategies and 

activities

Long-term
More distant, though 
anticipated, results of 

participation in 
strategies and 

activities

Impact
Desired outcomes of 

long-term 
implementation of 

strategies and 
activities, dependent 
on conditions beyond 

the scope of the 
program

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Elements of a logic model: Outputs
Outputs: What are the initial products of these activities?

Outputs are typically evidence that materials were created or 
that the program was completed. 
Examples: 
• Number of workshops conducted
• Number of teachers who attended the workshops 

Shakman & Rodriguez, 2015

Problem Statement: Students in the district do not have enough access to high-quality learning experiences in science, 
technology, engineering, and mathematics (STEM) as they transition from middle to high school. Students of color and 
female students tend to be under-represented in STEM fields in higher education. 

Resources Strategies and 
activities

• Summer 
workshops 

• Mentoring 
• Professional 

learning 
communities

• Inquiry-based 
lessons

• STEM field 
trips & 
activities

Outputs

• # of teachers 
participating 

• # of summer 
workshops 
and PLCs 

• # of lessons 
created

• # of university 
mentors 

• # of new 
activities 

• # of field trips

Short-term 
outcomes

Long-term 
outcomes

Impacts

Assumptions:

Chat: What are some 
possible outcomes for the 
STEM Partnership? 



Elements of a logic model: Resources
Resources (inputs): The material and intangible contributions that are 
or could reasonably be expected to be available to address the 
problem

Examples: 
• Money, materials, and equipment (material/tangible)

• People, time, and partnerships (intangible)

Resources are the inputs that enable the creation of the strategies and 
activities that are designed to respond to the stated problem.

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Elements of a logic model: Assumptions 
Assumptions: Beliefs about participants, staff, the program, and 
how change or improvement may be realized

• Assumptions can be internal and external.

• Ask: What is known, and what is being assumed?

Kellogg Foundation, 2004; Shakman & Rodriguez, 2015



Elements of a logic model: Outputs
Outputs: What are the initial products of these activities?

Outputs are typically evidence that materials were created or 
that the program was completed. 
Examples: 
• Number of workshops conducted
• Number of teachers who attended the workshops 

Problem Statement: Students in the district do not have enough access to high-quality learning experiences in science, 
technology, engineering, and mathematics (STEM) as they transition from middle to high school. Students of color and 
female students tend to be under-represented in STEM fields in higher education. 

Resources

• Middle & high 
school educators & 
students 

• University facilities 
& staff 

• Local STEM 
businesses 

• Community 
partners 

• Funding from NSF 

Strategies and 
activities

• Summer 
workshops 

• Mentoring 
• Professional 

learning 
communities

• Inquiry-based 
lessons

• STEM field trips 
& activities

Outputs

• # of teachers 
participating 

• # of summer 
workshops and 
PLCs 

• # of lessons 
created

• # of university 
mentors 

• # of new 
activities 

• # of field trips

Short-term 
outcomes

• Teachers report 
satisfaction with 
PLD

• Teachers create 
inquiry-based 
curriculum

• PLC members 
report positive 
experience

• Students 
participate in 
STEM activities

• Students report 
interest in STEM

Long-term 
outcomes

• STEM PLCs 
become routine

• Quality of STEM 
curricula increases

• Teachers & 
university staff 
feel connected to 
STEM community

• Students learning 
outcomes in STEM 
improve

Impacts

More students 
pursue STEM in 
higher education

Assumptions: 1) The professional learning is of high-quality; 2) The district and university leaders provide support for the 
Shakman & Rodriguez, 2015STEM Partnership; 3) Teachers can apply what they have learned into inquiry-based curricula; 4) The PLCs are productive 

spaces for educator learning; 5) Local businesses and the community are open to hosting students during field trips.



Final thoughts on logic models
• Logic models are tools for program design, implementation, 

and evaluation. 
• The process of developing a logic model is important: Engage 

stakeholders in developing a logic model.
• Logic models should be living documents and returned to 

frequently. 
• Logic models are useful for evaluation but best when 

developed at the program design phase.

Shakman & Rodriguez, 2015



STEP 2: PLAN
Developing Good Evaluation Questions



Moving from logic model to evaluation questions 

Formative questions: 
• Asked while program is operating
• For program improvement or midcourse correction
• Example: What was the teachers’ experience of the PLD? 

Summative questions: 
• Asked at completion or after the program
• Focused on results and outcomes
• Example: Did the PLD lead to changes in teachers’ instruction?

Shakman & Rodriguez, 2015



Chat: The STEM Partnership
• What are some possible 

formative evaluation 
questions? 

• What are some possible 
summative evaluation 
questions?



Guskey’s model of evaluating PLD

Level 1: 
Participants’ 

reactions

Did participants 
like it? 
Was their time 
well spent?

Level 2: 
Participants’ 

learning

Did they acquire 
the intended 
knowledge and 
skills?

Level 3: 
Organizational 

impact

Did the school 
provide support 
and resources for 
implementation?

Level 4: 
Participant 

implementation

Did participants 
effectively apply 
the new 
knowledge & 
skills?

Level 5: Student 
learning 

outcomes

What was the 
impact on the 
intended 
outcomes?

Guskey, 2000



Connecting Guskey to the logic model
Short-term outcomes

Level 1: 
Participants’ 

reactions

Did participants 
like it? 
Was their time 
well spent?

Level 2: 
Participants’ 

learning

Did they acquire 
the intended 
knowledge and 
skills?

Long- term outcomes

Level 3: 
Organizational 

impact

Did the school 
provide support 
and resources for 
implementation?

Level 4: 
Participant 

implementation

Did participants 
effectively apply 
the new 
knowledge & 
skills?

Impacts

Level 5: Student 
learning 

outcomes

What was the 
impact on the 
intended 
outcomes?

Guskey, 2000



Guidelines for good evaluation questions
• Can the questions be answered given the program?
• Are the questions high priority?
• Are the questions clear and free of jargon?
• Are the questions practical and appropriate to the 

capacity you have to answer them?
• Are the questions guided by the logic model? 
• Are the questions measurable? 

Adapted from Shakman & Rodriguez, 2015



We want to hear from you!



CONCLUSION & NEXT STEPS



Discussion review
• Purpose of evaluation
• Goals & outcomes of evaluation
• Logic models
• Evaluation questions



?

Questions



Next steps
• Next webinar: Thursday, November 16, 2017 from 3–4:30 pm 

Eastern 

• Focus: Understanding Data in the Evaluation Planning Process



To contact today’s presenters
Candice Bocala: cbocala@wested.org
Katrina Bledsoe: kbledsoe@edc.org

ies.ed.gov/ncee/edlabs/regions/northeast

mailto:cbocala@wested.org
mailto:kbledsoe@edc.org
http://ies.ed.gov/ncee/edlabs/regions/northeast
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These slides were prepared under Contract ED-IES-17-C-0008 by Regional Educational 
Laboratory Northeast & Islands, administered by EDC. The content does not 
necessarily reflect the views or policies of IES or the U.S. Department of Education, 
nor does mention of trade names, commercial products, or organizations imply 
endorsement by the U.S. Government.
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