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Defining System Performance 
 
“System performance” is a structured way of measuring and scoring school and district 
improvement and growth as it aligns to the district strategic plans and the outcomes desired in the 
Portrait of a Graduate. The framework described within has been built from district goals and 
expectations and demonstrates a conscientious effort to meet each of them. The resulting 
framework includes a comprehensive evaluation used for the purpose of documenting the 
effectiveness and impact of district programs and initiatives, establishing accountability, and 
identifying areas needing change and improvement (Figure 1):  

 
Figure 1: System Performance Framework 
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The purpose of system performance and program evaluation is multi-faceted. These evaluations are 
to empower teachers, building administrators, and district leaders with the knowledge needed to 
ensure that responses to differences in student achievement are research-based, cost effective, and 
produce results consistent with their objectives. With the completion of the district’s strategic plan, 
program evaluations will be used to:  

• Ensure program alignment with the district strategic plan;  
• Assess program strengths and weaknesses;  
• Assess program success in meeting the program's expressed goals; and  
• Improve, revise, or discontinue programs.   

 
Examples of programs and initiatives included as part of the district’s comprehensive curriculum 
audit (Curriculum Management Systems, Inc., 2019) are shown below in alphabetical order: 

 
District programs include federal, state, and local initiatives. District programs are usually initiated 
through a program proposal process and are approved by the Superintendent and/or Board of 
Trustees where school-based programs are usually initiated by the school staff/faculty and 
approved by the building principal. While there is no current way to formally evaluate the programs 
in place, eventual evaluations will include the program name, program description, targeted student 
population, resources, funding, staff development, staffing, legal mandates, implementation period, 
and a review of measurable objectives. It is not the intent of a program evaluation to provide a 
recommendation or opinion, however. 
 
Instructional program evaluations consist of a study of the measurable objectives of the program, 
resulting in findings, and/or conclusions. Evaluation reports are shared and discussed with the 
stakeholders of the program, the administrative staff responsible for implementation of the 

School Initiatives

•After-school Program
•MTSS/RTI
•National Honor Society
•Outdoor Studies 

Program
•"Pays to Get As"
•Student-led 

Conferences
•Trauma-Informed 

Practices
•Youth Volunteers in 

Action

District Initiatives

•Advanced Learning 
Program

•College & Career 
Advising Program

•Learning Management 
System (Schoology)

•PEBC Thinking 
Strategies Institute

•Sources of Strength
•Teacher-Leader 

Academy
•Trail Creek

State Initiatives

•Advanced 
Opportunities

•Career & Technical 
Education

•Dual Credit
•Next Steps Idaho
•"Our Kids, Idaho's 

Future"
•STEM Education/ STEM 

Action Center

National Initiatives

•Early Learning 
Readiness

•Every Student 
Succeeds Act

•Educational 
Technology Leadership

•Title 1 - Mathematics 
and Reading 
Intervention

•Title 6 - Indian 
Education
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program, the Superintendent, and the Board of Trustees. Then, with these stakeholders, data are 
reflected in decisions about the program and potential revisions to the program and associated 
budget. 
 
The intent of this framework is to monitor the effectiveness of instructional and operational 
decisions, allocate resources and support, inform parents and families about school enrollment 
choices, and/or as the basis for programmatic decisions.  
 
Why System Performance? 

The 2019 Curriculum Audit provided multiple recommendations to our 
school district for a “sound, valid, and operational system of curriculum management.” Though 
many of the suggestions were specific to the practices of teaching and learning, the auditors 
examined the productivity and decision-making practices visible in their interviews, documentation 
received, and site visits. 
 
Specifically, audit finding 5.1 critiqued the district for not having a budgetary process that is driven 
by our systems’ needs and priorities. Where auditors were looking for clear connections of these 
practices, they surmised that no formal efforts have been made to link student achievement or 
program results in our budgetary decisions and that Board policies provide little direction that our 
goals/priorities should be aligned to decisions and budgetary allocations. According to our lead 
auditor, having a process of aligning programs and decisions positively influences: 

• Greater agreement (less variability) in results examined by gender, race, and program area; 
• Strategies that are congruent with district mission, vision, and guiding principles; 
• Redundancy of services within specific populations; and 
• Equitable access for all students, teachers, and support staff served by the district. 

“Decision-making and 
budget development 

processes lack a 
systemic cost-benefit 
analysis aligned to the 

district’s curricular 
goals and priorities.” 

- CMSi Curriculum Audit (2019)  
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EVALUATION TYPES 

 
 
Formative Program Evaluation 
A formative evaluation, also known as process or implementation evaluation, is performed to 
examine various aspects of an ongoing program to make changes/improvements as the program is 
being implemented, similar to formative assessment practices used by teachers to evaluate the 
effectiveness of a lesson. This type of evaluation attempts to document exactly what is transpiring in 
a program. Data are collected and analyzed at a time when program changes can be made to ensure 
that the quality of the program implementation is maintained throughout. For example, if a 
particular instructional resource has been introduced in our district, a summary of usage and 
outcomes would be provided to know the extent to which the program has been implemented as 
designed. The following table suggests some questions that might be addressed in a formative 
evaluation: 
 

While the program is ongoing – perhaps several times 
Examples of FORMATIVE Evaluation Questions 

• Is the program being implemented as it was designed? 
• Do the students or teachers understand the program’s concepts? What are the 

misconceptions about the program? 
• Are all program implementers implementing the program in the same way? 
• Is the program being implemented on schedule? 
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n •Determine initial impacts 
of program or initiative 
on all or subgroups

•Aid professional learning
•Increase efficiencies
•Make adjustments 

during program

Su
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n •Collect evidence for 
reporting

•Document achievement 
of objective outlines

•Justify cost of program or 
initiative

•Access program impact
•Ensure strategic 

expectations are met
•Measure benefits to 

students, district, and 
community
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n •Provide basis for 
decisions on beginning, 
changing, or ending a 
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•Set priorities
•Give direction to 

programs
•Establish vision
•Allocate or reallocate 

resources
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• Is there sufficient time to implement all aspects of the program? 
• What aspects do not seem to be working as well as intended? 
• Do program implementers need additional professional learning on the program? 
• Are there any celebrations surfacing? 

 
Summative Program Evaluation 
There are many types of evaluation, depending on the purpose, timing, and procedures used. A 
summative evaluation, sometimes called outcome evaluation, is conducted for the purpose of 
documenting the results of a program. Specific goals of a program are identified and the degree of 
accomplishment of those goals is clearly documented. The results of a summative evaluation might 
point to changes that should be made in a program in order to improve it in subsequent 
implementations or reasons why it should be sunsetted. The results of summative evaluations can 
specify program status and targets for accountability purposes. The results can also be used as a 
needs assessment for the subsequent planning of changes in a program or of the introduction of 
new programs and interventions. The following table presents some questions that might be 
addressed by a summative evaluation: 
 

After a program has been implemented and completed 
Examples of SUMMATIVE Evaluation Questions 

• What did the program accomplish? 
• Did the program reach its goals and objectives? 
• What impact did the program have on its recipients? 
• What were the outcomes? 
• Who benefited from the program? 
• How much was the benefit? 
• Was the benefit greater with this program as compared with another program? 
• Was there noticeable difference in outcomes between schools or levels that can be 

attributed to a specific demographic or culture? 
• Did all types of students or schools benefit from the program? 
• What were the positive outcomes? 
• What were the negative outcomes? 
• What should be improved/changed in the program? Does the benefit of the program warrant 

the cost? 
 
Who Should Be Involved in the Evaluation Process? 
In some instances, an evaluation is designed to answer multiple questions at multiple school sites or 
locations with multiple individuals using sophisticated statistical techniques. However, evaluation 
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does not need to be complex, highly statistical, or require content or specialized experts to be useful 
and worthwhile. Additionally, as the results of an evaluation may adjust decision-making practices, 
the district will encourage all staff to carefully review the data, be involved in the decision-making 
practice, and be involved in any potential ramifications or changes that may ensue. In an age of 
increasing accountability, it is imperative for our system to show the impact that programs are 
having on our students and professional staff. 

 

PORTRAIT OF A GRADUATE 
For all Coeur d’Alene students to reach their potential, 
our district intentionally crafted the Portrait of a 
Graduation to hold all students to high expectations. 
Through the development and use of our Portrait, our 
elementary, middle, and high schools can embrace an 
expanded definition of student success, one that was 
framed in community expectations. This will certify 
that district students are fully equipped with core 
academic knowledge and skills, as well as a range of 
other competencies that we all need to be successful 
in education, work, and life. 
 
Our Portrait has six components: content knowledge, 
communication, creativity, critical thinking, 
collaboration, and character. These competencies 
were the driving force behind our strategic plan 
(2020). For more details about our district’s Portrait of a Graduate, visit 
www.cdaschools.org/graduate. 
 
Additionally, as these components are part of our district’s DNA, decisions will be made based on 
these desired outcomes. As the building blocks of our entire system, we should be able to “pull 
apart” any dimension of any school or department and easily identify these links as the foundation 
of our work. Some of these decisions may manifest in the form of: 
• Lesson design; 
• Teaching pedagogy; 
• Course offerings – both virtual and in-person; 
• Look & feel of campus including physical structures, bell schedules, staffing; etc.; 
• Learning experiences of students; 

http://www.cdaschools.org/graduate
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• Teacher and staff training and professional learning; 
• Criteria for success in the teaching and learning process; 
• Wrap-around services to students; 
• Policies around discipline and school safety;  
• Culture and conditions of schools and classrooms; 
• Parent and community involvement; and  
• Budgeting process, among others. 

 

 

STRATEGIC 
PLAN 
IMPACT 
To be successful in this 
era of multiple local, 
statewide, and national 
reforms, shifts in 
outcomes with our 
Portrait of a Graduate, 
and with increased 
community growth, our 
district must plan 
strategically. In 
establishing our strategic 
plan from its component 
frameworks, this 
framework advocates for 
the practical use of 
program evaluation 
techniques. System 
performance is not a standalone practice enacted by a singular 
person – it is to be regularly implemented by building principals, 
directors, teachers, and groups to examine the effect of each program and service that the district 
offers. Only when these practices inform decision-makers and our community about how we are 
meeting the expectations of the Portrait, will we truly be able to meet our goals.  

Figure 2: Integrating System Performance 



 
 

12 
 

Involving Building Leadership in System Performance 
In order to fully meet the goals of the Portrait of a Graduate, our district must incorporate the 
thinking and decision-making of our student leadership, building principals and their school 
leadership teams, school district personnel, and others. Throughout our organization, we will exhibit 
a comprehensive and intensive focus on planning, implementation, and efficiency to ensure the 
fidelity and success of our programs and to yield positive outcomes. 

Starting with the 2021 school year, building and district leaders have been gathering to develop 
their criteria for success on a school learning plan. These document templates, highlighted in 
Appendix F, ask our leaders to develop strategic goals around the Portrait of a Graduate and 
Strategic Plan and include specific measures, timelines, strategies, and action steps to get there. 

 

PROGRAM EVALUATION 
Program evaluations provide actionable information on district initiatives, increase transparency 
and accountability within the district, and help our leaders make evidence-based decisions (Hanover 
Research, 2020). The purpose of program evaluation is to empower teachers, building 
administrators, and district leaders with the knowledge needed to ensure that responses to 
differences in student achievement are: research-based, implemented with fidelity, cost effective, 
and produce results which are consistent with the goals of the Portrait of a Graduate. 
 
Our district will follow the five characteristics of effective program evaluation, as identified in the 
research literature:  

• utility (timeliness and usefulness) – ensuring that an evaluation will serve the information 
needs of our district staff and community; 

• feasibility (conducted within the context of available resources) – ensuring that the 
evaluation will be realistic, prudent, diplomatic, and frugal; 

• propriety (ethics) - ensures that an evaluation will be conducted legally, ethically and 
equitably as the results will have measurable impact on students and staff throughout the 
district; 

• accuracy – ensures that an evaluation will reveal and convey technically adequate 
information about the features that determine worth or merit of the program being 
evaluated; and  

• relevance – ensuring that the findings meet the objectives of the evaluation and incorporate 
the Portrait of a Graduate components and the goals identified within the strategic plan 
and/or established building goals and success criteria. 
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Program Evaluation Process  
 
Effective program evaluation is a carefully planned and systematic approach to documenting the 
nature and results of an initiative’s implementation. The evaluation process described below and in 
Appendix C is designed to produce quality and unbiased information on a specific program, service, 
or expenditure and what it is doing for students, instructors, patrons/families, and the greater 
Coeur d’Alene community. The process will help evaluators prepare thoroughly before collecting 
information and processing it into a report or visual display. It will help our district document the 
impact of the program/initiative and use the results for improvement. Hanover Research (2019) 
suggests that any evaluation process contains nine steps: 

A detailed description of the activities within each step is included in Appendix B. 
 
  

Define the Purpose 
and Scope

Establish a Data 
Collection Action 

Plan

Document Findings Dissiminate 
Findings

Collect Data

Specify the 
Evaluation 
Questions

Specify the 
Evaluation Design

Analyze Data

Provide Feedback 
to Stakeholders for 

Program 
Improvement
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KEY PERFORMANCE INDICATORS (KPI) 
 

 
With the adoption of this plan, our district commits to measuring both academic and non-academic 
performance in informing decisions. As this plan has outlined the many ways that data can help  
Coeur d’Alene Public Schools gain efficiency and improve processes, measuring performance data as 
part of the equation bring an opportunity to look at the impact of our service-based departments 
like transportation, maintenance and operations, nutrition, and technology on how schools and our 
district operates. This will ultimately drive the ability to discover and communicate efficient best 
practices that can be replicated. Additionally, when time or money are saved, performance-based 
budgeting can create successful student outcomes by funneling more resources back to the 
classroom. 
 
A Key Performance Indicator (KPI) is a measurable value that demonstrates how effectively our 
organization -- or any of our schools -- is achieving its objectives. While this could be based on the 
age of a school’s computers and technology infrastructure, our bus fleet or building capital, or 
demographics around the staff and faculty working in these facilities, measuring KPIs ensures that 
money is spent effectively on district operations, and tracks the extra funds identified by increased 
efficiency. 
 

"However beautiful 
the strategy, we 

should occasionally 
look at the results."  
(Attributed to Winston Churchill) 
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To inform district-wide decision-making, the district commits to providing multiple KPIs in a variety 
of academic and support areas which are regularly updated and provide both internal and external 
stakeholders confidence that we are aware of the impacts of our spending. 
 

 
Figure 3: An example of a KPI showing elementary enrollment over 5 years. 

Potential data dashboards can be created and regularly maintained/updated in the following areas, 
among others as directed by the superintendent:  
 
Academia 

• Graduation Rate: This KPI determines the number of students who completed their 
schooling or received a diploma within a four-year time frame, identified as the cohort 
graduation rate. 

• Awards: This metric looks at the number of awards granted to students and/or faculty and 
staff during each academic calendar year. 

• Grade Distributions: A distribution of current semester grades by building. 
• Grant Recipients: This metric examines the number of grants and dollar amounts earned by 

district staff and the impact on instruction. 
• Average Attendance Rate: Determining the percentage of students that have achieved, say, 

90% attendance during a given semester or academic year. 
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Finance 
• Percentage of Students Receiving Free/Reduced Lunch: This metric calculates the number of 

students receiving lunch assistance which is also directly tied to many state and federal 
programs. 

• Grant Money: Tracking the dollars fundraised for a school or program through fundraisers, 
donations, or partnerships. 

 
Ratios 

• Student to Teacher Ratio: Looking at the balance of class sizes and the number of students 
assigned to teachers within a particular course, program, or school. In most cases, the lower 
the student to faculty ratio is, the better. 

• Expenditure per Student: This metric calculates every cost a school incurs to educate each 
student. This might include campus and building maintenance, teacher and staff salaries, 
instructional materials costs, programmatic costs, and much more. 

• Faculty to Administration Ratio: Is there a proper number of administrators for a building 
based on enrollment and student demographics/performance. Some implications may be 
within scheduling, organization, and finances. 

 
 
 
Curriculum and Assessment 

• Percentage of Students Enrolled in Focus Areas: This metric allows our district to examine the 
percentage of students taking, say, career and technical education courses, STEM courses, or 
AP courses. 

• Proficiency Rates: Looking at performance on standardized assessments and areas for 
curricular and instructional improvement. 

 
 
Staff and Faculty 

• Percentage of Faculty with Advanced Certifications or Degrees: Recognizing the faculty and 
staff who improve themselves and are recognized by their peers as leaders in the education 
profession and/or in their certification areas. 

• Continuous Professional Development: Ensuring faculty members are in touch with the latest 
teaching methods or technologies helps ensure that students receive the best educational 
experience. 

• Faculty & Staff Attendance Rates: If an institution has a low attendance rate from faculty and 
staff members, this can have a negative effect on the district as a whole. Timelines can be 
thrown off, and time and money are spent finding substitutes. 
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• Faculty & Staff Retention Rate: Not only does a high retention rate help students and 
instructional staff build better rapport, but this maintains continuity in professional learning 
throughout the district. 

 
Facilities 

• Average Age of Buildings: Renovating older buildings effectively lowers the building’s age. 
Thus, tracking the age of our buildings in our district helps ensure that adequate 
maintenance is being provided and that they are fully functional. 

• Capital Improvement Costs: Careful accounting for regular maintenance and tracking the 
“end of life” of capital items such as heating, ventilation, and air conditioning (HVAC), 
lighting, and furnishings. 

• Classroom Utilization Rate: This metric examines whether the district is making the best use 
of school/facility space and keeping classes as full as possible. 

• Population Growth: Consistent future growth projections to provide metrics for future 
facility planning 

 
Technology 

• Percentage of Classes Incorporating Technologies: Our Blended Learning Framework clearly 
identifies how technologies should be carefully incorporated into daily work.  A KPI in this 
area could track a percentage of classes in a school or our district using the technologies or 
resources that have been provided to them. 

• Percentage of Administrators Using Technology: Both teachers and administrators should be 
using the online-or classroom-based technologies they have been provided for evaluations, 
lessons, projects, or activities—and this metric should make us aware of whether that is 
happening or not. 

• Social Media Engagement: Examining the analytics available through the social media 
platforms our schools and district choose to employ (like Facebook, for example), and can 
show how well we are engaging parents/guardians and the community in our work. 

• “TechRepairs” Per Month: This may act as a productivity metric for our Technology and 
Security department, showing them how many requests they’re fielded and how many (if 
any) are currently unanswered or unsolved. 

 
Transportation 

• Percentage of Students That Ride a Bus To/From School: What does our ridership look like in 
our elementary, middle, and high schools? This may assist us with prioritizing routes and 
pick-up/drop-off times. 

• Cost of Transit: Tracking the cost per student of busses will allow us to analyze if we have the 
appropriate number of busses and where we are on the depreciation schedule. Do we have 
a bus that is perpetually needing repairs? 
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SHARED DECISION-MAKING 
Shared decision-making is a process that provides an opportunity for 
members of a school or district administrative community to collaborate in 
solving problems, defining a course of action, and shaping direction for the 
individual school. 
 
The purpose of shared decision-making is to enhance student achievement 
through both improvement of the instructional program and delivery of 
support services. Shared decision making is based on the premise that 
employees, students, and the community make better decisions when 
people functioning closest to implementation of the potential decision 
participate in making the decision. Shared decision making provides 
opportunities for schools to explore ways to restructure delivery of 
instruction and services to better meet the needs of students. 
  
As school staff and administrators make decisions using the schools shared 
decision-making process their efforts should reflect... 

• collaboration with other schools, district administration, the community, and colleagues as 
necessary; 

• application of effective research and "fact finding" effort preceding the decision; 
• coordination of decision making with the district vision for school improvement; 
• development of a communication plan to promote staff understanding and acceptance of 

the decision; and 
• coordination with the approved curriculum, Board policy, existing contracts or agreements, 

state statutes, and federal laws. 
 
Each school in Coeur d’Alene Public Schools will develop an annual School Improvement Plan with 
specific objectives to be focused upon for the coming school year. Within that plan, administrators 
and building leadership teams will document a process for shared decision-making that legitimately 
engages administrators, teachers, support staff, parents, and students, where appropriate in: 

• planning, gathering and analyzing data; 
• proposing, implementing, and evaluating solutions to problems; and 
• making decisions for the best interests of the students, school, and the district. 

 
A draft decision-making diagram is included in the Appendix. 

  

"How can anyone be 
sure that a particular 
set of new inputs will 
produce better 
outputs if we don't at 
least study what's 
inside?” 

- William and Black (1998) 
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ACADEMIC RETURN-ON-INVESTMENT 
 
The primary responsibility of our school district is to 
ensure that the funding invested into school programs 
will result in the attainment of the Portrait of a 
Graduate.  As much as our schools want to only spend 
money on what works, our district has not possessed 
the tools or processes in place to help them track the 
effectiveness of program investments in relation to 
student outcomes or strategic goals. However, with the 
implementation of program evaluations, our district 
will also be able to introduce academic return on 
investment to track costs and learn how to do more 
with limited funds and focus on offering programs that 
help students achieve. 
 
The Government Finance Officers Association defines 
academic return on investment (also known as “A-ROI”) as “the practice of scientifically evaluating 
the cost-effectiveness of academic programs and then deciding where to allocate resources 
accordingly” (2019). This method requires our system to compare school and district data that 

shows what students have achieved 
from a program against the cost of 
running the program. This will be a 
unique approach in Idaho, but several 
organizations and state agencies have 
used a similar framework for decades.  
 
By implementing an A-ROI process, 
Coeur d’Alene Public Schools will be 
able to calculate all costs associated 
with a program and compare them to 
the measured student outcomes – for 
the entire group and for multiple 
subgroups. When completed, we will 
be able to make informed decisions 
about how to invest money and time 
into programs that have the most 
impact on students. Figure 4 - Academic Return on Investment Scale 
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PERFORMANCE-BASED BUDGETING 
 
Our school district intends to move away from traditional line-item, incremental budgeting toward 
other, more results-oriented methods. Specifically, our district will prioritize performance-based 
decisions into the budgeting processes. 
 
Burckbuchler (2009), outlines the priorities of performance-based budgeting: 

• The budget process is open and transparent and includes stakeholder involvement; 
• The budget process includes consideration of alternative service delivery methods; 
• Performance goals are established and resources are linked to those goals; 
• Budget decisions are data informed, including the development and reporting 

performance indicators (that are in line with the strategic goals of the district); 
• The process encourages active “program” evaluation (and links these evaluations back to 

previous budget discussions); 
• The budget process results in a reallocation (reprogramming) of funds (shifting resources 

to more effective activities); and 
• The district actively seeks to link resources (inputs) to specific results (outputs and/or 

outcomes). 
 
Performance-based budgeting implies that future resources will be directed or redirected toward 
programs and activities that have proved effective and that are tied to specific performance 
outcomes. 
 
Budgets and Student Achievement 
Our school district’s move toward performance-based budgeting supports the idea that our people 
and resources should be less focused on what we have done in the past and are becoming more 
deliberative in allocating funds. This may result in better budgeting at the district and school levels, 
which allows for improved educational programming. 



 
 

21 
 

 
A quantitative analysis of data on the 
relationship of performance-based budgeting 
and student achievement (Hanover Research, 
2017) reveals that performance-based 
budgeting has a positive correlation to 
student achievement. Although has not been 
the norm in our district, the fact that the data 
reveal a possible positive correlation 
between performance-based budgeting 
practices and student achievement is an 
important finding and also noted in the 
findings of the CMSi Curriculum Audit (2019). 
 
A 2008 Center on Educational Policy report 
by Kober, Chudowsky, and Chudowsky 
confirmed that student achievement has 
increased (and the achievement gap has 
decreased) since the enactment of the No Child Left Behind Act (now the Every Student Succeeds 
Act) and because of many interconnected policies and programs. One of these organizational 
processes appears to be more focused budgeting methods and practices that aim to increase 
achievement rather than focus on historical allocations, which has been the case in school districts’ 
use of traditional budgeting methods. 
 
In other words, school districts like Coeur d’Alene Public Schools should continue down the path of 
budgeting for improved results with an emphasis on the performance-based budgeting components 
of transparency and stakeholder involvement, data-driven decision making, a focus on teaching and 
learning, and reallocation of resources to activities that truly support the mission of the school 
district. 
 
Further details on these efforts will be provided in a forthcoming Performance Based-Budgeting and 
Finance Framework to be written in 2022. 
 

  

Figure 5 - Performance-based Budgeting from Government Financial 
Officers Association 
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Appendix A: Curriculum Management Systems, Inc.© Curriculum 
Audit Expectations for Program Evaluation and Alignment 

• Planned and actual congruence among curricular objectives, results, and financial 
allocations; 

• A financial database and network that can track costs to results, provide sufficient fiduciary 
control, and be used as a visible database in making policy and operational decisions; 

• Special means that have been selected or modified and implemented to attain better results 
in the schools over a specified time period; 

• A planned series of interventions that have raised pupil performance levels over time and 
maintained those levels within the same cost parameters as in the past; 

• School facilities that are well-kept, sufficient, orderly, and conducive to effective delivery of 
the instructional program; and 

• Support systems that function in systemic ways. 
 

  



 
 

24 
 

Appendix B: Program Evaluation Standards 
The 3rd edition of the standards below were developed by the Joint Committee on Standards for 
Educational Evaluation (2010). The intent of the standards is to help ensure useful, feasible, ethical, 
and sound evaluation of education programs, projects, and materials. Sixteen professional 
organizations sponsored the production of these standards. The following pages present a summary 
of the standards. 
Further information can be found at www.evaluationstandards.org  
 
Utility Standards 
The utility standards are intended to increase the extent to which program stakeholders find 
evaluation processes and products valuable in meeting their needs. 

• U1 Evaluator Credibility Evaluations should be conducted by qualified people who establish 
and maintain credibility in the evaluation context. 

• U2 Attention to Stakeholders Evaluations should devote attention to the full range of 
individuals and groups invested in the program and affected by its evaluation. 

• U3 Negotiated Purposes Evaluation purposes should be identified and continually 
negotiated based on the needs of stakeholders. 

• U4 Explicit Values Evaluations should clarify and specify the individual and cultural values 
underpinning purposes, processes, and judgments. 

• U5 Relevant Information Evaluation information should serve the identified and emergent 
needs of stakeholders. 

• U6 Meaningful Processes and Products Evaluations should construct activities, descriptions, 
and judgments in ways that encourage participants to rediscover, reinterpret, or revise their 
understandings and behaviors. 

• U7 Timely and Appropriate Communicating and Reporting Evaluations should attend to the 
continuing information needs of their multiple audiences. 

• U8 Concern for Consequences and Influence Evaluations should promote responsible and 
adaptive use while guarding against unintended negative consequences and misuse. 

 
Feasibility Standards 
The feasibility standards are intended to increase evaluation effectiveness and efficiency. 

• F1 Project Management Evaluations should use effective project management strategies. 
• F2 Practical Procedures Evaluation procedures should be practical and responsive to the way 

the program operates. 
• F3 Contextual Viability Evaluations should recognize, monitor, and balance the cultural and 

political interests and needs of individuals and groups. 
• F4 Resource Use Evaluations should use resources effectively and efficiently. 

 

http://www.evaluationstandards.org/
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Propriety Standards 
The propriety standards support what is proper, fair, legal, right and just in evaluations. 

• P1 Responsive and Inclusive Orientation Evaluations should be responsive to stakeholders 
and their communities. 

• P2 Formal Agreements Evaluation agreements should be negotiated to make obligations 
explicit and take into account the needs, expectations, and cultural contexts of clients and 
other stakeholders. 

• P3 Human Rights and Respect Evaluations should be designed and conducted to protect 
human and legal rights and maintain the dignity of participants and other stakeholders. 

• P4 Clarity and Fairness Evaluations should be understandable and fair in addressing 
stakeholder needs and purposes. 

• P5 Transparency and Disclosure Evaluations should provide complete descriptions of 
findings, limitations, and conclusions to all stakeholders, unless doing so would violate legal 
and propriety obligations. 

• P6 Conflicts of Interests Evaluations should openly and honestly identify and address real or 
perceived conflicts of interests that may compromise the evaluation. 

• P7 Fiscal Responsibility Evaluations should account for all expended resources and comply 
with sound fiscal procedures and processes. 

 
Accuracy Standards 
The accuracy standards are intended to increase the dependability and truthfulness of evaluation 
representations, propositions, and findings, especially those that support interpretations and 
judgments about quality. 

• A1 Justified Conclusions and Decisions Evaluation conclusions and decisions should be 
explicitly justified in the cultures and contexts where they have consequences. 

• A2 Valid Information Evaluation information should serve the intended purposes and 
support valid interpretations. 

• A3 Reliable Information Evaluation procedures should yield sufficiently dependable and 
consistent information for the intended uses. 

• A4 Explicit Program and Context Descriptions Evaluations should document programs and 
their contexts with appropriate detail and scope for the evaluation purposes. 

• A5 Information Management Evaluations should employ systematic information collection, 
review, verification, and storage methods. 

• A6 Sound Designs and Analyses Evaluations should employ technically adequate designs and 
analyses that are appropriate for the evaluation purposes. 

• A7 Explicit Evaluation Reasoning Evaluation reasoning leading from information and 
analyses to findings, interpretations, conclusions, and judgments should be clearly and 
completely documented. 
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• A8 Communication and Reporting Evaluation communications should have adequate scope 
and guard against misconceptions, biases, distortions, and errors. 

 
Evaluation Accountability Standards 
The evaluation accountability standards encourage adequate documentation of evaluations and a 
metaevaluative perspective focused on improvement and accountability for evaluation processes 
and products. 

• E1 Evaluation Documentation Evaluations should fully document their negotiated purposes 
and implemented designs, procedures, data, and outcomes. 

• E2 Internal Metaevaluation Evaluators should use these and other applicable standards to 
examine the accountability of the evaluation design, procedures employed, information 
collected, and outcomes. 

• E3 External Metaevaluation Program evaluation sponsors, clients, evaluators, and other 
stakeholders should encourage the conduct of external metaevaluations using these and 
other applicable standards. 
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Appendix C: Program Evaluation Process Detailed 
 
Evaluation Process—Step 1: Define the Purpose and Scope of the Evaluation 
In general, the purpose of the evaluation should be to establish the outcomes or value of the 
programs we are providing and find ways to improve. Either a formative (initial) and/or a summative 
(comprehensive/established) evaluation will be designed. In this stage, the purpose of the 
evaluation will be established to help with focus and delineate the other steps in the evaluation 
process. 
 
The scope of the evaluation must also be determined – either narrow or broad and may focus on all 
students/staff or targeted groups. A narrow, focused evaluation might seek answers to questions 
such as: 

• Do all our 10th grade students have a reviewed four-year graduation and post-secondary 
plan? 

• Are our eighth-grade students prepared for high school mathematics? 
• How successful are we at engaging parents/guardians/community into our elementary 

instructional programs? 
• What are the effects of attendance interventions? 

 
The scope of the evaluation can also be extremely broad and reflect the goal/mission statement of 
the school, the Portrait of a Graduate, or other intended specified goal. For example: 

• Are all graduates of district high schools prepared to enter the workforce or continue with 
further education and training? 

• How are students developing communication strategies throughout their careers in our 
district? 

• Has our investment in social-emotional coordinators helped to reduce incidence of adverse 
student outcomes? 

 
The scope of an evaluation is often determined by the number of resources available within our 
district. The larger and more involved the evaluation, the costlier it will be in terms of energy and 
dollars. If minimal resources are available, the district will consider a more focused and less involved 
evaluation process. However, an agreed-upon time frame and budget will be shared in advance. 
 
Evaluation Process—Step 2: Specify the Evaluation Questions 
Evaluation questions will be crafted clearly and completely. While they may take many forms, 
perhaps the easiest is to think of the evaluation questions on a small scale, like learner objectives in 
our curricular documents. For example, to graduate in Idaho, a student must take and pass our 
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district’s version of the federal Naturalization and Citizenship assessment. An evaluation question 
might be: “How many of our students/clients have passed the civics exam in grades 07-12” and/or 
“In which courses do students have the greatest chance for success on the civics exam based on 
curricular coverage?” 
 
Evaluation questions often begin as broad ideas and eventually become focused on specific 
questions which tell a story. For example, a larger evaluation question might be “How well have our 
counselors prepared graduates to be successful in the world of work?” or “How well has our Hope 
on the Homefront program helped students in need?” Eventually, these questions may extrapolate 
data from multiple stories to provide the fullest understanding of impact.  
 
Some sources could include (not in any particular order): 

 
The development of evaluation questions will be collaborative with preliminary questions prepared, 
shared, and reviewed. This is intended to help staff clarify the questions and better assure that they 
are clear, understandable and worthwhile. 
 
  

Program objectives and goals;

District Strategic plan and School Improvement Plans;

Portrait of a Graduate criteria or dispositions;

Needs assessments that have been conducted;

Inquiries and priorities from an advisory council and/or school administrations;

The mission statement of any school or our school district;

National or statewide efforts such as the Every Student Succeeds Act (ESSA), Carl Perkins career and technical 
education funds; and/or the Idaho Accountability Framework;

Comparisons with state/national information such as achievement results of the Idaho Standards Achievement 
Tests presented by Smarter Balanced (ISAT) or other nationally-normed or criterion-referenced assessment.
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Evaluation Process—Step 3: Specify the Evaluation Design 
 
Data Collection. The selected evaluation questions determine the nature of the evaluation design 
and when to collect data. Data can come in many forms and can be collected immediately before a 
program’s implementation (baseline), after it is completed, during its implementation, several times 
throughout the program’s installment, or several years after a program has been completed. 
Intention will be given to detecting program impact or change on certain attributes, by collecting 
data both before and after the intervention. 
 
Evaluation Design. There are several ways to design an evaluation. Some evaluation designs can 
become extraordinarily complex requiring various randomized control groups and complex 
statistical analyses. Other designs can be implemented easily by personnel with analysis requiring 
only basic math. A summary of potential designs is shared below: 
 

• Status Designs help to determine what is happening in the here and now (e.g., 
determine how many students have completed the FAFSA). This simply requires an 
observation at the current time. An observation can be a survey, an examination of 
records, a formal assessment, or potentially an interview. 

• Change Designs try to determine the impact a particular action or intervention has 
had on a group of individuals (e.g., determining whether participation in Sources of 
Strength programs helped students improve their peer relations, school attendance, 
self-concept and school attitudes). District staff might create a survey or conduct 
interviews that asks students to what extent the program aided their lives, including 
several fairly detailed questions about specific program criteria. In most cases, our 
district will attempt to create a pre/post evaluation - constructing or finding an 
instrument that would take a measurement or reading before implementing a 
program and then compare the results on the same or similar instrument after the 
program is actualized. 

• Comparison Designs are used to determine how programs have affected one group 
versus another group or one program versus another (e.g., determine if our magnet 
schools are set-up in a way to support all students enrolled). 

 
A universally accepted way to determine differential effects on groups or programs is to use 
a comparison group design. This is where our district may look at two different programs or 
populations and measure the results, such as with the proficiency rates on a particular 
assessment at our magnet schools vs. our non-magnet schools. During this process, the 
district will incorporate the pre-post data collection concept in order to detect the amount 
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of change that a program has had or that a particular group has made from before to after 
the program or intervention. 

 
Longitudinal Designs are used when we want to know the effects over time. A typical 
evaluation question might involve a study of what high school graduates who took 
coursework at KTEC are doing three years after high school graduation. In order to measure 
this, we would survey the group one or more times after the program’s completion, 
depending on the refined question. 

 
The chart below gives ideas about selecting a design for and the timing of data collection: 

 
Summatively, an eventual evaluation might use one or more of these designs, depending on the 
agreed-upon evaluation questions. However, the eventually designed and conducted evaluation will 
adhere to the precepts found in the Joint Committee on Standards for Educational Evaluation 
(2010). A summary of these standards is presented in Appendix C. 
 
  

What We Want to Know When to Collect Type of Design 
Immediate effects Immediately after program or 

intervention 
Status 

Impact of a program—
changes in a person or group 

Pre and post intervention 
 
Post only if asking a person if they have 
changed due to the program 

Change 
 
Status 

Comparison of one program 
with another 

Pre and post 
 
Post only if asking a person if they have 
changed due to the program 

Comparison 
 
Status 

Differential effects of a 
program on groups (e.g., 
male/female; 6th grade 
student vs. 9th grade 
students) 

Pre and post intervention 
 
Post only if asking a group of individuals 
to indicate if changes can be attributed to 
the program 

Change Status 

Effects across time Some amount of time, perhaps several 
times after a program or intervention 
 
During the implementation of a program 

Longitudinal 
 
 
Longitudinal 
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Evaluation Process—Step 4: Create the Data Collection and Action Plan 
 
Data Sources 
The evaluation questions determine our eventual data sources. Once the questions are specified, 
the next step is to determine who or what can best provide information that lead to answering the 
questions. Some potential data sources include: 

 
 
Data Collection Methods 
Our data collection plan describes not only the source of data, but also the methods and techniques 
that we will use to gather the data. Some data are readily already available in our 
student/instructional/learning management systems and we just need to mine it and analyze it. 
Other data might need to be collected from external partners such as the Coeur d’Alene Police 
Department or United Way. The chart below suggests several data collection methods and how 
each can be used: 
  
  

Pe
op

le •Students;
•Parents and other family members;
•School board trustees;
•School administrators;
•Teachers, counselors, school psychologists, 

social workers and school support staff;
•Local employers;
•Club sponsors;
•Mentors;
•Voters;
•Police, healthcare workers, and community 

agency staff; and potentially
•Faith-based organizations; and/or others

Da
ta

/R
es

ou
rc

es •Portrait of a Graduate
•Forms and questionnaires
•Polls
•Interviews
•Observations
•Financial reports
•Mission and vision statements
•Documents and records
•Usage reports
•Focus groups
•Oral histories
•Online tracking
•Soclail media monitoring
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Typical Data Collection Methods 

Collection 
Method 

Examples Comments 

Activity Logs 
and Document 
Review 

attendance records; truancy reports; 
violence reports; discipline referrals; library 
book checkout records; time spent on a 
particular software program; record of visits 
to the school counselor; postsecondary 
enrollment and programs of study; skill 
checklists; essays; review of performance 
ratings; program logs; report cards; passing 
scores; student portfolios, etc. 

This information may already 
be compiled by other people 
and agencies or available in 
an existing district system. 

Focus Groups 
(small group 
meetings) 

small group meeting to determine reasons 
for participation (such as with athletics); 
small group meetings for identifying 
pressures of external factors on educational 
achievement; small group meetings to 
identify factors related to evaluation; small 
group meeting to examine student 
perceptions of the district’s testing 
program, etc. 

Use when you want to 
explore factors in depth, such 
as how and why. This 
technique can be effective at 
gathering information if run 
well. 
 
Focus groups usually involve 
small numbers of people and 
can take a long time to 
conduct. 
 
Questions should be written 
and carefully structured. 
 
Note: Facilitators could bias 
results through tone of voice, 
gestures, etc. 
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Interviews 
(one-on-one 
conversation) 

interview students about their career 
aspirations, about obstacles to achieving 
academic goals, or about how they interact 
with peers/staff of color or persons with 
disabilities; interviews with parents about 
the social/emotional/behavioral health of 
students; interviews with students after 
enrolling in summer programs, such as 
CDA4KIDS. 

Use this technique to probe 
more deeply about certain 
attitudes, behaviors, feelings, 
or why actions are taken. 
 
Note: Facilitators could bias 
results through tone of voice, 
gestures, etc. 
 
It is difficult to reach a large 
audience with this technique 
if you have limited time and 
resources. 

Observations 
(systematic 
watching of 
what people 
do) 

observations and documentation of the 
number of students receiving services for 
limited English proficiency; observations 
and documentation of behaviors in the 
cafeteria; observations of student 
interactions with others, etc. 

Use this technique to get 
answers to questions that 
deal with “what and how 
many.” 
 
Observers need to be trained 
to be consistent. 

Prepared 
Surveys and 
Published 
Instruments 

Student/staff/parent engagement surveys 
or other commonly used survey 
instruments; nationally normed or criterion-
referenced assessments, etc. 

They can save you time and 
effort but may not be directly 
or entirely related to the 
evaluation questions. 

Questionnaire
s and Surveys 
(developed 
locally) 

Exit surveys upon disenrollment; survey on 
what students think of implementation of 
the Portrait of a Graduate; essays on 
assigned content; interest inventories; 
survey of number of occupations 
considered by a student; post-enrollment 
surveys after driver education program, etc. 

These techniques can use 
used to answer “what, how 
and why” questions. 
 
Essay or open-ended 
questions may be better for 
the “why” types of questions. 
 
Questionnaires may be best 
for collecting objective 
information from many 
individuals. 
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Completing Our Data Collection: An Action Plan 
 After we determine what technique will be used to collect the information, we will gather evidence 
to answer the evaluation questions. To do this, we will specify from whom we will gather the data, 
who will gather the data and how we intend to analyze the data. The tables below contain sample 
Data Collection Action Plans and provide a format to organize thoughts and plans for gathering the 
data which may be utilized.  

Evaluation Question 1: 
To what extent are 9th grade 
students considering non-
traditional occupations as 
part of their career 
exploration? 

What is Collected  
Listing of 5 top occupations 
of interest from college and 
career investigation software 
 
Gender 
 
Program enrollment 

How Collected/What Technique  
Software data 
 
Interviews 

From Whom/Data Sources 
9th grade students 

When Collected/By Whom  
College and career advisors 
during the week of 
May 4th at 11:00AM 

How Data are Analyzed  
Frequency count of non-
traditional occupations by male 
and female and enrollment in 
special programs, such as special 
education. 

Evaluation Question 2: 
 How has the Advanced 
Opportunities program 
impacted AP course offerings 
and scores? 

What is Collected  
Statistics on course 
enrollment (AP/dual credit) 
and AP scores longitudinally 

How Collected/What Technique  
Student management system 
AP score reporting 

From Whom/Data Sources 
11th and 12th grade students 

When Collected /By Whom  
Second semester annually 
District Assessment 
Coordinator 

How Data are Analyzed 
Longitudinal review of growth by 
course offering/annual AP scores 
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Evaluation Question 3: 
To what extent are district 
high school graduates taking 
KTEC courses employed, in 
education/training programs, 
or in the military 3 years after 
high school graduation? 
 
How helpful was KTEC in 
helping students prepare for 
the future? 

What is Collected 
Employment status and 
activities of high school 
graduates 3 years after 
graduation 
 
Survey on graduates’ 
perception of how courses 
and services in high school 
helped them to prepare for 
life 

How Collected/What Technique  
Alumni survey form; web and 
paper-based 
 
Form asks about educational and 
employment status; participation 
in training programs since 
graduation 
 
Rating scale on opinions of 
courses and guidance services by 
graduates 
 
Follow up phone interviews from a 
random sample of respondents 

From Whom/Data Sources 
All district high school 
graduates from a specific 
graduating class 

When Collected/By Whom 
Collected from district high 
school graduates in the class 
of 2020  
 
Collect in July of 2020 by 
Director of Assessment 

How Data are Analyzed 
Determine occupation, education, 
and training status of members of 
the 
group. 
 
Frequency count of graduates 
working full time, part time, 
working at home, in education and 
training programs, in military. 
 
Graph of trends of above 
information 
 
Summary of ratings scale 
questions and development of 
trends over time 

 
For more information about data collection sources and methods, check out the resources listed in 
the appendix such as Appendix C - a blank Data Collection Action Plan Form. 
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Privacy and Ethics Issues 
 
Coeur d’Alene Public Schools uses a variety of data to make educational and programmatic 
decisions in the best interest of our students, staff, and community. A summary of these efforts is 
regularly communicated to parents and guardians and consolidated into this infographic: 
 

 
Any data will be safeguarded to respect the dignity and privacy of the people involved. Specific to 
program evaluations, people participating in an evaluation should know the purpose and use of the 
data and the limits of their privacy. They will not be forced to provide any information that makes 
them feel uncomfortable or that violates any personal or cultural values and standards as mandated 
in the Equity Framework. Privacy applies to records, as well. 
 
The Joint Committee on Standards for Educational Evaluation’s Program Evaluation Standards 
suggests that 

Evaluations should be planned, conducted, and reported in ... be 
conducted legally, ethically, and with due regard for the welfare of those 
involved in the evaluation, as well as those affected by its results. (2010) 
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Evaluation Process—Step 5: Collect Data 
 
Which Data are Needed and How Much? 
The development of a Data Collection Action Plan will specify the data and from whom input will be 
collected. Therefore, issues of collecting from the entire population under study or a sample of that 
population must be addressed. As a general principle, collecting information from the entire 
population of interest is better than a sample. A carefully selected sample is better than a 
haphazard one. The amount of resources available for the program evaluation will be a key 
determiner of how much data can be collected. 

 
 
Response rate is the percentage of the population studied that responds to a request for data. 
There is no hard and fast rule to the proper response rate except to say that 100 percent of the 
target audience is better than 70 percent, and 70 percent is better than 40 percent. The more 
information the district has received or collected - the more likely the information is representative 
of the entire population. Our district will aim for a high number because a low response rate may 
introduce bias into results. In order to achieve the highest percentage of participation, our district 
may: 

• Emphasize the importance of the questionnaire or survey; 
• Send out the survey a second and third time, if necessary; 
• Keep the survey short and to the point; 
• Make participation attractive; 
• Keep the responses anonymous; and/or 

Does the data needed 
to answer this question 

already exist?

Yes

Data is available within 
the school district

Data is avaialble from 
an external 

resource/partner

No A new data collection is 
required
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• Consider using a web-based survey. 
 
If the district does not get 100 percent response or close to it, we will provide caveats in the findings 
that the results may not be representative of the entire population. 
 
 A sample is a subset of the total universe of people we are trying to find out about. Our district will 
attempt to gather data from this subset to draw conclusions about the entire group. The major goal 
in selecting a sample is to be sure that the group selected is representative of the entire population. 
Said another way, we will act to be sure that the sample is not biased. There are several types of 
sampling that are commonly used in education as described below: 
 
 As soon as data are collected, information will be stored in a safe place and we will  document any 
problems in data collection that could affect the analysis or interpretation of the data. However, all 
data will be made available to the evaluation team members so that any evaluator can access them. 
 
Evaluation Process—Step 6: Analyze Data 
 
Types of Simple Data Analyses 
Simple Frequency Counts. Many of the evaluation questions can be answered by simple tallies or 
frequency counts as shown in the chart: 
 

Area Frequency 
(Example only) 

Number of staff employing the Lucy Calkins’ Comprehension Toolkit in regular 
instructional and assessment practices 

29 

Buildings leading faculty book studies around Phenomenal Teaching (Hoffer) 6 
Students participating in the annual Dr. Martin Luther King 5th grade program 800 

Number of truancy reports second semester, 2020 25 
 
 Our district may also provide some of this information by relevant category if that is appropriate. 
For example: 
Area Frequency 

(Example only) 
Students enrolled in elementary courses Males – 350 

Females – 345 



 
 

39 
 

Types of books checked out from school libraries Fiction – 72000 
Informational Text – 6000 
Research - 1200 

Number of bullying events reported in first semester by 
federal race code 

Black/African American –12 
White – 14 
Native American – 14 
Nat. Hawai’ian/Pac. Islander – 4 

 
Percentages 
Frequencies are useful, but they have limited interpretability. For example, it is reasonable to ask if 
29 survey results represents everyone, a small proportion, or some number in between. 
Percentages add some information that can help interpret the results. It puts frequencies in some 
perspective. 
 

Area Percent 
(Example only) 

Percent of male and female 9th grade students enrolled 
in Math 1 

Males – 73% 
Females – 67% 

Percent of students in elementary schools served in 
SchoolPLUS before or after the school day 

21% 

Percent of students at level 3 or higher on the Smarter-
Balanced high school mathematics exam administered 
at grade 10 in the 2018-2019 school year 

White – 41% 
Non-white – 24% 

Job-placement rate for students participating in Project 
SEARCH 

SY2018-2019 = 15% 
SY2019-2020 = 45% 
SY2020-2021 = 60% 

 
Change or Difference. Many evaluation questions may deal with change. Did something or some 
intervention make a difference? After implementing a specific curriculum, was there a noticed 
difference on the common formative assessments? After a particular class, do students show an 
increased interest in the subject? These types of questions are prime candidates for statistical 
analysis. 
 

Percent change in harassment incidence as 
compared to the 2020-2021school year 

School Year 
2017-2018 

School Year 
2018-2019 

School Year 
2019-2020 

 +16% +18% +14% 
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Statistical Tests or Not? 
Many researchers would suggest that sophisticated statistical tests be conducted in order to answer 
the questions in the above examples. In the case of system performance, however, the question to 
be answered is: “Is what we are seeing significant enough that it should impact our decisions” and 
“how should we react to the data?” In the harassment incidence example above, the difference is 
pretty clear. If the numbers were closer together, say -3% and -5%, the difference would not be so 
significant (usually ± 5%); measurement error could easily explain the difference. So, 35% and 39% 
may be equivalent from a statistical perspective. Statistical techniques could tease out the degree of 
difference, if any. Even if the difference is statistically significant, district staff will still need to 
answer the question as to whether there is a practical difference. 
 
 

 
Reaching an Objective or Goal Comparison. Many evaluation studies will prompt the 
examination of how well or to what degree a particular objective was reached (or not). If one of the 
goals of a specific program was to have all our 3rd grade students reading at grade level, then we 
can determine how many actually reached that goal. If a program objective has a goal of reaching 
90% proficiency on ISAT Science, then our school district could incorporate additional supports into 
the curricula and support the work of classroom teachers with greater use of formative and interim 
assessments aligned with that particular test. Ultimately, If the outcome is satisfactory and 

Number of 11th grade students who have 
applied to universities through our college and 
career readiness software 

First Semester 
(Example only) 

Second Semester 
(Example Only) 

 90 123 

Our ultimate 
questions: “Is what we 
are seeing significant 
enough that it should 
impact our decisions” 
and “how should we 
react to the data?” 



 
 

41 
 

defensible – great, our district should continue to provide supports and “ramp up” decisions that 
get closer to the goal. However, if we find results similar to those below, then our district may need 
to discontinue the goal or change the approach being taken to achieve it: 
 
 
 
 
 
 
 
 
 
 
Examining Trends. Some of the identified evaluation questions may deal with longer-term 
trends. For example, which universities are our graduates attending - 2 years, 4 years, and 6 years 
after graduation? We may examine university enrollment of the cohort graduates with a survey or 
through data available at each of those times and develop a chart much like that below: 
 
Percent of district graduates enrolled full-
time at a college or university 

2 years after 
graduation 

4 years after 
graduation 

6 years after 
graduation 

 65% 45% 15% 
 
Averages. Some evaluation questions require the calculation of averages, such as average daily 
attendance at a particular school or the average score on the SAT for students in the Advanced 
Placement English Literature course. Averages can be used to compare various subgroups, various 
interventions and various time periods. 
  
Correlations. Sometimes it is important to find the degree of relationship between two items 
such as grade point average and SAT scores or social-emotional health and negative behavioral 
incidents or participation in tutoring/support and classroom time. To find the relationship between 
two items, our district staff would calculate a correlation.  
 
We will remind stakeholders that is important not to overinterpret. A correlation does not 
necessarily result in causation. As education is a complex web of decisions, one variable does not 
necessarily cause another. For example, if our district were to examine the effect of a particular field 
trip, a high correlation between gender and course enrollment may not mean that the effect could 

Percent of Teachers implementing “Thinking 
Strategies” in Daily Instruction 

Goal Actual 

 100 64 

Percent of Teachers implementing “Thinking 
Strategies” in Daily Instruction 

Goal Actual 

 100 64 

Percent of Teachers posting weekly assignments in the 
learning management system 

Goal Actual 

 90 50 
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be caused by a single event. Similarly, if a negative correlation is identified between participation on 
a varsity athletic team and grade point average, it does not always mean that one causes the other. 
The district will take every effort to provide objective data to stakeholders who will be able to 
connect results to qualitative findings in order to make a defended decision. 
 
Unintended Consequences. Unintended consequences are results or outcomes of a program 
that were not anticipated or planned. As data are reviewed, are there any surprises or results that 
were not expected? These unintended consequences can be positive, such as increased 
participation of teachers in a school’s mentoring program, or negative, such as an increase in 
students’ stress due to a focus on a particular goal.  Sometimes these unintended consequences are 
uncovered through formal data gathering techniques. More often, they are discovered from 
observations or focus group sessions and interviews where researchers would have a chance to 
probe more deeply a comment made by an individual. The district will be vigilant in reporting 
unintended consequences. 
 
Evaluation Process—Step 7: Document Findings 
 
The major task of this step is to develop conclusions based on the data. District staff and program 
evaluators will examine the results carefully and objectively. What do these results tell us about a 
program? What do the results say about the established evaluation questions? As all findings will be 
documented in writing, an evaluation is not complete until all questions have been researched. 
 
Though it may be easy to look at results through the proverbial “rose colored glasses,” it may be 
tempting to explain away or make excuses for less-than-optimal findings, especially if a program or 
initiative has a long history of implementation, or is firmly embedded into a school’s or the district’s 
culture. It is, however, our professional responsibility to document the results, findings, and 
conclusions objectively and fairly, of the evaluation study. 
 
Final program evaluation reports will address the following: 

• Clear and precise description of what was evaluated; 
• The goals and purpose of the evaluation; 
• The evaluation questions; 
• Procedures used to collect data for each question; 
• Description of data collection instruments for each question; 
• Description of the data providers (who provided information for each question); 
• Response rate; 
• Methods of analysis; 
• Conclusions (listed by evaluation question);  
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• General conclusions/findings about the program;  
• Action items and recommendations for program improvement and change 

 
It is important that the district not hesitate to disseminate findings that are less than wonderful and 
even negative. With problematic results, we have an opportunity to suggest fixes and changes that 
will help to attract more resources and improve the program. 
 
Evaluation Process—Step 8: Disseminate Findings 
 
The scope of the evaluation and the evaluation questions will help determine the audience that 
should receive a copy of the evaluation report. The target audience will certainly be district 
leadership and those on the program evaluation subcommittee specific to the question.  If the 
evaluation questions are broad, school and district leaders (and possibly the school board) should 
know the results. In some instances, students, parents, employers, and community leaders will want 
to know the results. Our district may choose to provide a comprehensive and detailed report to 
some audiences. In other cases, a short executive summary will be sufficient. We will tailor the 
information to the needs and wants of the audience. 
 
The district may implement any of the following techniques to disseminate report findings: 

• Written reports; 
• Presentations to the Board of Trustees; 
• Parent/teacher conferences; 
• Presentations and discussions at staff/faculty meetings; 
• Media interviews;  
• Web-links to a report from the school district’s website; 
• Brochure disseminated to parents and guardians; 
• Social media outlets; 
• Discussions with district and/or school staffs; 
• Presentations to local service organizations such as Rotary or Kiwanis; 
• Presentations to professional association conferences; 
• Presentations to local and state professional associations; 
• Newsletters; 
• Journal articles;  
• Communications to local employers; 
• Summary to community activist and governmental organizations such as the police 

department and youth support groups; 
• Notices to career development professionals in other communities; and 
• Podcasts, among others 
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Evaluation Process—Step 9: Feedback to Program Improvement 
  
In this final stage, we will review the results, findings and conclusions. What in this mass of 
information tells you that you should make changes to a particular program? What should those 
changes be? If the findings identify that there are groups of students that are not being served or 
not benefiting from a particular program, what can and must be done? If the program is not 
reaching the identified objectives, what might be changed? Our district will always think about also 
about policy implications and consider whether changes should be made in a particular school, 
within the school district at large, or with a program’s policy that are pointed out by the evaluation? 
What are the budget implications? Is the cost of a program worth the benefit? 
 
Even if all the news is good news and we have attained all the goals and objectives, how could our 
district elevate the performance to a higher level or attain the same results at a lower cost? How 
can we continuously improve our school district? We will let the results of an evaluation cycle back 
into the design and delivery of programs and services. 
 
Summary 
Evaluation is not a one-time event. Evaluation is a continuous activity that will be an integral and 
integrated part of our district’s activities. Evaluations will be well- designed, thoughtful and carefully 
executed and will provide important information to document the results of a particular program or 
initiative program. This will point decision-makers toward areas where improvements may be 
needed. Our district believes that this is a valuable resource for informing ourselves and our 
stakeholders about specific programs. A good evaluation is one that is used by all to make necessary 
changes and improvements in the quality of services we provide our students. 
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Appendix D: Data Collection Action Plan 
Evaluation Question 1 What is Collected How Collected/What Technique 

From Whom/ 
Data Sources 

When Collected and 
By Whom 

How Data are to be Analyzed 

 
Evaluation Question 2 What is Collected How Collected/What Technique 

From Whom/ 
Data Sources 

When Collected and 
By Whom 

How Data are to be Analyzed 

 
Evaluation Question 3 What is Collected How Collected/What Technique 

From Whom/ 
Data Sources 

When Collected and 
By Whom 

How Data are to be Analyzed 
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Appendix E: Program Evaluation Step-by-Step 
(Hanover Research Program Evaluation Planning Tool, 2018) 
 

STAGE 1: PRIORITIZATION 
 Not 

Complete 
Somewhat 
Complete 

Complete Unsure 

1. Create a list of major programs or initiatives     
2. Categorize programs and initiatives     
3. Establish criteria for evaluation     
4. Organize programs and initiatives based on priority     
5. Choose programs and initiatives to evaluation     
6. Identify outcomes to measure.     

STAGE 2: PRIORITIZATION 
 Not 

Complete Somewhat 
Complete Complete Unsure 

1. Build staff and organizational capacity     
2. Promote stakeholder buy-in and engage relevant 

stakeholders 
    

3. Increase familiarity with program evaluation standards     
4. Set goals     
5. Create a logic model     
6. Design evaluation protocols     
7. Select multiple relevant instruments & methods     
8. Determine a timeline     

STAGE 3: EVALUATION 
 Not 

Complete 
Somewhat 
Complete 

Complete Unsure 

1. Collect and synthesize data     
2. Analyze data to determine outcomes     
3. Develop findings     
4. Communicate findings to program administrators     
5. Communicate findings broadly     
6. Create an action plan     
7. Implement the established action plan     
8. Implement the established action plan     
9. Communicate additional findings after implementing the 

action plan 
    



Appendix F: School Learning Plans 
Versions 2 and 3 presented as examples 
Building leadership may choose form the templates to complete their plans. 
Leadership sessions have been held in small group April 20-22 to begin this work, supported by 
Scott Murphy from PEBC and district leadership. 
 



CDA School Learning Plan Version 2 
 

School Year: ____________ 

School Name: ______________________ 

Principal: __________________________ 

Contributors: 
Name Role + Perspective (why are you participating?) 

  
  
  
  
  
  
  
  

 

School Mission:  
 
 
 
 
School Core Values Overview: 
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Student Outcome Goals (POG): 

POG focus for 2021-22  

Pilot Teachers/grade level  

POG Indicator team lead(s)  

 
Student Growth Goals & Evidence:. 

How will students' wellbeing and learning 
experiences improve at your school in 2021-22? 

 

How will you know? 
What will you collect/measure?  
How often? 

Evidence: 

Measurements: 

Analysis Process: 

Why is the evidence/measurements selected 
sufficient in telling the student learning 
improvement story? 

 

 
Planning  
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 By January 2022 By June 2022 

Assessment Detail how: pilot P.E.A.K. projects in at least 
one school pathway 
 

 

Systems Performance Detail how: pilot classrooms for student 
presentations of learning  

 

Curriculum   Detail how: all teachers operate within the tight/loose 
framework 
 

 
Resources 

 By January 2022 By June 2022 

PD Detail how: PD aligns to instructional framework 
 

Detail: PD focused on Danielson framework and 
Teaching Framework and POG indicators 
 

Detail: MTSS leadership team development Detail how: PD time centers on equity-based MTSS 
process  

Technology   

 
Drivers 
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 By January 2022 By June 2022 

SEL  Detail: SEL entrance/continuing PD plan 

Equity   Detail: development of Equity Learning 
Communities 

 
Learning Conditions 

 By January 2022 By June 2022 

Teaching Framework   Detail how: there will be evidence of elements of the 
Teaching Framework in classrooms 
 

Detail how: teachers and administrators use, own 
and integrate the language of the Teaching 
Framework 

Detail how: Students and teachers will use POG 
competencies to assess learning experiences 
 

 
 
Communication and Shared Responsibility  
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Partners: 
In the space below, please describe the role of any lead partners or providers, and how they will be held accountable for 
implementing particular activities or supports.  
 
 
 
 

Transparency and Communication 
In the space below, please describe how this plan and the work associated with it will be transparently available to the public. 
Additionally, please articulate a plan or protocol for communicating the information within this plan, and the progress against this 
plan, with parents, school staff, students, and other stakeholders. Worthwhile questions to consider might be: how will this be 
shared and disseminated? Who will be told? How will this be updated and disseminated?  
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School Learning Plan Version 3 
SY21-22 

This School Learning Plan Template is designed to be used with companion documents, which include District #271’s Strategic Plan and 
Strategic Implementation Timeline. In collaboration with District colleagues, the template may be adapted to meet the needs of your 
school. The document is divided into general goal categories that align with the Strategic Timeline, and include: 1) Learning Conditions, 2) 
Drivers, 3) Resources, and 4) Planning (including Assessment, System Performance., and Curriculum).  
 
This template is divided into three sections: 

1. At a Glance Information 
2. Goals  (Indicators, Milestones, and Strategies) 
3. Needs Assessment   

 
At-a-Glance 

 
Date of Plan  Date of Update:    School Name:  Phone Number: 
Principal:  Contact Information:  
District
: 

 Superintendent:  Title I Status:  

 
 

School 
Leadership Team 

Members: 

Name Position Name Position 
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Goals 

Within each goal, describe the evidence you will use to determine your school’s progress toward the goal.  What indicators will you 
observe, notate, and/or measure that will offer you confidence your learning community is meeting the benchmarks you set to meet the 
goal by June 2022?  What baseline data will you use to help you determine the commitments, expectations, strategies, and support that 
are necessary to achieve the goal? 
 
 
School Strategic Goal 1:  (Learning Conditions) 
By June 2022, there is clear evidence of elements of the Teaching Framework in classrooms. 

Evidence of: Indicator(s) Data Source Baseline Milestone/Semest
er 

June 

      

      
      

 
STRATEGIES, ACTION STEPS, AND SUPPORT FOR GOAL #1: 

Date(s) Strategies and Action Steps 
  
  

 
 (Examples below) 
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● Professional Development emphasizes and supports the learning and general conceptual understanding of the Teaching framework. 
How? What Adult Learning will be Designed and implemented? 

● Professional growth plans and evaluations target evidence of teachers’ growing understanding of the general concepts of the Teaching 
Framework 

● Learning walks, Grade Level and Dept. planning and learning sessions, coaching support, etc. emphasize the categories of Teaching 
Framework, with some discussions and planning designed around “how that looks” in classrooms. 

● DISTRICT SUPPORT may include: 
o Teacher Leaders from “Coaching the Coeur” (Secondary) and Teacher Leader Academy (Elementary) will combine to create 

a network of CDA lab hosts. 
o Instructional Coaches will work alongside admin to design PD that supports Learning Labs, Teaching Framework, and 

Collaboration 

 
School Strategic Goal 2:  (Learning Conditions) 
Professional Language: By June 2022, teachers and administrators use, own, and integrate the language of the Teaching Framework. 
Evidence of: Indicator(s) Data Source Baseline Milestone/Semester June 
      

      
      

 
STRATEGIES, ACTION STEPS, AND SUPPORT FOR GOAL #2: 

Date(s) Strategies and Action Steps 
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 (Examples below) 
● Professional Development emphasizes the language of the Teaching framework so that staff begin to share a common language of: 

Planning, Building Community, Student-Centered Learning (Workshop), Understanding, Discourse, and Learning Assessment. How? 
What Adult Learning will be Designed and implemented? 

● Professional growth plans and evaluations target evidence of teachers’ growing use of the language of the Teaching Framework 
● Learning walks, Grade Level and Dept. planning and learning sessions, coaching support, etc. emphasize the language of the Teaching 

Framework. 
 
 
 
School Strategic Goal 3:  (Learning Conditions) 
By June 2022, students and teachers are using the general terms of the Portrait of a Graduate (Critical Thinking, Creativity, Collaboration, 
Communication, Content Knowledge, and Character) to assess learning experiences. 
Evidence of: Indicator(s) Data Source Baseline Milestone/Semest

er 
  

       

       
       

 
STRATEGIES, ACTION STEPS, AND SUPPORT FOR GOAL #3: 

Date(s) Strategies and Action Steps 
  
  

 (Examples below) 
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● Professional Development and/or collaborations may include conversations and inquiry that encourage teachers to explore and 
consider the language of the dimensions of the Portrait of a Graduate (POG) creativity, content knowledge, critical thinking, character, 
collaboration, and communication. How? What Adult Learning will be Designed and implemented? 

● Professional Development and/or collaborations may include inquiry and exploration of the relationship between the Teaching 
Framework and the POG dimensions (Example: how embedding high level discourse in students’ learning (Teaching Framework)  
encourages and develops communication and collaboration among students (POG). 
 

School Strategic Goal 4: (Drivers) 
By June 2022, each building establishes Equity Learning Communities 
Evidence of: Indicator(s) Data Source Baseline Milestone/Semester June 
      

      
      

 
STRATEGIES, ACTION STEPS, AND SUPPORT FOR GOAL #4: 

Date(s) Strategies and Action Steps 
  
  

 (Examples below) 
● Administrator and/or School Leadership team work(s) with Director of Equity to establish an Equity Learning team at the school site. 
● Discussions and learning of the school’s Equity Learning Team include Equity Based MTSS. 
● Schools may focus a portion of their PD on equity-based MTSS. 
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School Strategic (Drivers) Goal 5:  
By June 2022, Making Sense of Your Worth (MSOYW) staff trainings  will be available for staff. Social and Emotional Learning will begin to 
be embedded in Adult and Student Learning. 
Evidence of: Indicator(s) Data Source Baseline Milestone/Semest

er 
June 

      

      
      

 
STRATEGIES, ACTION STEPS, AND SUPPORT FOR GOAL #5: 

Date(s) Strategies and Action Steps 
  
  

 (Examples below) 
● Administrator and/or School Leadership team work(s) with Director of Social and Emotional Learning to schedule MSOYW trainings for 

staff, as desired. 
● In addition, with support and guidance of SEL Department, schools continue to embed Social and Emotional Learning into professional 

conversations, collaborations, and professional development. 
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Communication and Shared Responsibility  
Transparency and Communication 
In the space below, please describe how this plan and the work associated with it will be transparently available to the public. 
Additionally, please articulate a plan or protocol for communicating the information within this plan, and the progress against this 
plan, with parents, school staff, students, and other stakeholders. Worthwhile questions to consider might be: how will this be 
shared and disseminated? Who will be told? How will this be updated and disseminated?  
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OPTIONAL: 
Needs Assessment 

This section offers a table to collect and organize information, relative to the strategic goals outlined in this document.  The information 
contained in the table is the foundation for a needs assessment, in which your team is able to identify your school’s strengths, areas for 
growth, and opportunities relative to the strategic timeline expectations.  Analysis of this data, in many possible forms, will assist your 
team in determining effective practices and strategies that will create the growth necessary to meet your school’s goals. 

Goal #1 Strengths Growth Areas Opportunities 
What can be leveraged 

to move us closer to our 
goals? 

  
 
 

   

Goal #2 Strengths Growth Areas Opportunities 
What can be leveraged 

to move us closer to our 
goals? 

 
  

  

Goal # 3 Strengths Growth Areas Opportunities 
What can be leveraged 

to move us closer to our 
goals? 
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Goal #4 Strengths Growth Areas Opportunities 
What can be leveraged 

to move us closer to our 
goals? 

 

  

  

Goal #5 Strengths Growth Areas Opportunities 
What can be leveraged 

to move us closer to our 
goals? 

 

  

  

 
Teams may want to list top priority areas based on the needs assessment. Although more can be identified, focusing deeply in a few areas 
and sequencing efforts may be proven more effective.  

1.   
2.   
3.   
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