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Case Study 2: The Milford School District English Language Learner Program 

Background 

English Language Learners or ELLs are students whose native language is not English, 

who often times come from non-English-speaking households, and who usually require 

specialized instruction in both the English language and in their academic courses (The Glossary 

of Education Reform, 2013, para. 1). In Delaware, there are approximately 13,000 ELLs and 

they are among the fastest growing student population in Delaware’s schools with Sussex 

County experiencing the highest growth since 1997 (Delaware Department of Education 

[DDOE], 2019). Title III of the Every Student Succeeds Act or ESSA requires that states ensure 

that ELLs attain English proficiency and develop high levels of academic achievement while 

promoting parental engagement (2019). Delaware school districts implement ESSA guidelines 

by ensuring that students are correctly identified as English Language Learners through a formal 

assessment process.  

The population of ELL students in the Milford School District has increased over the 

years as they now comprise 18 percent of the total student population (Delaware Department of 

Education [DDOE], n.d.-a). Once a child is enrolled in the Milford School District they are given 

a Home Language Survey that seeks to identify the primary language spoken in the child’s 

household (DDOE, 2019, p. 26). Once that survey has been completed and returned, the school 

district identifies which student(s) may need English learner services which is facilitated through 

an Identification Screening Process. After the Identification Screening Process has been 

completed, a potential ELL student is then administered a proficiency placement screener within 

25 school days of enrollment to determine the level of English proficiency a student 
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demonstrates. The school district administers the Kindergarten MODEL for kindergarten 

students and a WIDA Screener Online for students in grades 1 through 12 (2019, p. 29).  

Once a student has undergone the initial process, and that student has met the criteria to 

receive English learner services, the school district will contact the parent or guardian to 

determine if they wish to enroll their student into the ELL program (DDOE, 2019). If the parent 

or guardian wishes to waive ELL services, they must do it in writing. However, their child will 

still be administered the annual state language proficiency test until the student reaches language 

proficiency and the child will still be required to take state assessments counted towards the 

district’s progress for academic and graduation outcomes in the ELL subgroup (2019, p. 41). If a 

parent wishes to enroll their child into the ELL program, the school district will identify which 

subprogram best meets the needs of the individual student. Those subprograms may include one 

of the following (2019, pp. 48-49): 

• Dual Language Immersion (grades K-12); 

• English as a Second Language (grades K-12); 

• Blended Push-in and Pull-out (grades K-12); 

• Sheltered English Instruction (grades K-12); 

• Newcomer Program (for secondary schools); 

• Transitional Bilingual (grades K-5); 

• English Language Development Class (grades 6-12); 

• Heritage Language; and 

• Co-Teaching (grades K-12).  

ELL students who participate in the program are assessed annually for English 

proficiency using the ACCESS for ELLs 2.0 or the Alternate Access assessment (DDOE, 
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2019, p. 73). The assessment must include students whose parents opted-out of the ELL 

program and is required of every student until he/she achieves proficiency in the English 

Language. Once a student has met the required exit criteria, including achieving a 

proficiency level of 4.7 or greater in the Access assessment or a proficiency level of A3 

or higher in the Alternate Access assessment, a Parent Notification Letter is sent to 

parents indicating that their child no longer qualifies for EL services (2019, p. 77). A 

student who exists the ELL program must be evaluated by the school district for at least 

two years after to ensure that the student was not exited prematurely; that any academic 

deficits during the ELL program were remedied; and they are participating meaningfully 

in the standard instructional program compared to students who never participated in the 

ELL program (2019, p. 78).  

Introduction 

 This case study will discuss developing an evaluation plan for the English Language 

Learner program given that no such plan currently exists for the program. First, I will present an 

overview of the current mission and vision statement of the program as well as the strategic plan 

outlined. Then I will provide an in-depth analysis of the proposed evaluation plan, and I will end 

with recommendations on how to encourage use of the findings from such evaluation plan.  

Overview  

Mission and Vision Statements 

 The Milford School District does not have a mission or vision statement for the ELL 

program. Given that all school district’s ELL program is guided by the Delaware Department of 

Education, I will use their mission statement for the purposes of this case study. The mission 

statement is as follows: 



 5 

The Delaware Department of Education is dedicated to ensuring that every Delaware 

student, including English learners, attain the highest level of academic success and 

language proficiency. We foster equitable access to rigorous standards and excellent 

educators and believe all educators are teachers of language and literacy. We value the 

assets that our learners bring to enrich our schools and our state. We engage the 

community to support every student’s educational and social-emotional needs thereby 

leading them to success in college, career, and life (Delaware Department of Education 

[DDOE], n.d.-b). 

Strategic Plan 

 The Milford School District has a one-page strategic plan that outlines the specific 

program goals for all ELL program, which include (Amory, n.d.): 

• Meeting the needs of our diverse English Language Learner (ELL) population; 

• Bringing quality instructional support and resources that enable EL students to progress 

academically in all content areas while learning English; 

• Increasing the percentage of ELL students meeting or exceeding the standards on State 

Assessments; 

• Increasing the scores of ELL students on the annual English language proficiency 

assessments; 

• Improving communication with and between staff members, students, and the greater 

community; and  

• Providing professional support to teachers who support ELL students in their classrooms  

Proposed Evaluation Plan  
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 In this section, I will propose an evaluation plan for the ELL program given that no such 

plan of evaluation exists. First, I will outline a logic model that includes inputs, activities, 

outputs, outcomes, assumptions and external factors for the ELL program. Then I will propose a 

case study methodology that I think would be appropriate to understand the effectiveness of the 

program. I will provide an analysis of the research questions that must be asked, how I will select 

my sample size, what data collection tools I will use, how I will ensure validity and reliability 

throughout the evaluation, and how I will address any ethical concerns that may arise throughout 

the process. Further, I will end this section by providing an overview of the cost-benefit analysis 

of such evaluation plan.  

Logic Model 

 A logic model demonstrates “how a program will work under certain environmental 

conditions to solve identified problems” (McLaughlin & Jordan, 2015, p. 64). Elements included 

in a logic model are resources, activities, outputs, short-term outcomes, intermediate outcomes, 

and long-term outcomes. In the following diagram, I proposed a logic model that would guide 

the ELL program in the Milford School District.  

Figure 1 

Proposed Logic Model for the English Language Learner Program 
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Inputs 

 The inputs or resources of a logic model are those required to support the program and 

may include human or financial resources (McLaughin & Jordan, 2015). As depicted in Figure 1, 

the inputs that I have outlined for the ELL program include instructional and support staff such 

as ELL certified teachers and paraprofessionals; state funding and grants to fund the ELL 

program; ELL materials; and technology and equipment.  

Outputs 

 Outputs define the products, goods, and services provided to the program’s direct 

participants (McLaughlin & Jordan, 2015). In Figure 1, I divided outputs into activities and 

Program: Milford School District English Language Learner program Logic Model 

Situation: The percentage of English Language Learner students in the Milford School District is rapidly increasing as English Language Learners 

comprise 17 percent of the total student population. However, outcomes for ELL students are not at par with their peers as seen in graduation rates: 

the overall student graduation rate for Milford was 88.42 percent in 2019 while ELL students had a graduation rate of 66.67 percent.  
 

Inputs 
 Outputs  Outcomes -- Impact 

 Activities Participation  Short Medium Long 

• ELL certified 
teachers  

• Support staff (World 
Language 
paraprofessionals, 
translators) 

• Leadership and 
management by 
administrators and 
board members 

• State 
funding/continued 
Opportunity Funding 
grants 

• ELL materials and 
curriculum 

• Technology and 
equipment 

• ELL students 

• Community partners 
and organizations 

• Social media and 
other 
communications 

• Time 

• School buildings 

 • Multicultural nights and 
activities  

• After school programs 
and tutoring sessions 

• Accurate and thorough 
screening of potential 
ELL students into the 
program. 

• Program placement 
into one of the nine 
subset ELL programs 
including dual 

language immersion, 
newcomer program, 
heritage program, 
ESL, transitional 
bilingual, co-teaching, 
etc. 

• Classroom instruction 
guided by the 
Common Core State 
Standards (CCSS), 

Next Generation 
Science Standards 
(NGSS), and other 
statewide standards.  

• ESL classes for 
parents 

• District wide PTA for 
multilingual families. 

• Professional support 
for noncertified 
teachers. 

• ELL teachers and 
support staff 

• School and district 
administrators  

• Parents and families 

• ELL students 

• Board members  

• Nonprofit 
organizations that 
traditionally serve 
non-English 
speaking families 

• PTAs 

• Media 

• State educational 
leaders 
 

 • Increased number of 
multicultural events 
for families. 

• Parents are able to 
learn English 
allowing them to 
participate and 
understand child’s 
educational 
progress. 

• A PTA formed 
around minority 
parents and families 
who can actively 
voice their concerns 
and have easier 
access to schools. 

• ELL students grasp 
material quicker and 
have more 
confidence in 
themselves.  

• Teachers begin to 
seek ELL 
certification. 

• Increase percentage 
of ELL students 
meeting or 
exceeding the 
standards on the 
State Assessments. 

• Increasing scores of 
ELL students on the 
annual English 
proficiency 
assessments.  

• Teachers become 
more aware and 
understand how to 
effectively teach EL 
students.  

• District wide 
improvements in 
communications with 
families.  

• Better understanding 
of ELL programs by 
board members and 
top administration.  

• Improved 
communication with 
and between staff 
members, ELL 
students and 
families, and the 
Milford community 

• Successfully bridge 
educational gaps 
associated with 
graduation rates 
between non-ELL 
students and ELL 
students 

• Increased number 
of teachers who are 
ELLL certified  

• Higher quality 
instructional 
support and 
resources that 
enable ELL 
students to 
progress 
academically while 
learning English  

• ELL students fully 
proficient in 
English. 

 

 

Assumptions: The English Language Learner program will meet the needs of ELL 
students so those students will be able to have educational outcomes similar to their 
peers. 

 

External factors: Remote e-learning; Delaware state education funding; Opportunity 
Funding by Governor Carney; immigration and number of households with non-English 
speaking families. 

  

 

Prepared by Rony Baltazar-Lopez, MPA student, University of Delaware; School Board Member, Milford School District.  
10/16/2020 
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participation. Activities are essential in producing outputs and for the ELL program they include 

multicultural nights for ELL students and families; accurate screening and placement of potential 

students into the ELL program by program staff; and after-school tutoring programs for ELL 

students. Participation under outputs indicates necessary participants which may include various 

stakeholders from the ELL students themselves to school board members and community 

leaders.  

Outcomes  

 Outcomes are what the program is intended to produce or the changes it seeks to impose 

(McLaughlin & Jordan, 2015). Outcomes are divided into three categories: short-term outcomes, 

intermediate/medium outcomes, and long-term outcomes. Each is explained in the following 

sections.  

 Short-Term Outcomes. Short-term outcomes are those “closely associated with, ‘caused’ 

by, the program’s outputs” (2015, p. 66). For the ELL program, short-term outcomes may 

include the increased number of multicultural events for families, which is an output of the logic 

model. It may also include more teachers beginning to seek ELL certification. 

 Intermediate/Medium Outcomes. Intermediate/medium outcomes are those following 

from the short-term outcomes (2015). To continue with the example of ELL certification, the 

intermediate/medium outcome would be that more teachers are becoming more aware and 

understanding of how to effectively teach ELL students.  

 Long-Term Outcomes. Long-term outcomes are the results accrued through the 

intermediate/medium outcomes and are the program’s targeted impacts. To continue with the 

example of ELL certification, the long-term outcome would be to have increased number of 

teachers who are ELL certified within the Milford School District, which would benefit ELL 
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students in the long run because they are receiving higher quality instruction by trained 

professionals.  

Other Variables 

 Figure 1 depicts other variables that should be taken into consideration when developing 

a logic model and these include assumptions and external factors. Assumptions indicate what the 

program is intended to accomplish, and the assumption of the ELL program is to ensure that the 

program meets the needs of all ELL students so that they can achieve similar outcomes to their 

non-ELL peers. External factors—or mediating factors as Newcomer et al. (2015) calls them—

are influences that emerge as the program unfolds (p. 66). Some external factors that could affect 

the ELL program includes the current COVID-19 pandemic, which has revolutionized the way 

teachers are delivering instruction; and program funding, which is dependent on the state and 

local funding as well as grants that may change year-to-year.  

Case Study Methodology 

 To evaluate the effectiveness of the English Language Learner program in the Milford 

School District, the case study methodology will be the most appropriate method to use. 

Martinson & O’Brien (2015) indicate that the goal of this type of method “is to develop a 

comprehensive understanding of a case, or complex bounded system, including the context and 

circumstances in which it occurs, through extensive description and analysis” (pp. 177-178). 

Additionally, a case study approach relies on systematic and data collection from various 

sources, including direct observation, agency records, program data, and interviews (2015). The 

success of the ELL program depends on the teaching skills of teachers, family engagement, 

program funding, and test scores, all which require data collection of the sources mentioned.  
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 When comparing a case study methodology approach to other methods, for instance to 

the evaluability assessment, rapid-feedback evaluation, quasi-experiments, randomized 

experiments, and systematic reviews, there are both advantages and disadvantages. Advantages 

of performing a case study method is that case studies offer a detailed understanding of program 

operations and how they relate to outcomes (2015, p. 178). For example, through various data 

sources, I would be able to understand how being enrolled in the ELL program, the courses that 

students take, the support staff that assists ELLs, and other measurements would contribute to 

ELL students having higher test scores, become proficient in the English language at a quicker 

rate, and graduating high school at higher rates than those students identified as ELL but whose 

parents opted them out of the program.  

 However, there are also disadvantages to using a case study method. One of those 

challenges is that these studies are unlikely to be statistically representative and therefore 

evaluators may generalize findings (2015, p. 178). For example, if I were to interview just 

teachers and administrators about the performance of the ELL program, their results could lead 

me to generalize the performance of the program, when the contrary may be true. Additionally, 

case studies can be time consuming and costly due to data collection strategies. Since 

educational programs are already underfunded, this factor may be discouraging to some extent.  

Performance Indicators 

 Instrumental to a case study are performance indicators (Newcomer et al., 2015). While 

the logic model that I presented in the prior section specifies the key elements of the issues that 

must be addressed, I propose some performance indicators that the case study needs to measure.  

• The ratio of children who opt-in and opt-out of the ELL program. This data I could find 

through school administrative records.  
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• The number of teachers who are ELL certified. This data I could find through school 

administrative records.  

• The percentage of students who do not meet expectations throughs state assessments or 

the annual ELL proficiency assessments. This data I could find through school 

administrative records.  

• Improvements in family communication over time. This data could be found through 

interviews or surveys conducted at the beginning of a student’s enrollment in the ELL 

program and when a student completes the program.  

• The number of ELL students who successfully completed the program and were 

eventually immersed into a regular classroom setting with non-ELL peers. This data 

could be found through school administrative records.  

• The achievement gap between former ELL students and students who were identified as 

ELL but whose parents or guardians did not opt to place them in the program. This data 

could be found through agency records such as test scores or through observations in the 

classroom for both types of students.  

Determining Sample Population 

 To execute a case study, it is imperative that the evaluator determine the population of 

interest in order to evaluate the performance of a program (Newcomer & Triplett, 2015). For the 

purposes of the ELL program, the direct participants would involve ELL students and their 

families, ELL teachers, and school administrators. Once an evaluator has determined his/her 

population of interest, they should select the sampling option they will use to choosing which 

participants are sampled for the study (2015, p. 358). The ELL program in the Milford School 

District is relatively small and therefore it would be feasible and cost-efficient to use the census 
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sampling option in choosing participants. By using the census sampling option, I would be 

performing data collection on the entire population.  

Conducting the Case Study 

 Once the population of interest has been determined and the evaluator has chosen a 

sampling option, the next step is to actually conduct the case study. This requires using various 

data collection tools such as interviews, agency and program records, observations, and surveys 

(Martinson & O’Brien, 2015, p. 190). For the ELL program, I will outline the different collection 

tools I would use for different performance indicators to measure the effectiveness of the 

program.  

 Agency and program records. Agency and program records includes “data formally 

entered into an agency’s record system by a representative of the organization . . .,” (Hatry, 2015, 

p. 325). Agency records would assist in executing my case study evaluation because critical 

information such as test grades of ELL students, the number of identified students ELL students 

who were opted-out of the program, or the number of certified ELL teachers within the district 

can be found through records maintained at the school. In addition, strategic plans and school 

board policies outlining the objectives for the ELL program may be found through the Milford 

School District website or through some internal data system.  

 Ethical challenges may arise when seeking access to these records by an evaluator, 

especially in education where school districts are beholden to uphold federal privacy laws. I will 

discuss ethical challenges in program evaluation in a later section.  

 Direct Observations. Firsthand observations can be an effective tool in program 

evaluations. As Cohn Berman & Vasquez (2015) describe, “trained observer ratings can serve to 

rigorously compare and assess differences in service quality and conditions over time or provide 
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an accurate picture on a one-time or ad hoc basis” (p. 442). Using trained observers to conduct 

observations can be cost-efficient especially if trainers are volunteers and it is highly beneficial if 

those volunteers remain committed to the instructions and have no biases (2015, p. 441).  

 In evaluating the ELL program, I would use a trained observer to observe the 

performance of an ELL teacher in the classroom. First, the evaluator or observer must have a 

rubric to abide by and a rating scale to indicate the level of performance demonstrated. I have 

provided an example of a rubric and rating scale I would use to observe the performance of an 

ELL teacher in the classroom.  

Figure 2 

Rubric and Rating Scale for Observing ELL Teachers in the Classroom 

 

 As illustrated in Figure 1, the rubric and rating scale for observing an ELL teacher in the 

classroom would consist of several questions the trained observer must keep in mind while 

judging truthfully and without bias the performance of the teacher using the rubric scale.  
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 Interviews and surveys. Interviews and surveys are an important tool for nonprofit and 

public organizations because it is necessary to evaluate program delivery and results as well as 

customer satisfaction (Newcomer et al., 2015). Since ELL students and families are the main 

participants and beneficiaries of the ELL program, using in-person interviews and telephone 

surveys would be the most appropriate data collection tools for reaching these families. I say this 

because ELL students and families typically come from cultures where trust is needed before 

members of these communities engage in any request. In-person interviews and telephone 

surveys would allow bilingual evaluators or evaluators with the assistance of translators to 

establish connections with families and letting them know of the importance of completing the 

survey or the interview.  

Figure 3 

Survey and Interview Questions for the English Language Learner Program 
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 I would use telephone surveys or in-person interviews to evaluate ELL families’ 

satisfaction with the program. As illustrated in Figure 3, the questions are asked in an order to 

gauge the participants in expressing their responses on a rubric scale of 1 to 5, with 1 indicating 

“strongly disagree” and 5 indicating “strongly agree.” I have also provided respondents the 
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opportunity to select the rubric scale of “3” to indicate that they are “neutral” about the question 

because Newcomer & Triplett (2015) state that offering such option “does not lead to 

respondents to rely overly on them” (p. 362). At the end of the survey and interview, the 

respondent would have the opportunity to respond to an open-ended question which would allow 

them to express anything that was not asked in the survey.  

 Given that most families in the ELL program are non-English speaking, the questions 

when conducted either by telephone or in-person, as I’ve suggested, must be translated to the 

appropriate language the respondents speak or communicate in. The evaluator must be culturally 

sensitive to the responses and needs expressed by the respondent because any 

misunderstanding—intentional or not—may intimidate the interviewee, which may lead to bias 

in the responses.  

 Encouraging Participation by Respondents. Most importantly evaluators need to build 

trust and confidence. Once confidence and trust are established many culturally diverse families 

are willing to engage, especially when evaluators state the objective of such surveys: improving 

the program for their students and for future students. Newcomer & Triplett (2015) indicate that 

telephone surveys and in-person interviews require additional attempts if no response is provided 

at first (p. 376). Additionally, the more professional a survey looks, the more likely it is for 

respondents are to respond, and the more professional the evaluator displays him or herself, the 

likelier respondents are to trust them and respond.  

 Ensuring validity and reliability in the findings. Validity is ensuring “that the measure 

accurately assesses what the evaluator intends to evaluate,” and reliability is ensuring that “a 

measure can be expected to produce similar results on repeated observations of the same 

condition or event” (Newcomer et al., 2015, pp. 15-16). 
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To ensure reliability with families of the EL program who may not speak English, I need 

to ensure that questions are translated into multiple languages and consider whether the 

translation of questions will elicit comparable responses from all respondents. Additionally, I 

could pretest data collection instruments with representative samples of intended respondents 

(2015, p. 17). Training evaluators adequately and observing them when conducting interviews is 

another way to ensure reliability of questions being asked and how they are being asked. 

Measurement Validity. Hatry & Newcomer (2015) express that “the specific criteria for 

operationalizing concepts, such as program outputs and outcomes, should be logically related to 

the concepts of interest” (p. 702). In other words, the measures used for evaluation must concur 

with the intended goals of the program. To ensure that the findings evaluate the intended goals of 

the ELL program, I must: secure input from stakeholders on appropriate evaluation criteria; pre-

test data collection instruments appropriately; use adequate indicators of program effects; and 

adequately train data collectors (2015, pp. 705-706).  

Before conducting the program evaluation of the ELL program, I must ensure that 

stakeholders such as the program manager and district administration agree on the criteria and 

appropriate data collection methods. One way I can do this is by constructing a logic model, as 

displayed in Figure 1, to ensure all stakeholders agree on the inputs, outputs, and outcomes of the 

program.  

To ensure measurement validity, I must test data collection instruments beforehand. For 

the ELL program, this means ensuring that all questions are accurately translated and are 

culturally sensitive to the population group so as to capture the “intended phenomenon” (2015, p. 

707).  
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I must use various adequate indicators of program effects to achieve measurement 

validity. For the ELL program, this means using different indicators of student success such as 

test scores, graduation rates, comparison of ELL student performance with those students who 

were not placed in the program. I should strive to review the objectives of the program from 

different stakeholder viewpoints to minimize significant effects on the evaluation that was not 

anticipated prior. 

Furthermore, to ensure measurement validity I must adequately train data collectors. For 

the ELL program, data collectors should be trained in cultural sensitivity because they will deal 

with diverse families. It also means that data collectors should minimize any biases when 

performing interviews, surveys, or observations so as to not solicit biased responses by 

respondents or those who are being observed. Moreover, data collectors in the program must 

continually be assessed and evaluated by program managers to ensure that any other 

unanticipated challenges arise, they are minimized so as to not affect the evaluation of the 

program.  

Ethical Challenges. Given that program evaluators may need certain information to have 

a sense of the program and its effects before and during the evaluation, this can create some 

ethical challenges. One of those ethical challenges includes upholding the confidentiality and 

privacy of student information (Newcomer et al., 2015, p. 819). 

The Family Educational Rights and Privacy Act (FERPA) protects the privacy of student 

education records such as grades and other personally identifiable information of the student or 

his/her family, and it applies to all schools that receive federal funds (U.S. Department of 

Education, 2018). With this in mind, evaluators will most likely have to receive consent from 

parents to obtain protected student information, especially when evaluating a program like the 
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English Language Learner program, which will require obtaining grade reports as well as the 

entry program evaluation that determines if students are eligible for the program. 

Hatry et al. (2015) expresses that the information evaluators retrieve during their 

evaluation “should not violate the anonymity, confidentiality, or privacy rights of program 

participants . . .” (p. 819). Given this ethical challenge, some strategies that can help guide and 

minimize the risk of evaluators from violating confidentiality and privacy rights of students in 

program evaluation, specifically for the evaluation of the ELL program may include: 

• Reviewing school board policy for ways to obtain confidential information and other 

agency records pertaining to students. While not all school districts may have information 

on how to retrieve confidential information—as is the case in Milford School District—it 

is important for evaluators to read and understand state and federal law that details how 

to legally obtain educational records; 

• If and once confidential information is retrieved, evaluators must still uphold 

confidentiality and anonymity of student information. No information in the actual 

evaluation or dissemination of that information should state or directly quote a student’s 

name or records without parental consent; 

• If evaluators are unable to receive consent prior to the evaluation from parents, they 

should seek other alternatives of retrieving data without personal identifiers. However, 

this may not be feasible or worthy as some information is directly linked to student 

information, which may be crucial for the evaluation; and 

• A professional code of conduct that is written by the program manager or some other 

official that will oversee the program evaluation can also prove helpful to the program 

evaluator when conducting his/her study. 
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Another ethical challenge that may arise during the evaluation of a program is cultural 

competence and understanding of different cultures and values of individuals and groups. 

Cultural competence is defined as “the ability to act with sensitivity to and understanding of 

cultural values of individuals and groups” (Children, Youth, and Families At Risk [CYFAR], 

n.d.). It involves ensuring that the evaluation is respectful and responsive to participants and 

those involved (n.d.). 

The English Language Learner program involves students who do not speak English as 

their first language and may be literate and orally competent in a foreign language; it may 

involve parents who are immigrants; it may involve students with different religions and cultural 

values; and it may involve financially disadvantaged households. Given these factors, evaluators 

must ensure that they are displaying cultural competence and not displaying criticism and 

intimidation of participants during the evaluation. Some strategies that may help guide or 

minimize this ethical challenge may include (n.d.): 

• Using appropriate language, reading levels, and delivery methods of surveys and other 

evaluation tools; 

• Self-reflection of the evaluators own cultural values and beliefs; 

• Building trust with participants as trust; 

• Knowing of negative perceptions or stereotypes of a certain community and ensuring that 

this does not alter or affect the study; 

• Adapting to different measurement tools or outreach methods to ensure that all 

stakeholders, especially participants, are reached effectively; 

• Taking a cultural awareness training by an outside organization to improve skills and 

understanding. 
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The Cost-Benefit of Analysis  

In any program evaluation it is important to provide either a cost-effective or cost-benefit 

analysis of such evaluation, especially for governing bodies and stakeholders who provide 

funding for the program. I believe that a cost-benefit analysis or CBA will be the most 

appropriate analysis for the ELL program. According to Riegg Cellini & Kee (2015), a CBA 

“relates the costs of a program to its key outcomes or benefits by attempting to compare costs 

with dollar value of all of a program’s benefits” (p. 636). Furthermore, they indicate that a CBA 

is most useful when analyzing a single program (2015, p. 638).  

Before determining costs and benefits of the program, it is important to determine whose 

costs and benefits should count. The ELL program in the Milford School District affects students 

of the district but it is also important to consider the state taxpayers since they fund educational 

programs. Therefore, the scope of the costs and benefits should be based on a state-level 

perspective (Riegg Cellini & Kee, 2015, p. 642).  

When considering costs and benefits of the program, it is also important whether those 

costs and benefits are direct or indirect and tangible or intangible (2015, p. 643). Direct benefits 

and costs are those that are closely related to the primary objective of the project whereas 

indirect costs and benefits may be intended or unintended. Tangible benefits and costs are those 

that can be converted into dollars whereas intangible costs and benefits it is not easy to place 

dollar values. Fiscal benefits and costs are those that are financial, and social costs benefits are 

those that are benefits and costs to society.  

Some costs of the ELL program would include: 
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• Costs to participants, which is usually defined in opportunity costs. So, for example, for 

ELL students, this would loss of opportunity to have regular instruction with non-ELL 

peers. This cost would be indirect, tangible, and fiscal.  

• Costs to society, which could include the cost of tuition reimbursement for teachers 

seeking ELL certification. This cost would be direct, tangible, and fiscal.  

• Ongoing investment costs, which could include existing classroom facilities (these would 

be direct, tangible, and fiscal costs) and purchase of texts and computers (these would be 

direct, tangible, and fiscal costs).  

• Recurring costs include salaries for ELL teachers and support staff (direct, tangible, and 

fiscal costs); opportunity cost for parents who need to stay engaged throughout the 

process (indirect, tangible, and social cost);  

By contrast, the benefits of the program include:  

• Benefits to ELL students as those who participate in the program are likelier to graduate 

high school, are able to immerse into American culture quicker, and are likelier to go to 

college.  

• Benefits to society as ELL students and families who are able to understand the English 

language are able to participate in society and students are less likely to drop out of 

school at any point.  

Since CBAs require that costs and benefits be monetized, I would monetize costs through 

opportunity costs, cost of capital assets, and sunk costs. As for monetizing benefits, comparing 

program benefits to non-market goods and services, find the cost savings or cost avoidance of 

program implementation, and time saved would be a couple of ways to do that.  
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Furthermore, it is important to note that benefits of programs should be evaluated over a 

lifetime given that many educational programs benefit students in the long-run and the effects are 

not immediately seen or felt.  

Recommendations  

Once the case study has been conducted, program evaluation findings should “be clear, 

concise, and intelligible to the users for whom the report is intended” (Hatry & Newcomer, 2015, 

p. 722). Strategies that I would use to show the findings from the evaluation include: 

• Presenting preliminary findings to key program staff (2015, p. 721). Providing district 

administration or the ELL program manager preliminary findings of the evaluation 

would serve as a courtesy but also as a way to receive feedback and clarifications that 

I should make to the report or findings before presenting to other stakeholders.  

• Carefully linking objective findings and objective data to the conclusions offered 

(2015, p. 722). For the ELL program, this means that I should be careful not to link 

the responses of the surveys or the observations of teacher performance to the 

outcomes of the program as some of that information may be negative.  

• Presenting information in a professional manner. For the ELL program, this means 

that the final report includes the documentation of findings “in the body of the text, 

appendixes, or a separate volume” (2015, p. 722). 

Moreover, once the case study has been performed, evaluation findings must be used to 

improve the program. Hatry et al. (2015) indicate that evaluations are often threatening and 

“provide ammunition to those who want to eliminate the program” but program improvement is 

the ultimate goal (pp. 820-821). Some strategies that I would use to encourage use of the ELL 

program findings include: 
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• Encouraging the ELL program managers to establish annual evaluations and seek 

diverse participation from program participants and community stakeholders. Given 

that the Milford School District does not have an evaluation plan for the ELL 

program, this would be a high priority.  

• Make recommendations on improving the ELL program based on the findings such as 

adopting a board policy mandating the annual evaluation of the ELL program.  

• Increasing stakeholder participation from non-profit agencies, community leaders, 

and other school district ELL program managers to enhance the program evaluation.  

• Consider publicizing the findings in journal articles, webinars, op-ed pieces, etc.  

By using these strategies to encourage the use of the ELL program findings, the Milford 

School District’s English Language Learner program can become the leading model for other 

districts to use while increase the ELL student performance, which is desperately needed.  
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