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A plan of action to 
accomplish  

a specified end. 

PROGRAMS 

A series of actions, 
changes, or functions 

that bring about  
a result. 

PROCESSES 
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A system is a set of 
interacting or 

interdependent parts  
that form a complex 

whole -- SCHOOL! 
 

SYSTEM 

“However beautiful the strategy, 
you should occasionally 

look at the results.” 

 Winston Churchill 
 Former British Prime Minister�

	As quoted at INSEAD Knowledge	

“Until you are willing to 
be confused about what 
you already know, what 
you know will never 
become wider,  
bigger, or deeper.”  
 
Milton Erikson 
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EVALUATION IS — 
A systematic, purposeful 
process of studying, reviewing, 
and analyzing data gathered 
from multiple sources in order 
to make informed decisions . . . 
(Killion, 2008) 

 Identify what is working and 
 what is not working, and why.  

(Program / Process Evaluation) 

PURPOSES for EVALUATION 

 Determine the degree to 

which programs and processes are 

being implemented, as intended, 

and why not.  
(Program Monitoring/Implementation) 

PURPOSES for EVALUATION 
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 Understand if the school is 
 meeting its short-term and long-
 term outcomes.  
 (Evaluation of the Plan) 

PURPOSES for EVALUATION 

TYPES OF PROGRAM EVALUATION 

§   Formative ~ 
 Assesses programs while they 
 are operating to guide program 
 improvement. 

§   Summative ~ 
 Assesses program results/ 
 outcomes. Looking for overall 
 effectiveness. 

TYPES OF PROGRAM EVALUATION 

§   Internal ~ 
 Conducted by a staff member 
 from within the organization 
 being studied. 

§   External ~ 
 Conducted by someone external 
 to the organization being studied. 
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INTERNAL EVALUATION 

EXTERNAL EVALUATION 
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Schools are perfectly designed to 
get the results they are getting now. 

If schools want different results, 
they must measure and then change 

their processes to create the 

results they really want. 

SCHOOL PROCESSES 

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

 Paul Black and Dylan Wiliam 

If you are not monitoring 
and measuring program 

implementation, the 
program probably 

does not exist. 

MONITORING SCHOOL 
PROGRAMS AND PROCESSES 
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You cannot evaluate 

a program that you 

cannot describe. 

EVALUATING SCHOOL 
PROGRAMS AND PROCESSES 

MONITORING AND EVALUATING 
PROGRAM IMPLEMENTATION 

If you can describe what a 

program will look like when 

implemented, you can monitor 

its implementation, and 

evaluate its impact. 
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•  Identify a program or process to 
evaluate. 

•  Summarize your comprehensive 
needs assessment.  

•  What is the purpose of the program? 
•  What are the outcomes? 
•  Who is the program intending to 

serve? 

LET’S DO TOGETHER 

Implementation is a process, not 
an event. Implementation 

processes are purposeful and 
must be described in sufficient 

detail that independent 
observers can detect the 

presence and strength of the 
“specified set of activities” 
related to implementation. 

Fidelity is implementing instruction or a 
program the way it is intended to be 
implemented.  

  

DEFINITIONS 

Implementation is the process of putting a 
decision or plan into effect; execution. 

Integrity is implementing instruction or a 
program with accuracy and consistency. 

Fidelity 
intended 

Implementation 
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FLOWCHARTING SCHOOL PROCESSES 

•  Assess what is really being 
 implemented. 

•  Understand how we  
 get our results. 

•  Determine the cause of 
 a problem or challenge. 

§  Build common understandings 
of a whole process. 

§  Communicate process related 
information visually. 

§  Provide a way to monitor and  
update processes. 

FLOWCHARTING SCHOOL PROCESSES 

PROCESS FLOWCHARTS 

Process maps or flow charts 

are composed of a relatively 

standardized set of symbols. 
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Review School Comprehensive Needs Assessment

Clarify purpose of RTI

RTI
RTI team
sets cut
score

-Set goal for performance. -Provide secondary intervention. -Monitor progress weekly.

OUR SCHOOL PREVENTION SYSTEM FLOWCHART

© Bernhardt and Hérbert, 2015 1 of 2
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Student no longer
needs secondary

intervention.
Continue primary

prevention. Substantial
improvement.

Student no longer
needs secondary

intervention.
Continue primary

prevention.

Substantial
improvement.

No longer needs
intervention.

Continue with
primary

prevention.

T
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Grade-Level
Expectations,

End-of-Year Assessment

What do we want students
to learn? How will we know if

they have learned it?

Diagnostics
What do students know now?

What do we do if they 
already know it?

Curriculum,
Instructional

Strategies, Planning

What strategies will get
us to the outcomes?

Need for
More Learning or

Different Resources?

Do we need professional
learning or other resources?

Walk Throughs,
Observations,

Feefback
What is being implemented?

Monitoring
and Evaluation;

Reviewing Student Work;
Ongoing Assessment

Is what is being
implemented working?

How are students doing?

Professional Learning
Communities, Leadership

Structures, Problem Solving,
Data Analysis

How will teachers collaborate
to problem solve and 

incorporate new strategies?

Monitoring
and Evaluation

How effective
are the PLCs?

THE PROCESS OF USING DATA IN
PROFESSIONAL LEARNING COMMUNITIES

From: Data Analysis for Continuous School Improvement (3rd ed.), (p. 262). By V.L. Bernhardt, 2013, New York, NY: Routledge.
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Monitoring and Program Evaluation Key Activities 

Action Monitoring Program Evaluation 

Purpose? To ensure and support 
implementation with 
integrity and fidelity. 

To ensure that the program 
or process is making the 
desired difference. To 
identify what is working 
and what is not working. 

When? Ongoing, during 
implementation.  

Ongoing during 
implementation (to nudge it 
in place), and at the end of 
a time period (to 
understand impact). 

Where?  In the classroom, or 
wherever 
implementation takes 
place. 

Wherever implementation 
is, and wherever the data 
are: classroom, database, 
questionnaire results. 

Who does 
the 
monitoring/ 
evaluation? 

School administration, 
instructional coaches, 
and/or program 
trainer. 

External evaluator or a 
team from inside the 
school, with assistance 
from coaches and trainers. 

Data 
collected? 

Observation data, 
implementation 
external and self-
assessment. 

All data related to the 
program or process: 
classroom observations; 
self-assessments; student, 
staff, and parent 
questionnaires; student 
learning data; data 
collected about the 
participation and 
implementation.  

How used To improve the 
implementation of the 
program or process, 
while the program is 
operating. To provide 
implementation 
information for 
evaluation.  

To improve the 
implementation of the 
program or process while it 
is operating, to improve the 
program or process for the 
next cycle, and to 
determine impact. 
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 What do you want the process  
to look like? How can this process be measured? 

Curriculum Aligned to standards and grade level 
expectations; continuum of learning that 
makes sense to students; interesting; 
implemented in every classroom. 

§ Curriculum mapping 
§ Process flowchart 
§ Classroom/teacher observations 
§ Student achievement results 

(student data and student work) 
§ Staff, student, parent, and standards 

questionnaires 
§ Vision assessment tool 

Instruction Agreed upon strategies implemented in 
every classroom, including small and 
large group instruction, flexible 
groupings, differentiated instruction, 
scheduling, designed to meet the needs 
of all students. 

§ Process flowchart 
§ Measures of instructional coherence 
§ Classroom/teacher observations 
§ Student achievement results 

(student data and student work) 
§ Staff and student questionnaires 
§ Vision assessment tool 

Assessments 
for Learning 

Formative assessments aligned to the 
standards, grade level expectations, and 
high stakes summative assessments. 

§ Assessment inventory 
§ Uses of assessments 
§ Process flowchart 
§ Classroom/teacher observations 
§ Student achievement results 

(student data and student work) 
§ Staff and student questionnaires 
§ Vision assessment tool 

Staff 
Collaboration 

Teachers meet in teaching teams to 
review student progress (student data 
and student work), to improve the 
implementation of the vision, and to 
adapt processes. 

§ Staff questionnaire 
§ Vision assessment tool 
§ Leadership structure 
§ Instructional improvement  

Learning 
Environment 

Students feel like they belong, are 
challenged, are cared for, etc. 

Teachers feel supported and that they 
are working in a collaborative 
environment; teachers have high 
expectations for students and believe all 
can learn. 

Parents feel welcome at the school, and 
know what they can 
do to support their child’s learning; 
effective home-school communications. 

§ Student, staff, and parent questionnaires 
§ Demographic data that indicate how 

students and staff are treated, with 
respect to behavior, attendance, 
retention, special education, gifted, etc. 
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 What do you want the process  
to look like? How can this process be measured? 

Leadership Leadership structure that helps 
everyone implement the vision; 
supportive of all staff, students, and 
parents; supports the continuous 
improvement of the organization and all 
personnel. 

§ Student and staff questionnaires 
§ Leadership structure that helps everyone 

implement the vision 
§ Evaluation tools and strategies 

Sustainable 
Learning 

Organization 

Professional learning that is sustained 
and supports individuals in 
implementing the vision. 

§ Demographic data 
§ Organizational student, staff, parent 

questionnaires 
§ Processes that make sense for students 

Integrity and 
Fidelity 

Integrity is implementing instruction or 
a program with accuracy and 
consistency. 
 
Fidelity is implementing instruction or a 
program the way it is intended to be 
implemented. 

§ Implementation monitoring tool 
§ Program Evaluation Framework 

completed for each program or process 
to be implemented 

§ Observations 
§ Process flowchart 
§ Student engagement 
§ Student questionnaires 
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To observe and check the  

progress or quality of  
program or process  

implementation -- over a  
period of time; keep under 

systematic review.  

Monitor 

How are you going  
to share this with 
Staff? 
 
How are you going  
to use it? 

Using the Program Evaluation Framework  

MAHALO! 

Victoria L. Bernhardt 
vbernhardt@csuchico.edu 
http://eff.csuchico.edu 
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