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Program Analysis:  

 
The name of the organization is Pearson Education Group. Pearson is the world’s learning company, with expertise in educational 

courseware and assessment, and a range of teaching and learning services powered by technology. Pearson North America: Course 

design, development and academic research implemented Understanding by Design: it's a backward thing training.  The main 

objective of the training is to give instructional designers a tool to improve internal and partner facing consultation preparation 

practices. The training was implemented in March 2016 and became the main design framework because there was a need for 

standardization, and for a need to assist new Ids with the consultation and development process. By using the Backward Design 

conceived by Wiggins and McTighe (1998), we begin the development of each course by identifying the course outcomes.  These 

outcomes are used to guide design decisions during the development process and data analysis to inform course revisions. 

Currently, there no data that indicated how the program is perceive. Since the implementation no , feedback, assessments or evaluation 

have been receive or conducted to identify if the framework have been successful implemented and if the design has help the consultation or 

development process.  Therefore, the lack of evaluation makes it difficult to determine UbD training, success, effectiveness, or the need for any 

improvement or ongoing professional development.  Therefore, due to the ease of the program and the stakeholders involved, the evaluation of 

the program should be a simple process. 
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The stakeholders that are involved in the Backward design training are the VP of the Online Learning and Course Development, 

director, managers, ID's, Partners and students. The interests of the VP, Director and Managers are to improve and standardize the 

internal and partner-facing consultation and development process. ID's interests are to be able to have the tools and a framework to 

follow in order to provided additional assistance to partners in the successful development and implementation of their course to 

meet course objectives and for students success.   The partners interest and concern is to be able developed a well organize course 

that meets its objective and provides the tools, understanding and knowledge to students.  The student interest and concern is to 

acquire new knowledge, new skills to transfer to a new career, promotion or any personal goals. 

There are a few contextual factors that impact the program which include each instructional designer own experience with 

consultation and development process.  Accepting new instructional design framework and needing different components, ethical 

obligations, and organizational culture.  The partners own experience and believe or understanding of the design framework can 

affect the success of the program implementation.  In addition, to staff turnaround, funding and additional training needs. 

I do foresee ethical challenges with the evaluation because I am newer to the department and was introduced to the new 

framework design for the beginning and it's all I have used in my consultation and development process. If not ethical then I might 

be a little biased based on my own onboarding experience. The Training program is essential to the livelihood of the organization 
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and by conducting a meaningful evaluation I will be able to make a business case for a program revision.  Also, the Director, Manager 

and Director could have bias that can affect the evaluation process as they believe the framework would improve  the development, 

consultation process and be standardized all across the programs. 

The concept map below shows the relations between Understanding by design: it’s a backward thing and each of the stakeholder’s 

responsibilities. To quote its designer, William M K Trochim (1989), "Concept mapping is a type of structured conceptualization 

which can be used by groups to develop a conceptual framework which can guide evaluation or planning." (Trochim, n.d.). 
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Evaluation Model Table
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Evaluation Criteria 

Evaluation Model Advantages Disadvantages 

EXPERTISE-ORIENTED APPROACHES 
 
 
 
CONSUMER-ORIENTED APPROACHES  

• Provides Structure  
• Multiple Reviewers  

 
 

• may not have wide-ranging knowledge 
of evaluation process  
• Depended on professional expertise  
 
 
• Directed for the public, not owner  
• Individual decision-maker 

PROGRAM-ORIENTED EVALUATION 

APPROACHES 

 

• Easy to understand and 
implement.  

• Prompts link to program 
creators and to research 
literature.   

• It helps explain program 
outcomes, avoids unknowns 
about outcomes; and has an 
emphasis on explanation of 
program outcomes.  

• Tylerian approach of the 
importance of objectives for 
ongoing program 
improvement.  

• Provus Discrepancy Evaluation 
Model of separating the 
program's objectives, 
performance results to 
determine program future.  

• Is too concerned with research, 
less with stakeholders; and it 
possible overemphasis on 
outcomes.   

• Some drawbacks of this model 
include the potential to focus 
only on the objectives and not 
recognize the value of a 
program, leading to incomplete 
evaluations, as well as the lack 
of consideration for context 
when evaluating a program 
based only on the objectives 
(Fitzpatrick, et al., 2010).  

• This model can also 
oversimplify complex 
programs, and can sometimes 
encourage evaluators to form 
biases about a program 
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 because of the narrowed, 
blinder-like effect that 
objectives can place on an 
evaluator 

DECISION-ORIENTED EVALUATION 

APPROACHES 

 

• Sensitive to information needs 
of those in a leadership 
position or who will use 
evaluation systemic approach 
to evaluation. 

• systems approach to program 
development stages.  

• CIPP (context Evaluation, Input 
Evaluation, Process Evaluation 
and Product Evaluation) 

• Utilization-Focused Evaluation 
(UFE) the evaluator works 
stakeholder of the organization 
to assist with evaluation 
activities.  

• Assumptions of orderliness, 
rationality, and predictability in 
decision making; focus on the 
concerns of managers or 
leaders. 

• Social Equity and Equality are 
not addressed. 

PARTICIPANT-ORIENTED EVALUATION 

APPROACHES 

 

• Focus on description and 
judgments.  

•  Emphasis on understanding 
and use; recognition and 
pursuit of different types of 
use, including organizational 
and individual learning; focus 
on the particulars of a 
program. 

• Potentially high labor of 
intensity and cost; potential for 
stake holders with less 
knowledge of evaluation to 
lead study inappropriately; less 
generalizable; less replicable. 
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Evaluative Criteria  
 

The purpose of this evaluation is to assess the effectiveness and outcomes of the Understanding by Design: It’s a Backward 

Thing training and implementation and its impact on the internal and partner - facing development and consultation process. 

Whether the participant have followed the implemented practices to become knowledgeable and ease the consultation and 

• Use multiple data sources 
• Provides rich, persuasive 

information 
• Pays attention to contextual 

variables 

Explain your choice of model for your program evaluation:   

For my program evaluation I think it would be best to combine the Program-Oriented Evaluation and the Participant-Oriented 

evaluation approach. I believe these two approaches will fit my model because the program oriented approach “is easily 

understood, is easy to follow and implement, and produces information that program directors generally agree is relevant to their 

mission” (Fitzpatrick, Sanders & Worthen, 2011, p. 166).   In addition, the participant oriented approach pays attention to formative 

evaluation and organizational learning.   In this evaluation I’m looking to survey stakeholder’s participant and use the stakeholder-

based evaluation as defined by Fitzpatrick et al. (2010) to include many stakeholders but in the end be the decision-maker for the 

project. In combining each approach, I can focus on learning the key structures of the program, which will help me decide which 

questions should be asked. Also, the weakness of one approach is compensated by the strengths of the other.   
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development process to its maximum efficiency and in a way that helps them achieve their targets, and improve on the training 

outcomes. 

“Stakeholders are involved in evaluations for many reasons, but the primary ones are to encourage use and to enhance the 

validity of the study” (Fitzpatrick, Sanders and Worthen, 2010, p. 317). Therefore, the stakeholder will be involved from the early 

stages to assist with program evaluation, to get their input on evaluation questions and to make they answer their main questions 

about the program. The stakeholders involved want to ensure the new design framework is preparing and helping the instructional 

design with the internal and partner facing consultation and development process.  They want to provide a standardize framework 

for all the ID’s and to provide ongoing support for professional development with the Understanding by design framework. The new 

understanding and new knowledge should be transfer to employees’ daily consultation process and help them respond to any 

challenges they may encounter in the development and consultation process. 

The following five evaluation questions are intended to collect information to measure the program objectives and how and 

if they are being achieved: 

1. Have you integrated Understanding by Design into your partner facing, design development process? 
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2. How has Understanding by Design training provided support to your work with partner-facing consultations? 

3. What do you think is the strengths of UbD? Why? 

4. What challenges have you experience when using UbD consultation framework? 

5. What recommendations or suggestions do you have for the future of UbD design framework? 

These questions were raised from the logic model created, which was based on the goals of the understanding by design 

training program.   The evaluation should be conducted to see if the program outcome were achieved and to answer questions 

based on the program objective goals and outcomes.  Has there been any improvement in the internal and partner facing 

consultation preparation practices.  Is the design framework standardization, across each team, has it assisted new Ids with the 

consultation and development process.  

 The stakeholders want to identify if the program objective were meet and if the outcomes were acquired. Also they want to 

know the strengths and the weaknesses of the program implementation. The purpose of the evaluation is undeniably to measure 

the outcomes, evaluate processes, and assess the needs and challenges.    
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These questions will impact the program evaluation and they cover the main goal of why the program was implemented in 

the first place.  They cover the program objective and its goals.   What is not being evaluated is the financial cost of training 

implementation and ongoing support. At this stage, financial cost are not pertinent to the evaluation process because the training is 

going to be the new design framework and it is part of the onboarding training for new hire.  The standards identify are reflected in 

the evaluation questions. The combine evaluation approach or participant-oriented approach and program – oriented, involve 

stakeholders thinking about the meaning of various constructs or phenomena to be measured, conceptualizing them, and 

considering how to measure them or collect information on them can result in more valid data.” (Fitzpatrick, Sanders, & Worthen, 

2011). 
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Data Collection Design and Sampling Strategy 
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Reporting Strategy  

Stakeholder Reporting Strategy Implications Stakeholder Involvement 
Vice President Writing report and 

presentation that will provide 
the result in a visual formats 
which includes graphic and 
charts.  
 

Based on the finding the 
implication will be provide 
additional funding for continue 
program improvement and 
implementation. 

Interested in the UbD training 
outcome and if it meets the 
objective. 
 

Director Writing report as well as a face 
to face meeting/presentation 
to discuss the needs and the 
evaluation highlights.  

Based on the finding the 
implication will be to continue 
implement UbD as the main 
frame work design for 
Instructional design internal 
and partner facing 
consultation and development 
process. 

Interested in the results of the 
UbD training designed 
outcome.  
 
 
 

Manager Writing report as well as a face 
to face meeting/presentation 
to discuss the needs and the 
evaluation highlights. 

Based on the finding 
implement any changes to 
meet the needs and 
requirements as presented by 
the results of the evaluation 
report 

Interested in the results in the 
UbD training designed 
implementation, and outcome. 
 
 

Trainers Writing report as well as a face 
to face meeting/presentation 
to discuss the needs and the 
evaluation highlights. 

Based on the findings, the 
trainer can determine and 
approve continuation or any 
additional training.   
 

Interested in the results in the 
UbD training designed 
implementation, outcome as 
well as challenges and areas of 
improvements. 
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ID  
Writing report as well as a face 
to face meeting/presentation 
to discuss the needs and the 
evaluation highlights. 

Based on the finding continue 
to implement UbD for their 
internal and partner facing 
consultation and development 
process.  Provide suggestions 
and feedback of any changes, 
challenges or ideas that might 
needed to be improve. 

 Participate in the 
questionnaire by providing 
training feedback. 

Values, Standards, and Criteria: 
 
Program Evaluations should follow guiding principles and standards which mean that evaluations have utility, feasibility, propriety, 
accuracy and accountability. Evaluators operate with the use of methodical inquiry, competence, integrity, respect, and a sense of 
responsibility. However, to guarantee openness and credibility, the evaluator needs to clear about the stakeholder and their own 
interests and values regarding the outcomes of the evaluation (Fitzpatrick et al., 2010).  “Evaluators  have the responsibility to 
understand and respect differences among participants, such as differences in their culture, religions, gender, disability, age, sexual 
orientation and ethnicity, and to account for potential implications of these differences when planning, conducting, analyzing, and 
reporting evaluations”  (Fitzpatrick et al., 2010, p. 503). Which very important because instructional design have their own unique 
views and ideas on how or which design framework for their partner needs.  Therefore, it is important and necessary to respect 
each ID’s feedback and suggestion. 
 

Potential ethical issues: 
 
This evaluation has limitations caused by being the internal evaluator who is also an Instructional designer at the company who 
have been trained to only used the UbD design framework during the onboarding training. 
 
“Thus, the potential for organizational pressure is greater when the evaluator is employed by the organization whose program is 
being evaluated than when the evaluator is employed by an outside agency” (Fitzpatrick et al., 2010, p. 102). 
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In addition, due to ID team experience, diversity ethical issues may arise. Therefore, the evaluator duty is to make sure that the 
evaluation, sample, and the results stays objective and produce useful and legitimate results. 
 

https://www.socialresearchmethods.net/research/epp1/epp1.htm

