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	Introduction


Where Are We Now?

The District Data Team Toolkit is based on the Data-Driven Inquiry and Action Cycle. The Cycle provides the structure that takes data use within the district from asking the right questions to getting results. It is an iterative process in which the district acts on data to support continuous improvement. The Toolkit uses the steps of the Cycle to structure a progression through the model—you are now in Module 6: Results.
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Once a District Data Team, or any other district team, has begun implementing a logic model or improvement plan, it will want to monitor its progress toward the desired goal. The Results module can help a Team build capacity to evaluate the desired outcomes, monitor its progress on a given strategy (or strategies), and communicate those results to various stakeholders. 
Module Objectives

The Results module will help a District Data Team:
· Decide what to evaluate
· Develop an evaluation plan
· Analyze evaluation data
· Identify and develop a communication strategy
· Continue the process of inquiry
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	Planning for Evaluation


Why Develop an Evaluation Plan?
Taking action means nothing if the District Data Team does not take time to reflect on the impact of the work. From the outset, a district should have a plan to analyze and evaluate the evidence generated by implementation of the designated strategies. 
The evaluation plan helps the Team answer the questions:

· To what extent have new skills, knowledge, and expertise been acquired by the targeted adults and/or students?

· To what extent are these new skills, knowledge, and expertise being put to use effectively by the targeted adults and/or students?

· To what extent have the adults and/or students shifted their habits or beliefs in a way that impacts learning?

Since what gets measured gets done, it is wise not to wait until the end of implementation to draft an evaluation plan. Instead, the Team should begin thinking very early in the implementation process—if not before implementation even begins—about the most important evidence to measure.
These measures of implementation and change will be used to indicate if the strategy has had the desired impact, and therefore they should be articulated clearly and meaningfully. Module 5: Action provides guidance on crafting useful measures. In short, the measures should be bold yet achievable, and help a Team answer the questions: 
· What did the district attempt to change and why?

· What did the district do to try to make the change?

· What results were achieved?

· What effect(s) did the action steps have on the habits, beliefs, and ways of working of those involved?

· What will happen next?
An evaluation plan can guide the overall evaluation process, where the Team reflects on, and reports publicly, the extent to which new skills, knowledge, and expertise have been acquired by the targeted adults and/or students, and the extent to which they are having an impact on student achievement and organizational culture.
It outlines the specific measures that will be monitored, the evidence to be collected, and the date(s) for analysis, and can be a useful tool for keeping a team organized and focused on the desired change the district is trying to bring about.
Deciding What to Evaluate
In crafting its measures of implementation and change, the District Data Team is essentially deciding what will be evaluated. As discussed in Module 5: Action, since the measures that are articulated will be used to monitor progress, it is important to articulate only those measures whose evidence will be collected and analyzed. The Team should not identify a measure if the evidence it would generate does not relate directly to an evaluation question. 
In deciding what to evaluate, the Team might consider these questions:
· What are the questions internal and external stakeholders want to have answered? 
· What questions are stakeholders (including the Team itself) asking about the work of the district? What improvements are they seeking?
· What responses will stakeholders want in relation to the original focusing questions and data that drove the inquiry process?
· How will the information be used, and by whom? Consider the ways the data might be used both internally and externally. 
· Will the data be used to inform organizational learning and continued improvement of practice?

· Will the data be used for compliance with external entities? 
· A combination of these?

By considering these questions, the Team can narrow the focus and scope of its evaluation to those measures that best document and communicate progress toward outcomes and impact.
If the Team is unsure how the data will be used or by whom, they may not be worth collecting. If the Team has identified a substantial amount of data to collect, it should seek guidance from district leadership in setting priorities appropriately. For example, while it is wise to consider responding to the questions stakeholders ask, the Team might not want to get distracted by answering all of their questions, but rather focus on those that will most further the district’s vision, mission, and strategic plan.
If the District Data Team has crafted a logic model (5.1.1T and 5.1.2T), then much of its work in deciding what to evaluate is already done, as the logic model articulates the essential outcomes, or measures of change, in adult and student practice that the district will look for as it implements its strategy or strategies.

If the Team does not have a logic model to work from, it will need to think strategically about what to evaluate, when, and why. The Team should consult with district and school leadership in order to select the areas that will provide the most useful information for the Team, district leadership, and other stakeholders. 

Monitoring Progress
As soon as the first action step is underway, the Team (or some other entity) can begin monitoring the progress of the district’s work. It will likely monitor the implementation of the actions related to the district’s strategies. Likewise, the Team may also begin monitoring those strategies for efficacy and impact. However, the two forms of monitoring should not be confused:

· When we monitor implementation, we analyze measures that help answer the question, did the work get done?

· When we monitor change, we analyze measures that help answer the question, is our work having the intended effects?

Monitoring implementation (or outputs) helps the Team note the progress of the action steps adults are taking to implement the strategy. It helps answer the question, what took place for whom, when, and to what extent? If the Team has decided to use an action plan to implement one or more strategies, then it can use the dates in the “deadline” column to monitor implementation. The Team can note whether or not steps were fully implemented by the desired date and modify implementation as needed to meet the targets.

Monitoring change (or outcomes), by contrast, is when the district evaluates whether its initiatives are having the intended effects on student and adult performance. It helps the Team answer the question what changed, for whom, by how much, and when? Or, more succinctly, we’ve taken action—so how did we do? 
This work of monitoring both implementation and change can begin once the strategies are in motion, and may in fact coincide with one another, making it all the more important to distinguish between the two.

Likewise, in the midst of the process, a district should be mindful not to equate output data (such as the percent of teachers trained) with outcome data (such as how this training has changed instructional practice and improved student performance).

The following chart summarizes key differences between the two processes.

	Monitoring Implementation…
	
	Monitoring Change…

	Based on data generated by the measures of implementation in the logic model
	
	Based on data generated by the measures of change in the logic model

	Did the work get done?
	
	Is our work having the intended effects?

	What took place, for whom, to what extent and when?
	
	What changed, for whom, by how much, and when?

	Focused on the short term
	
	Focused on the intermediate and long term

	Internal stakeholders are the primary audience, e.g., the Team itself and those directly involved with the action plan
	
	External stakeholders are the primary audience, e.g., other district personnel, as well as the wider community


Building an Evaluation Plan

While a logic model outlines a theory of action, and an action plan may provide more detail on the steps taken to implement the strategy, an evaluation plan guides the process of evaluating results. It organizes the information that will form the basis for the evaluation process and the discussions about whether or not the desired changes took place.

If the Team developed a logic model in Module 5: Action, then the relationship of the evaluation plan to the model is straightforward. 
	INPUTS
	OUTPUTS
	OUTCOMES
	IMPACT

	Problem Statement(s)
	Strategies
	Resources
	Measures of Implementation
	Measures of Change
	Goals

	
	
	(Optional)
	(Optional)
	(Essential)
	(Essential)



	Goal:



	Measure
	Data to be Collected
	Source or Location
	Date for Analysis
	Person Responsible

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


1. To build an evaluation plan, first identify the measures which would demonstrate progress toward the goal. The most important measures to focus on are those related to the acquisition of skills and knowledge or shifts in habits and values by the adults and students involved in the initiative—in other words, the measures of change or outcomes. However, depending on the situation, it may also be useful to analyze evidence related to the measures of implementation, and potentially even the allocation of resources. (Note the essential and optional labels in the diagram above). This is discussed further in the next section, Conducting the Evaluation.
If the Team has completed a logic model, it will already have articulated these measures for both adults and students, for both the short- and long-term. For help on developing good measures of change, see the section on Crafting Meaningful Measures in Module 5: Action.
2. Specify the data to be collected—the actual evidence the district will collect to document these changes. If the Team has completed a data inventory (1.5.1T), it may be a useful reminder of the range of evidence the district currently collects.

3. Give the source or location where this evidence can be found when the Team is ready to analyze it. The data inventory can be useful for this section as well.
4. Specify the date for analysis by which the Team will engage thoughtfully with the information provided by each. If the measures are written well, these dates will already be implied. 
5. Indicate the person responsible for ensuring that the evidence for a given measure will be available for analysis by the Team at the designated time.
Activity 6.1 provides a template for an evaluation plan. Again, if the Team has crafted a logic model, it already has the majority of elements needed. If the Team has not yet done this, the evaluation plan template will guide it to think about the necessary information.

	Activity 6.1 Crafting an Evaluation Plan

This template can guide a district in articulating a plan for monitoring implementation and outcomes of its improvement efforts.

(6.1.1T: Evaluation Plan Template)
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	Conducting an Evaluation


Analyzing the Evidence
If the measures are specified concretely enough, then the monitoring dates will be implied. 

Once the evaluation plan is in place, the team is ready to begin collecting and analyzing relevant data.
 Because a strategic plan or logic model is based on a causal chain of events, each of which is dependent on the next, the focus areas may need to be examined chronologically: one cannot look for impact without outcomes; one cannot look for outcomes without outputs; one cannot look for outputs without inputs. 

What is most important to evaluate are the outcomes and impact—the measureable changes in the ways adults and students approach their respective work related to teaching and learning, and the relationship of those changes to the district’s vision for improvement. In many ways the evaluation process mirrors the process in Module 3: Information, reflecting the cyclical nature of the inquiry process.

As mentioned earlier, the District Data Team will want to begin evaluating the measures of change soon after the work to implement the strategy has begun, and at the same time it monitors the implementation of the steps themselves for early indicators of the impact of implementation.

For example, if the strategy involves training teachers in a specific technique, early monitoring of implementation might communicate the percent of teachers trained, while early monitoring of change might investigate the impact of the training on the practice of those teachers, and might note differences between the practice of teachers who have received the training and those who have not. 

Naturally, the Team will want to evaluate the outcomes of a strategy once it has been fully implemented. If it has engaged in analyzing outcome data along the way, this final evaluation will not take as much additional effort as it would if a district has not been evaluating the early evidence of actual change in practice.

As mentioned earlier, the Team will want to begin by evaluating the measures of change it has identified, first for students, and then for the adults. If this outcome data does not demonstrate any movement toward the desired goal, the Team should first consider:
· Is the best evidence possible being used to demonstrate the desired changes? What other evidence might be available to show whether the strategy is having the desired impact?

· Is more time or a greater degree of implementation needed before the action steps will begin to yield the desired changes?

If the Team feels it has identified the best measures and has allowed enough time for change to occur, and those changes are not evident, then it will need to review the elements put in place to achieve those results.
· Do modifications need to be made to the action steps in order to have greater impact? 

· Are adequate and appropriate resources being used in service of this strategy and related action steps?
· Did the Team implement the best strategies possible for the given problem and its context?

· Did the Team diagnose the problem correctly in the first place?

It is important to consider these questions in order, and one at a time. If the Team gets the information it needs by considering the first question, it does not need to spend time on the remaining questions.
In essence these questions mirror the elements of the logic model outlined in Module 5: Action. They guide the Team to reflect on each component of the logic model, starting at the end and working backwards to the Team’s definition of the problem itself.

	INPUTS
	OUTPUTS
	OUTCOMES
	IMPACT

	Problem Statements
	Strategies
	Resources
	Measures of Implementation
	Measures of Change
	Goals

	
	
	
	
	
	


For example, if a District Data Team has evaluated all aspects of its logic model and has deemed that, in fact, it did not identify the real problem, it may want to visit or revisit the guidance in earlier modules to see if it was asking the right questions in the first place. The District Data Team Self-Assessment (0.1.1T) can help a Team understand its strengths and weaknesses in regard to inquiry, action, and results, and can direct it to tools and resources in other modules in this Toolkit that could be useful at this point of the process.
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	Communicating Results


Interim evaluation data should be communicated to stakeholders to demonstrate initial successes, as well as any early lessons learned and adjustments made. This is especially important given that the goal is to shift ways that adults and students in the district think about and approach their work. Indications of progress can serve as an incentive for the individuals involved to continue the work. The results of the evaluation plan can also contribute to the knowledge base in the district about what works, what did not work, and why, given a particular district, school, or classroom context.

The results of any Team’s efforts are important to a number of audiences for a variety of reasons. For example, if a district did an exceptional job of raising the percentage of English language learners scoring Proficient and Advanced on the MCAS by ten percent or more for several years, many people would need to know for many different reasons. To name a few:

· The data will justify to external stakeholders that the district’s logic model was a sound approach to improving the performance of adults and students in the organization.
·  The District Data Team and other internal stakeholders would want to identify the key actions and processes contributing to results in order to embed successful practices across the district, and to inform the formation of new initiatives and inquiries.

· The schools’ faculty will build on this record of success to collaboratively approach new challenges.
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	Activity 6.2 Communicating Results

Use the Communication Organizer to think about the specific audiences that need to know about your results and the messages each audience needs to receive. 
Use the report template for guidance on creating a written summary of the work, if appropriate for the context.
Use Building Data Walls to consolidate in one display a range of information that summarizes the district’s focus on inquiry and data-driven action.
(6.2.1T: Communication Organizer)

(6.2.2T: Building Data Walls)

(6.2.3T: Evaluation Report Template)
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	Evaluation as Continuous Improvement


Engaging in inquiry is an ongoing process, and ultimately an embedded way of approaching one’s work. Purposefully taking time to reflect on the steps taken and not taken and the intermediate and longer-term results will determine whether the identified strategies are transforming the culture of the district and improving student achievement. If at any time a district finds it is off target, it will want to reflect back on earlier steps in the process and adjust as necessary. 
For example, if the District Data Team did not see the desired results, it may need to modify its evaluation plan. It may find that it does not have enough quality data, or that data are not presented in a way that highlights key trends or outliers. The Team may want to reflect on whether it identified the best action steps and resources for the strategy, of if the strategies and action steps it decided on in the first place were the most appropriate. Continuing to reflect back on the process, the Team may even find that the initial focusing question used to frame the inquiry process might not have been the best one, and it may want to re-engage in inquiry with a different question in mind. 
By intentionally engaging in ongoing collaborative reflection, the Team can build its capacity to ask good questions, use data to plan effective action, and ultimately see greater results in the work of teaching and learning in the district.
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	Module Summary


Evaluation is an essential, yet often overlooked aspect of the improvement process. Rigorous and timely evaluation holds people accountable for results, builds the confidence of internal and external stakeholders in supporting the district’s theory of improvement, and contributes to improved outcomes for students.

This module guides a District Data Team in the creation and implementation of an evaluation plan, simultaneously linking the Team with resources in all of the previous modules in the Toolkit. The module re-introduces the District Data Team Self-Assessment as a way to reflect on the Team’s capacity for inquiry and data use, and a means to identify the best parts of the Toolkit with which to engage.
Regardless of the success of its strategy, logic model, or implementation plan, a District Data Team is likely to emerge from this stage in the process with new questions to investigate through a process of inquiry. These questions may be based on successes that the Team wishes to disseminate, or on failures to hit the mark that require further attention to resolve. Either way, they can lead the Team to deepen its investigation into its own practice and that of the stakeholders in the district, further embedding a culture of data-driven inquiry, action, and learning that is ultimately the business of education.
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What is most important to evaluate are the outcomes and impact…the Team will want to evaluate the outcomes of a strategy once it has been fully implemented.





If the District Data Team has crafted a logic model, then much of its work in deciding what to evaluate is already done, as the logic model articulates the essential outcomes, or measures of change.
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� The Data Analysis Protocol (3.1.1T) in Module 3 can help the Team shape its evaluation of outcome data.


� Module 1: Getting Ready provides guidance for managing the change effort and addressing some of the concerns that stakeholders may raise during the process.






