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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 learning & development (PLD) 
programs and interventions.
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Webinar sequence
This webinar is the third 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
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Agenda

Introduction & review

Data analysis & data reporting

Evaluation dissemination & use

The logistics of planning for evaluation

Conclusion and next steps
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Today’s goals: Participants will... 
• Consider how to interpret different claims from data analyses 
• Understand the importance of dissemination efforts to foster 

evaluation use
• Become familiar with the logistics involved in conducting an 

evaluation and working with external evaluators
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REVIEW OF SESSIONS 1 & 2



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
• What are the results?
• How should results be communicated? 

Step 5: Inform OR Refine
• What decisions can be made about the program?
• How will you support others to use these results? 8

Giancola, 2014



Chat: Which step in this model is most difficult for 
you and why?

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
• What are the results?
• How should results be communicated? 

Step 5: Inform OR Refine
• What decisions can be made about the program?
• How will you support others to use these results? 9

Giancola, 2014



•

•

•

•

Handout 1: Professional Learning Scenario
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Example professional learning program
The ”STEM Partnership” program

Teachers receive professional development from universities in 
STEM research laboratories and support with 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



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. 

Resources Strategies and 
activities

Outputs Short-term 
outcomes

Long-term 
outcomes

Impacts

• Middle & high 
school educators & 
students 

• University facilities 
& staff 

• Local STEM 
businesses 

• Community 
partners 

• Funding from NSF 

• Summer 
workshops 

• Mentoring 
• Professional 

learning 
communities

• Inquiry-based 
lessons

• STEM field trips 
& activities

• # of teachers 
participating 

• # of summer 
workshops and 
PLCs 

• # of lessons 
created

• # of university 
mentors 

• # of new 
activities 

• # of field trips

• 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

• STEM PLCs 
become routine

• Quality of STEM 
curricula increases

• Teachers & 
university staff 
feel connected to 
STEM community

• Students’ learning 
outcomes in STEM 
increase

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 
STEM 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.



Example: STEM Partnership
Remember: Steps 1 through 3 are very closely connected to the 
logic model 

Logic model outcome Evaluation question Study design Data sources

Teachers report 
satisfaction with 

PLD

How did teachers 
experience the 

STEM PLCs?
Exploratory

Teacher 
interviews

Analysis of PLC 
meeting notes

Students’ 
learning 

outcomes in 
STEM improve

How did the 
program affect 

students’ learning 
outcomes in 

STEM?

Causal
Student participation 

records
Science & math 

assessment scores 12



Qualitative versus quantitative data
• Qualitative data come from 

talking to participants directly, 
written observations or 
documents, or responses to 
open-ended questions.

• Quantitative data are numeric 
counts, scores, and summaries 
of information that can be 
manipulated using statistics.
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STEP 4: INTERPRET

Understanding and Communicating Data Results



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
• What are the results?
• How should results be communicated? 

Step 5: Inform OR Refine
• What decisions can be made about the program?
• How will you support others to use these results? 15

Giancola, 2014



•
–

•
–

–

Handout 2: Evaluation Planning Template 
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Step 4: Interpret
Guiding questions: 

What are the results?
What are the limitations of these results?

How should results be communicated?
What level of involvement will you 
expect from the audience(s)?
What activities can you conduct to 
support the audience in making sense of 
the findings? 



WHAT ARE THE RESULTS?



Data collection versus data analysis
• Data analysis goes beyond simply reporting all the data you 

have to include:
– Using the data to answer the evaluation questions.
– Examining the data using an analytic framework or other ways to 

make sense of the data.
– Using the data to inform decision making.

• There are different methods to analyze qualitative and 
quantitative data. 
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Examples: Questions and analysis
What are the characteristics of participants in the 

STEM partnership and do these characteristics 
influence their amount of participation?

Study design: 
Descriptive

Data type: 
Quantitative 

Analysis: Display counts and 
percentages for each group and 

how often they participated

What motivates stakeholders to 
participate in the STEM Partnership?

Study design: 
Exploratory

Data type: 
Qualitative

Analysis: Summarize main 
themes and categories using 

representative quotations
19



Quantitative data analysis
Common analysis methods
• Tables (counts, percentages, averages) 
• Charts & graphs 
• Statistical methods (correlations, regressions, randomized controlled trial or RCT)

Benefits
• Can tell you the “what”– e.g., a descriptive picture or the current state of something
• Can be used to draw causal inferences if using experimental design like an RCT
• Can denote differences between groups

Limitations
• Does not tell you what is happening in each specific case 
• Can run into problems with generalizing if you do not have the right study design or sample 

size (e.g., number of participants) 
20



Qualitative data analysis

Common analysis methods
• Thematic summaries with quotations 
• Code counts (count numbers of similar responses)

Benefits
• Can tell you the “how and why”– e.g., participants’ reactions to something 
• Can allow for detailed descriptions, quotations from participants, and illustrations or 

examples

Limitations
• Data take longer to analyze and can require more resources 
• Could be considered more subjective because using an interpretive lens to select 

participants’ words
21



Analysis: Comparing to a framework
Analysis can also mean comparing to a known framework or set 
of quality criteria. 

How well does the STEM 
Partnership meet the 
characteristics of high-
quality professional 
learning (PL), as defined 
in Learning Forward’s 
Professional Learning 
Standards? 

Professional Learning Standards
• Learning communities
• Leadership
• Resources
• Data
• Learning designs
• Implementation
• Outcomes

Learning Forward, 2015
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Example: Learning Forward Standards for Professional 
Learning

RESOURCES: Professional learning that increases educator 
effectiveness and results for all students requires prioritizing, 
monitoring, and coordinating resources for educator learning.

• Evaluation question: Did schools have sufficient resources to participate in 
the STEM Partnership? 

• Study design: Descriptive 
• Data sources: Document review of STEM Partnership activities and 

expenses; interviews with teachers about resources provided to them; 
interviews with university faculty and community members about 
resources they provided to schools 

• Data analysis: Cost analysis of expenses associated with the STEM 
Partnership; thematic summary of interviews with the most common 
resources provided, any challenges, and quotations to illustrate examples 23



Poll: Learning Forward Standards for Professional 
Learning

…

…

LEADERSHIP: Professional learning that increases educator 
effectiveness and results for all students requires skillful leaders who 
develop capacity, advocate, and create support systems for 
professional learning. 

Using the following evaluation question

How did school leaders support the work of the STEM 
Partnership? 

which types of data collection and analyses might be 
appropriate? (Select all that apply)

Learning Forward, 2015
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Data analysis challenges
• Do not make claims that are not grounded in the data 

• Consider the following when making claims: 
– Sample size 
– Representativeness of the sample 
– How the data were collected (e.g., timeline) 
– How stakeholders were involved
– Statistical versus practical significance

Mertens & Wilson, 2012 
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HOW SHOULD RESULTS BE REPORTED?



Reporting results
• Remember the connection to the evaluation questions 

– What were you trying to answer and for what purpose? 

• Report both positive and negative findings 
– Negative findings can be lessons learned or areas for improvement

• Acknowledge limitations 
– Remember the choice of study design

Giancola, 2014
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Determining the audience for reporting 
• Make a list of the audiences

– What information will they want to know?

• What background do they have regarding the program? 
• How much time and interest will they have? 
• What will they do with the results?
• Will you involve stakeholders in the reporting? 

Giancola, 2014, p. 65
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Getting the message across
• Traditional report
• Memo or letter
• Special newsletter or policy brief
• Conference call or individual phone call
• Presentation before a board or committee, 

or at a conference 
• Publication in a journal, newspaper, or 

magazine
• Workshop
• Website or blog

Giancola, 2014, p. 66; Ewing Marion Kauffman Foundation & Evergreen, 2017
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Poll & Chat: What is the most common way you 
report information?
• Traditional report
• Memo or letter
• Special newsletter or policy brief
• Conference call or individual 

phone call
• Presentation before a board or 

committee, or at a conference 
• Publication in a journal, 

newspaper, or magazine
• Workshop
• Website or blog

Please use the chat to tell us why you 
tend to share information this way 
and what audiences you are trying to 
reach. 
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STEP 5: INFORM OR REFINE

Using Evaluation Data to Make Decisions



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
• What are the results?
• How should results be communicated? 
Step 5: Inform OR Refine
• What decisions can be made about the program?
• How will you support others to use these results?

Giancola, 2014

32



•

•

Handout 2: Evaluation Planning Template 

Step 5: Inform or Refine
Guiding questions: 

What decisions can be made about 
the program?

How will you support others to use 
these results?

33



What decisions can be made about the program?

• Program improvement 
• Scale up
• Program continuation or closing
• Policy implications

34



Patton’s forms of use
• Instrumental use

– Using findings to inform decision making or problem solving  
• Conceptual use 

– Using findings to influence how key people think

Be cautious of… 
• Symbolic use 

– The evaluation is conducted for the sake of appearances only 
• Persuasive use 

– Using evaluation findings to support a previously held position

Patton, 2008 in Mertens & Wilson, 2012
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Utilization-focused evaluation
• Evaluations should be judged upon their usefulness to their 

intended users and communities

• “Evaluation is a … leadership responsibility focused on 
decision-oriented use rather than a data-collection task 
focused on routine internal reporting” (Patton, 2012, p. 103) 
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Questions to ask stakeholders
• What decisions, if any, are the evaluation results or findings 

expected to influence? 
• When will decisions be made? By whom? 

– When must evaluation results be presented to be timely and influential? 

• What needs to be done to achieve the level of influence you want?
– For example: pay special attention to which stakeholders to involve  

37

Patton, 2012, p. 116



Supporting stakeholders with using evaluation results

• How will stakeholders be involved in making decisions about 
the program?
– Will they participate in the data analysis and generating findings? 
– Will they be able to discuss the implications of the findings?  
– Will they support the application of those findings to next steps for the 

program? 

38
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Chat: STEM Partnership 
Intended use: Improve the professional learning program for 
teachers
What decisions might be made using this finding? 

Evaluation finding: Teachers in the STEM Partnership program were able to build 
strong relationships with STEM university faculty and students, but they were less able 
to build relationships with STEM businesses and community members (e.g., hospitals, 
science museums). 
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Chat: STEM Partnership 
Intended use: Decide whether to continue the program

What decisions might be made using this finding? 

Evaluation finding: Middle school girls who participate in the STEM Partnership tend 
to choose more STEM courses in high school, but enrollment in the program does not
appear to relate to girls enrolling in STEM courses in higher education. 
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THE LOGISTICS OF PLANNING FOR 
EVALUATION



Budget
Common evaluation budget items:  
• Personnel 
• Costs of data collection 
• Travel 
• Training for evaluation staff
• Software and data systems 
• Data security 

42

Heinemeier, D’Agostino, Lammert, & Fiore, 2014, p. 8



Timeline
Considerations: 
• How many and what questions can you answer with the resources 

available?
• When will decisions be made about the program? 
• Are the evaluation questions formative or summative? 

Formative Evaluations Summative Evaluations

Needs 
assessments Process Outcome Impact

43



Working with an external evaluator
• Do you need an external evaluator or can the work be done 

internally? 
• What kind of relationship do you want with the evaluator?
• When will you bring the evaluator into the planning process? 

Heinemeier, D’Agostino, Lammert, & Fiore, 2014, p. 6



Characteristics to look for in an evaluator
• Knowledge about the topics important to the program
• Technical competence for the data collection methods
• Project management skills 
• Ability to communicate with stakeholders 
• Flexibility 
• Compatibility on the following factors: 

– Level of collaboration
– Evaluation approach 

Craig, 2017
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Poll: Logistical considerations
If you have worked with an external evaluator, what consideration was 
most important to you?

• Budget 
• Timeline 
• Relationship with client or community
• Technical skills 
• Evaluation approach

Use the chat to tell us why. 46



DISCUSSION & APPLICATION



Chat: We want to hear from you!
If you have worked with an evaluator or conducted an evaluation 
of your own, what have you done to ensure that the process was 
successful? 

48



?

Questions
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How will you 
use what you’ve 
learned today in 
your work?

Enter your ideas in the chat!
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CONCLUSION & NEXT STEPS



Discussion review
• Data analysis & reporting
• Evaluation dissemination & use 
• Logistics of planning an evaluation
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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
• What are the results?
• How should results be communicated? 
Step 5: Inform OR Refine
• What decisions can be made about the program?
• How will you support others to use these results?

Giancola, 2014
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Next steps
• Revisit the webinar series

– Session 1: https://youtu.be/9exQeGFhOL4
– Session 2: https://youtu.be/MXNrQm7-Mqk

• Refer to the references in all sessions
• Contact REL Northeast & Islands for questions and resources
• Contact the presenters for more information

54

https://youtu.be/9exQeGFhOL4
https://youtu.be/MXNrQm7-Mqk


To contact today’s presenters
Candice Bocala: cbocala@wested.org

Katrina Bledsoe: kbledsoe@edc.org

Visit the REL Northeast & Islands website! 
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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