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Executive Summary

Authority for the Project

This evaluation framework was approved by the Audit and Review Committee (ARC) as part of
the 2001-2002 Plan of the Audit and Ethics Sector.

Objective

To develop an evaluation framework that will form the basis for an Evaluation of the
Environment, Safety, and Health (ESH) training effectiveness for Public Works and Government
Services Canada (PWGSC) managers and employees as per the Occupational Health and Safety
(OSH) regulations outlined in the Canada Labour Code (CLC), Part IL

Scope

The evaluation framework was conducted prior to the new organizational structure for PWGSC
of November 12, 2002, in the former following areas: Corporate, Environment, Safety and
Health Directorate (CESH), Government Operational Service (GOS) and the Branches most
affected by the CLC, Part Il OSH training legislation, principally Real Property Services (RPS),
and Government Telecommunications and Informatics Services (GTIS). Also included was the
Human Resource Branch (HRB), a key delivery agent for training.

The evaluation team reviewed the existing Environment Safety and Health Training mandate,
objectives, governance structure, accountabilities, corporate and job-specific training, the
delivery of training, performance measures and results information.

Background

The purposc of the CLC, Part II is to prevent work place accidents and injuries. It sets out the
key roles and responsibilities of employers and employees for safety and health matters.

Bill C-12 (Sept. 30, 2000), an Act to amend the CLC Part 1l, realligned responsibilities by
placing greater onus on employers and employees to collectively ensure a healthy and safe
working environment.

Environment Safety and Health (ESH) Training is one component of the Environment Safety and
Health Program in PWGSC. The purpose of PWGSC ESH Training is to support the effective
implementation of CLC, Part II, by training employees in safety and health matters relative to
their occupational needs. PWGSC employees are responsible for complying with ESH rules and

regulations by working in a manner that promotes a healthy and safe working environment

Public Works and Government Services Canada 1
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As aresult of the Act amendment, the Deputy Minister requested that an Evaluation Framework
and a subsequent evaluation be undertaken.

Approach and Methodology

The methodology used to prepare this evaluation framework is based upon Treasury Board
Secretariat’s Results-based Management and Accountability Framework (RMAF). The approach
used consisted of a document review, interviews with stakeholders at PWGSC Headquarters and
telephone interviews with the Regional Managers, Safety, Security and Emergency Preparedness,
Western and Atlantic Regions. The evaluation framework was validated with the Director,
CESH, to ensure common understanding of program objectives; the logic model and
performance indicators. A draft of this Evaluation Framework report was accepted by the
Director, Corporate Environment Safety and Health, in March, 2002.

The project was conducted by the Audit and Ethics Sector, PWGSC, supported by Consulting
and Audit Canada (CAC) resources.

Evaluation Framework

The objectives of the Evaluation Framework for ESH training are to:

. develop a component profile of the program;
i identify the key issues to be examined in a future evaluation; and
. determine data collection needs to enable/enhance a future evaluation of key issues.

The Framework consists of the following components:

. a program profile ;

. a logic model;

. an evaluation strategy; and

. data collection necds and analysis.

This Evaluation Framework will facilitate future formative and summative evaluations of ESH
Training, as well as ongoing performance measurement of the program.

Recommended Evaluation Strategy

It is recommended that management evaluate the main success and effectiveness issues of the
ESH Training program. An evaluation of these issues will determine if ESH Training meets its
objectives appropriately and effectively, is cost-effective and is without unwanted outcomes. The
appropriateness of its governance structure will also be assessed.

This evaluation framework report comprehensively outlines a series of sixteen evaluation
questions that when answered will form the basis for an evaluation of the success and

Public Works and Government Services Canada 2
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effectiveness of ESH Training. Suggestions are provided in the report for each of the questions
proposed: performance indicators, data collection methodologies, sources for the data and timing

It is recommended that management develop an action plan to implement this evaluation strategy
to ensure accurate and reliable performance information is available to facilitate ongoing
performance measurement and future evaluation of ESH Training.

Public Works and Government Services Canada 3
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1 Authority for the Project

This evaluation framework was approved by the Audit and Review Committee (ARC) as part of
the 2001-2002 Audit and Ethics plan.

Objective

To develop an evaluation framework that will form the basis for an Evaluation of the
Environment, Safety, and Health (ESH) training effectiveness for PWGSC managers and
employees as per the Occupational Health and Safety (OSH) regulations outlined in the Canada
Labour Code (CLC), Part 1L

Scope

The evaluation framework was conducted prior to the new organizational structure for PWGSC
of November 12, 2002, in the former following areas: Corporate, Environment, Safety and
Health Directorate (CESH), Government Operational Service (GOS) and the Branches most
affected by the CLC, Part II OSH training legislation, principally Real Property Services (RPS),
and Government Telecommunications and Informatics Services (GTIS). Also included was the
Human Resource Branch (HRB), a key delivery agent for training.

The evaluation team reviewed the existing Environment Safety and Health Training mandate,
objectives, governance structure, accountabilities, corporatc and job-specific training, the

delivery of training, performance measures and results information.

2 Evaluation Framework Objectives

The objectives of the Evaluation Framework for ESH training are to:

* develop a component profile of the program;

* identify the key issues to be examined in a future evaluation; and

 determine data collection needs to enable/enhance a future evaluation of key issues.

3 Approach and Methodology

The methodology used to prepare this evaluation framework is based upon Treasury Board
Secretariat’s Results-based Management and Accountability Framework (RMAF). The approach
used consisted of document review, interviews with stakeholders at PWGSC Headquarters and
telephone interviews with the Regional Managers, Safety, Security and Emergency Preparedness,
Western and Atlantic Regions. The evaluation framework was validated with the Director,
CESH, to ensure a common understanding of program objectives; the logic model and
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performance indicators. A draft of this Evaluation Framework report was accepted by the
Director, Corporate Environment Safety and Health, in March, 2002. The project was
conducted by Audit and Ethics, PWGSC, supported by Consulting and Audit Canada (CAC)
resources.

4 Component Profile

The program profile presents the background of the training component of PWGSC’s ESH
Program. It sets out the background, mandate, objectives, a description of training, governance
and structure. It includes a Logic Model, which outlines ESH training activities, their related
outputs, direct and intermediate outcomes, and impacts, as they link back to the program
objective. Once approved by the Director, ESH, the Profile forms the basis for further
consultations with management and with clients/stakeholders to derive evaluation issues and data
collection requirements.

4.1 Background

The purpose of the CLC, Part II is to prevent work place accidents and injuries. It sets out the
key roles and responsibilities of employers and employees for safety and health matters.

Bill C-12 (Sept. 30, 2000), an Act to amend the CLC Part II, realligned responsibilities by
placing greater onus on employers and employees to collectively ensure a healthy and safe
working environment. As a result of the Act amendment, the Deputy Minister requested that an
Evaluation Framework and a subsequent evaluation he undertaken.

Environment Safety and Health (ESH) Training is one component of the Environment Safety and
Health Program in PWGSC. The purpose of PWGSC ESH Training is to support the effective
implementation of CLC, Part II, by training employees in safety and health matters relative to
their occupational needs. PWGSC employees are responsible for complying with ESH rules and

regulations by working in a manner that promotes a healthy and safe working environment.

4.2 Mandate

The legal basis for occupational health and safety training stems from the Regulatory Framework
of Human Resources Development Canada (HRDC) as set out in the CLC, Part II and its
amendments.

The CLC, Part I1, identifies specific obligations for employers to train employees.

HRDC is the regulator for Occupational Safety and Health (OSH) matters which includes
responsibility to monitor and enforce CLC Part Il Both the CLC Part I and the Treasury Board

Public Works and Government Services Canada 5
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OSH Policy require that employers (Other Government Departments (OGDs)) provide
information, instruction and the necessary training to ensure safety and health in the workplace.
Departments are required to report annually to TBS on OSH training in the Multi-Year Human
Resource Plan.

4.3 Objectives of the Training Component of the ESH Program

There are no formally articulated objectives for the training component of ESH as a whole.
However, from the objectives of individual courses, and our interviews, the objectives of the
training component of the ESH program can be described as follows:

 support the effective implementation of CLC Part II by training employees
in safety and health matters relative to their occupational needs and for
employees to be responsible for complying and working in a manner that
provides a healthy and safe working environment;
* meet employee occupational safety needs; and
» provide employees with the knowledge to work in a manner that safeguards both themselves
and their co-workers.

44 ESH Training Logic Model
The following is the Logic Model that was developed for PWGSC Environment Safety and

Hcalth Training. It describes the activities of Environment Health and Safety Training, their
related outputs, the direct and intermediate outcomes and probable impacts.

Public Works and Government Services Canada 6
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Environment, Safety and Health Training -Logic Model 2002-07-19

Program
Objective

working environment.

To support the effective implementation of CLC Part Il by training employees in safety and heaith matters relative to their
occupational needs and for employees to be responsible for complying and working in a manner that provides a healthy and safe

1

[
[ ESH Training

[
} Key Elements |t | (Corporate and and Job-Specific)

} } ESH Training Support

Develop training
- Assess organizationat needs for ESH training
- ldentify training available and training gaps

- Design and develop new or revised training courses and supporting

Provide corporate support for ESH Training

- Develop & implements ptans (strategic plan, annual tralning plan, identity
resources)

- Maintain data and report on training

- Trained managers and staff
- Trained H&S representatives and committee members

documentation - Develop promotional material related to ESH training

Deliver training - Provide leadership & advice re: ESH training and training policy
Activitics - Schedule training Support PWGSC Governance Arrangements for ESH Training

- Jdentify training participants - Developlc ibute to a mar t framework for ESH training

- Select delivery mode, trainers, facilities - Participate in PWGSC committees related to health & safety training

- Conduct training sessions - Consult with PWGSC training partners and stakeholders;

Assess training Co-operate with organizations external to PWGSC

- Review participant feedback - Participate in Gov. of Canada committees related o health & safety training

- Monitor training courses - Liaise with organizations outside PWGSC involved in ESH training (T8S,

- Monitor training participation by target group HRDC, and other government departments, provincial governments etc)

I

- Delivery of corporate and job-specific training courses - Strategic plans, annual training plans, tools, resources, data, reports

- Training material (e.g. course curricula, training manuals, safety - Advice and documents related to ESH training & trainning policy
Outputs chaecklists) . Management framework - roles. responsihilities, accountabilities for ESH

training
- Cooperative relationships are developed within and outside of PWGSC
- Knowledge of legislative requirements & good practices related to ESH training

l

Direct
Outcomes

component of ESH

- PWGSC fulfills its legal obligations with regard to ESH training

- Managers, staff, and H&S representatives and committee members
are aware of their health &safety roles, responsibilities & accountabilities
- PWGSC employees have the knowledge required to work safely

- Training recipients and stakeholders are satisfied with training

- ESH training has the appropriate levels and corporate support

- ESH training is accessible

- PWGSC partners and stakeholders are satisfied with level of co-operation
- Clear and shared understanding of ESH training within PWGSC including
appropriate roles, responsibilities, accountabilities

- ESH training is current & compatible with relevant legislation & training

practices

I

- Managers actively support ESH program
intermediate - Staff apply H&S training in their jobs
Outcomes
their H&S role

- H&S representatives and committee members apply their training to

- ESH training is integrated and co-ordinated within PWGSC
- ESH training is integrated into and supports the ESH program

I

I

Impacts

-Safe and healthy work environment
- Reduced risk
i - ESH is a corporate value within PWGSC

Public Works and Government Services Canada
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4.4.1 Description of Training

The National Health and Safety Committee establishes a Departmental training plan that
provides corporate and job-specific training in the Department. Corporate training is
oriented toward awareness of roles, responsibilities and accountabilities for all
employees. Job-specific training is operational in its orientation and directed toward
particular occupational requirements primarily related to trades and technical staff
requirements.

Corporate training:

1Health and Safety -Corporate Training

12 | —Emergency Floor Warden

--Emergency Procedures

--ESH Awareness - Executives

--ESH Awareness - Employees

--ESH Awareness - Managers and
Supervisors

--Hazardous Occurrences -- Investigator

--Hazardous Occurrences -- Investigator
Self-Learning

PWGSC  offers  approximately
corporate safety and health courses.
Corporate training tends to cut across the
Department. ESH awareness training is
mandatory for all employees and is given
at 3 levels, Executives, Managers and
employees.Other training courses are
directed at personnel involved in health

and safety issues including safety and
health committees, employee health and
safety representatives, and emergency
floor wardens.

--Preventing Back Injury

--Standard First Aid and CPR

--Refresher First Aid and CPR

--Workplace Committee member and
Ergonomics Training

-- Your Health and Your Computer

Job-specific training:

The job-specific training is targeted to the
requirements of the position or the site
where work takes place. The one day
construction/maintenance safety
awareness course and modules one and
two of the hazardous awareness training
have the broadest target audience and are
directed to employees visiting a
construction site, or who manage
contractors, or employees on construction
sites. Other courses such as confined
space entry, electrical safety awareness,
safe operation of forklifts, and workplace
hazardous materials information systems
training are specific to job requirements.

Health and Safety -Job Specific

Training

--Asbestos-Building Managers

--Asbestos Control in Building Asbestos
Management

--Basics of Confined Space Entry

--Confined spaces -Refresher

--Construction-Maintenance Safety
Awareness

--Electrical Safety Awareness -Level 1,
2,3, Recertification

--Fire Extinguisher

--Indoor Air Quality

--Respiratory Protection

--Safe Operation of Forklifts

--Transportation of Dangerous Goods -
Recertification

--Workplace Hazardous Materials
Information System (WHMIS) Site
Specific Training

Public Works and Government Services Canada
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4.5  Training Delivery

Nationally, corporate training is delivered through the Director Corporate Environment, Safety
and Health (CESH). Job-specific training may be delivered by a number of organizations within
PWGSC. Some organizations rely on CESH for the delivery of job-specific training, while
others, including the Director General, Architectural and Engineering Services and the Director
General, Assets and Facilities Management Services, deliver their own job-specific training. In
the regions, both corporate and job-specific training are delivered through regional Environment,
Safety and Health divisions. The Human Resources Branch plays a support role in developing
training from a pedagogical perspective, including scheduling and logistics support. Other
co-deliverers include the various training units within each Branch and regional Safety and
Health units.

4.6  Target Population

PWGSC has approximately 12,500 employees. As of August 2002, out of 5,000 Headquarters
employees, 2,200 of them have received the mandatory ESH awareness training. It is difficult to
report on the number of people trained, as the tabulation is dependent on whether the names are
input into the Human Resources Branch Integrated Training system (ITS) The Director CESH
anticipates that all employees will have received the ESH Awareness Training in the next two to
three years.

4.7 Governance and Structure
4.7.1 Overview of Accountabilities

HRDC is the regulator for Occupational Safety and Health (OSH) matters which includes
responsibility to monitor and enforce CLC Part 1L

Treasury Board OSH Policy requires that employers provide information, instruction and
the necessary training to ensure safety and health in the workplace. Departments are
required to report annually to TBS on OSH training in the Multi-Year Human Resource
Plan.

The DM, PWGSC, has the overall accountability for the effectiveness and administration
of the health and safety program. The DM has delegated responsibility for the provision,
evaluation and reporting of ESH training, to the ADM, GOS.

The ADMs, CEOs, Regional Directors General, Directors, HQ and regional managers are
accountable for ensuring employees are provided with ESH training and education.

The DG, Safety, Health, Security and Emergency Preparedness provides corporate
leadership across PWGSC to ensure the security of human resources, physical assets,
contracts and information technology, and is accoutable to the DM, Associate DM and
ADM, Corporate Policy and Infrastructure Services.

Public Works and Government Services Canada 9
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The National Safety and Health Committee participates in the development,
implementation, and review education programs for employees.

Regional Safety and Health Committees including the National Capital Area Committee
establish training plans for their respective regions.

The local Workplace Health and Safety Committees and Representatives have active
roles in identifying training requirements, monitoring training, and establishing and
promoting health and safety education

The operational responsibility rests with the Director, Corporate Environment, Health and
Safety (CESH), who reports to the Director General, Safety, Health, Security and
Emergency Preparedness. CESH is responsible for the provision, identification,
development & revision of ESH training as well as the analysis of training data. It
ensures the effectiveness of branch/regional health and safety training programs and
provides advice to managers on ESH training.

In the regions, ESH managers report to Regional Directors General (RDGs). They
co-ordinate the identification of training needs, the delivery of job-specific/corporate ESH
training, maintain training records and report on regional health and safety training. The
following Chart shows the reporting relationships.

Accountability Structure for OSH Training - Overview
January 2003

88 HRDC
Employer Regulator

| e - National S&H Ctte

1
1

[ e N |
| ADM, CPIS e - K
-7 t

-7 !

-7 1

!

!

TADMHRB |

<

1 -

All ADMs and CEOs

| DG, Safety, Healtn, Security and ]

_ Regional S8H Cttee []

f
. |

- 5 Regional Director Generals
1

1

| Directors -
1 Managers and Supervisors B TTTTme—aol !
- TTTTmm~——o_L Workplace S&H
e Cttee
Employeas I/ PP

i
i
i
1
i
i
1
i
i
t
1
1

Legend: Full lines demonstrate the reporting relationship
Dotted lines demonstrate the consultative role of the Union Mgt Cttees
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4.7.2 CESH Resources

At the time this evaluation framework was developed CESH had a complement of 19 full
time equivalents (FTEs) to deliver the ESH program. For the fiscal year 2001-2002
CESH had a budget of $2,353,900.

In August 2001, management established priorities for training and approximately 8 FTEs
from the RPS (Operational Support Services) were transferred to CESH.

Public Works and Government Services Canada 11
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5 Evaluation Strategy

The following is a suggested comprehensive model to do an evaluation. Management will need
to decide what it can afford to do, as a cost-benefit analysis has not been done. The proposed

evaluation strategy is presented in the form of a Table which summarizes 16 possible Evaluation
Questions, and suggested Performance Indicators, Data/Methodology, Source and Timing for
Data Collection/Analysis Reporting.

These questions are focussed on Success and Effectiveness, as identified in the I'reasury Board
Secretariat Evaluation Policy, dated April 1, 2001:

* Success (is the policy, program or initiative effective in meeting its objectives, within budget
and without unwanted outcomes?)

* [Effectiveness (are the most appropriate and efficient means being used to achieve objectives,
relative to alternative design and delivery approaches?)

The strategy also discusses data and methodological issues that will impact on the execution of
an evaluation and briefly presents the evaluation options and recommendations.

Implementation of ongoing comprehensive monitoring will be required to provide data (or use
both in managing the program and as input to evaluation. This will require management
agreeing to implement new data gathering mechanisms and refining and modifying existing
methods. 'These requirements are presented in more detail in section 5.1 Methodology and
Timing

Public Works and Government Services Canada 12
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2001-715 Environment Safety and Health Training
Evaluation Framework Report

5.1 Methodology and 1'iming

This section describes data collection needs to enable/enhance a future evaluation. It suggests

individual data collection methodologies, which are cross-walked against the evaluation
questions. Suggestions have been made in a management letter regarding Data Elements and

Evaluation Priorities.

An effective evaluation is dependent upon the availability of accurate and complete data. The
preliminary interviews conducted during the development of this framework have raised some
concerns relative to current data availability, accuracy and completeness. Without accurate and
complete data, it will be more difficult to develop many of the quantitative indicators proposed in
the framework and to conduct trend analysis.

The accuracy and completeness of recorded ESH training information in the HRB ITS needs
improvement. Because accidents are not always being consistently reported, the Security
Information Management System (SIMS) data may be incomplete. In accident reporting there is
inconsistent and irregular identification of the absence of training as a key cause of the more
serious accidents. Consequently, this relevant information is not being captured in existing
reporting systems.

There is also a lack of data related to overall training. There is no regular monitoring of ESH
training which would provide consistent data on the delivery of training courses (delivery
methods, pedagogical tools, instructors, content), the amount of learning acquired, the retention
of learning information, or the application of ESH knowledge and improvements in the
workplace.

Currently there is limited baseline data available for ESH training to undertake comparative
analyses and assess progress. Implementing the data collection recommended in the evaluation
framework, where cost-effective, will be important to establish both baseline information and to
ensure reliable, relevant, and complete data is available to manage the program and provide key
evaluation information.

5.1.1 Methodology
The evaluation framework suggests six different methodologies:

e  Document review;

* Review of administrative data;

¢ Consultations with stakeholders;
* Expert assessment;

* Observation; and

e Studies.

Public Works and Government Services Canada 25
Audit and Ethics 2003-03-25



2001-715 Environment Safety and Health Training
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5.1.1.1 Document Review

Document review is a key methodology in the evaluation framework. It is
recommended for use in addressing all but two of the evaluation questions and
will require access to a wide variety of documentation. In some cases there will be
a requirement to implement procedures so that documentation is compiled on an
ongoing basis and assessed on a periodic basis. These data will provide input into
the evaluations but their prime purpose is to manage the program. Although there
is a participant evaluation form for each training activity, there is a need to ensure
a systematic compilation of overall course results, problem identification and
resolution. There is also a need to extend this analysis to the program level to
ensure that systematic problems are identified and resolved. In addition, there is a
need for a program to monitor, report, and improve ESH course delivery,

instructor performance, course content, delivery mechanisms (e.g.
computer-based learning, facilitated sessions, professional trainers, staff trainers)
and pedagogical tools.

To provide ongoing management data and to ensure the required documentation is
available for input to an evaluation, the following changes to ongoing data
collection are suggested:

* Expand the participant course evaluation; and
¢ Implement a formal program to monitor ESH training.

5.1.1.2 Review of Administrative Data

Administrative data refers to numerical data stored by a variety of means
including shared and stand-alone data bases, spreadsheets, and paper records.
This methodology is suggested for use in addressing seven of the evaluation
questions. The administrative data required comes from the ITS, SIMS, and
financial data bases and files, regional records related to ESH training and course
participation data, which may be found in a variety of formats and places. When
reviewing trends in accident statistics, careful attention should be paid to
analyzing the data to ensure that increases in reported accidents do not merely
reflect an increase in accident reporting rather than an increase in actual accident
occurrence.

Improvements to the current administrative data are required to improve data
integrity for the evaluation and ongoing program management. Interviews
indicate the ITS data base needs improvement in data input to ensure the data are
accurate and comprehensive. Some regions maintain local data related to ESH
training because of inaccuracies in the ITS data. Data on course participation are
not readily accessible in a data base format and will be required to address a
number of evaluation questions.
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In summary the following changes or improvements to administrative data are
required to manage the training program and to provide data for the evaluation:

* A data base in which the quality and integrity of the data are ensured;
* A data base to track participation in ESH courses.

5.1.1.3 Consultations with Stakeholders

Stakeholder consultation, via interviews and focus groups, is an important
methodology for both the formative and summative evaluations. Consultations
will enrich and provide context to improve the interpretation of the available
quantitative data; are necessary (o0 assess stakeholder satisfaction and
expectations; and, where quantitative data are in short supply, are the main data
gathering mechanism. Interviews are recommended for gathering data from
senior managers, the union, and representatives from organizations other than
PWGSC. Focus groups are an effective means of gathering data from groups
where interests and concerns are similar such as managers, operational staff, and
H&S committee members.

5.1.1.4 Expert Assessment

Expert assessment is recommended as a methodology to assess four of the
questions related to training appropriateness. Implementing this methodology
would require using an independent ESH expert with a good knowledge of
training from HRDC, another department, level of government, or the private
sector. This methodology would be useful not only to assess the current situation
but to provide information and feedback required to improve the program and to
ensure the resources are available to deliver it.

5.1.1.5 Observation

Our interviews and research have indicated that the most effective way of
assessing training effectiveness, that is, retention and behaviour is through
observation. While some indication of learning can be obtained through
document review (e.g. comparing differences in pre-and post-training tests)
measuring retention of knowledge requires other methods. Retention levels and
application of learning in the work place (behaviour) can be assessed through
interaction between staff and an ESH expert as well as observation of work
procedures and tasks. This methodology would require that the Department
establish an ongoing ESH monitoring program. This program would require an
ESH expert to make regular work place monitoring visits, produce reports, make
recommendations for improvements, and follow-up on implementation. In
instances where an entire work unit was scheduled for training, the program could
include before and after site monitoring visits to assess changes in behaviour.
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A component of the ESH monitoring program could include an ESH expert
exchange whereby ESH experts from other departments would participate in
PWGSC’s monitoring program and PWGSC experts would participate in their
monitoring programs. This would provide an opportunity to increase learning and
an exchange of good practices. The main purpose of the monitoring program
would be to provide information to manage the training program. The evaluation
would use the documentation produced by the program.

The following change is recommended to provide data to manage the program and
provide input to the evaluation:

* Implement an on-site ESH monitoring program.

5.1.1.6 Studies

The final methodology recommended is a study to examine the extent to which
the existing systcms and data are problematic and to make recommendations to
improve the quality and completeness of the data and the systems could be useful

in illustrating the linkages between training and the expected impacts.

In summary the following recommendation is made with respect to studies:

* Implement a study to assess data integrity and systems capability.

The following Table 2 below is a Cross Walk of the evaluation questions and Proposed Data
Collection Methodologies.
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5.2

Data Elements

Examples of output data and data elements have been included in a management letter to
management to help develop the required performance indicators.

5.2.1 Timing and Prioritization

The timing for the data collection, analysis and reporting is summarized in the evaluation
framework. Ongoing data collection refers to data that are perceived to be uscful in the
management of the program. The framework also suggests where responsibility for
gathering, analyzing and reporting could lie. These responsibilities will have to be
confirmed by those involved in ESH training. A number of the data collection activities
will require a commitment of time and resources to plan and implement these
methodologies or improve current activities.

A formative evaluation is usually conducted early in a program (about 2 years after
implementation) and tends to look at implementation issues, program improvements, and
progress in reaching objectives. Given that this program has been ongoing for some time,
PWGSC has indicated that it would like to undertake a formative evaluation soon after
the completion and acceptance of the evaluation framework. The merits to this approach
are that it will provide some baseline data against which future progress can be measured
and provide direction on how to improve training appropriateness, governance and
program effectiveness. However, there will not be time to implement the data gathering
mechanisms suggested in the framework so the formative evaluation will be highly
dependent upon two methodologies, document review and stakeholder consultations.
Finally, in light of the recent new organizatinal structure of the Department, the
evaluation should not take place until the new structures are consolidated and
functioning.

A summative evaluation tends to be an evaluation of a mature program (at least 5 years
out) and tends to focus on objectives achievement, impacts, and continuing need
(rationale issues). In this case rationale issues are not applicable. The summative
evaluation should focus on progress toward meeting longer term objectives achievement
and impacts. Although ESH training 1s, in reality, a mature program, its data collection
mechanisms and governance structure are not. The summative evaluation should focus
on assessing impacts and training effectiveness for which data should be available once
the framework is implemented.

Priorities for the evaluation questions to be addressed in the summative and formative
evaluations have been included in a management letter. The following Table identifies
suggested timing to implement the data collection mechanisms.
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T'kaihing‘effec‘tivéné'sé n progress”

* Expanded participant evaluation
of training
Training effectiveness HR and CESH Within 1 year
* Regular monitoring of ESH
training
Training effectiveness HR and CESH in partnership Within 2 years
* On-site ESH monitoring with regions and HQ operations
Consolidated participation data base | HR and CESH in partnership Within 1 year
with regions
Employee ESH profiles (ESH training | RC manager, HR, CESH Within 2 years
needs vs. training received) in a data
base
Data integrity & system capability HR, CESH, Regions After formative
study eval
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6 Recommended Evaluation Strategy

It is recommended that management evaluate the main success and effectiveness issues of the
ESH Training program. An evaluation of these issues will determine if ESH Training meets its
objectives appropriately and effectively, is cost-effective and is without unwanted outcomes. The
appropriateness of its governance structure will also be assessed.

This evaluation framework report comprehensively outlines a series of sixteen evaluation
questions that when answered will form the basis for an evaluation of the success and
effectiveness of ESH Training. For each of the questions proposed performance indicators, data
collection methodologies, sources for the data and timing suggestions are provided in the report.

It is recommended that management develop an action plan to implement this evaluation strategy
to ensure accurate and reliable performance information is available to facilitate ongoing
performance measurement and future evaluation of ESH Training.
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