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Literacy agencies may reproduce any sections of this manual for use in their agency. Please 
acknowledge the project partners. 
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Foreword 
 
This manual is about making ongoing program evaluation accessible, doable and useful to 
Literacy and Basic Skills (LBS) Programs. It focuses on how, you, as a coordinator, 
administrator or staff person, can approach evaluation in ways that make sense to you. It does so 
by highlighting how various entry points—processes or procedures that your program already has 
in place—can be used to make evaluation a part of your day-to-day activities. 
 
We anticipate that you will go through the entire manual before you begin to use specific 
sections relevant to your needs. It is important to have a broad understanding of what program 
evaluation means. 
 
We hope you will use this resource as you develop and implement your annual program 
evaluation strategy. This manual: 

• provides an overview of how and where program evaluation can fit into your pro gram 

• identifies entry points for integrating evaluation into your day-to-day activities 

• offers concrete, practical suggestions for using entry points effectively 

• relates your evaluation efforts to the Core Quality Standards and the five LBS Service 
Delivery Functions. 

Through evaluation, your program can show that you continually work towards better service to 
learners. Your passion drives your commitment; your evaluation proves it. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

Some notes about the text: 
 

1. Throughout much of the body of this manual we use "we" and "you". "We" 
refers to us, the authors or literacy practitioners in general. "You" refers to the 
likely reader of this text—an LBS administrator, coordinator, staff member or 
other practitioner with responsibility for doing program evaluation. 

 
We use the possessive pronoun "your" in statements like "your program", 
"your learners", "your work" or "your evaluation". It is understood that you do 
not own the referent. Using direct language makes the manual more readable. 

 

2. We often talk about learners and practitioners in the plural, avoiding the 
he/she dichotomy. In some places we arbitrarily use one or the other. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
 
 
 
 
 
 
 
 
 

Part 1 
 

Introduction 
 

 

• Introduction 
• Overview 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 

Introduction 
Experienced adult literacy practitioners will remember the time when being accountable to the 
government primarily meant describing the difference programs made in a learner's life, and 
describing all the support work that enabled this to happen. We typically did this in narrative 
grant applications that included a budget, a statistical profile of the learners served and the 
number of contact hours it took to do the job. Often, we would include learner publications and 
other program accomplishments. We were accountable to learners by comparing earlier work to 
later work. The progress made was self-evident. 

Being accountable has changed. It now involves a different kind of grant application that uses a 
different kind of language and entails a different set of criteria. Accountability is framed in the 
language of Literacy Service Plans and Business Plans; Service Delivery Functions and Core 
Quality Standards. We do goal-directed assessments and summarize results on training plans. We 
translate learners' communication, numeracy and self-management skills into the language of the 
learning outcomes matrix with its domains, success markers and levels. We report statistics on 
new and returning learners, their learning outcome levels, and their status at exit. We consult 
regularly with, and are evaluated yearly by, an LBS Field Consultant. 

Demands on our time have increased. We attend board meetings, staff development meetings 
and planning meetings for our own organization, our local planning and coordination committees 
and perhaps even for our sector. We work hard at establishing partnerships within our 
communities. Our professional commitment leads many of us to participate in conferences, 
workshops and other training events. 

Many of us organize and host bingos, or hold golf tournaments to raise funds. We may arrange 
mall displays and do extensive mailings that increase public knowledge of our individual 
programs, and knowledge about adult literacy issues. Some of us volunteer time to organize or 
participate in events for International Literacy Day, Volunteer Week, Family Literacy day and 
others. 

As dedicated professionals, we do all of this, and much more, to support adults in their literacy 
and numeracy goals. 

As coordinators, administrators and other LBS Program staff we are committed, busy 
professionals with many competing demands on our time, energy and resources. Providing the 
best service possible to learners continues to be our highest priority. Work that directly supports 
this program goal and meets the expectations and reporting requirements of LBS funders is also 
high on the list of priorities. Program evaluation seems to challenge these priorities. It may 
appear to us as: 

• One more expectation that requires additional work 

• Too time consuming, taking time and attention from learners 



 

 

• insensitive to the problems we face daily and the context in which we do adult literacy 
work 

• unrealistic or unfair since we do not have the resources or the expertise to do a proper 
evaluation. 

• an affront, assuming that we do not already reflect upon our work and strive to improve 
our services 

As a program coordinator, you have the expertise: you can use your scarce resources to do 
ongoing evaluation that will make sense to you and benefit your program. You can tap into your 
entry points—the procedures and activities you already do—to make evaluation a realistic 
process for you. 

You have many good reasons to do it, for program evaluation allows you to: 

• recognize and celebrate your successes 

• develop your program according to the needs you identify 

• demonstrate and document how and where your program already meets the Core Quality 
Standards and fits into the five Service Delivery Functions 

• demonstrate your program's ability to self-assess, set goals, plan, act and repeat the cycle 

• demonstrate accountability to learners, stakeholders, funders and other programs 

Overview 
What is this resource? 
This manual contains information about evaluation topics of specific interest to LBS programs. It 
shows how to make your program evaluation process doable. It offers different ways of 
approaching evaluation so you can choose what is best for your program. And, it provides many 
concrete, practical suggestions that you can use or adapt to make evaluation a part of your day-
to- day activities.  

This manual uses entry points to guide the integration of ongoing program evaluation into your 
program's daily activities. The Core Quality Standards and the five Service Delivery Functions 
(reproduced in Part 8 of the manual) frame the focus of your evaluation. 

We want you to be able to show what you already know about your program, to document that 
knowledge and develop strategies for evaluating its effectiveness. We want you to be able to use 
the information you get from evaluation to make positive changes in your program. Collecting 
information need not be too onerous and the changes need not be big or overwhelming. The 
process you decide upon is evidence of your continual desire to improve services to learners. 



 

 

How is it organized? 

Part 1 Introduction 

Part 2 provides general background information on program evaluation. This section should 
help you get oriented to your task. 

Part 3 summarizes key aspects of a sound evaluation strategy that can become a regular part of 
your program's routines. It identifies what you need to know to get started, and suggests 
ways to collect, analyze and use information. 

Part 4 is a story about a learner and a community literacy program. The story is organized 
around the Service Delivery Functions. Activities of the program staff, the volunteer tutor 
and the learner are correlated to performance indicators of the Program Visit Report, and 
the Core Quality Standards (CQS). As you read through the story, you should find many 
parallels with your LBS program. 

Part 5 will interest you as you evaluate your program using the five LBS Services. If you want 
to evaluate training plan development, for example, you would turn to that section in Part 
5. 

Part 6 focuses on specific quality standards that interest LBS programs - program evaluation, 
materials, outreach and practitioner training. 

Part 7 looks at how to integrate evaluation into programs that use volunteers. 

Part 8 contains four appendices: 1. Tips on facilitating focus groups, 2. Glossary of terms used, 
3. The Core Quality Standards, and 4. The Program Visit Report. 

 

 

 

 

 

 

 

 

 

 



 

 

Who should use it? 

The manual is designed to be used by staff in LBS programs: coordinators, administrators and 
teachers. 

Many of the approaches are participatory, and involve participants and other stakeholders from 
as many perspectives as practical. This enables more participants to have a voice in shaping the 
direction of your evaluation, encourages a greater sense of ownership of the evaluation cycle, 
and a deeper commitment to seeing action plans through. 

When should it be used? 

Use the manual when you need it. Think of it as tool to help you each time your program wants 
to consider a topic and develop an evaluation strategy. If, for example, your program is 
reviewing training plan development, you would turn to that section to get information and 
suggestions for incorporating evaluation into this component of your program. 

Remember... 

Work with what you know and do! 

Relate this to the CQS and the Service Delivery Functions. 

Use this guide to help you find approaches, methods and entry points that will work for you. 

Read the shadow-boxed scenarios to see how other programs have used evaluation. 

Refer to the volunteer section if you work with volunteers. 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

Part 2 
Program Evaluation 

• What is evaluation? 
• Why evaluate? 
• Key evaluation criteria 
• Who does evaluation? 
• Approaches to evaluation 
• Kinds of information 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Program Evaluation 
 

What is evaluation? 
Evaluation is a systematic cycle of gathering information, analyzing and reflecting upon it, and 
making appropriate changes to how and what is done, with an eye to continuous improvement. 

Literacy programs can use evaluation to identify strengths and needs, set realistic goals, and 
develop action plans to implement the desired change(s). When achieved, the cycle is repeated. 
Each cycle builds on previous knowledge, expertise and improvements. 

Why evaluate? 

• to allow programs to analyze their activities and performance 
• to identify areas of strength that need to be maintained 
• to identify areas of opportunity that need to be pursued 
• to identify areas of weakness that need attention 
• to demonstrate accountability to funders and other stakeholders 

Key evaluation criteria 

• useful 
• doable 
• integrated 
• flexible 
• within available resources 
• documented 

Who does program evaluation? 

• learners 
• teachers or instructors 
• board members 
• program manager or coordinator 
• volunteers 
• staff from other agencies 

 

 

 



 

 

Approaches to evaluation 
There are two main ways of approaching your program evaluation. We are calling these the 
traditional approach and the integrated approach. 

1. Traditional Approach 

In the traditional approach, evaluation is, truly, an added activity that requires substantial 
investments of time. Whether you want to explore barriers that learners' face or do a broad scale 
assessment of your program, this approach usually involves a detailed literature review, in-depth 
discussions with program participants and other delivery agencies (for comparative information), 
and a thorough analysis of your records. 

Your background research would guide the surveys that you would write and the focus groups 
that you would facilitate. You would worry about representative samples and would have 
extensive amounts of information to analyze. After months of hard work, you would need to 
determine the implications of this information for future programming policies, procedures and 
practices. Not surprisingly, traditional evaluations are usually done by an outsider. 

A traditional approach is not practical for LBS Programs who are expected to self-evaluate. 

2. Integrated Approach 

The approach we take in this manual, and the approach encouraged by the ministry, is one where 
evaluation activities are integrated into your day-to-day practices. Any evaluation method that 
can be done on a broad scale can also be done on a smaller scale and over time. Focus groups, 
surveys and interviews need to be done in ways that you find practical. Anecdotal information—
information that you collect on the side—needs to be harnessed. 

For example, you may want to ask: "How are learning materials being used?" or, "Are learners 
satisfied with the materials?" You need not do an extensive survey or hold several focus groups 
to understand this is better (although doing a short survey or holding a single, well-planned focus 
group can yield valuable results). Rather, in the course of your day-to-day activities, take 
advantage of the times that you talk to practitioners and learners. Ask them a few predetermined 
questions about materials. Jot down notes and file them for later review. After a short time you 
should have a good sense of learners' levels of satisfaction. You should also have sufficient 
information to know whether or not you need to get more or better materials, or use existing 
materials in different ways. When you have developed this sense (met your objectives) it is time 
to stop collecting information on that topic. 

 

 

 

 



 

 

Kinds of Information: Quantitative and Qualitative 
In general, there are two kinds of information that you will be using: quantitative and qualitative. 

Quantitative information usually deals with numbers: How many? How often? Every time you 
do a statistical report, you are working with quantitative information. 

Qualitative information usually deals with words: What do participants think? What do they 
feel? What do the minutes of this meeting reveal? 

If you want to know which organizations are referring learners to your program, keep track of 
your referrals and then add them up—a quantitative procedure and result. If you want to know if 
your outreach materials are accessible to learners, show them to your learners and ask their 
opinion on readability and design. Similarly, if you want to know if your learners are satisfied 
with their learning environment, qualitative information may be best. 

Often, these approaches can be combined. A short, multiple choice survey may reveal a trend 
that you will want to explore further through discussion. When you record learners' status upon 
program exit, you may also want to do a quick exit interview where possible to find out why they 
left when they did. You may take these qualitative answers and quantify them—25% of our 
learners left for health reasons. Or, if you ask every third learner about his overall satisfaction 
with the program, you would get a lot of qualitative information that could be restated as: Most 
learners who left our program were satisfied or very satisfied with their learning environment. 
The few who were not satisfied or very satisfied noted the following.... You will probably use   
both kinds of information. 

 

 

 

Anecdotal Information 

Anecdotal information is a particular kind of information that you probably use regularly and 
base many everyday decisions upon. It may take the form of afterthoughts and feelings expressed 
by program participants in conversations. It may be your own impression of a conversation 
between a tutor-learner pair or two instructors. Sometimes it is very clear: Learners phone you to 
share their successes; a learner approaches you to express a concern. 

Other times the information is a little fuzzy. A conversation with sorne program participants may 
create a slight sense of disjuncture within you. Reflect upon the real cause of this impression to 
understand it fully. Perhaps you are doing an orientation for new teachers and the questions they 
ask surprise you and cause you to re-evaluate your expectations. You respond accordingly by 
including material on, say, conflict resolution or math anxiety for the next orientation. 

Often, the understanding that arises through the ongoing collection of anecdotal information—
impressions, observations, pieces of conversations—whether positive or not, influences how you 

Whether your results are in numbers or words, the categories most, many, some and a few 
usually work well. 



 

 

gauge the successes of your program and suggests directions for change. For example, if 
anecdotal information suggests that learners are satisfied with what they are doing, then that 
issue may fall lower on your priority list in comparison to what the field consultant reported as 
needing change. Your anecdotal information does not mean that all learners are satisfied. It does 
not mean that you will not explore this issue further; however, if current information is 
favourable in a given area, then realistically, that area will not be a current priority. Your high 
priority areas will be those your field consultant identifies and other specific areas that you want 
to address or know need attention.  

Most evaluation guides warn against the use of anecdotal information. It is often seen as 
unsystematic and unreliable—soft data without substantiation. In this manual, we encourage you 
to recognize anecdotal information for what it is, a starting point. Keep using it! Document it! 
Make it purposeful! 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

Part 3 
 

Integrating Program 
Evaluation 

 
• The Big Picture 
• Getting Started 
• Collecting Information 
• Analyzing Information 
• Using the Information 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

The Big Picture 
A. Getting Started 

• choose a starting point 
• identify your issues 
• relate your issues to the CQS and items in the five Service Delivery 

Functions as listed in the MTCU Program Visit Report 

B. Collecting Information 

• be clear about your current policies and ongoing practices 
• decide on your entry points 
• choose methods that will work at your entry points 

C. Analyzing the Information 

• set aside a block of time for analysis 
• involve stakeholders 
• determine what the information means for your program 

D. Using the Information 

• determine your choices of action 
• act 
• monitor your actions 

 

Repeat the Cycle... 

Repeat the Cycle... 

Repeat the Cycle... 
 

 

 

 

 

 



 

 

A. Getting Started 
 

Faced with the prospect of doing program evaluation you may ask: How do we get started? 
Where do we begin? You have choices: 

1. MTCU Program Visit Report 
2. The Core Quality Standards 
3. Your procedures 
4. Combination of the above 

 

 

1. MTCU Program Visit Reports 

Probably the most logical place to start is with the results of your Program Visit. What 
does your field consultant see as needing improvement? If you are in agreement with the 
report, start here. The "what" has been documented for you by an outside evaluator. You 
are now expected to improve the items indicated by determining your specific goals, 
developing an action plan, working it through, assessing the impact of the changes and 
going through the cycle again. 

2. The Core Quality Standards 

Programs can brainstorm the issues associated with each standard in relation to their 
current situation and then create an action plan and evaluation strategy to be completed 
over a specified time. 

3. Your Procedures 

Programs may identify and brainstorm their issues independent of the CQS and the 
Program Visit Report. They may identify areas they already known as needing attention, 
or hold a discussion with learners, volunteers and staff to identify and prioritize issues. 
These issues can be matched back to the CQS and the program visit report. 

4. Combination of the Above 

Examine critically what you already do. Use volunteer training sessions, classroom 
discussions, board meetings and other opportunities to do this. Follow-up on a hunch or 
anecdotal information. Compare your needs and priorities to the CQS and the Program 
Visit Report. See where there is common ground between your self-identified needs and 
those noted by the Field Consultant. Work with the common elements from these 
perspectives and make those your high priority items for the year. 

 

Program evaluation is always easier if you have policies and procedures in place. 



 

 

 

 

 

 

B. Collecting Information 
 

You need to make decisions early about: 

• what kind of information you need—numbers, thoughts, feelings? 

• where you will get this information—data base, files, participants? 

• how you will get your information—ongoing discussions, focus groups, 
surveys, review of files? 

• when is the best time to collect certain kinds of information? 

• who are the best people to give feedback—learners, practitioners, other 
stakeholders? 

These decisions form the basis of your LBS Program Evaluation Strategy. It may seem 
like a lot of decisions to make but they will fall easily into place when you approach 
program evaluation from your entry points. 

Entry Points 

An entry point, is a process or procedure already in place that lends itself well to 
incorporating evaluation. It does so with little additional effort or time precisely because 
the evaluative component can be integrated into what you already do. Entry points bring 
together the questions of who, when, where and, to some extent, how. Entry points are a 
useful way to think about program evaluation because: 

• all LBS sectors must work with the same Guidelines and therefore must have specific 
processes in place to meet them 

• they provide opportunities for gathering information from one person at a time or a 
group, and can promote discussion and reflection. 

Entry Points in your program any include: 

• information and referral enquiries 
• initial assessment interviews 

Remember: 
• choose a starting point 
• identify the issues 
• determine how the issues relate to the CQS and the five Service Delivery Functions 



 

 

• volunteer training sessions 
• volunteer tutoring sessions 
• classes/instruction time 
• preparation time 
• training plan development meetings 
• staff development meetings 
• board of director meetings 
• professional development days 
• follow-up calls to newly placed learners 
• follow-up calls after learner exit 
• follow-up calls to former tutors, 
• informal discussions with program participants 
• times of statistical collection (what other statistics would be useful to know?) 
• times of statistical analysis 
• observations 
• performance appraisals 

Using Entry Points: Examples: 

A learner calls to report on progress. Spend a few extra minutes on the phone with her 
and ask a question or two about materials or outreach. Record her answers and put them 
in a file for future review. Do this with all the learners you talk to over two or three 
months, or do it with every other learner that you talk to over the course of a limited time 
frame. Do this until you see a trend, then stop. If you have set six months aside on a 
particular topic, you might find that you see a trend after 4 months. STOP when you see a 
pattern repeating itself. A similar process can be used with questions for tutors or 
practitioners. 

Spend a few extra minutes during a learner's initial assessment or training plan review 
process to ask a few pre-determined questions about an evaluation issue your program 
has identified.  

Picture yourself on the phone talking to a learner, volunteer, teacher, or community 
agency representative. Have a loose-leaf binder ready. The sole purpose of this binder is 
to document responses to questions, general notes from conversations or other anecdotal 
information. Group your notes according to topic or role (i.e. learning progress, learners). 
Keep this information for future analysis. 

 

 

 

Make the best use of an entry point. See it as an opportunity to evaluate. Ask related 
questions or use the opportunity to ask questions about other evaluation topics that you 

As you go through this section on collecting information, keep reminding yourself that the 
process need not be overwhelming. Stop when you have collected enough information to see 
a trend that you can act on. 



 

 

are currently working on. Relate your questions to the specific roles of the person or 
group that your are meeting with. 

Choosing the Questions 

Information gathering should address specific questions that you have about your 
program. Questions may be based on hunches, which themselves are often based on 
anecdotal observations. They may be based on the Ministry Program Visit reports, or 
framed by the CQS. You might have taken time at a staff meeting to examine your 
program's policies and procedures and compared the ideal to your actual practices. In 
doing so, you will have uncovered practices you carry out very well and ones for which 
there is an uncomfortable gap between the ideal and the actual. These discrepancies are 
the basis of your effort towards improvement. They need to be related back to the five 
Service Delivery Functions and the standards. 

Staff in your program should choose how best to use your entry points to collect 
information. 

 Methods 

When you carry out your evaluation activities, you will only do a few things over a 
limited period of time. It is unlikely that you will do a full-scale questionnaire, or 
telephone survey. It is most likely that when you participate in an existing activity—an 
entry point—you will tag a few questions on to it and document the results. We have 
included this list of evaluation methods for your information, and for those programs with 
the resources to administer a separate evaluation process (like a survey) to learners or 
other participants: 

• telephone surveys 
• questionnaires 
• focus groups (group discussion) 
• one-on-one guided interviews 
• evaluation feedback forms, e.g. tutor training, or other events 
• analysis of learner files, e.g. training plans and initial assessment results 
• purposeful observation 
• Program Visit Reports 
• statistical analysis 

 

 

 

 

 

Each of these methods can be done on a small scale as part of something that you already 
do. 

Remember: 
• be clear about your everyday practices 
• decide on your entry points 
• choose methods that complement your entry points 



 

 

C. Analyzing the Information 
 

Analysis is ongoing. It is a part of the process for deciding what to evaluate, and how and where 
to get your information. As you collect information you might also be thinking about what the 
information means and how it can be used to develop an action plan for program improvement. 
This is the nature of evaluation—each step folds into the next and builds on the last. 

One component of your analysis will likely be reviewing current records (e.g. information and 
referral calls, learner files, outreach, materials). When you have written your evaluation plan and 
know exactly what information you need, begin to integrate the collection of this information. 
Tack on a few additional questions when you are talking to a program participant. Document this 
so that you are ready to analyze it when you have sufficient information. In some cases, the issue 
may be large enough to warrant a group discussion, for example, during a staff meeting. By 
regularly documenting the information you systematically gather, you are building a collection 
of ready-to-analyze-information. In many LBS programs, the time for analyzing forms and 
records may be in the summer, perhaps late winter or early spring. 

You could take the file of every 4th or 10th learner (aim for about half of your total learners) and 
analyze them for completeness, accuracy, relevancy or other questions you have. Ask questions 
of your forms based on your evaluation strategy: 

• Do they contain all the needed information? Do they ask for irrelevant information? 
• Are the forms being used the way they are supposed to be? If not, why? Do they need to 

be changed? 

Because your days are busy, you must consciously schedule time to analyze your forms, 
processes, activities and results. Do it! 

The next time you have a tutor training session or a staff development meeting, build in time for 
group discussion and reflection. Have a volunteer take minutes. Alternatively, ask participants to 
fill out a short questionnaire. Schedule time in your day planner that afternoon or the next day to 
analyze the information while it is still fresh. 

The next time you have a Board of Directors meeting, build in time to discuss and reflect upon 
the Program Visit Report or your anecdotal observations or the results of a survey or 
questionnaire that you have been doing with learners or practitioners. 

Things to Remember 

• Do what you can! The ministry does not have the same expectations for every program. 
They want to know that you are doing your best to integrate evaluation and taking steps 
towards improvement. 

• If you start getting the same information over and over again, stop, you have enough! 



 

 

• The standards overlap each other—addressing one standard often means addressing parts 
of other standards. Use this duplication to your advantage! 

• Get a binder, or set up some files. Have a place to store the information you collect until 
time for review and analysis is available. 

• Use volunteers to gather information 

• Take minutes of meetings, for the record. 

• Involve as many people as possible. Rather than tape-record, transcribe and analyze 
interviews or group discussions (a lengthy process for which most of you have not the 
resources), transform the discussion into a priority setting exercise and document results 
in the form of an action plan. 

• Lastly, use the information you have gathered and thought about. Often, analysis and the 
steps that follow from it happen simultaneously. 

 

 

 

 

D. Using the Information 
 

There is little point in gathering and analyzing information if it does not get used. Sometimes the 
need for action will be clear and easily accomplished. If progress is not being documented as 
well as could be, find a better way to document it. If assessment results are not as informative to 
tutors or teachers as they could be, find out exactly what is lacking and figure out how best to 
change it. 

Use the information to improve understanding of a situation so people can make sound decisions 
based on fact. Sometimes, the actions you wish to take will not be practical. For example, if 
learners' progress is not documented well and the reasons for this are lack of paid non-contact 
time to do the paperwork, you may have to look critically and imaginatively at what your 
program can realistically do, given your time and resources. 

Sometimes it will be difficult to decide on the best course of action. In this case it may be 
especially important to involve other program participants. You may want to talk to your LBS 
Field Consultant. She can bring different perspectives to your situation not only from the 
government but from experience with other programs who may have had similar concerns. Field 
consultants are a valuable resource and a support. Your issues may be large enough to bring to 
the LPC table. 

Remember: 
• schedule time for analysis 
• involve stakeholders 
• choose methods that will work at 



 

 

When a decision is made to try something different, your program will usually need to develop 
an action plan. The action plan states the goal(s), the steps needed to obtain them, timelines for 
carrying out the activities and the person(s) responsible for the steps. 

As you implement your plan, the changes you make may not unfold as well as you expect. Be 
honest as you monitor and evaluate the effect of your decisions—as you gather information and 
analyze the implications. If it isn't working, stop. Go through the process again. Try something 
different until you get it right. The important point is that you are thinking about your services 
and trying to make improvements. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

Part 4 
An LBS Journey 
• Introduction 
• Information and Referral 
• Assessment 
• Training Plan Development 
• Training 
• Follow-up 
• Behind the Scenes 
• Your Learners 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Introduction: An LBS Journey 
 

Fran1 is 65 years old and has been living alone for the 10 years since her husband died. She and 
her husband used to run their family farm, but sold it when he got sick. They moved to an 
apartment in the city to be closer to their youngest daughter. Her husband used to do all the 
household paperwork and her youngest daughter has been helping her since he passed away. Her 
daughter's family will be moving to another province soon and Fran will have to do more on her 
own. She does not want to move. She has lived in that area for her entire life. 

Recently, Fran got a notice in the mail saying she had "nonsufficient funds". She didn't know 
what that meant. A few weeks before she had asked a teller to transfer $2,500 from one bank 
account to another. The teller transferred $25.00. Fran didn't know how to double-check what the 
teller did. She didn't know what "bounced" or "nonsufficient funds" meant. 

 

 

 

 

 

Here is her journey. 
 

 

 

 

 

 

 

 

                                                 
1 The story of Fran (not her real name) is based on a real learner. The community literacy program is fictitious but 
draws from general knowledge of community literacy programming. The story has been simplified to illustrate more 
clearly a typical path a learner takes through the LBS system. 

The learners that you think of may be younger that Fran. They may be parents wanting to 
help their children with school work. They may be men in their middle years and need 
upgrading and re-training, or they may be working adults who want to improve themselves. 
The age, goals and personal situation of these learners will likely differ from the age, goals 
and personal context of Fran. Adult learners in LBS programs enter a system that is in place 
to help them improve their reading, writing and numeracy. The details differ, the steps 
remain the same. 

This LBS story is organized using the five Service Delivery Functions. After each 
paragraph, you will also see letter-number combinations. Combinations that begin with S, as 
in [S11], refer to a specific Core Quality Standard. Combinations such as [B27, C34] refer to a 
specific performance indicator listed in the MTCU Program Visit Report. Activities 
described in each paragraph are matched to the two main evaluation frameworks used by 
LBS agencies in Ontario. Part 8, Appendices 3 and 4, contains the full text of the CQS and 
the Program Visit Report. 

Also, throughout the text you will see . This symbol highlights some possible entry points 
for program evaluation. 

Read through this story to see how these frameworks might apply to your program. 



 

 

AN LBS JOURNEY 
 

 

Fran and her daughter saw an advertisement for the "Literacy Line" on a 
restaurant's paper placement. Fran's daughter had been encouraging Fran to get 
some help for a few years already, but Fran was always "too shy". With her 
daughter moving away in a few months, Fran knew she had to do something. She 
didn't feel comfortable relying on anyone else for help with her mail. Her daughter 
made the phone call to the Literacy Line, and the person she spoke to asked a few 
questions about Fran's background, the kinds of things she could do with print and 
whether Fran would like to work in a small group or with a volunteer one-to-one. 
Fran preferred one-to-one, at least to start. She also asked Fran how she got 
around (Did she drive or take a bus?). The daughter knew that the woman on the 
other end of the line was taking notes. She didn't know that the woman had a 
special form for keeping track of phone calls. 

[52,6,7,13,15,17; C34,35,37,39; D78] 

Matching in to the CQS 

1. Program Mission 
2. Community Focus 
3. Program Commitment 
4. Learner Commitment 
5. Respect for Learners 
6. Learner Centred Approaches 
 

Fran's daughter was given another number to call—the community literacy program 
that provides trained tutors to work one-to-one with learners. They made the call 
and together they went to the program to meet with the coordinator. 

[S3] 

The coordinator made them feel very comfortable and before long Fran had 
explained her situation. Fran told her about the life experiences that led to her 
difficulties with writing cheques and reading mail. She explained why she needed to 
learn to do these things independently now. After listening to Fran's story and 
getting a sense of the kinds of things that Fran could do with print, the 
coordinator knew that Fran met eligibility requirements. The coordinator told Fran 
how the program worked and answered all of her questions. She asked Fran to 
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describe how she heard about the program. She gave them a brochure about the 
program. They arranged to meet again early the following week to continue the 
initial assessment. The coordinator explained exactly what they would do. 

[51,4,5,6,7,8,17; C35,37,42,46; E83] 

 

 

When they next met, the coordinator asked Fran more questions about her 
background and education and what she wanted to learn to do (Write my own 
cheques!). She asked Fran to describe a time in her life when she learned 
something successfully. All of the important information was written down on some 
forms. She got more detail about the kinds of things that Fran could already read, 
write and do with math by going over an interest inventory with Fran. Fran 
identified difficulties with documents, especially "official" letters that came in the 
mail from banks, insurance companies or the government. She was most interested 
in learning to read the Bible and writing her own cheques. She already writes 
Christmas cards, but tends to telephone those friends who write letters to her. 
She worries about spelling words right. Reading the newspaper held a slight 
interest, as did reading stories. If she were to read stories, they would have to be 
about real-people with real struggles and real hope. Fran's goals centre on self-
improvement and independence with print. 

[53,4,6,8; C42-44, 47] 

Because Fran's self assessment revealed real-life goals, the coordinator asked her 
to read some food labels and do a small arithmetic problem using a grocery store 
flyer. Fran succeeded in these tasks without difficulty, demonstrating her ability 
to shop wisely and follow most simple written directions (though she usually cooks 
without recipes and seldom buys prepared foods). She asked Fran to fill out a 
short form requiring personal information which Fran could do. The coordinator 
wrote ail of her observations down and shared these with Fran as she wrote. She 
then gave Fran a short, level 2, paragraph to read from a health bulletin. Fran read 
and understood this paragraph, though she read slowly and deliberately, checking 
her pronunciation of some of the words with a glance to the coordinator. 
Pronouncing words "properly" is also something Fran is interested in doing. She 
wants to sound more educated. Fran could read personal texts, such as letters 
from friends because she shared a common knowledge base with the writers of 
those texts. She did not have much background knowledge to work from when she 
received documents and forms. In fact, they caused a mental block. 

[56,8,16: C42,43] 

ASSESSMENT 



 

 

Using the OLC assessment materials as a guide, the coordinator suggested that 
Fran start at Level 2 for reading and basic operations, and level 1 for writing. 

[S8; C43] 

Fran was also asked about her health. Even with glasses, Fran has a hard time 
reading small print and the coordinator noticed that she had to speak c1early and 
directly to her. Fran has a slight hearing problem. The coordinator made a note 
that Fran would benefit from hearing and eye tests. 

[S14] 

Matching in to the CQS 

1. Program Mission 
2. Community Focus 
3. Program Commitment 
4. Learner Commitment 
5. Respect for Learners 
6. Learner Centred Approaches 
 

Before their meeting ended, Fran was asked when and where she would be most 
comfortable working with her volunteer tutor. She was asked about other 
preferences too (male or female, younger or older, smoker or non-smoker). Fran 
chose to meet with the tutor one afternoon a week for 1 ½ hours. She was cautious 
about taking on too much (she didn't know if she could still learn). After Fran left, 
the coordinator documented the date of the assessment and its   duration, as well 
as all other relevant information. 

[S3, 4, 5, 6, 8, 16; C43, 47, 48] 

 

 

The coordinator reviewed the files of trained tutors and made a match based on 
personalities, and Fran's preferences for a non-smoking woman who was not too 
young. After confirming the match with the volunteer (who was excited to begin), 
the program coordinator gave the initial assessment information about Fran to 
another staff person. Following some discussion about appropriate focus and 
demonstrations, the staff person drafted some key elements that would likely 
become a part of Fran's training plan. Tutors need a starting point, something to 
work from. It did not take her a long time to do this, for she had already prepared 
the goal-requirements of cheques and stories at different levels for other 
learners. She needed to focus on ideas and real-life materials that the tutor could 
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TRAINING PLAN DEVELOPMENT 



 

 

discuss with Fran, and highlight some of the embedded skills that Fran still needs 
to master. 

[53,8,11,16,17,19: 825: C47,58] 

The following week, the volunteer met with the coordinator at the program office 
just before going to Fran's home to meet with Fran. The coordinator explained 
assessment results and gave the tutor an overview of Fran's background. She 
didn't want to tell the tutor too much, until the tutor met Fran for herself. 

[S3, 12, 16, 17, 10; B25; C67] 

During the first meeting with Fran, the three chatted for a while and the new pair 
began to get to know each other. With Fran, the assessment results were reviewed 
in more detail. For the tutor's benefit, Fran explained again why she didn't get 
much schooling and spoke in her own words about what she can and cannot do with 
print. The three of them confirmed that Fran's first goal was to write her own 
cheques. The coordinator showed them the learning outcomes required for that 
goal and the skills that Fran already has. Fran and the tutor would work on the 
other skills. They talked about ways of doing that and looked over some of the 
ideas in the draft training plan. Fran liked the structure. She liked knowing that 
there was a path she could follow, but wanted to make sure again she could do 
other things, for she wouldn't want to get bored working on cheques and only 
cheques. They reviewed some of her other goals and talked about how they can 
find easy-to-read Bible stories and work on Fran's pronunciation through both the 
stories and the cheques. 

[S3, 4, 5, 6, 8, 9, 11, 12, 19; C51, 52, 54, 55, 57, 58; C67; D81, 82] 

Fran was also curious about how long it would take for her to learn how to write 
cheques. She wasn't young anymore! The coordinator explained the she couldn't 
know yet because she and the tutor haven't started working together: it depends 
on a lot of things including how much practice time would be put in. They recorded 
a review date of three-months from then to assess Fran's progress in more 
formally. 

[511, C56,65] 

When the meeting finished, the coordinator gave the volunteer a ride bock to the 
office. The volunteer asked the coordinator more questions and looked through the 
resources to get some materials. The coordinator offered other resources and 
gave her some photocopies of blank cheques to use with Fran. The tutor left 
feeling confident and prepared to work with Fran. 

[S11, 12, 19; C67] 



 

 

After she left, the coordinator quickly began to gather her thoughts and papers 
for the board meeting. The board will review their monthly financial reports and 
their statistical collection system, and plan for the next tutor training session. She 
would grab a bite to eat from the cafeteria in the building on her way. 

[S17, 19; A9; B29; C67] 

Matching in to the CQS 

1. Program Mission 
2. Community Focus 
3. Program Commitment 
4. Learner Commitment 
5. Respect for Learners 
6. Learner Centred Approaches 
 

 

Fran and her tutor met alone the following week. Over tea they reviewed the skills 
that Fran would need to learn to write cheques and other places that these skills 
could be used. They talked about cheques—who uses them and how they are used. 
They talked about what kind of information goes in what places. Before the tutor 
left that first afternoon, Fran had begun to create a personal dictionary. Her first 
entries were "Cheque Words". She read them aloud, making sure that she 
pronounced each word right. Learning had begun. 

[52,3,4,5,6,8,11; C61-63] 

The next week they reviewed what they did the previous week and practiced some 
of the words and their meanings. As outlined in the training plan, they then began 
to work on number words. Fran could recognize most smaller number-words, but 
had difficulty with larger numbers. She had a hard time writing any of them 
correctly. Fran copied some of them out. The tutor had enlarged the photocopies 
of blank cheques that coordinator had provided. Fran used these to practice 
writing. 

[S2, 3, 4, 5, 6, 8, 11; C61-63] 

Throughout the sessions, the tutor encouraged Fran and kept her motivated when 
she got frustrated. She would compare Fran's current writing to the writing that 
she did when she first entered the program. Sometimes, she would pull out the 
training plan to remind Fran how her work was related to her goals. When her tutor 
saw other kinds of learning happen, she would tell Fran what she observed and 
would write it down on a progress report form that the LBS program provided. 
Sometimes the tutor timed Fran's reading, showing her how her reading speed and 
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fluency had improved over time. Fran was kept motivated by small successes and 
encouragement. She could see her progress. 

[S2, 3, 4, 5, 6, 8, 11, 12, 16; C45, 46, 48, 61, 62, 67] 

Meanwhile, the coordinator had called both the learner and volunteer about a 
month into instruction to see how things were going and if there was anything she 
could do for them. The follow-up phone calls assured the coordinator that this 
match would work.(Sometimes, she has to find a new tutor for a learner). Both the 
tutor and the learner had a chance to talk about their experiences. The tutor was 
able to get some more advice, the learner was keen to talk about her learning, and 
the coordinator was able to record information about  how well the two were 
working together. 

[53,12,16,17,18; 828,30; C67; E81] 

One day, Fran got an insurance statement in the mail. She could read the numbers 
but did not know what they meant, "who owed what". Naturally, the statement 
became the focus of learning for the next few weeks. Together, they reviewed the 
training plan and expanded Fran's goals and interests. After solving that, Fran 
began to write cheques while the tutor was with her. She used a card with numbers 
words written on it for reference, to make sure she spelled the words right. The 
tutor also started to read some high interest/low vocabulary books with her as well 
as some easy-to-read Bible stories. 

[S6, 8, 11; C56, 61, 63, 65; E81] 

As Fran gained confidence in her ability to read she began to read story books on 
her own. One afternoon they went to the library together. Fran got a library card, 
and for the first time ever, she got a library book. It was still a few months before 
Fran went to the library by herself. She did that only when she became 
comfortable with one of the librarians. Her tutor translated the activity into 
learning outcomes language, highlighted some of the self-management skills that 
Fran demonstrated and incorporated it into a demonstration. 

[S4, 8, 11, B28, C61, 68; E81] 

Over time it became c1ear that Fran would need new glasses. The tutor worked 
with her so she could make phone calls to the right people to get her eyes checked. 
The tutor kept a log of this and most of the other activities that she and Fran 
did. Sometimes, she would write in detail, reflecting upon Fran's learning. At other 
times she would jot down a few point form notes. She would periodically show 
this log to the coordinator, and it was expected that the tutor would leave it with 
the program when she or Fran stopped working with them. At a minimum, tutors  
 



 

 

Matching in to the CQS 
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were expected to record the times and dates of their sessions, how long they 
lasted and what was done. When tutors show their logs to the coordinator or 
another staff person, they get feedback and sometimes get advice on working with 
their learner. Program staff use these logs as well as anecdotal notes from 
conversations to keep abreast with what tutor-learner pairs do. They review 
submitted logs yearly as part of their evaluation strategy. Sometimes information 
in the journals influences how they do their next tutor training session. 

[53,8,12,14,16,17,18,19; 828-30; C45,48,67] 

 

 

Fran stayed with the program for two years. She learned to write her cheques 
independently (although she kept the card that told her how to spell the numbers, 
just in case); figure out more of the documents that came in the mail; call and ask 
questions when she did not understand something; write short personal letters in 
Christmas cards; and, read some short stories of interest. Fran was pleased with 
her learning in the program. Now she wanted to spend time doing volunteer work. 
She was interested in doing something at the hospital or her church, so on their 
last day together, the tutor and Fran used the telephone book to call the local 
hospital, find out who was in charge of volunteers and how to go about becoming a 
volunteer. They had a list of questions to ask the contact person. Fran also filled 
out the exit form that the program provided. 

[S6, 8, 9, 15; C74] 

In two years at 1 ½ hours a week, Fran learned to read with greater confidence. 
She read more texts and read them independently. Her range of skill improved, and 
she progressed significantly with her ability to decode new words and use context 
to derive meaning. Her oral fluency and pronunciation of many words improved. She 
mastered a number of spelling patterns, and was making better guesses at how to 
spell words that she knew less well. Although she did not achieve a level 2 in her 
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EXIT AND FOLLOW-UP 



 

 

writing, and her reading progressed from just a 2 to a solid 2, Fran was pleased and 
felt she had met her goals. She wasn't afraid of trying to read something new or 
asking for explanations of things that she didn't understand well. She had become 
more independent and wanted to spend her time on other meaningful activities. 

[S3, 4, 5, 6, 8, 9, 10, 16, 18; C65, 74] 

 

 
When the program staff received the tutor's log, copies of progress reports and 
Fran's exit form, they made a point of entering her status at time of exit and 
other statistical information into a database. They placed her form in a file 
marked September, three months from now, when they will call her to do a follow-
up. After that call, Fran's exit record will be moved to the month of December. 

[52,6,17,18; B24,27,28; C71,73,74] 

The tutor's log was quickly glanced through and put in a drawer with others. The 
coordinator made a note to send a word of appreciation to her, for not all of them 
keep records as well as she. Indeed, they don't always get the exit forms from 
volunteers so staff need to make the calls themselves. The good part about this, 
however, is that staff can find out personally how everything worked out (that is if 
contact has not been lost). They use this call to assess learner satisfaction and 
what might have been done differently for the learner. The whole issue of 
channelling information from tutors back to the program in a timely way is among 
the reasons why the board of directors needs to review how statistical information 
is collected. 

[S17, 18, 19; B24, 25; C71, 73, 74] 

It sometimes frustrates staff when they assess the amount of information and 
reporting required by the ministry. They want to focus their attention on tutors 
and learners. They work hard to maintain ongoing contact and be supportive. They 
find, however, that it keeps getting increasingly harder to do. They regularly 
discuss creative ways to maintain and build contact. They run a small group 
literacy program two evenings a week which keeps them up-to-date with a handful 
of learners. Pairs working off-site are called or visited. 
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18. Learner Centred Approaches 
 

Often, learners call the program themselves to say hello to the staff members, 
shore a success or express a concern. Sometimes a staff member con sit in on 
sessions. Efforts to have regular volunteer meetings have met with marginal 
success. Staff think it is important for volunteers to shore their experiences with 
one another. They are going to try pizza suppers for volunteers every three 
months and hope this will be met with greater attendance. Yet, because tutors 
already give time each week, they are cautious about demanding extra time from 
them. They encourage tutors and learners to participate in local fund raising and 
public awareness events. 

[52,3,12,13,15,18,19: 829,30: C71] 

More recently, they have begun to explore other ways of working with volunteers. 
A trained volunteer will soon start doing follow-up phone calls. As part of the 
program's evaluation strategy, the volunteer will use a short questionnaire and ask 
exited learners about materials and outreach—the two quality standards that the 
program chose to develop this year. 

[S3, 11, 12, 13, 18, 19; B29, 30; C71] 

Twice a year program staff compile and tabulate the statistics kept on each 
learner as a part of their accountability requirements to the ministry. The 
exercise is time-consuming and frustrating. Indeed, the coordinator normally ends 
up taking this work home with her so she can have uninterrupted time to work it all 
through. She needs this time because contact hours for assessment, training and 
training plan development overlap. Staff aren't really sure how to tease them 
apart, and they aren't sure that the way they make sense of the numbers is the 
same as other community programs, let alone other sectors. Some learners don't 
provide all the information  required. To exclude them reduces the total contact 
hours. To include them means that her numbers won't mesh properly. Having good 
records is not enough. It still doesn't translate easily into the format needed. 
The coordinator makes a note to herself to talk to her field consultant about it. 
She plans to bring the issue to the LPC committee and perhaps, as a group, they 
can come up with a consistent means of understanding and documenting the learner 
statistics. 

[53,16,17,18; A15; 823-26; D77] 

To serve learners better by developing the program in areas of need, staff are 
interested in a different kind of information. They want to know if their outreach 
efforts are really reaching people. When they get new volunteers, they want the 



 

 

process of screening, interviewing and training to work smoothly all the time. They 
want to know how they can make each tutor training session better than the last. 
They want to share ideas and concerns with other community programs so they can 
talk about what works well for them. They want to hear what works well for 
others, regardless of the sector. They can use this information to improve their 
program. They would like the statistics they collect to work better for them, but 
aren't sure how this could be. 

[S16-19; B27, 29, 30] 

Program staff listen to what participants in their program say. They observe how 
things unfold. When they see or hear that things are working well, they feel good 
about it. When they see or hear that something is not quite right, they talk about 
it and deal with it. They may talk formally, at a board of directors meeting, or 
informally in the office or over lunch. If warranted and agreed upon, staff will do 
something differently and see how it works out. If observations show that it is 
working better, they leave it alone and turn their attention elsewhere. If the 
changes don't work out so well, they adapt and monitor again. Because they have 
always gone through this kind of self evaluation process, they felt slighted when 
told they must do program evaluation. We do it already!  

[53,11,12,13,18,19; 829,30; C71] 
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Over time, however, the program saw that while they did participate in ongoing 
evaluation, they needed to approach it differently to make the process as useful as 
possible for their program. They needed to document key information from the 
tutors' logs, and anecdotal information from conversations. They needed ways to 
record and file evaluation information so that it wouldn't get lost. They needed to 
schedule time to review evaluation information. In short, they needed to plan 
evaluation better—streamline and document what they already do, make time to 
review information and plan for changes. They have started this process and can 
see how it is making a positive difference to their services. Even better, they know 
that they are fulfilling many of the performance indicators required by the 
government without having to continually refer to them. 
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Your Learners 
Fran was an older woman with goals of independence and self-improvement. The profiles of 
your learners will be different. Your learners may be young men who are feeling threatened in 
their workplace because they can't to invoices properly. They could be construction workers who 
have lived in Canada for decades, but workplace accidents have forced them to improve their 
reading and writing skills in order to be eligible for re-training. Your learners might be middle-
aged women on Ontario Works who did not have the literacy skills for a work or volunteer 
placement. Or, your learners may enter your program at LBS level 3, attend full-time and 
progress quickly, soon entering either the adult credit system or the Ontario Basic Skills Level 4. 

In every case, adult learners entering the LBS system do so to improve their reading, writing and 
numeracy skills. They want to further their educational levels, improve job prospects or achieve 
personal goals. Most want to do all three—get more education to improve their chances at a 
decent job and feel better about themselves. The framework currently used by the LBS system in 
Ontario consists of five Service Delivery Functions: 

1. Information and Referral 
2. Assessment 
3. Training Plan Development 
4. Training 
5. Follow-up 

The next section looks at the five functions of LBS services and suggests ways that you might 
plan your evaluation strategies using them. 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

Part 5 
Evaluating with the 

Five Service Delivery 
Functions 

 

 

• Information and Referral 
• Assessment 
• Training Plan Development 
• Training 
• Follow-up 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Information and Referral 
 

 

 

 

 

 

 

 

 

Definition of Information and Referral 
The ministry defines information and referral as: 

...a community resource which ensures that information on the agency's literacy opportunities 
and approaches is available to learners, potential learners, interested individuals and local 
organizations. 

In practice, it means giving relevant information to interested persons who have called or 
walked-in. In the case of potential learners, it often means screening them for eligibility and 
referring them to the most appropriate educational program either within the LBS system or 
outside of it. 

The Program Visit Report expects LBS agencies to have: clear criteria for referrals; an accurate 
documentation system that records the number of referrals, the time spent making referrals, and 
from whom and to where learners are referred. Information and referral results are expected to be 
shared at the Literacy Service Planning meetings of your region. 

 

 

Purpose of Information and Referral 

• to make appropriate learner referrals 
• to make timely learner referrals 

Matching it up! 

Service Delivery Function: Information and Referral 

Program Visit:  Section C1: 34-40 

Key CQS:  2: Community Focus 
   7: Access and Equity 
   13: Outreach 
   17: Administrative Accountability 

Related CQS:  1: Program Mission 
   15: Organizational Links 

Outreach is a key aspect of Information and Referral. Success of outreach is shown by the 
number and type of learners in the program. Outreach is discussed separately in Part 6. 



 

 

• to provide new, existing and potential learners with appropriate program options and 
relevant information 

• to provide information about community support services 
• to facilitate learner movement within or outside the LBS system 

Benefits of Information and Referral 

• enables systematic judgments about appropriate learner referrals 
• promotes collaboration among LBS sectors 
• enables recognition of the amount of time spent providing information and doing referrals 
• usually allows prescreening to determine learner eligibility 
• provides opportunities to understand more clearly where there are gaps in LBS and 

regional adult education services 
• provides opportunities for linking with community service supports and relevant 

organizations 
• may support outreach efforts and common understanding of program mission 

Challenges of Information and Referral 

• finding staff time to: 
o do outreach 
o provide information and make referrals 
o learn about other programs and support services 
o make links with other programs and support services 

• working without a formalized referral protocol in place 
• accurately documenting the number of information enquiries 
• accurately documenting the time spent with each information enquiry. (This can be 

especially difficult when more than one person answers the phones or when a staff person 
also does information and referral for other programs within the organization—especially 
when these programs do not require similar tracking) 

• may promote competition among LBS programs (contact time is basis for funding) 
• may promote competition for learners whose needs fit more than one kind of program 

(e.g. higher level ESL or grade 9 preparation) 
• discerning how much of assessment or training time is also information and referral time 
• getting feedback from learners and other agencies about the appropriateness of referrals 
• having no appropriate program to which a learner can be referred—either the service is 

not available in the region or is available but not accessible to all learners; for example: 
o fluent speakers of English who have been educated in other countries and need 

specific help with writing 
o physically and/or developmentally challenged learners may find programs are not 

suited to their physical or cognitive learning needs 
o appropriate programs may exist in city centres, but rural learners may not be able 

to access public transport—there may be no buses or travel time may be too 
lengthy 

o finding time to analyze information 



 

 

Criteria of Information and Referral 
Ongoing record keeping for Information and Referral should, at a minimum, inc1ude: 

• the number of information and referral enquiries 
• the time spent doing this function 
• to where and from whom learners are referred 

Other useful information may be: 

• who is making the enquiry (e.g. potential learner, ESL adult, community agency, other 
LBS program, etc.)? 

• what is the enquiry about (what kind of information is sought and given)? 
• your rationale for particular referrals? [n.b. where it exists, the rationale should be based 

on the information and referral protocol developed by your LPC, and exceptions 
documented] 

• insights into how and where the learner originally found out about the program (another 
learner, social service agency, phone book, program flyer or calendar—where was it 
located?) 

Performance criteria checklist for information and referral 

Objective Criteria 
(what needs to be included) 

Deadline frequency 

• to conduct interviews or 
telephone calls with 
potential / new learners in 
order to assess their 
suitability for your 
program or to make a 
referral to another program 

• include information about 
the person, name, date, 
who referred by, where 
referred to or date of initial 
assessment interview and 
the time it took for you to 
complete the task 

• document the total number 
of enquiries 

• at the time 
• at least twice yearly 

• to telephone follow-up on 
success of referrals to see 
if your policy is working 

• document the responses 
and decide whether you 
need to make alterations or 
recommendations 

• monthly 

 

Evaluation Strategy for Information and Referral 
Your evaluation strategy may call for a review of your information and referral service in 
general, or it may call for a closer look at a few parts of it. 

• Review questions on the program visit form 
• State your goals clearly 



 

 

• Identify how your goals relate to the Core Quality Standards and the program visit form 
• Ask yourself: 

o what criteria do we need to evaluate (e.g. the components listed above, 
satisfaction of learners or other stakeholders with information provided or 
referrals made, number and kind of referrals made)? 

o what, who and where is it best to get the information needed to evaluate the 
criteria of your goals: Look at the procedures you already have and integrate your 
questions into suitable entry points: 
 keep good records for review 
 keep anecdotal notes of learners' responses to, or opinion of, information 

provided 
 ask learners about their experience of finding out about your program 

when doing an initial assessment 
o what time frame is necessary for each activity? 
o how will you use the results? 

Think these questions through and: 

• write your evaluation plan—say how you will build it into current procedures; provide 
timelines and benchmarks, and allocate tasks to people 

• carry out the plan—perform evaluation as part of your everyday activities 
• make changes 
• evaluate changes 
• start all over again—evaluation is a continuous cycle 

Integrated Approaches to Evaluating Information and Referral 
Information and referral is largely a day-to-day tracking exercise that periodically needs to be 
analyzed for its effectiveness. Most programs have already developed a method to do this in a 
way that works for them. Here are some ideas that you can try if you are not satisfied with your 
current system. 

Keeping Records: 

• Develop a tracking form and keep it by your phone. It may simply have these headings: 
Date, Who, What, Referred To, Referred By. Record the length of time of each call. You 
may also use this time (or another) to find out where the caller originally found out about 
the program. 

• Buy a telephone message book that enables you to write all the relevant information 
down in duplicate. Use one copy as your working document and discard when done. Save 
the duplicate to tally for statistical reports and analyze for evaluation. 

• Make a binder with A to Z dividers. Get each caller's name and record relevant 
information. Insert it in the binder alphabetically according to the caller's name. If the 
caller calls again, you have a record. If the caller was a potential learner and participated 



 

 

in a pre-screening over the phone, you have a record that can also be used as pre1iminary 
gathering of background information. 

• On busy days when messages are being passed around on stickies or message note pads, 
pierce these onto a message holder for future tabulation and analysis. 

When it is time to prepare your statistical reports or at a slower time of the year, organize your 
record of calls. Tabulate the number and kind of referrals, using the criteria noted. If you want, 
you may ask other questions of your information: 

• Do people call as a result of your outreach efforts? (Did they see a flyer somewhere? 
Where?) 

• Do some calls take more time than others? Which ones and why? 
• Are some agencies consistently referring ineligible learners? Which agencies? Use the 

information. Follow-up with a letter or memo. 

✥ Anecdotal Observations 

Analysis is ongoing. Keep a binder or make a file and when you get informal feedback on 
information provided or referrals made, jot down a note and file it for future review. 

✥ Group Meetings 

Write out the questions that will enable you to get insights on specific issues. Take some 
time during a staff meeting, an LPC meeting and/or a board of directors meeting to put 
these questions to other stakeholders. Record the responses, take minutes. Summarize 
these issues and work towards an action plan. Use this information to assess your local 
information and referral protocol. 

✥ One-on-One Meetings 

When you talk to a potential, new or established learner on the phone, ask your 2 or 3 
questions about information and referral. Take notes. File these for future review. 

Your evaluation results may be a cause of celebration—proof of good work done. They 
may also cause you to reflect upon how you might do some things differently. 

As you carry out your evaluation plan, monitor the changes and adapt if needed. Show 
that evaluation is a continuous process in your program by integrating it into the 
procedures you already have. 

Information and Referral Scenarios 
 

 

 
Larger, Urban, Group Program 



 

 

As a part of its annual evaluation strategy, a large urban site with many program 
locations decided to focus on outreach. Referrals from community groups and 
Ontario Works are down. In general, enrolment has decreased by 20% over the 
post three years. The administrator hired temporary help to analyze the postal 
codes of learners in the program over the post five years. As expected, they found 
that most learners lived in certain neighbourhoods. However, analysis also revealed 
other neighbourhoods with a concentration of learners—neighbourhoods they did 
not expect to see. They acted on this information by putting a flyer in an 
advertising bag ("ad bag") and targeting all of the key postal code areas. They also 
made sure that each community agency, service and resource in those postal code 
areas got information letters, posters or flyers, as appropriate, about the LBS 
Program. They will monitor the results of these efforts over the upcoming year by 
asking learners how and where they found out about the program. They have 
chosen to integrate these questions into the information and referral enquiry 
procedure. 

 

 

A community program that serves a large rural area through volunteer tutors faces 
many challenges in reaching potential learners and minimizing the barriers of 
transportation, distance and confidentiality. The program does what it can. For 
example, they have a booth at the fall fair and other regional events that draw 
large numbers of people. They make personal contact with the smaller centres 
throughout their jurisdiction and have managed to get a few small group programs 
operating in two of them. All of the key contacts who need to know about the 
program already do. The referrals they get are either from their literacy line or 
these other rural contacts and partnerships; nevertheless, recruitment remains 
very low. Mail-outs tend to result in information enquiries, but little else. They 
track these enquiries and monitor where learners are finding out about the 
program. This helps them find new opportunities to establish professional 
relationships with organizations and community groups or continue the relationships 
they have developed. But, with one full-time coordinator, a half time assistant, and 
volunteer office help, the resources to do more are simply not there. Outreach, 
particularly the limited number of referrals that result from it, is always an issue. 
They brought their concerns to the LPC. 

 As outreach and recruitment are issues that ail LPC members share, the group 
decided to set aside blocks of time over the next two LPC meetings to: 1) review 

One-to-One, Rural Program 



 

 

current individual program practices; 2) discuss possibilities and barriers to a 
regional outreach strategy; and 3) develop a realistic regional outreach action plan. 
Depending on how these discussions evolve, the local network may apply for 
government project funding to research, pilot and monitor their regional 
strategy—the results of which would be useful to program across Ontario. 

Assessment 
 

 

 

 

 

 

 

 

 

 

 

Definition of Assessment 
The ministry defines the goal of assessment as determining: 

...a learner's existing literacy level and need in order to ensure that the most appropriate referral 
or training placement is made. The initial assessment also gathers information needed to develop 
a training plan. 

The Program Visit Report expects LBS agencies to: have well documented learner-centred, goal-
directed assessments that use the learning outcomes; have timely and appropriate assessments 
that encourage learner self-assessment and identify learning styles; use tools appropriate for each 
learner; and, make learners aware of assessment criteria. 

In practice, there are several assessment processes and techniques that are done at many points 
while a learner is in your program. These can be summarized as initial, ongoing and exit 
assessments. 

Matching it up! 

Service Delivery Function: Assessment 

Program Visit: Section C2: 42-48 

Key CQS: 3: Program Commitment 
  4: Learner Commitment 
  6: Learner Centred Approaches 
  8: Learning Assessment 
  16: Program Accountability 

Related CQS: 5: Respect for Learners 
  7: Access and Equity 
  9: Instruction Time 
  11: Learning Materials 
  14: Support Services 
  15: Organizational Links 

 

 



 

 

Purpose of Assessment 
Initial Assessment 

• to gather background information on learners' education, work and volunteer experience 
and identify prior learning 

• to determine learners' starting LBS levels in order to have baseline information from 
which subsequent progress can be continually compared 

• to identify (or begin to identify) short and long-term goals and establish benchmarks of 
success 

• to begin the training plan development process\ 
• to encourage learners to identify and self-evaluate current literacy and numeracy 

strengths, needs and interests 
• to identify programming needs and supports for appropriate classroom placement or tutor 

pairing 
• to explain the assessment process, provide information about the program, and answer 

any questions learners may have 
• to determine learners' eligibility for LBS programs and make appropriate referrals (if not 

already done as part of information and referral) 

Ongoing Assessment 

• to determine how learners are progressing against the baseline data obtained during initial 
assessment 

• to determine how learners are progressing against predetermined benchmarks 
• to look at future areas for improvement 
• to adapt or set new learning goals 
• to determine how well the program is meeting learners' needs 
• to encourage learners to self-evaluate current literacy and numeracy strengths, needs and 

interests 

Exit Assessment 

• to identify the skills learners have achieved 
• to determine if learners have achieved their learning goals 
• to determine their level of satisfaction with their learning experience 

Benefits of Assessment 

• to provide useful information for planning an individualized learning program for 
learners 

• to enable staff to assess individual achievement and program effectiveness 
• to demonstrate program accountability 
• to provide an opportunity for learners to reflect upon their communication and numeracy 

skills 



 

 

• to affirm learners' decisions to go back to learning 
• to enable learners to understand better their learning strengths and needs 
• to enable learners to understand their learning outcomes and how they can progress 
• to enable learners to move between LBS programs more easily 

Challenges of Assessment 

• limited time, resources and space for an individualized initial assessment process in many 
programs 

• limited non-contact time available to formulate assessment results in outcomes language 
• outdated standardized tests that function to place learners in appropriate classes, but 

seldom allow the detail required of an outcomes approach 
• time required to properly convey assessment results to volunteers, learners, and special 

needs learners 

Criteria for Assessment 
Initial assessment results and the beginning stages of training plan development should contain: 

• background information (contact information, work experience, volunteer experience, 
educational history) 

• goal information (even if not clearly articulated yet) 
• learners' LBS levels and specific skills demonstrated during assessment 
• statistical information required by the Ministry, 
• training support needs or other considerations for appropriate program placement 
• release of confidential information form 

Optional elements include: 

• transferable skills 
• learning preferences 
• feelings about past school experiences 
• disclosure of personal history form 
• why learner is returning to school now 

Your assessment tools should be: 

• valid (they measure what you set out to measure) 
• reliable (they measure what you set out to measure every time you use it) 
• free of as much bias as possible 
• transparent (they should be clear to the learners) 
• adult in content, style and form 
• appropriate for the particular learner's goals and levels 

Lastly, the assessment process should: 



 

 

• be confidential 
• take place in a private location 
• encourage reflection 
• be a positive experience for learners 
• demonstrate respect for learners 

Performance criteria checklist for assessment 

Objective Criteria 
(what needs to be included) Deadline frequency 

• to do intake interviews 
with new / potential 
learners as part of goal-
directed assessment 

• provide general 
information about the  
program 

• get background 
information on the learner 

• record learners' goals - 
what would they like to 
learn? 

• identify support services 
needed 

• document the information 

• interviews within two 
weeks of expressing an 
interest in the program 

• summary report within one 
week of intake interview 

• to do initial assessments 
on each learner as part of 
goal-directed assessment 
to use as a benchmark for 
measuring progress and to 
identify the starting level 
of the learner 

• cover all areas - reading, 
writing, numeracy 

• confirm goals 
• prepare a summary report 

and share it with staff who 
will be working with the 
learner 

• summary report within one 
week of intake interview 

• to provide ongoing 
assessment of learner' 
progress to maintain 
motivation and prove that 
learning outcomes are 
being met 

• with leamers • each semester 

 

Evaluation Strategy for Assessment 
In general, follow the steps below. You will likely weave back and forth between them. When 
you decide where to get your information you might also then have the answer to who best to 
give it (and vice versa). Analysis will be ongoing. 

1. Review questions on the program visit form that relate to assessment 



 

 

2. Decide what you are going to evaluate—this must be c1ear so that you document only the 
information that you need to document, regardless how interesting other information may 
be! These statements will be a part of your evaluation strategy. 

3. Identify how your goals or issues relate to the Core Quality Standards and the program 
visit form. 

4. Determine the criteria you need to evaluate (e.g. the components listed above, satisfaction 
of learners or other stakeholders with assessment results; usefulness of assessment 
results; relationship between assessment and instruction, assessment and training plans) 

5. Determine how, where, and from who you are going to get the information, given the 
criteria of your goals: These probably need to be done together for each affects the other. 
Look at the procedures you already have in your program and decide which ones will 
lend themselves best to your purpose. Allocate time during these procedures or entry 
points to ask your questions and document the responses. 

6. Decide how long it will take you to gather the information. What is the time frame 
necessary for each activity? 

7. Think about how you will use the results 

8. Think these questions through and: 
• write your evaluation plan—say how you will build it into current procedures; 

provide timelines and benchmarks, and assign tasks to people 
• carry out the plan—perform evaluation as part of your everyday activities 
• make changes 
• evaluate changes 
• start all over again—evaluation is a continuous cycle 

Integrated Approaches to Evaluation of Assessment 
You will already document assessment results. There are a variety of ways to do this. Results 
may be put directly on the training plan or may be transferred to one later. You may have a form 
that shows the materials you used and how you came to place a learner in a particular level. Or, 
your form may record the assessment results only. Your paperwork may entail detailed checklists 
or a narrative based on the learning outcomes. See the many resources published by the field: 
CABS, Developing Training Plans, Goal-Direct Assessment: An Initial Assessment Process. Call 
AlphaPlus and 1-800-788-1120 to borrow any of these materials. 

You will want to review the information in the assessment documentation to see whether it gives 
the necessary information. You will want to analyze the format of this documentation—Is it 
easily read and understood? 

You may want to develop a short questionnaire on specific assessment issues (two to five 
questions). These questions could be integrated into any of the processes below, and tailored to 
the specific audience (learner, tutor, teacher). You could ask your questions while talking on the 



 

 

phone or conversing face-to-face. Practitioners might ask their learners the questions during 
instruction or a progress review meeting. Alternatively, you could use the questions to guide a 
focus group discussion as part of a staff meeting. In all scenarios, the process would take 
minimal extra time and give you valuable results. Other approaches are noted below. 

✥ Anecdotal Notes 

Document your ongoing observations of assessments – these impressions may be the reason why 
you feel comfortable with your assessment process, or may be the reason why you have decided 
to include one or more assessment criteria in your evaluation strategy. Have volunteers, 
instructors or other practitioners note their own observations on assessments and assessment 
results in their day books, journals or ref1ective logs. Ask them to provide a summary of their 
thoughts—you can review and summarize the issues and make that the basis for a group 
discussion and the development of an action plan. 

✥ Initial Assessment Meeting 

Keep a reflective log or journal and take a few minutes after every assessment to jot down a few 
thoughts or impressions on how it went. Do it when you can! Do this for every 5th assessment, 
or do this in every third month. Do it each time you have five minutes after an assessment. 
Review your notes and look for patterns: 

• Do some learners take longer to assess than others? Who? Why? 
• Are there pieces of information that you sometimes miss? What can you change to make 

sure you get all the information each time? 
• Why did some assessments go well and others, less well? 
• Were your assessment materials right for that particular learner? 

✥ Records Review 

Find a slower time of the year to review your assessment documentation. Take an afternoon to 
analyze the assessments completed in the last three months; take every fifth or tenth assessment 
file; or assessments completed in alternate months. Decide what best fits your program and the 
time available. What is important is that you look at enough files to get a general sense of what is 
complete and good and what parts might need to be worked on. 

When you have an impression of the current situation, use your knowledge and experience of 
assessment and your professional judgment to ask why: 

• If the information you need is consistently documented, make note of this and celebrate a 
job well done. 

• If some files seem to lack information, talk with others in your program to determine 
why: Is more time needed for proper assessments? Is the missing information required or 
optional? How important is it for developing a solid  training plan and learning program 
(maybe this information is not really critical)? 

• Would changing the forms help ensure that all the information you need is consistently 
recorded? 



 

 

✥ Staff Development Meetings or Volunteer 

Build time into your meetings to have focussed discussion around assessment and what 
practitioners find most and least useful about the results, the materials and the process. Your 
discussion may be guided by specific questions you have after reviewing your anecdotal notes, 
learner files or program visit report. Your discussion may be more open-ended. You may want to 
do this after you have reviewed your records and have seen a need for change. Bring these 
observations to stakeholders in your program. Talk about the issues. Share other anecdotal 
observations. Get input into how changes might be realistically done. Take minutes, and 
facilitate discussion towards a doable plan for improvement. 

✥ Teaching and Tutoring 

Whether you teach a class or have a volunteer program, arrange for time during one session to 
get feedback on the initial assessment process. This may be a survey, a focus group or a less 
formal discussion. You may want to schedule an interview using a guided questionnaire. Gather 
and review the results and summarize the key issues for program participants. Bring this 
information to a staff development or other meeting and, again, talk about it, take minutes of the 
discussion and work towards a doable action plan. 

✥ Learner Progress/Training Plan Development Meetings 

Most programs are finding ways for the teacher and learner to have one-on-one time to discuss 
training plans, evaluate learning gains and plan for the next phase of programming. These 
meetings are also ideal situations for a teacher or volunteer to ask other questions relevant to a 
program's current evaluation strategy. It may involve a short survey with the learner, or a guided 
conversation about how assessment relates to learning and the training plan. Topics may include: 

• What the learner remembers about the initial assessment? 
• How the learner felt about it? 
• In what ways do learners see the relationship between assessment and instruction? 

✥ Follow-up Calls 

Use your three- and six- month follow-up phone calls to learners to ask evaluation questions 
about assessment. Group the learners that you are able to contact into those who left the program 
having met their goals and those who left without having met their goals. Probe into the reasons 
why they left in addition to their current status. Discuss your findings with others, get feedback, 
and develop an action plan. 

✥ LPC Meetings 

Use your LPC members as a resource and a support. Share your assessment processes and forms 
with them. Make sure all players around the table share a common understanding of outcomes 
and use this information in your Literacy Service Plan. 

 
 



 

 

Remember... 
You may have other procedures in your program or in your regional LBS service that readily 
enable an evaluation component. Keep a binder or create files. Label these in ways that make 
sense for your evaluation results. These labels may be topics, such as the Service Delivery 
Functions or the Core Quality Standards or they may more directly reflect what you are 
evaluating (e.g. materials, outreach, practitioners, instruction, progress, etc.). Keep your 
anecdotal notes, minutes of meetings, action plans, responses to written or oral surveys and other 
results in a single place for future review. Use them to develop short-term action plans on 
specific areas of need. And, remember: Document your successes! 

Assessment Scenarios 

 

 

In a community program, the coordinator and another staff member reviewed 
required and optional elements of initial assessment. They created a checklist out 
of these content items and went through about half of the learners' files (about 
100 of them) to check off which content items were already being collected and 
which they needed to collect. 

In general, they were pleased with their results. All  files have the most important 
information. Many files met their criteria of additional kinds of information even 
though that criteria had not yet been made explicit. They interpreted this finding 
as lending further support to their perceived need to include additional items. 

There were two main areas in their documentation system that could have been 
more complete—learners' experiences of school, and learners' interests and 
hobbies. They discussed why this was the case: Some learners report not having 
hobbies or interests. While this may or may not be the case, it is sometimes easier 
for learners to recognize interests and skills over time. Similarly, some students 
were not prepared to talk in detail about their experiences of school when they 
were younger. Program staff found themselves talking about the usefulness of this 
information for subsequent instruction. It is probably enough to indicate, in 
general, whether or not new learners had positive or negative recollections of 
school. Tutors will learn about the critical experiences as they get to know their 
student. Staff came to feel that some personal information may be better left off 
the record. 

The checklist they devised was useful for getting a good picture at a given point in 
time of the completeness of their assessment results, but more importantly, its 

Small Group, Volunteer Program 



 

 

development, use and results promoted reflective discussion on the initial 
assessment process. 

 

 

One school board program with a continuous intake policy welcomed new learners as 
walk-ins. On site, the teacher would find the time during c1assto gather the 
background information and begin the assessment process. Complete assessment 
information was gathered over time. With the implementation of Program Reform, 
this program found it increasingly difficult to find sufficient time with learners to 
do full initial assessment, help the new learner set goals and develop a training plan. 
The night c1assteachers found it the hardest. Finding private and confidential time 
to sit down with a single learner with ten other sets of ears listening in, was 
difficult. This issue was raised at a staff development meeting and the 
administrator decided to begin to address it by allocating the first day of classes 
in new terms as "intake days for new students". Given their current resources, this 
resolution was a step in the right direction. 

 

 

One community-based program that works primarily with volunteers had an outside 
observer write up a report of the assessment process as performed by each of the 
paid staff. With permission, she observed three interviews with each member. The 
staff then met to discuss the findings: The staff use similar assessment methods 
and the assessment results are useful in enabling staff to prepare information for 
the volunteer tutors. 

The same independent observer interviewed tutors to find out whether assessment 
results and background information as provided by staff were useful in preparing 
training plans with learners. Staff discovered that the information they prepare 
for tutors is generally sufficiently detailed to provide appropriate guidance for 
tutors. 

Heartened by the affirmation that the results of this process revealed, the 
program coordinator took the results to the LPC table and arranged to pair-up with 
other similar programs to compare assessment practices and results. 

Group Program 

Community-Based, Volunteer Program 



 

 

Training Plan Development 
 

 

 

 

 

 

 

 

 

 

 

 

Definition of Training Plans 
The ministry defines training plan development as service that: 

allows learners to understand their responsibility in achieving their goals. Literacy may be only 
part of the training needed in order to meet their goals or may be one part of the continuum of 
learning. Through the process of developing a training plan, learners map out a possible 
sequence for the training and the time necessary to achieve their goals. The training plan is 
portable and belongs to the learner. 

Training plans document learners entry levels (assessment results), requirements of their goals 
(exit assessment criteria) and the learning activities to bridge the two. Training plans are the key 
documentation required for a goal-directed literacy service system. 

The Program Visit Report expects LBS agencies to have training plans for all learners that: 
document the training steps to be provided with appropriate timelines for progress review and 
goal completion; use learning outcomes; are understood by all relevant stakeholders, particularly 
the learner; and connect learners to the next step both within and beyond LBS. Contact time for 
training plan development is tracked and documented. 

Matching it up! 

Service Delivery Function: Training Plan Development 

Program Visit:  Section C3: 48-58 

Key CQS: 3: Program Commitment to Learners 
  4: Learner Commitment to Program 
  6: Learner-Centred Approaches and Methods 
  8: Learning Assessment 
  15: Organizational Links 

Related CQS: 
  5: Respect for Learners 
  7: Access and Equity 
  9: Instruction Time 
  11: Learning Materials 
  14: Support Services 
  16: Program Accountability 



 

 

Purpose of Training Plans 

• to provide an individual record for each learner summarizing: 
o what the program can do for each learner 
o what the learners will accomplish 

• to help learners understand their responsibility in achieving their goals 
• to provide written documentation so learners can be clear about their present skills, the 

skills that are needed to meet their goals and the work that they will need to complete 
while they are in a program 

• to help learners measure their own progress 
• to identify and record demonstrations of accomplishment, based on learning outcomes 
• to facilitate appropriate placement of learners 
• to provide guidance to instructors when they are preparing relevant programs 
• to enable staff to assess individual achievement and program effectiveness 
• to demonstrate program accountability 
• to enable learners to move between programs more easily 
• to establish timelines for goal achievement 

Benefits of Using Training Plans 

• provides an opportunity to reflect on the best strategy for achieving goals 
• provides a guide to time needed to achieve goals 
• documents learners' current skills and the LBS entry level 
• learners can see what learning is necessary 
• learners can use it as a benchmark to measure progress 
• motivates learners because training is related to their goals 
• provides guidance to instructors when they are preparing relevant programs for 

individuals 
• should allow one-on-one time with learners who are working in a group 
• elicits commitment to learning 
• encourages self-assessment and self-reflection 
• lets learners know that we take their learning seriously 

Challenges of Developing Training Plans 

• accurately documenting the information 
• keeping the information up-to-date 
• deciding how much information to include 
• using learner-friendly language 
• explaining training plans to learners or otherwise discussing content with them 
• identifying how much time is spent on training plan development 
• preparing and writing training plans 
• identifying how much time it will take to achieve goals, given the particular program 

context, motivation of the learner, and time available 



 

 

Criteria of Training Plans 
By now you will have developed your own format for writing training plans. All training plans, 
regardless of format, must provide the following components in order to meet ministry 
expectations: 

• background information 
• goal information (work, employment and personal—long-term, mid-term and short-term) 
• goal requirements 
• LBS objectives while the learner is in your program 
• learners' LBS levels 
• demonstrations 

Optional elements include: 

• transferable skills 
• learning styles 
• supports needed 
• action plan 

Training Plans can be used to assess individual achievement and program effectiveness. 

A useful resource for training plans is Developing Training Plans for Learners, available through 
AlphaPlus at 1-800-788-1120. 

Performance criteria checklist for training plan development 

Objective Criteria 
(what needs to be included) Deadline frequency 

• to create a long-term 
training path for learners 
to follow that will close 
the gap between their 
current literacy and 
numeracy skills and those 
required of their long-term 
goals 

• summary of background 
information 

• detailed summary of initial 
assessment results in 
outcomes language 

• learners' LBS levels 
• long-term goal information 

in plain language (steps 
beyond LBS) 

• LBS goals and goal 
requirements in outcomes 
language while the learner 
is in your program 

• demonstrations organized 
sequentially 

• transferable skills 
• learning styles 

• review six months after 
completion and update if 
necessary 



 

 

• placement considerations 
(health, program location, 
learners' preferences, etc. ) 

• materials to be worked on 
(optional) 

• embedded skills that need 
to be worked on 

 

Evaluation Strategy for Training Plan Development: 
In general, follow the steps below. You will likely weave back and forth between them. When 
you decide where to get your 

• Review questions on the program visit form that relate to training plan development. 

• Decide what you are going to evaluate—this must be clear so that you document only the 
information that you need regardless how interesting other information may be! These 
statements will go on your evaluation strategy. 

• Identify how your goals or issues relate to the Core Quality Standards and the program 
visit form. 

• Determine the criteria you need for evaluation (e.g. the components listed above, 
satisfaction of learners or other stakeholders with training plans, the relationship between 
training plans and assessment, instruction and goals, and learners awareness of the 
learning path they are following) 

• Determine how, where, and from whom you are going to get the information, given the 
criteria of your goals: These probably need to be 'done together, for each affects the 
other. 

Look at the procedures you already have in your program and decide which ones will 
lend themselves best to your purpose. Use these procedures or entry points to ask your 
questions and document the responses. For training plans, progress meetings with 
learners may be the best entry point for evaluation. 

• Decide how long you will need to gather each kind of information. What is the time 
frame is necessary for each activity? 

• Think about how you will use the results. 



 

 

• Think these questions through and: 
o write your evaluation plan—say how you will build it into current procedures; 

provide timelines and benchmarks, and name persons responsible 
o carry out the plan—perform evaluation as part of your everyday activities 
o make changes 
o evaluate changes 
o start all over again—evaluation is a continuous cycle 

Integrated Approaches to the Evaluation of Training Plans 
The first time you work through a training plan you may be surprised by the amount of time that 
it takes. Each time you do it, however, you get more efficient at it! Many programs have found 
ways to streamline the process. For example, learners may work with a series of short term or 
personal goals rather than a single long term one—reading the yellow pages, or medications or 
writing cheques. 

You may be able to develop and file training plan "masters". For example, if a learner in your 
program wants to read the newspaper or write letters, you can develop the goal-requirements of 
those activities in outcomes language and use it for all learners with those same goals. If you 
work in a school board or college, you can develop a 'training plan master' that lists the 
requirements of goals for the next educational step beyond LBS. 

You may want to use a staff meeting to get these templates or masters started. It would be a good 
way of helping instructors or volunteers really get to know the outcomes. 

Sometimes the biggest challenge is helping a learner articulate a realistic long term goal. Make 
this goal the main focus of the next three months with your learner; find other personal goals to 
work on. Keep motivation high. 

Remember: Goal-directed assessment and learning works. Focus only on what your LES 
program can do for a learner. 

You may want to develop a short questionnaire for learners (two to five questions) to find out 
how well they understand their training plan and to what extent they see their learning and  
learning materials as being related to it. These questions could be integrated into any of the 
processes below—you could ask tutors or learners when you are speaking with them; you could 
ask practitioners to ask them during a session with learners, or you could use them to guide a 
focus group discussion. This would take minimal extra time and give you valuable results. Other 
approaches are noted below. 

✥ Anecdotal Notes/Feedback from Stakeholders 

Document your ongoing observations of training plans—these impressions may be the reason 
why you feel comfortable with your documents and processes, or may be the reason why you 
have decided to include one or more of the training plan criteria in your evaluation strategy. 
Have volunteers, instructors or other practitioners note their own observations in their day books, 



 

 

journals or ref1ective logs. Ask them to provide a summary of their thoughts for you—you can 
review and summarize the issues and make that the basis for a group discussion and the 
development of an action plan. 

Document feedback from ministry representatives too. This can point you in the right direction. 
Keep your notes in a binder or file for future review. 

✥ Records Review 

Find a slower time of the year to review your learner files. Take an afternoon to analyze the 
training plans completed in the last three months; every fifth or tenth file; or plans completed in 
alternate months. Decide what best fits your program, and the time available. What is important 
is that you look at enough files to get a general sense of what is complete and good and what 
might need to be worked on. 

When you have this information, use your knowledge, experience and professional judgment to 
ask why: 

• If the information you need is consistently documented, make note of this and celebrate a 
job well done. 

• If some files seem to lack information, talk with others in your program to determine 
why: Is more time needed for proper assessments or training plan development? Is the 
information missing required or optional? How important is it for deve10ping a solid 
training plan and learning program (maybe this information is not really critical) 

• Would changing the forms help ensure that all the information you need is consistently 
recorded? 

✥ Staff Development Meetings or Volunteer Tutor Meetings 

Build time into your meetings to have focussed discussion around training plans and training 
plan development. Find out what practitioners find most and least useful about them. Find out  
the challenges they face and work towards resolving them. Your discussion may be open-ended 
or guided by specific questions as a result of reviewing your anecdotal notes, learner files or 
program visit report. Bring these observations to stakeholders in your program. Get input into 
how changes might be realistically done. Take minutes, and facilitate discussion towards a 
doable plan for improvement. Bring your general observations to the LPC. Talk about and 
compare training plans and issues around them. Work with your LBS community towards more 
common processes. Make sure your training plans are understood by everyone. 

✥ Teaching and Tutor 

Whether you teach a class or have a volunteer program, arrange for time during one session to 
get feedback on training plans. This may be a survey, a focus group or a less formal discussion. 
You may want to do a guided interview. Gather and review the results and summarize the key 
issues for program participants. Bring this information to a staff development or other meeting 
and, again, talk about it, take minutes of the discussion and work towards a doable action plan. 

 



 

 

✥ Learner Progress/Training Plan Development Meetings 

Most programs are finding ways for the practitioner and learner to have one-on-one time to 
discuss training plans, evaluate learning gains and plan for the next phase of programming. 
These meetings are also ideal situations for a teacher or volunteer to ask other questions relevant 
to the current evaluation strategy by doing a short survey with the learner, or having a guided 
conversation about how assessment relates to learning and the training plan. Topics may include: 

• learners' understanding of their training plans 
• how learners feel about the paths they are on? 
• how learners see the relationship between assessment and instruction, training plans and 

goals 

The volunteer or teacher working with a learner and charting her progress should jot down a few 
notes or observations about the process and the learner's response to it. Put these notes in a 
binder or file for future analysis. Share summaries of the contents at a staff meeting. Compare 
and discuss with others. Recognize what has worked well and talk about what can be done 
differently. Take minutes of these meetings. 

✥ Follow-up Calls 

Use your three- and six-month follow-up phone calls to learners to reflect on their experience in 
your program. Are they pursuing the longer-range goals of their training plan—if not why not? 
Group the learners that you are able to contact into those who left the program having met their 
goals and those who left without having met their goals. Probe into the reasons why they left in 
addition to their current status, as required by the ministry. Again, discuss your findings with 
others, get feedback, and develop an action plan. 

Remember... 

Incorporate your evaluation into everyday procedures. Document the results of your evaluation 
activities. Keep a binder or create files. Label these in ways that make sense for your evaluation 
topics or results. Keep anecdotal notes, minutes of meetings, action plans, responses to written or 
oral surveys and other results in your binder or files for future review. Revise your procedures to 
inc1ude changes arising from evaluation. And, most of all: Document your successes! 

 

 

 

 

 

 



 

 

Training Plan Development Scenarios 
 

In a fairly isolated community program operated by a school board, finding one-on-
one time with students to develop and discuss training plans is difficult. With 
approval from the administrator, each student is allowed one hour for training plan 
development and a half hour for progress reviews per term. Each teacher con 
schedule this time into their instruction in a way that makes sense for their 
particular location. One teacher, in a c1ass of twelve, uses the last hour of c1ass on 
Fridays to meet with one or two learners privately, until each learner has a 
completed training plan. Another teacher, in a smaller program made 1hour 
appointments with learners at the end of September (or one month into 
instruction) and then half hour a ointments in the last week of term for progress 
reviews. 

 

In one community program, the tutor felt that the training plan was too long-term 
for his learner. The learner's long-term goal was to get a job with animals. He 
wanted to start in a retail store to make sure that working with animals was the 
right career for him. The tutor found out that to work in the main pet store in 
that town, employees had to pass a literacy and numeracy test at a grade 10 level. 
This learner's writing level was a level one, although he could read level two texts 
well. He was level three with basic operations. Fractions were his biggest concern. 
At two hours a week it would be a long time before this learner would be ready to 
write this test; nevertheless, getting a job in a pet store was a not an unrealistic 
goal. The program coordinator talked to the tutor and they decided to start with a 
three month learning plan. Some short-term, personal goals were set with the 
learner. In this way, the learner would not become discouraged. When the learner 
achieved his short-term goals, his successes motivated him to try even harder to 
achieve his next set of short-term learning goals. After a year of working one-on-
one with a tutor, he felt ready to join either the school board or college program. 

 
 

Multi-Level Group Program 

One-on-One Volunteer Program 
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Definition of Training 
Both you and the ministry agree that instruction of 1eamers is the most important service that 
LBS programs offer. To be accountable, you need to show that 1eamers in your program are 
1eaming. Progress must be charted against measurable learning outcomes. The Guidelines state: 

The focus of the LBS program is the actual literacy instruction provided to adult learners. Al! 
other LBS activities support this service. Different training approaches and methods are used, 
but all must lead to measurable learning outcomes .... [Basic computer skills] must be embedded 
within literacy training. 

The Program Visit Report expects LBS agencies to: adhere to their  business plan and explain 
exceptions; teach learners based on the path outlined in training plans and adult education 
principles; use a learning outcomes approach with a balance of activities and core 
demonstrations, and; provide appropriate support to participants (e.g. materials, practitioner 
orientation and training, etc.), including appropriate ratios of practitioner to learners. 

Purpose of Training 

• to improve learners' communication and numeracy skills along benchmarks of success, 
with qualified practitioners and quality instruction 

Matching it up! 

Service Delivery Function: Training 

Program Visit:  Section C4: 60-69 

Key CQS  2: Community Focus 
   3: Program Commitment to Learners 
   4: Learner Commitment to Program 
   5: Respect for Learners 
   6: Leaner-Centred Approaches and Methods 
   9: Instruction Time 
   10: Ratio of Learners to Instructors/Coordinator 
   11: Learning Materials 
   12: Practitioner Training 
   15: Organizational Links 
   16: Program Accountability 

Related CQS:  8: Learning Assessment 
   14: Support Services 
   18: Program Evaluation 



 

 

• to help learners attain their long-term goals of employment, further training and 
independence 

• to provide age- and level-appropriate learning activities and materials of interest to 
learners 

• to enable learners to make progress towards their goals by using appropriate materials 
and activities 

• to prepare and support learners as they move to the next phase in their long-term plan (be 
it further education, workplace training, work or greater independence) 

Benefits of Training 

• learners progress towards goals 
• learners see achievements through success markers and levels 
• learners reflect on their progress 
• learners reflect on changes in self esteem and self-direction 
• programs use learner-centred approaches that are relevant to the learners' life. 

Challenges of Training 

• meeting each learners' unique learning needs, 
• finding and tracking time during instruction to work with and explain outcomes, training 

plans and assessment results 
• knowing how useful and relevant literacy materials are to learners 
• helping learners make transitions from an established learning style to a more 

independent learning style 
• having a learner-centred program, rather than a teacher-centred one 
• irregular attendance of some learners 
• continuous intake 
• ensuring volunteers understand and carry out their tutoring role while being flexible and 

responsive to the learners new and ongoing needs 

Criteria of Training 

• learner-centred instruction that is based on assessment results and leads towards short or 
long-term goals 

• semester or three-month plans for each learner so that you know exactly what steps you 
need to follow to meet the learning outcomes expressed by learners 

• weekly plans so that you arrive with the necessary resources and a clear idea of what you 
will be teaching 

• evaluation of the success of each lesson to improve your technique and approach 

Evaluation Strategy for Training 

• review questions on the program visit form 
• identify how training relates to CQS 



 

 

• ask yourself: 
o what are the components of adult literacy teaching (the criteria noted above, 

satisfaction of learners with progress or their learning environment, materials, 
qualified practitioners, etc.)? 

o what is the best method to evaluate each of the criteria? 
o what time frame is necessary for each activity? 
o who do we get feedback from on training activities? 
o how can we incorporate this evaluation strategy into our everyday work? 
o how will we use the results? 
o how can we know that training activities are related to training plans? 

You want to know where and how to improve your program. Are elements of learning materials, 
ratio of learners to instructors, learner-centred approaches and methods, program commitment to 
learners and other standards that relate directly to training, getting better as a result of your 
evaluation activities? 

Make an action plan: 
• identify your evaluation goals 
• determine the best entry points and methods 
• collect information 
• analyze results 
• make changes 
• evaluate changes 
• repeat the cycle 

Integrated Approaches to the Evaluation of Training 
Evaluation of training is essential to quality programming. To do it we, you need information 
from all key stakeholders - learners, instructors, program coordinators and funders. Funders 
provide information through program visit reports. LBS coordinators usually do so through 
performance appraisals and ongoing communication. Learners may voice their views through 
anecdotes, discussion (focus groups), opinion surveys and follow-up calls. Instructors should 
have opportunities to express their views through staff meetings, performance appraisals, 
reflections and opinion surveys. 

Training involves many supporting issues: 
• program commitment 
• learner commitment 
• assessment and evaluation 
• learning materials 
• learner-centred approaches 
• instruction time 
• ratio of learners to instructors 
• practitioner training 



 

 

Part 6 of this manual looks at evaluation on some specific areas of interest - outreach, materials 
and practitioner training. The main focus of this section is satisfaction levels of learners and 
instructors. In general, this information will be obtained through focus groups, learner meetings, 
interviews and follow-up calls. You may need a facilitator, note-taker, or interviewer in some 
cases to record the information. 

Evaluation of Training by Learners 
You may wish to find out learners' views on the following: 

Learning Environment: 

• How do you feel when you think about coming to the program? 
• How do you feel when you come in through the door? 
• Do people encourage you to learn? 
• Do you find teachers helpful in/out of the classroom? 
• Do you feel motivated to learn? 

Rapport/Mutual Respect: 

• Do you feel staff and other learners treat you with respect? 
• Do you feel you respect others? 
• Do teachers give you the opportunity to choose what and how you want to learn? 
• Do you feel they respect your culture? 
• Do you understand about other cultures? 
• Do you feel more self confident since you started this program? 

Confidentiality: 

• Are your interviews with your teacher in a separate room? 
• Is your personal file kept in a locked filing cabinet? 
• Do you know that no one will give any information about you without asking you first? 

Know what is expected: 

• Did you agree on the times you would come to the program when you first met with your 
teacher? 

• Are you trying to learn? 
• Did the teacher explain about the literacy program? 
• Do you come to c1ass on time? 
• Do you come regularly? 
• Do you call if you are going to be absent? 

Teaching: 

• Are you involved in setting your own goals and developing your own training plans? 



 

 

• Do you feel that the teaching methods are right for you? 
• Do you feel comfortable working at this speed? 
• How do you feel about initial and ongoing assessment? 
• Are you getting what you want from the program? 
• Do we ask you what you feel about the program? How often do we ask? 
• Do the teachers and volunteers give you feedback? 
• How do you feel about the learning materials? 
• Do you understand the teachers and volunteers? 
• Do the teachers and volunteers understand you? 
• Do you understand the work? 

Use your evaluation strategy and these questions to help you focus the information you want to 
collect. Choose questions that are relevant to your learners and program, and decide on the best 
entry points and methods of collection. 

✥ During Instruction 

Use instruction time to talk to learners about issues important to your evaluation strategy. Be 
clear on the purpose of the discussion. Do you want information or do you want to plan a change 
in your classroom? Keep the discussion realistic. 

✥ Anecdotal Notes 

Keep notes of the comments learners make about any of the issues above. File these notes for 
later review. Do the same for instructors. Ask them to keep notes as well. 

✥ Follow-up Calls 

Your procedures include exit interviews and follow-up calls. Use this time to add a few questions 
that are a part of your program evaluation strategy. This is "post-training evaluation" as 
compared to the first two, which evaluate training as it is in progress. Your questions may be 
general or specific. Six months is a long interval to be asking about outreach or initial 
assessment. You may want to use this follow-up call to find out what learners remember about 
specific issues. This will give insights into some of the lasting impressions your program has had 
on their lives. 

Evaluation of Training by Instructors 

✥ Staff Meetings 

Use staff meetings to hold focussed discussions on issues affecting staff. You may want to build 
time into each meeting for evaluation, or you may want to have one meeting per year devoted to 
program evaluation. 

Use this time to have instructors identify training needs. Follow-up with relevant professional 
development opportunities. 



 

 

Provide an opportunity for instructors to voice their issues. Keep the discussion realistic and 
follow through to the action plan stage. Keep minutes of the meeting. 

✥ Reflection 

Encourage instructors to reflect upon their teaching activities. (Some programs have this 
component as a part of the job description). Guide their reflections by focussing on different 
questions each term. Provide opportunities for sharing reflections. Adapt teaching to reflect 
ideas. Encourage learners to follow the same process. 

You can guide instructors' self-reflective evaluation process by encouraging them to parse 
training plans into more manageable units—three-month and weekly plans. 

• Three-Month Plans 
Whether learners are new or returning, it is often useful to work in three-month blocks 
towards specific and achievable short- term goals. Using the training plan as a larger 
blueprint, identify the specific demonstration(s) to be achieved over a shorter period of 
time. Build success into these plans and the learner will see clearly how they are 
progressing towards their long-term goals. 

Three-month plans provide a written framework that breaks down the training plan into 
more manageable units. The agreed upon demonstration (s) and their embedded success 
markers become the goals of the semester. Three-month plans put the work you and your 
learner (s) need to do into a time frame. 

In this way, three-month plans are a means of helping practitioners and learners stay on 
track. They help you evaluate your effectiveness at teaching using learning outcomes. 
They provide proof that you and your learner (s) are working towards meeting the 
learners' goals. You should review them regularly and adapt them to changing priorities. 

• Weekly Plans 
Weekly plans provide direction towards the achievement of the demonstrations noted in 
the three-month plan and the training plan. Weekly plans might also show the intended 
activities to be covered and the resources you would be using. Your time with your 
learners is much more productive when you have thought about the content of the lesson 
beforehand. However, this does not mean that what happens during a session with a  
learner will necessarily be what you planned—some of the best teaching transpires when 
we deviate from our plans! Document what you did. Reflect on why or how your plan 
differed from what actually happened. Keep referring to the three-month plan to stay 
broadly on track towards learners' goals. 

Remember... 

All of these plans are flexible and need to be responsive to emerging needs and changes 
in a learners' long-term direction. 



 

 

Evaluate your preparation for lessons: 
Do you: 

• reflect on ideas for working with your learners, based on their goals 
• break goals into manageable chunks 
• build success into every lesson 
• plan a variety of activities, including reading and writing into each session 
• build on existing skills of learners 
• decide how to present activities and think about the time needed 
• collect or prepare the materials you will need before the class 
• share ideas with other practitioners in order to enrich your repertoire of ideas and 

approaches 

Evaluate your performance in class: 
Do you: 

• allow time for learners to "warm up" 
• review concepts that were new or difficult from the last lesson 
• explain what you are going to do in this lesson and why 
• show how the "parts" relate to the "whole" 
• relate new materials to past experience 
• introduce topics one at a time – focus 
• let learners set the pace 
• allow enough time for practice 
• allow time for breaks 
• allow enough flexibility to put prepared les sons aside if learners need to work on a 

particular problem 
• encourage learners to try things alone (e.g. shopping trip, library) 
• share successes 
• ask for feedback 
• remember, a little encouragement goes a long way 
• allow time for demonstrations 

Post-lesson Evaluation 
Do you: 

• keep a record of resources and weekly plans 
• make notes on what went well in the les son and note any difficulties 
• review what to do next time 
• keep a reflective log 
• encourage learners to keep records too, such as a journal of "reflections" about the les 

sons - so they can look back and see the progress they have made 
• ask yourself: 

o did they achieve the outcomes that we were working on? 



 

 

o was the les son interesting? 
o were we relaxed? 
o evaluate your performance - were you an effective instructor - do you keep a log? 

Evaluating your success at working with a multi-level group 
When learners are at different levels, it can be a challenge to develop activities that meet the 
needs of all the learners in the group. Take some time to check whether you are incorporating the 
following ideas. 

Do you: 
• provide a variety of materials at different levels 
• use thematic units or project work 
• pair beginning readers with more advanced readers 
• rewrite important information in clear language 
• use non-reading activities, e.g. discussions 
• use newspaper articles—give assignments at different levels 
• encourage learners to work things out or solve problems in small groups 
• get learners to plan activities, e.g. field trips or speakers 
• read aloud to your group 
• brainstorm 
• use writing activities that involve various literacy skills, such as creating a newsletter or 

recipe book 
• gear writing activities to the level of each learner—beginning readers can dictate 

sentences, or write captions for photographs; more advanced readers can write articles 
• use process writing techniques 

Performance criteria checklist for training 

Objective Criteria 
(what needs to be included) Deadline frequency 

• to create three-month 
plans with each learner so 
that you know the 
direction you need to  
follow to meet the  target 
demonstration activity and 
its learning outcomes. 
Plans are based on the 
training plan . 

• learning outcomes 
• overall teaching plan 
• breakdown of sequence 
• materials needed 

• every three months/ 
beginning of each 
semester 

• to prepare weekly plans 
with each learner so that 
you arrive with the 
necessary resources and a 
clear idea of what content 

• lesson objectives 
• learning outcomes 
• step-by-step activity plan 

for the lesson 
• materials prepared 

• by Friday for the next 
week 



 

 

and outcomes you will be 
working on over the 
week—this may change, 
but come prepared 

• to evaluate the successes 
of meeting short- middle- 
and long-term goals so that 
you can improve your 
technique and approach 
and so that the learner can 
clearly see the continuum 
of progress 

• description of what 
actually happened in the 
lesson 

• analysis of what went 
well, what didn't go well 
and why 

• suggestions for the next 
lesson 

• by Friday of the current 
week 

 

Training Scenarios 
 

 

Whether you are teaching one person or many, you can integrate evaluation into 
your session. In one program, they hold a discussion around two open-ended 
questions each year: 1. What do you like the most about this program? and, 2. What 
would you like to change? 

A teacher facilitated a discussion and took notes on chart paper. A learner copied 
these onto regular paper and, together, the c1asssummarized the issues. The 
c1asswanted more group work and more about Canada's history, geography and 
current affairs. The teacher explained what it was possible to do or change. The 
c1assdeveloped a simple action plan for the rest of the term that included learning 
about the provinces and territories on the one hand, and group reading on the 
other. Discussion would be integrated into the reading group. 

The instructor used this information to develop a three-month plan for the 
interest topics using the learning outcomes. He then integrated these outcomes 
and demonstrations into each learners' training plan. 

 

 

A school board program discovered through anecdotal observations and discussions 
that many learners did not feel respected by other learners within the program. 

How's it Going? 

Group Program 



 

 

Two instructors felt strongly enough about this issue to volunteer their time to 
develop two modules: one on disability awareness and the other on cultural 
awareness. The program piloted each module over the course of the next two 
semesters. The modules appeared to have been very effective. Learners reported 
being more sensitive to the feelings and situations of people with disabilities and 
different cultural backgrounds. Learners who felt a lack or respect indicated that 
the situation had improved. Staff will seek project funding to further develop the 
existing modules, research other barriers and develop modules for these and share 
their research and materials with the LBS field. 

 

 

In a discussion with her learners, an instructor with a group of seven 
developmentally challenged adults learned that they all had relative who had died 
from heart attacks. This led the group to identify a common goal: to learn about 
nutrition and good eating habits. Five of the learners are completely independent 
and responsible for budgeting, purchasing groceries and preparing and cooking 
their own meals. 

The instructor developed a three-month plan that included work on the Canada 
rood Guide. From that she developed weekly plans. 

Reading and writing activities were included, such as keeping a log of the foods 
they ate each week, sorting those foods into categories and analyzing the results. 
They also wrote healthy recipes to share with other members of the group. They 
worked on measurement, including fractions and doubling up, multiplying and 
dividing quantities. Hands-on practice using measuring cups and spoons was very 
useful for this group. 

As a demonstration, each learner chose a healthy recipe and cooked it for the 
group. This took place once a week over a period of two months. The instructor 
identified the learning outcomes that had been achieved by each learner. The 
learners collected samples of their work for their portfolios, including a copy of 
their grocery list together with the recipe and a photograph of the meal they had 
prepared. 

The instructor reflected in her log that this had been a positive, learner-centred 
approach that had resulted in c1eardemonstrations of learners meeting learning 
outcomes. 

Small Group Program 



 

 

Follow-up 
 

 

 

 

 

 

 

Definition of Follow-up 
The ministry sees follow-up as an eva1uation activity that helps determine the effectiveness of 
the other four service functions: Information and referral, assessment, training plan development 
and training. The Guidelines state: 

This delivery service helps demonstrate the value and effectiveness of the four other deliver 
services in meeting the needs of the learners. 

In practice, you also likely want it to also encompass learners', teachers' and volunteers' reasons 
for leaving your program. And, you will want to know if learners or volunteers who left intend to 
return at a later date. 

The Program Visit Report expects LBS agencies to do three and six month follow-ups with 
exited learners. Follow-ups document the learner's LBS level and status. The ministry sees 
follow-up as primarily an evaluation activity itself and expects results from the documented 
information (exit forms) will be reflected in subsequent program delivery. 

Purpose of Follow-up 

• to follow-up with learners who are not attending regularly in order to find out reasons 
• to follow-up with volunteers who are not attending regularly in order to find out reasons 
• to track learners after they leave your program in order to provide one measure of success 

(have they taken the next step in their training plan?) 
• to evaluate any aspect of the other four service delivery functions and the Core Quality 

Standards and adapt future program delivery accordingly 
• to be accountable to funders 

Benefits of Follow-up 

• allows programs to discover learners' reasons for leaving a program 

Matching it up! 

Service Delivery Function: Follow-up 

Program Visit:  Section C5: 71-74 

Key CQS:  16: Program Accountability 
   18: Program Evaluation 
 
Related CQS:  2: Community Focus 
   3: Program Commitment to Learners 
   15: Organizational Links 



 

 

• allows programs to discover learners' activities three and six months after leaving a pro 
gram 

• allows programs to assess various aspects of their program outside the program context 
• allows for an exit interview as well as three and six month follow-up interviews. 

Challenges of Follow-up 

• finding time and resources to make these numerous phone calls 
• number of learners with whom the program loses contact 
• establishing and maintaining a system that allows for consistent follow-up 

Evaluation of Follow-up 
As follow-up is itself designed as an ongoing, integrated pro gram evaluation activity, you can 
do little more than use this opportunity to evaluate your program against the criteria established 
in your evaluation strategy. Ask learners relevant questions. 

• contact volunteers who have missed a specified number of sessions without calling in, 
and do an exit interview. If it was only one session, and they chose to leave, find out why. 
If they don't intend to come back, ask them: 

o why they left—health, re-location, accessibility problems, program not meeting 
their volunteering needs appropriately, etc. 

o if they intend to return. If so, when? If not, why not? 
o Ask them a few other questions from your evaluation strategy 

• contact learners who have missed a specified number of classes according to your 
program's policies. Find out if they intend to return. If so, when? If not, why not? 

o why they left—health, re-location, accessibility problems, program not meeting 
their learning needs appropriately, etc. 

o Ask them other questions from your evaluation strategy 

Document any additional follow-up that is necessary. 

Areas of questioning, in addition to "current status" and reasons for leaving may include: 
• Levels of satisfaction with: outreach, accessibility, assessment, choices in programming, 

individualized programming, information about support-services that were offered or 
accessed, quality of instruction, relevancy of materials 

You may want to organize your results around those who: 
• left without feeling they met their goals 
• left feeling they met their goals 

You may want to compare these results to satisfaction levels of those currently in your program. 

Remember... 

Much of the information you gather here can also be gathered while a learner is in your 
program—through short surveys, focus groups, personal interviews, anecdotal observations or 



 

 

purposeful observations. There is a form in Part 6 that may be useful for you to record your exit 
interviews and three- and six-month follow-up calls on. 

You have enough information when you have done as much as you realistically can! The amount 
of work should be geared according to the size and context of your LBS program. You may show   
activities that will build this into future evaluation strategies. 

Performance Criteria Checklist for Exit and Follow-up 

Objective Criteria 
(what needs to be included) 

Deadline 
frequency 

• to follow-up with learners 
who are not attending 
regularly in order to find 
out reasons 

• contact learners after 
missing a specified 
number of classes without 
calling in 

• document discussion 
• do additional follow-ups 

as necessary 
• do exit interviews with 

those learners who are not 
coming back to the 
program 

• contact learners three 
months after they leave the 
program 

• contact learners six 
months after they leave the 
pro gram 

• after one week 
• 3 months 
• 6 months 

• to follow-up with 
volunteers who are not 
attending regularly in 
order to find out reasons 

• contact volunteers who 
have missed a session 
without calling in 

• document additional 
follow-up as necessary 

• exit interviews with 
volunteers leaving the 
program 

• within in a week 

 

 

 

 

 



 

 

Follow-up Scenario 
 

 

The biggest challenge of follow-up it seems, is to know when learners have really 
left and to find the time to call once it is certain that they are not coming back. 
This is especially hard with continuous intake programs and staff that are already 
stretched as far as they can be. A college program asked a trained literacy 
volunteer to do these calls. A smaller program hired a university student to make 
these calls. The community program asked a volunteer doing administrative work to 
do the calls. 

However, even with the resources to make the calls, many programs have difficulty 
determining when a learner has, in fact left. For example, a group program has a 
policy that requires instructors to call learners after three consecutive absences. 
Instructors call and one of four things normally happens:  

1. The learner indicates his intention to return the following week, after, say, a 
sickness. He returns as promised—a non-exit. 

2. The learner says she will not be returning and explains why—a clear exit. 

3. Contact is lost and the learner may or may not show up later—an unclear exit. 

4. The learner indicates his intention to return the following week. He does not 
return. He is called again and he assures his teacher that he will come back. He 
does not come back for the rest of the term. An unclear exit. 

The program administrator thinks: l wonder what .the ministry really expects me to 
do with this information? 

 

 

 

 

 

 

Making the Follow-up Calls... 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 



 

 

 
 
 

Part 6 
Evaluating 
Important 
Standards 

• Introduction 
• Program Evaluation (CQS 18) 
• Outreach (CQS 13) 
• Learning Materials (CQS 11) 
• Practitioner Training (CQS 12) 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Introduction 
 

When you think of what you really want to learn when you evaluate, you likely think in terms of 
the questions you have of your program, for example: 

• Are learners learning? How do we know? 
• Are learners satisfied with their learning? 
• Are learners content with their learning environment? 
• Are the learning materials appropriate? 
• Are there other materials we need? 
• How can 1 encourage instructors to try new approaches? 
• Why do some learners leave before completing all of their goals? Is it their personal 

circumstance or something that we could be doing differently? 
• When learners leave without completing their goals, do they still feel successful in our 

program? 
• Do our outreach efforts reach the broader community? 
• Do our outreach efforts result in getting new learners? What is working and what could 

we adapt? How? 
• How can we reach more rural learners? 
• How can we train tutors more effectively? 
• How can we make instruction more interesting to learners when we must work with a 

class of thirty students? 
• What other ways can we manage a multi-level program? 

These are general program evaluation questions that can be used towards a cycle of ongoing 
program development. The previous section is organized around key components of program 
reform—the five service delivery functions of information and referral, assessment, training 
plan development, training, and follow-up. This section looks at a few specific issues that 
interest most LBS programs—program evaluation (CQS #18), outreach (CQS #13), materials 
(CQS #11) and practitioner training (CQS #12). 

 
 

 
 
 

 



 

 

Program Evaluation (CQS 18) 
 

Program Evaluation by Learners 

Issues your evaluation strategy may want to address with learners are: 
• mission statement 
• policies and procedures 
• assessment methods 
• training plans 
• learning materials 
• training methods 
• learning environment 
• outreach 
• skills of staff 
• image of the pro gram 
• communication with staff 
• attitude of staff 
• confidentiality and respect 
• relationship with other learners and volunteers 
• volunteer skills 

Information from learners about these issues can be obtained through a number of entry points 
and methods. The following, general learner questionnaire addresses some of these issues. You 
could use it as is, or as a guide to developing your own questionnaire. 

 

 

 

 

 

 

 

 

 

 

If you want to develop a multiple choice questionnaire, keep the following in mind: 

1. Make your questions very clear and direct. Test them with potential respondents. 
2. Keep questions neutral. For example, the question: What do you think about the materials 

you are using? very interesting, fairly interesting, a little interesting, not interesting is 
better than: How interesting are the materials you use? 

3. Give respondents only four choices—don't give them a middle ground. 



 

 

 
Learner Survey 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Background Information 

1. Gender: Male Female 

2. Age: Less 19 
19 to 24 
25 to 34 
35 to 44 

45 to 54 
55 to 64 
65 to 74 
75 or over 

What was the last grade you completed?  

 Grade 5 or less 
Grade 6, 7 or 8 
Grade 9 or 10 
Grade 11 or 12 
Over grade 12 

 

3. What kind of program were you in? 

special basic general advanced 

5. a) What is your first language? 

English French other ___________________ 

 
 
 
 
        b) Do you read in your first language... 

very well well not very well not at all 

        c) Do you write in your first language 

very well well not very well not at all 

6. Do you have a pre-school children? 

yes no   

7. To attend this program do you get help with child care? 

yes no   

8. Do you know someone who would go to this program if they could get help with child care? 

yes no   

IF ENGLISH IS YOUR FIRST LANGUAGE, GO TO QUESTION 6. 
IF NOT, PLEASE FINISH QUESTION 5. 



 

 

9. To attend this program do you... 

                        walk or bike drive or get a ride 
                        take a bus other ____________________ 

10. Do you know someone who would go to this program if they could get help with 
transportation? 

yes no   
 

Information and Referral 

11.     a) How did you find out about this program? 

another student 
television or radio 
through the literacy line 
Ontario Works agent 
         other ____________________ 
social service agency 
through the college 
through a school board 
through a community literacy program 

family or friends 
a flyer 
a program calendar 

12. If you or a friend learned about this program through an advertisement or calendar, where did 
you see it? For example, was it delivered to you door or on a bulletin board somewhere - 
where? 
___________________________________________________________________________ 

13. Was finding out about this program... 

very easy easy hard very hard 

 
Comments: 



 

 

 

Initial Assessment 
13. Just before you initial assessment, how did you feel? 

 very uncomfortable 
a little uncomfortable 
comfortable 
very comfortable 

  

14. During your initial assessment, how did you feel? 
 very uncomfortable 

a little uncomfortable 
comfortable 
very comfortable 

  

15. After your initial assessment, how did you feel? 
 very uncomfortable 

a little uncomfortable 
comfortable 
very comfortable 

  

16. Overall, how did your initial assessment make you feel? 
very good good a little bad bad 

17. Were the results of your initial assessment share with you? 
yes no don’t remember  

18. Did you understand your initial assessment results? 
very well well not very well not at all 

 

 

 

READ THIS BEFORE GOING ON: 

When you started in this program your reading and writing skills were assessed. 
You may have: 

• written a test 
• met with someone who asked you questions about yourself and asked you to read or 

write some things 
• entered the class on your first day and showed the teacher what you could do over 

time 

We call this initial assessment. Think back to your initial assessment and then answer the 
next group of questions. 



 

 

Training and Training Plans 

19. Have you set long-term goals? 
yes no  

20. Have you set short-term goals? 
yes no  

21. Do you feel that your work is... 
very related to your goals 
related to  your goals 
not very related to your goals 
not at all related to your goals 

22. Have your reading skills... 
 improved a lot 

improved 
improved a little 
hardly improved at all 

 

23. Have your writing skills... 
 improved a lot 

improved 
improved a little 
hardly improved at all 

 

24. Have your math skills... 
 improved a lot 

improved 
improved a little 
hardly improved at all 
I don’t work on math 

 

25. Name three things you have learned to do in this program: 
1. ___________________________________________ 
2. ___________________________________________ 

3. ___________________________________________ 

26. Overall, how do you feel about your learning? 
 Very satisfied 

Fairly satisfied 
Not very satisfied 
Not at all satisfied 

 

 

 



 

 

 

27. Are the materials you use... 
Very interesting 
Interesting 
A little boring 
Very boring 

28. How do you usually decide what to work on? 
My teacher or tutor gives me the books I need 
My teacher or tutor shows me different books, and I choose what I like 
I bring in things from home 
Other ____________________________________________________ 

29. In general, do you find this program... 
Very useful 
Fairly useful 
Not very useful 
Not at all useful 

30. About how many hours a week do you attend the program? 
Less than 3 hours each week 
From 3 to 5 hours each week 
From 6 to 10 hours each week 
From 11 to 15 hours each week 
From 16 to 20 hours each week 
More than 20 hours each week 

31. About how many hours each week do you spend on homework? 
Less than 1 hour each week 
About 1 to 5 hours each week 
About 3 to 4 hours each week 
5 hours or more each week 

32. What is your Learning Outcome Level? (Ask you teacher or tutor if you are not sue) 

1  2  3  4  5 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Thank you! 
 

 

 

 

 

 

 

 

33. Did you find this survey... 

  Very each to complete   hard to complete 

  Easy to complete    very hard to complete 

Comments: 



 

 

Program Evaluation by Instructions 
Issues your evaluation strategy may want to address with instructors are their satisfaction levels 
with: 

• the program in general 
• mission statement 
• policies and procedures 
• assessment methods 
• training plans 
• learning materials 
• teaching environment 
• workload (number of learners, preparation time, assessment, training plan development, 

non-teaching tasks) 
• professional development 
• performance appraisal 
• communication with board and staff 
• volunteer training and performance 
• confidentiality 
• outreach 
• image of the pro gram 

Use the Learner Survey to guide you in the development of a survey for staff, volunteers or 
instructors. Design a one-page survey on one topic to give to instructors. Review the results and 
use them to hold a focussed discussion. Prioritize your issues and develop an action plan with the 
instructors. 

 

 

 

 

 

 

 

 

 

 



 

 

Performance Criteria Checklist for Documenting and Reporting 

Objective Criteria 
(what needs to be included) Deadline frequency 

• to document all meetings - 
learner, staff, with other 
agencies to demonstrate 
program commitment to 
learners, respect for 
learners and organizational 
links 

• inc1ude date, names of 
participants, goals of 
meeting, actions to be 
taken 

• within one week of the 
meeting 

• to record learner 
attendance for statistical 
purposes in order to be 
accountable to the funder 
and to demonstrate learner 
commitment to program 

• keep daily attendance in 
each class 

• enter the information onto 
statistical reporting sheets 

• daily 
• you may want to tabulate 

information at intervals 
shorter than the 6 month 
reporting period 

• to prepare progress notes 
for each learner so that 
you can demonstrate their 
achievement of learning 
outcomes 

• prepare progress notes for 
each learner in each c1ass, 
identifying learning 
outcomes, specific steps 
achieved, problem areas 
and next steps 

• at least once every three 
months 

• to compile monthly reports 
on program activity to 
show that you are doing all 
components of your job 
description 

• inc1udes information 
about new learners, 
learners who have left the 
program, follow-up, tutor 
training, interviews with 
tutors, supervision of 
tutors 

• start of every month for 
the previous month 

 

Outreach (CQS 13) 
The program visit report requires programs to demonstrate the success of outreach efforts by 
analyzing the number and type of learners in a program. The ministry also expects that outreach 
will be a regional effort and information will be shared at the LPC level. As an individual 
Literacy and Basic Skills program or as a region, you normally want to do more. Programs want 
to know if outreach efforts are: 

• the right kind 
• reach the right people 
• result in increased awareness 
• result in more learner and volunteer referrals 
• use materials that are attractive, interesting and readable to most learners and agencies, 

and provide all the required information 



 

 

In large measure, evaluation of outreach begins with a description or review of what you have 
done or what you are doing. These actions may include: 

• flyers or posters distributed in target postal codes, posted in laundromats, community 
centres, libraries, community agencies, and educational institutions. 

• word-of-mouth through current or past learners 
• program information listed in continuing education or college calendars 
• letters sent to former learners, community agencies, other LBS or educational programs 
• letters sent to former learners, community agencies, other LBS or educational programs 
• fund-raising events such as bingos, mall displays, golf tournaments, bake sales, auctions, 

and more. 

Keep a binder that contains al! of your outreach materials. This is what outreach looks like! You 
may want to have a section in the back of it for feedback and evaluation results. 

Programs have limited resources to analyze the effects of their outreach efforts. The most telling 
information you can get is: How, exactly, did the learner or volunteer find out about your 
program? Where did they expect to find out about your program? What steps did they go 
through to get there? 

If your learners or volunteers read a flyer or calendar, find out where they got it—was it 
delivered to their home, sitting on a public library shelf, posted in their local community centre 
or did a friend see it and pass the information on? Did any learners have the information for a 
long time before acting on it? Why did they act on it when they did? Did a life event cause them 
to act now? 

You are probably also interested in knowing whether community agencies in your area know 
about your program. Again, by probing learners about how they found out about your program 
and the steps they took to get there, you can often learn which agencies in your area make 
referrals. This can help you decide which other agencies may need to be targeted. 

Take your information to your LPC. Share your insights with each other and develop a more 
regional outreach strategy. More is noted in the chart that follows. 

Performance criteria for outreach 

Objective Criteria 
(what needs to be included) Deadline frequency 

• to network with other 
literacy providers to 
identify program strengths 

• attend workshops 
• participate in literacy 

events 

• reports done one week 
after the event 

• to promote the literacy 
program in the community 
and to referring agencies 
so that they are aware of 
program services  

• produce/distribute 
program flyers 

• hold information sessions 
in the community 

• give presentations about 
the program 

• reports done one week 
after the event 



 

 

• promote the program at 
community events 

• visit referring agencies 
• write newsletter articles 

• to recruit potential learners 
who would benefit from 
attending the pro gram 

• encourage learners to talk 
about the program 

• have business cards and 
publicity materials handy 
to give to interested people 

• ongoing 

• to develop a regional 
outreach strategy that 
respects service delivery 
niches 

• make program niche and 
outreach an ongoing part 
of LPC meetings 

• share current learner 
statistics and other 
relevant outreach 
information 

• ongoing 

 

Questions for Outreach 
Entry points that programs can use to get more detailed information about outreach results may 
include: 

• the first contact made with a potential learner or volunteer  
• the intake and initial assessment meeting 
• follow-up calls to learners and volunteers in the program to see "how things are going" 
• focus groups either during class or as a separate activity 
• training plan meetings 
• volunteers taking time with learners to go through the questions 
• LPC meetings 
• follow-up calls and other conversations with referring persons and agencies 

You may want to adapt these evaluation questions on outreach. 

OUTREACH 

 

 

 

 

 

 

 

Date: _______________________________________ 

volunteer  learner  instructor other LBS provider 

community representative   social service representative 



 

 

How did you learn about this program? 

another student or volunteer    family or friends 

television or radio     Literacy Providers 

through a community literacy program  a flyer 

through the college     a calendar 

through the school board    Ontario Works 

other ___________________________  social service agency 

PROBE TO FIND OUT THE STEPS TAKEN: 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

 

IF A FLVER, BROCHURE OR ADVERTISEMENT WAS THE ORIGINAL 
SOURCE, PROBE TO FIND OUT WHERE IT WAS SEEN AND BV WHOM. 

FLYER LOCATION, IF KNOWN: ________________________________________________ 

Was finding out about this program... 

very easy  easy  a little hard  very hard 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

Do you think that our advertisements are... 

very attractive 

attractive 

not very attractive 

not attractive at all 



 

 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

Could you understand the advertisement... 

 very easily  easily  with difficulty  not at all 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

What would make it easier to understand? 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

______________________________________________________________________________ 

 

 

 

 

 

 

 

 

 

 



 

 

Outreach Scenario... 

A college program observed that its total enrolment had been slowly declining over 
the past two years. During a strategic planning session, the administrator raised 
this issue and the LBS faculty brainstormed possible reasons for this. Some of the 
factors they identified were beyond their control: doing outreach was not. Two 
faculty members volunteered to review the department's current outreach 
materials and suggest ways to redesign them, if necessary. The group agreed that 
learners' views would be an essential component of the work, and, they agreed that 
the process should be a learning one. 

The two faculty members developed a short questionnaire for learners to do. The 
questionnaire asked the learners how they found out about the program and how 
easy or hard it was for them to learn about the program. They arranged for each 
c1assto spend time reviewing the materials already in use. Learners scanned each 
outreach item for specific information (e.g. What phone number do you call? When 
are classes available? Can a student get financial aid?) Teachers observed students 
going through this exercise and jotted down notes about what was easy for them 
and what was more difficult. Teachers also asked learners if they liked the look of 
the items and what would make them look more attractive. In the general 
discussions that followed learners added comments to the questionnaire. They 
talked openly about their experiences  finding out about the program and what the 
outreach poster and flyers should look like. Again, notes were taken about key 
issues that arose through the focussed discussion. Learners were pleased to be a 
part of this process. It was a learning experience for them. 

The faculty members responsible for outreach materials analyzed the 
questionnaires and the discussion notes (a few classes returned the poster with 
suggestions for change written ail over it) They suggested how to redesign them in 
light of the input from learners and other faculty, and in light of the criteria 
established by the college. Learners were shown drafts of the new materials prior 
to distribution. They wanted copies to give to friends who might join the program. 

 

 

 

 



 

 

Learning Materials (CQS 11) 
You may decide that you want to review your training materials to check that they are 
appropriate. Maybe your program has had some of its resources for a long time or maybe some 
of them have been donated not chosen. It could be that some learners have been "muttering" 
about the resources available to them. Perhaps you have some money available for new resources 
and you want to decide where there are gaps in your existing resources. When you commit to 
evaluating your resources: 

• decide on a process 
• document it 
• incorporate it into your procedures so it becomes routine. 

Keep it simple. Do not allow it to take up too much time, especially if your staff is already hard-
pressed. Allow a longer time frame if the information is not needed urgently. It may be sensible 
to do a review over the course of a number of months and do the actual evaluation at a time of 
the year when staff is not tied up with as many classes. You will need to decide whether this 
evaluation is ongoing or whether it needs to be done every five years or so. It may be sensible to 
have a continuous assessment of materials but to do a more formal evaluation much less 
frequently. Here are some ideas for evaluating materials. Please add any other questions that are 
relevant to your program participants. Sample forms are included in the Tools Section. 

Questions to ask as part of your evaluation: 

Are resources: 

• at the right level 
• for adults not children 
• presented in manageable quantities 
• real - authentic if possible 
• culturally sensitive 
• flexible and transferable 
• interesting, attractive and clear 
• relevant to the learners' lives 
• free from stereotypes and biases 
• easy to use 

Do they: 

• present a positive image for aIl groups of people 
• encourage critical thinking and problem solving skills 
• have Canadian content 
• make it easy to see the level 

 



 

 

As you work with different materials, assess the level and make a note on it. Create a materials 
binder for reading writing spelling, grammar and numeracy. Divide each binder into levels. As a 
resource is used, ask people to jot down its name under the appropriate level. You may want to 
make feedback sheets available that can be attached to a piece of paper on the inside of the front 
coyer. Alternatively just ask people to initial the inside of the front coyer if they have prepared a 
feedback sheet that has been filed in a central location. Design a checklist that you complete each 
time you use material. Ask learners to do the same. Checklists can be kept in a centralized 
location so that all staff and tutors can refer to them. They can be kept in a binder and classified 
by level and/or topic. One section can be for resources that staff, learners and tutors identify as 
being useful additions for the resource collection. Selection of new materials can be made from 
this source, as funding becomes available. See following page. 

Are an instructor, do you use a variety of materials? 

• Do you borrow materials from AlphaPlus? 
• Do you create/adapt materials? Are these materials made available to other people? 

o Look at the checklist on the following page. Checkmark the materials you use. 
o Decide whether you need to incorporate other material. 
o Make a note of when you decide to review suggestions for teaching materials and 

document the process. 
o Decide if staff will keep individual records or record the information in a 

"Teaching Materials" binder. 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Materials Feedback Form 

Name of resource:                                                                                                 LBS Level: 
Author: 
Publisher: 
Catalogue number: 

What I want to know about the material. Is it... Yes No Other Information 

at the right level 
   

easy to see the level 
   

for adults not children 
   

presented in manageable quantities 
   

real - authentic if possible 
   

Canadian 
   

culturally sensitive 
   

interesting attractive and clear 
   

flexible and transferable 
   

relevant to the learners' lives 
   

free from stereotypes and biases 
   

easy to use 
   

presenting a positive image for all groups of 
people 

   

encouraging critical thinking and problem solving 
skills 

   

Comments: 

 

 



 

 

Are materials easily accessible to learners? 

• Do they know what levels the materials coyer? 
• Do they know how to do readability tests? e.g. The "five finger" method below. 

Five Finger Method: It is a good idea to encourage the learner to select her own materials. One 
way to do this is to ask the learner to read a page of a book that looks interesting. If she has 
difficulty understanding five words on that page, it is too hard to read independently. 

You might want to survey learners to find out how they feel about resources. Here is a 
suggestion for a possible questionnaire. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Date:      Length of Time in Program: 

1. How often do you use our materials? 

2. Do you find materials that you can use? very easily  not very easily 

3. How do you decide if the material is right for you? 

4. Overall, are our resources: clear    yes  no 
interesting   yes  no 
up-to-date   yes  no 
easy to use   yes  no 
adult in content  yes  no 
Canadian in content  yes  no 
positive towards people yes  no 

 
Comments: 



 

 

Suggestions for Resources 

Name:             Date: 

Resources 1 2 3 Resources 1 2 3 Resources 1 2 3 
posters    labels    maps    
greetings cards    videotapes    flyers    
photographs.    stories    catalogues    
information sheets    magazines    computers    
community signs    checklists    worksheets    
travel brochures    cookbooks    bills    
bank information    menus    song lyrics    
notes from school    bus schedules    job ads    
telephone book    instructions    ATM slips    
postcards    journals    order form    
brochures    flashcards    calendars    
tickets    letters    school reports    
charts    realia *    books    
cartoons    newspapers    poems    
drawings    TV    street signs    
newsletters    forms    applications    
recipes    classified ads        
 

* "realia" are real life objects - things you or your learner might bring from home, especially 
things with operating instructions - camera, iron, walkman, calculator 

Use column one to check the types of materials that you work with. 
Use column two to check those materials that would not be appropriate. 
Use column three to check those materials that you would like to try to incorporate into your 
lessons. 

 

Review this list every year. 

 

 

 

 

 

 



 

 

Learning Materials Scenario 

Any Program 

As part of their annual strategy, the administrator of a large program with many 
locations wanted instructors to think critically about the materials they were 
using. It took her ten minutes to prepare a process to guide instructors' 
observations and reflections about materials. She would have the instructors and 
learners reflect on a limited number of materials and assess their usefulness. They 
would pilot the process for one term, and after adapting it according to feedback 
from participants, they would make it a regular part of the program. Over time, 
the program would develop a list of reviewed materials that would help guide 
appropriate material selection in the future. 

1. Of the materials you are currently using with learners, choose your favourite 
text and record why you like to use this? 

2. For each learner using this book, write out why you have chosen this particular 
book. 

3. For this term (or until that book is complete) record your observations of the 
learner using it. Ask the learner to note her observations. 

4. When the learner has completed this book, have her fill out her opinion on it 
using the Materials Feedback Form (page 6-15). 

5. Go through the material checklist also to see if the text meets LBS 
requirements. 

This was an easy process for learners and instructors to go through, as was 
revealed at the next staff meeting when the results were shared. The process was 
adapted only slightly the following term. The next term instructors went through 
the materials checklist before using the text (a few instructors found that some 
of their texts contained biases not appropriate for all learners). Instructors also 
really enjoyed the chance to shore the materials they were using and learners' 
responses to them. The group decided that a half-hour of every staff development 
meeting would be devoted to sharing how well different materials worked for 
different learners. 

 

 

 



 

 

Practitioner Training (CQS 12) 
Evaluation of teaching and teacher training is central to effective and quality LBS programming. 
Find ways for self-evaluation and integrate these into your day-to-day routine. Your processes 
should involve practitioners themselves, engaged in their own cycles of self-assessment, 
reflection, and action, against pre-determined criteria. This should be done with guidance and 
mentoring from the program coordinator or other leader. 

This section looks at the kinds of things you might look for and ask of yourself or your 
practitioners. You may need to develop a process where practitioners can self-reflect on 
established criteria and keep journals or logs. 

Think about how you can measure your performance 

• Review your job description and the work you are doing. 
• Review the Adult Literacy Educator Skills List available at AlphaPlus (1-800-788-1120). 
• Review the performance criteria checklist in this section 
• List all components of your job and the skills needed under each component. 
• Decide how to evaluate your performance - how do you know how good you are at each 

component of your job description? 
• What strategies can you use to evaluate those components? 
• Consider self-evaluation, reflective logs and observations by a peer or your coordinator. 

You might even consider video-taping or tape-recording a session with your learner(s). 
Share this with a trusted colleague who has done the same and will share with you. Ask 
yourself questions of the recorded information: Do I speak to some learners more than 
others? Who does more talking, learners or me? Is my language inclusive of all learners? 

• Discuss measurement and criteria with your peers and/or coordinator. 
• What level of performance is below expectations, acceptable, good, excellent? Use this to 

identify your strengths and weaknesses. Document your strengths and share your 
approaches with others. Learn from others' strengths to help you address your self- 
assessed weaknesses. 

Evaluating your performance 

• identify strengths and weaknesses 
• identify training needed 
• develop training plan 
• set objectives for next 12 months 
• document progress that you have made 
• document what you have learned from training sessions that you have attended 
• discuss progress towards meeting criteria with coordinator 

 

 



 

 

Evaluating your work habits 

• provide a role model for learners, volunteers and new practitioners by demonstrating 
good work habits (punctuality, completing work on time, being prepared and organized, 
showing initiative, team-work, attitudes, etc.) 

Practitioner Training Scenario 

Group Program 

A mid-sized program decided to involve instructors in their own self-assessment 
and self-reflective form of professional development. 

Staff paired off with a colleague and video taped each other teaching a c1ass. Each 
instructor was given a list of specific questions to ask of themselves and their 
partner, for example: Does the arrangement of the room promote discussion and 
adult learning? Do you talk to some learners more than others? Are your 
explanations c1earand simple? Are any learners being left out? 

After video taping, the teachers watched their own performance and critiqued it. 
Then they watched their partner's and provided constructive criticism. The 
teachers summarized their observations of themselves and developed an action 
plan to strengthen an aspect of their teaching. The summary and action plan were 
shared with the administrator who provided guidance and resources. Teachers are 
expected to write a follow-up in 6 months about the actions they took (tried to 
take) and how this changed the c1assroom. The process was so successful that the 
administrator shared it with other providers. A community program will try it in 
the new year using a tape recorder. 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

Part 7 
Volunteer Relations 

• Introduction 
• Planning 
• Job Development 
• Recruitment 
• Orientation 
• Interview, Screening and 

Placement 
• Training 
• Supervision 
• Record Keeping 
• Evaluation
• Recognition

 

 

 



 

 

Volunteer Relations (Draft CQS 19) 
Volunteer Relations: A quality program provides volunteers with resources to be fully 
contributing members of the organization. They are provided with initial and ongoing training 
and supervision. They are provided with information to be aware of their rights and 
responsibilities. They are encouraged to contribute, based on their skills, time, interests and the 
needs of the program. They are recognized for their contributions. The program promotes 
fairness and respect for volunteers at all times from students, staff and fellow volunteers. 

Introduction 

When you run a volunteer program to support the needs of the learners in your literacy pro gram, 
you need to be sure that it effectively and specifically meets the needs of all involved: staff, 
volunteers and learners. You do not want to be faced by continuous hassles created by a process 
that could be working more efficiently. You need to have a clear understanding of what is 
required. 

Planning 

If you are not currently working with volunteers you will need to do a lot of planning before you 
even consider recruiting. The best way to do this is to ensure that you have a process in place 
before you start. 

Those of you who are already working with volunteers may want to evaluate your process to see 
whether you are covering all aspects. 

Here is sample outline of how to manage the volunteer process: 

• identify what contribution can be made by volunteers – needs assessment 
o be familiar with all aspects of the literacy program 
o hold meetings with staff to research needs 
o define needs 
o determine job requirements - develop job descriptions / placements 
o determine how many volunteers your organization needs 

• develop or review application forms, etc. 

• develop or review volunteer policies and procedures, including evaluation 

• develop a recruiting strategy 
o identify sources of volunteers 
o develop an advertising strategy 
o develop information packages 
o place ads 
o respond to replies 

• train staff in the supervision and motivation of volunteers 



 

 

• hold General Orientation Meetings or Screening Orientation Meetings 
o present general information about your organization 
o introduce the types of placement 
o introduce staff 
o give out job descriptions, application forms to interested applicants 
o schedule interviews 

• interview volunteers - Pre-service Interview 
o plan interview 
o hold interviews 
o take up references 
o conduct police checks 
o inform potential volunteers of position or refer elsewhere 
o discuss appointments with supervisors 

• appoint volunteers (placement) 

• provide training (initial orientation and ongoing training) 

• probationary period, check in with new volunteers regularly 

• confirm appointment with volunteers who have completed their probationary period or 
suggest alternatives 

• provide supervision (ongoing) 

• give recognition (ongoing) 

• hold Progress Interviews/ Evaluation Interviews (ongoing) 

• maintain link with other departments and with community-networking 

• hold Disciplinary Interviews (hope not!) 

• hold Exit Interviews (hope not too many!) 

Your program may not use all these step or may use a different order. A good process means that 
everyone has clear expectations and this results in higher motivation throughout the program. 
Retaining volunteers can be an issue in some programs. Following this process or a similar one 
helps to reduce turnover. 

Try completing the following checklist survey to see where your program is right now. It will 
help in giving credit for what is already working well. It will help in determining what is needed 
to improve effectiveness. If you have a need that is not included please add it to the list. Share 
the opinion survey with other people involved in your program. The responses are value 
judgments and the process of sharing opinions increases the validity of the survey results. Invite 
participation from people with diverse views. For example, some staff may not like working 



 

 

with volunteers - include them at this stage. Identifying resistance early in the development 
process is much better than encountering it later. Use the resistance as addition al input in order 
to fine tune what you are doing. You can convert opposition to support very easily in the early 
stages of development by adding someone's special requirements to your design. 

Where Are We Right Now? 
 Do this 

already 
Plan to 

do 
Not 

needed 
To Work 

on 

Planning 
    

Stakeholders are consulted in planning stage of 
any project 

    

Literacy program needs are surveyed as a basis 
for planning 

    

Needs are valued according to importance     

Goals and objectives are developed     

Objectives are achievable measurable and linked 
to a time line 

    

Everyone understands who is accountable for 
each part of a process 

    

Communication lines are open among staff and 
volunteers 

    

Evaluation is built into the process     

Feedback is encouraged     

Job Development 
    

Coordinator paid staff and volunteers give input 
to the development of written job 

    

Expectations are agreed upon by all the people 
involved in developing job descriptions 

    

Benefits to volunteers are defined     

Recruitment 
    

Volunteer process is set up first     

We know the type of people we need and where 
to locate them 

    



 

 

There is a process for ongoing recruitment     

All appropriate recruitment options are used     

Orientation 
    

Time and content are planned to meet the needs 
and expectations of potential volunteers 

    

Written orientation materials reinforce the 
information covered in the orientation sessions 

    

Interview, Screening and Placement 
    

Needs of volunteers and literacy program are 
considered in making a match 

    

Position requirements, benefits and time 
commitments are mutually understood and 
accepted 

    

Interview provides an opportunity for the 
volunteer to learn about the position and the 
staff person to learn about the potential 
volunteer 

    

Potential volunteers are screened for suitability - 
interview, references, police check 

    

An initial placement is conditional on mutual 
satisfaction after an agreed probationary period 

    

Training 
    

Sufficient pre-service training is provided     

Sufficient ongoing training is provided     

Resources are available for volunteers to 
borrow 

    

Supervision 
    

Supervisors know their roles and responsibilities     

Volunteers know what to expect from their 
supervisors 

    

There is an effective communication system 
between learners, volunteers, staff and 
coordinator 

    

Ways of checking on the effectiveness of 
communication are built into the process 

    

Staff are given training on how to supervise 
volunteers effectively 

    



 

 

Record Keeping 
    

The forms are user-friendly and relevant     

Volunteer hours and accomplishments are 
recorded 

    

There is a central file location, efficient 
procedures and process for keeping information 
confidential 

    

Information that is recorded is evaluated 
annually to determine what is useful 

    

Evaluation 
    

Stakeholders are given the opportunity to 
participate in evaluation 

    

The program achieves its objectives     

Evaluation is ongoing and includes all aspects 
of the volunteer program 

    

Information obtained from evaluation is used in 
future planning and is made available to those 
who contributed to the evaluation process 

    

Recognition 
    

Recognition activities are implemented     

Staff provide recognition to volunteers on a 
daily basis 

    

Volunteer achievement records are provided     

 

Reviewing responses to this survey will give you an overview of how well you are doing. It will 
validate what you are doing well and give you an idea of what still needs to be worked on. If 
there are several areas that you need to work on, start by prioritizing. What will give you the 
most effective return on your time and energy? 

We will look at each of the major categories in turn. You need only refer to those that you feel 
need your attention. 

Job Development 
First carry out a needs assessment to discover how many volunteers are needed and what work 
they will need to do. To do this, talk to staff and existing volunteers. If you are setting up a 
volunteer program, talk to other programs who already work with volunteers. Those of you who 
already work with volunteers may want to survey staff to see if the demand for volunteers is 



 

 

being met and to find out if other staff would like to be assigned volunteers. If staff want to work 
with volunteers what are their expectations? 

Job Description 
Preparing job descriptions is an important part of job development as it helps you to define your 
expectations. It provides security to volunteers because they know what is expected of them. 
Programs can use job descriptions as a tool to evaluate volunteer performance. 

If you are designing a volunteer job description for the first time, or if you are evaluating an 
existing job description, you can make sure the following information is included: 

Position Title 
• how will you refer to the job? e.g. literacy tutor 

Describe the position—provide a clear list of duties and responsibilities 
• why do you need a volunteer to do this job? 
• what duties will the volunteer have? 

What skills and experience are necessary? 
• what does the person need to know? 
• what personal characteristics does the person need? 

What are the parameters of the job? 
• what are the usual working hours? 
• what are the number of hours required each week 
• what is the time commitment? 
• where is the job located? 

Supervision / accountability 
• to whom is the person responsible? 
• what supervision / mentoring can the volunteer expect 
• what is the probationary period? 

Training 
• what training will you provide? 

Evaluation 
• how will evaluation be done, how often, by whom? 

Benefits 
• what will the volunteer gain from the placement? 

 

 



 

 

Recruitment 
Recruiting the right volunteer, with the right skills, to do the right job, is critical to a successful 
program. How do you do it? Use planning skills to develop the process and evaluation skills to 
see that you are using the most effective and efficient strategies. 

Questions about recruitment 

Before you recruit, ask yourself the following questions. You can also use these questions to 
evaluate the effectiveness of your recruitment process. 

• Are you clear about the goals of your program? 
• Why do you and the staff want volunteers to be involved in your program? 
• Have you consulted with staff? 
• Are the staff c1ear about their responsibilities? 
• What problems might arise from having volunteers in your program? 
• How might you avoid the problems? 
• Do you have clear job descriptions? 
• Do you have an interview plan? 
• What orientation and training will you need to provide? 
• What training will you provide to staff working with volunteers? 
• Who will supervise the volunteers? 
• How will evaluations be carried out? 

Nothing is more frustrating to a volunteer than to be told their help is desperately needed, than to 
arrive and find chaos ... no one knows exactly what work to assign to them. 

If you are setting up a volunteer program you need to consider how to target potential volunteers. 
If you already have a volunteer program and you need to recruit new volunteers, you may want 
to check that you have thought of the possible choices. If your process is already in place, you 
may want to evaluate the effectiveness and range of your strategies. 

How can I reach potential volunteers? 

• Ask - 50% of people who do not do volunteer work say it's because no one ever asked 
them. Don't be afraid to ask! 

• Word of mouth - usually, volunteers who are getting enjoyment and satisfaction from 
their placement bring friends or family to help out too 

• Local newsletters - recruit in your own agency's newsletter and ask other community 
service agencies, colleges, schools, businesses, government offices, churches, etc. to 
place your recruitment ads in theirs 

• Flyers - can be posted or distributed in lots of different locations 



 

 

• Bulletin Boards - business, churches, supermarkets, government offices, hospitals, 
libraries, pre-retirement seminars, shopping malls, etc. 

• Personal Contact - speaking engagements/personal presentations, mall displays, 
recruitment/career fairs, etc. (have job descriptions available) 

• Telephone Calls – to existing service clubs and organizations 

• Newspaper - free ads in volunteer segments, or press releases and articles describing 
your needs 

• Volunteer Fairs 

• Corporate Volunteer Programs 

• Local Volunteer Centre – contact them to see how they can help 

Orientation 
An orientation session is an ideal opportunity to explain about your literacy program and to 
answer any questions that potential volunteers might have. This enables volunteers to make an 
informed decision about whether or not to pursue the enquiry. The volunteer: 

• gets to know the organization, its mission, programs and staff. 
• finds out what volunteer positions are available 
• learns where they fit into the organization 
• gains background knowledge before starting to volunteer 
• meets other new volunteers who get access to the same information 
• gets to know the building 

A Group Orientation Information Session agenda usually includes: 

• welcome and introductions 
• description of the organization (brochures, newsletter & list of events) 
• video describing the organization or the volunteer opportunities 
• role of volunteers and information on volunteer positions, (have volunteer job 

descriptions available) 
• information on the recruitment process, (a copy of the volunteer handbook) 
• an opportunity to meet staff and other volunteers questions 
• clarification of next steps (possibly screening exercises) REFRESHMENTS 
• a tour of the building (if appropriate) 
• an opportunity to fill in application forms 
• an opportunity to schedule interviews with the Coordinator 

Volunteers should feel they 'belong' and should be looking forward to their assignments. It is an 
opportunity for them to evaluate your organization to see if the position would meet their needs. 



 

 

Some volunteers screen themselves out at this stage. Get volunteers to evaluate your orientation 
process – feedback forms are often used, though other methods may give you more insight. 

Interview, Screening, Placement 

Interview 
The interview is important for finding placements that will meet the needs of your organization 
and the volunteers. This questionnaire may help you ensure that you are getting the most out of 
the interview. Incorporate it into your evaluation strategy. 

Factors Yes No Need to 
develop 

Prepare and conduct pre-service interview    
purpose - you know what you want to accomplish and how you 
will do it 

   

physical setting - you check lighting, seating, space, privacy, no 
interruptions, refreshments 

   

climate - you establish a rapport and an atmosphere of openness 
and trust 

   

interviewer - you decide whether to do the interview alone or with 
a panel 

   

time frame - you know how long the interview will last and so 
does the volunteer 

   

planning - you have an interview plan, e.g. creating the climate, 
stating the purpose, questioning and listening, observing, 
recording, summarizing, closing, evaluating, deciding 

   

information and materials - you take along information e.g. job 
description, publicity material etc. 

   

questions - you look at the skills and characteristics that are 
needed for the position, develop questions that will draw out this 
information so that you know what the volunteer is capable of 
doing, know what answers to expect 

   

criteria - you know exactly what skills and characteristics the 
volunteer must possess 

   

evaluation - decide on suitability of volunteer based on answers in 
interview and screening 

   

 

Screening 
Program staff have a duty to protect learners and volunteer tutors in their programs. Evaluating 
your screening process involves examining the purpose, values and principles of your 
organization and making sure that screening is reflected in your policies, procedures and 
practices. 

Here is a questionnaire that will help you to evaluate whether or not you have an effective 
screening process. 



 

 

Procedure and Practice Yes No Need to 
Develop 

Job design: Do you ..... 
• identify and define position 
• set screening standards based on risk factors 
• work to reduce risks 

   

Job description: Do you ..... 
• define position, risks and rules 

   

Application forms: Do you .... 
• use this as a screening tool 
• get permission for reference/police checks 

   

Careful Recruitment: Do you .... 
• keep it formal 
• have job descriptions and application forms 

   

Pre-Service Interview: Do you ... 
• show objectivity during the process 
• match skills to needs 
• explain hiring & screening process 
• give applicant opportunity to self screen 
• allow time before committing 

   

Screening Process: Do you .... 
• follow your screening process 
• ask for references and follow them up 
• do police checks 

   

Placement: Do you ... 
• make decisions based on interview and other 

screening procedures 
• only hire suitable volunteers (not warm bodies) 

   

 

Placement 

If you have gone through a careful recruitment process you should be in a position to place 
suitable volunteers in your program. They will need adequate training, motivation and 
supervision. You will need to evaluate volunteer placements on a regular basis, usually 3 times a 
year at a least once a year. 

Training 
If you have identified a need to evaluate training you may want to do more than just ask tutors to 
complete a post-training evaluation form after a session. You may wish to use a guided 
questionnaire. You may decide to use it all or focus on just a few of the questions at a time. Look 

at the criteria you need to evaluate and the time you have available before you start. A good time 
to do the guided questionnaire would be during a progress interview (performance appraisal) or 



 

 

invite a volunteer to stay for a little while after a tutor training session. If you repeat this process 
at convenient times you will soon have enough information to analyze. Make sure you document 
the information. Decide what you can celebrate and what could do with some attention. Develop 
an action plan. Carry out the action plan. Repeat the cycle. Here is a sample guided 
questionnaire. 

Current Practices-The Recruitment Process 

 

 

 

 

 

 

 

Training 

 

 

 

 

 

 

 

Other current practices relating to tutoring 

 

 

 

The answers to these questions will show whether your process is the same for all volunteers 
even if they are at different sites. It will give you insight into how volunteers feel about training. 

• How did you find out about the volunteer opportunity? 
• Please explain the process that you went through to become a tutor. 
• If an interview was part of this process, how did you feel about it? 
• Do you have a job description, defining roles and responsibilities? 
• What skills were staff looking for? 
• Did staff explain about orientation, training and supervision? 
• How did you feel about the recruitment process? 
• Did you get information to take home and read? If so, tell me about it. 
• Did program staff explain policies and procedures relating to your position? 
• Were you asked to demonstrate your literacy skills? 
• Did the program staff ask for references? 

• How many hours training have you received and over what time frame? 
• What topics did you coyer? 
• What resources were used? e.g. STAPLE, Training Post, libraries etc. 
• Were there any other topics that would have been beneficial for you to coyer before 

you started working as a tutor? 
• How did the training meet your needs and expectations? 
• Do you participate in ongoing training? Please give details. 
• Would you be interested in attending more training? 
• If so: what topics are you interested in, how often would you like the training 

sessions and what times would suit you best? 
• Do you have any other comments about your training? 

• Do you track your volunteer hours? If so, how do you do it? 
• How do you evaluate your learner's progress? 
• Do program staff evaluate your progress? If so, how do they do it? 
• What kind of follow-up and support do you receive from staff? 



 

 

It will help you see whether the volunteers like the current practices or whether improvements 
can be made. Use the information to celebrate or to develop an action plan. 

Supervision 
Supervision means providing support to volunteers. Check to see if you are providing adequate 
supervision as a staff person or coordinator. Do you provide staff with training on supervising 
volunteers? Would they benefit from receiving training? Supervision includes: 

• explaining the reasons for supervision to staff and volunteers 
• planning work, reviewing plans made by volunteers 
• scheduling regular meetings with volunteers 
• supervising tasks 
• giving and receiving feedback 
• being tactful but honest about things you are not happy with 
• handling conflicts or problems quickly before they grow into big issues 
• giving encouragement and praise 
• being honest 
• being sensitive to the feelings of volunteers 
• being available 
• helping when necessary 

Staff could use this as a self-reflection exercise as part of the evaluation process. If they feel they 
are not providing enough supervision then it is time to discuss the issue and come up with an 
action plan. If the staff are satisfied that they provide adequate supervision check that volunteers 
feel the same. If they do, celebrate and document the evidence. 

Record-Keeping 

It is important to keep adequate records to enable you to compile statistics and evaluate specific 
aspects of the volunteer process. Check to see if you record the following information. You may 
want to discuss the list and decide which records are important to your program. If you don't 
already collect that information you will need to develop an action plan for designing forms and 
incorporating them into your everyday procedures. Here are some of the records that you may 
want to think about: 

• statistics on volunteer hours 
• records of attendance, schedules of placement 
• job descriptions 
• detailed descriptions of specific tasks 
• training programs 
• data base of volunteers 
• skills bank 
• volunteer handbook 
• evaluation sheets 



 

 

• volunteer request forms 
• leave of absence 
• promotional material 
• orientation package 
• questionnaires 
• volunteer recognition and appreciation 
• newsletter entries 
• annual report of volunteer services 

Formal records and statistics can help you tabulate attendance patterns, time worked, number of 
volunteers recruited from each source, number of new volunteers recruited by existing 
volunteers, how long tutors stay in programs, attrition rate, and number of people served. You 
may want to cost up the value of volunteers to your program and offset it against the cost of time 
in recruiting, training, supervising etc. for your funding formula. 

Evaluation 

Organizational “Climate” Questions 

How do volunteers view: 

• the worth of their involvement 
o to themselves? 
o to the learners? 
o to the organization? 

• their workload 
• their interest in their work 

You may choose to ask volunteers these questions during their progress interview or include 
them as a questionnaire during a training session. You may chose to do this with only a sample 
of volunteers on a six monthly basis. Tabulate the information in a way that makes it easy to see 
how volunteers felt at that particular time. Keep the results with your volunteer records. Use 
them as a basis for deciding what improvements can be made or as evidence that things are 
working well and no changes need to be made at the present time. 

Recognition 
All volunteers should feel needed—that you have a real job for them. Ask staff to complete this 
self-reflective mini-questionnaire to see whether they are doing a good job of recognizing the 
volunteers who work with them. 

 

 



 

 

Self-Reflective Assessment of Skills 

Recognition Yes Can improve 

Am I friendly and approachable? 
  

Do I know how to spell the volunteer's name? 
  

Am I familiar with volunteer job descriptions? 
  

Do I give full explanations of tasks? 
  

Do I give on-the-job training as necessary? 
  

Do I call them if they are not needed for that session? 
  

Do I make sure I have plenty of work for them to do? 
  

Do I arrange a place for them to work (before they arrive)? 
  

Do I answer their questions without seeming impatient? 
  

Am I sensitive to their feelings? 
  

Do I remember to say "Thank you If? 
  

Do I say "1missed you" if they haven't been able to come? 
  

Do I provide opportunities that let them grow? 
  

Do I assess progress and find out what they want to learn/try? 
  

Do I send cards for special events in the volunteer's life? 
  

 

Recognition of motivation is another crucial factor. What is important is that you recognize that 
everyone is motivated differently. Even though two people may be doing the same job, they may 
be there for totally different reasons. You must recognize that you may not get the same levels of 
dedication and commitment from everyone. It will help you to understand if you know their 
reasons for being there. 

 

 

 

 



 

 

Performance criteria checklist for volunteer tutors 

Objective Criteria (what needs to be 
included) 

Deadline frequency 

• to recruit volunteers for 
the program in order to 
provide a better service to 
learners 

• do a needs assessment 
• ask Network to refer 

potential volunteer 
• contact local volunteer 

centre 
• interview potential tutors 

• every semester 

• to plan and implement 
tutor training activities 

• prepare schedule and 
materials 

• invite tutors to training 
sessions 

• deliver training for new 
tutors 

• deliver ongoing training 

• each semester 

• to supervise tutors to 
ensure that they are 
effective 

• initial meeting with each 
tutor to explain schedule, 
roles, responsibilities and 
supervision 

• monthly meeting with 
each tutor to discuss 
progress and plans 

• monthly 

 

Volunteer Program Scenario 

One-to-One Program 

In responding to a question by a tutor, one of the staff members found an error in 
the volunteer training manual. The fact that the manual now had her attention 
caused her to see other things about the training that did not meet current 
requirements as well as they could. She also remembered that she had always 
wanted a section on learning disabilities but continually put the idea on the back 
burner. Because of this one error, the entire staff saw the need to focus on the 
tutor training manual as part of the evaluation strategy for the following year. The 
coordinator expects this focus to result in improvements to the tutor training 
sessions as well. 
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Appendix 1 

Facilitating Focus Groups 
A focus group involves a small number of people, usually 6 to 12 who come together to discuss a 
particular topic. Focus groups are led by a moderator whose role is to keep the discussion 
focussed. They are an excellent way of exploring attitudes and beliefs. They provide an excellent 
opportunity for people to express their experiences and views and to explore possible 
alternatives. 

The process: 

• decide on a location 
• decide on the moderator 
• prepare a discussion guide 
• decide on the number of participants (if you want 10 or 12 but think some may cancel, 

invite 15) 
• decide on the length of time needed (an ideal time is 1 ½ hours: reserve your room for 2 

hours to allow time for coffee, informal chit chat before you begin and for the 
participants to become comfortable in the room) 

• contact potential participants 
o ask them if they agree to participate 
o briefly describe the topic to be covered 
o explain the confidentiality arrangements 

• decide on the method for recording the information 
o who will record the information 
o will the information be record on flipcharts or in a notebook 
o will you tape record the session 

• arrange for the use of equipment 
• arrange seating with participants facing each other (circle or U-shape) 
• arrange refreshments 
• contact participants by phone or fax at least twice before the focus group takes place, one 

of which should be the day before 

Focus Group Moderators need to be able to: 

• encourage everyone to participate and share their experiences and stories 
• make it c1ear there are not right and wrong answers 
• stop people from dominating the discussion 
• draw out quiet people 
• encourage people to expand on their initial comments 
• allow disagreement 
• maintain focus, but be open to wide-ranging discussion 
• use an interview guide to structure the session 
• use open-ended, non-directive questions 
• allow silences 



 

 

• ask for feedback and ask if the discussion has missed anything 
• thank participants for their time and contributions 
• explain how you will let them know the results of the focus group 

After the meeting 

• write up notes 
• add moderator notes 
• make a copy, file original 
• use copy for ongoing work 
• write a thank you note to each participant 
• share results with participants 

 

Use focus groups to discuss learners’ satisfaction with: 

• communication with staff 
• attitude of staff 
• training plans 
• learning materials 
• training methods 
• assessment methods 
• learning environment 
• feedback from staff 
• mission statement 
• confidentiality 

 

 

 

 

 

 

 

 

 

 



 

 

Appendix 2 

Glossary of Terms Used 

Action Plan (for evaluation purposes) 
An action plan follows evaluation. It is the steps you take to put into practice the improvements 
you identified as being necessary as a result of evaluation. 

Anecdotal Information 
A short account of an incident or event received that can be used by program staff to identify any 
good or bad points about their literacy program. 

Assessment 
The act of examining something critically. 

Baseline Data 
Information about your starting point that can subsequently be used as a basis for comparison. 

Benchmarks 
Measurements that are used as standards for comparison. 

Community-based Program 
A community-based literacy program is one that develops out of the community's needs and 
resources. It is generally governed by a Board of Directors drawn from the community it serves. 
It is not directed by a school board or community college. 

Criteria 
Required characteristics. 

Demonstrations and Demonstration Activities 
Demonstrations are what a learner can be observed doing; demonstration activities are the tools 
that give the learner the opportunity to demonstrate that an outcome or outcomes have been 
achieved. Demonstration activities can be pen and paper tasks, an actual or simulated activity or 
a learner's statement of satisfaction of attaining set goals. 

English-as-a-Second-Language (ESL) 
ESL is English used by non-native speakers in an environment where English is the dominant 
language. Although the needs of literacy learners and ESL learners are often similar, methods of 
instruction are different. 

Entry Point 
An entry point is a process or procedure already in place that lends itself well to incorporating 
evaluation. 

Evaluation 
Evaluation is the application of judgment to the analysis of data in order to place a 'value' on 
progress or achievement or effectiveness. 



 

 

Evaluation Strategy 
A statement of the methods and plans that you intend to use to carry out an evaluation. 

Exit Evaluation 
An evaluation that is performed by a learner or volunteer on leaving the program or an 
evaluation by the program on what the learner or volunteer has achieved while in the pro gram 

Focus Group 
A focus group is a small group of people, led by a moderator, who discuss a particular topic of 
interest. The moderator has an interview guide and focuses the discussion on the selected topic 
and encourages everyone to participate. 

Goal 
A broad statement of intent relating to the purpose. It is possible to have more than one goal. 
Goals may change over time. 

Goal-directed Assessment 
Goal-directed assessment is a process that provides focus for learning and shares responsibility 
with the learner. It encourages authentic forms of assessment that aid in the transfer of learning. 

It describes an assessment process to document what potential learners in literacy programs have 
already achieved, and still need to achieve, in order to reach specific goals that the learners have 
identified. 

Initial Assessment 
Initial assessment is an information gathering process that takes place when a learner joins a 
program. It may include interviews, standardized testing, skills testing, interest surveys, needs 
assessments, learning style inventories, writing samples, observation and goal-setting activities. 
Initial assessments aid in the placement of learners in appropriate programs, in developing 
personal learning plans and choosing appropriate material. 

Intake 
The act of joining a program. 

Integrated Evaluation 
A type of evaluation that is incorporated into everyday procedures. It is not a separate process. 

Interviews 
Interviews can range from informal conversations to using a structured questionnaire. They 
enable you to explain questions and probe for more detailed information. 

Learner-centred Approach 
A learner-centred approach in a program allows the learner to control how and what he will 
learn. It encourages him to make independent decisions that affect his learning. The instructor's 
role is to facilitate that process for the learner to be successful. 

 
 



 

 

Learning Outcomes 
Learning Outcomes are broad statements of essential knowledge, skills and behaviours that can 
be demonstrated at the end of the learning process. They describe what learners should know and 
be able to do. They represent significant 'chunks' of integrated learning and can be performed, 
measured and verified. They also indicate at what level the learner must demonstrate the 
knowledge and skill. 

Literacy 
Literacy is the ability to read, write, calculate, speak, and understand, as well as sign (for the 
Deaf) and communicate in other forms of language, according to need. It is a continuum of these 
skills necessary for everyday life in the home, at work, in education, and in the community. 
Definition of "Literacy", Framework and Quality Standards for Adult Literacy Education in 
Ontario, 1994. 

Literacy Education 
Literacy education is part of a process or cycle of life-long learning, based on life experience, 
shared knowledge, and decision-making by learners, supported by their instructors. Literacy 
education contributes to the development of self-knowledge and critical thinking skills. In  turn, 
this empowers individuals and communities. 

Needs Assessment 
A set of procedures for determining the development of a product or service. For example, a 
needs assessment can be used to decide whether it is possible to recruit volunteers to work  with 
learners. 

Numeracy 
Numeracy was noted as part of the definition of literacy. However, many programs, especially in 
community agencies, have difficulty deciding what role numeracy learning should play in 
literacy services. Numeracy learners are sometimes people who have other literacy skills and 
want to focus their learning on numbers. Some literacy programs often feel uncomfortable 
providing this service, however. Although the IALS results show a clear connection between 
quantitative literacy and prose as well as document literacy, this area awaits further development. 

Objective 
Specific target leading to reaching a goal. You may have several objectives for each goal. They 
must be specific, measurable (time and numbers), achievable and compatible. 

Observation 
Observation is a way of getting a sense of how well something is working by watching. 
Observations can be used to address some evaluation questions. It is best to identify in advance 
what you are looking for and how you will record it. 

Ongoing Assessment 
Ongoing assessments are conducted throughout a learner' s course of instruction. The purpose is 
to improve instruction and learning. It provides a comparison of how much has been learned 
since initial assessment. It can be used to used to assess both learner progress and program 
effectiveness. 



 

 

Performance Appraisal 
Assessment of the achievements and effectiveness of staff or volunteers over the last review 
period as measured against the organizations expectations. 

Policies 
Policies are a structure for management. They are the rules which guide the intentions of the 
group and direct the work of each and every member. They: 

• tell people what to do 
• define limits 
• state the boundary between acceptable and unacceptable behaviour 
• apply to everyone 
• establish guidelines 
• clarify responsibilities 
• demonstrate commitment 
• usually the same for staff and volunteers 

Portfolios 
Portfolios are a collection of samples of learner work, assessments, references and other material 
determined by the learner and instructor to be representative of her performance. 

Portfolio Assessment 
This is a way of measuring progress by comparing previous samples of work with current work. 

Prior Learning Assessment 
Prior learning assessment is a formalized recognition of learning gained through education, work 
and life experience. It enables learners to be placed in programs at appropriate levels 
commensurate with their learning achievements and transfer within and between educational 
institutions and systems at various life points with the minimal degree of repetition. 

Procedures 
They are the regular method of carrying out the work. They are based on policies and turn 
policies into action. 

Professional Development 
Maintaining and developing the competencies of teachers and tutors. 

Program Evaluation 
Program evaluation is a systematic approach to asking questions about what your program is 
doing and providing evidence of what it is accomplishing. Program evaluation provides guidance 
for future direction. 

Purpose 
General statement of intent which answers why a project/organization exists. 

Qualitative Information 
Qualitative date consists of general comments or descriptions which cannot easily be counted. 
The best way to deal with it is to group the data under major themes or topics. 



 

 

Quantitative Data 
Quantitative data are data which you can count. They most frequently come from program 
records and surveys. 

Questionnaires 
A purposeful series of questions, aimed at obtaining information about specific topics. 
Questionnaires can be valuable for obtaining information for program evaluation, for example, 
finding learners' satisfaction with accommodation, materials, teaching methods, etc. 

Recognition of Adult Learning Strategies 
The Recognition of Adult Learning Strategy is based on common learning outcomes with clear 
standards of attainment, which apply to all literacy providers. RALS will provide clear and 
commonly understood information to employers, other providers of education and training, and 
the public. 

Components of RALS will include: 
• common learning outcomes; 
• initial and on-going assessment of learners based upon these outcomes; 
• on-going tracking of the attainments of learners; 
• formal recognition of learning through appropriate certification; and 
• practitioner development to meet clear objectives in the areas of learner assessment, 

curriculum development and delivery, and program evaluation. 

Reflective Logs 
Reflective logs are notes that instructors take about class activities. The purpose is to allow the 
teacher to reflect upon what is happening and to have a better basis for analysis than memory. 
They are written soon after the class. They usually include observations, information about 
challenges and classroom dynamics. 

Sampling 
Sampling is the process of collecting information from a representative part of a larger group. 
You do not need to have large samples in order to obtain useful, reliable information. However 
the sample needs to be representative of the larger group. Sampling is usually done by random or 
systematic selection. 

Self-Assessment 
Self-assessment is a process in which a person assesses his progress in knowledge, skills, 
processes and attitudes. 

Standardized Test 
A field-tested, reliable, and valid test. For example, Canadian Adult Achievement Test (CAAT) 
or Gates-MacGinitie reading test. 

Strategy 
The four 'W's for each objective. The nitty gritty of how each objective will be reached. 

 



 

 

Surveys 
Surveys enable you to get information from a large number of people although the rate of return 
is not always high. They are generally written questionnaires that are mailed or given to people 
to complete. 

Three-Month Plan 
A three-month plan shows the steps that you will need to coyer to teach a particular topic. A 
three-month plan can be broken down into weekly plans. Three-month plans are based on 
training plans. 

Training 
Training is the actual teaching of learners by practitioners. It is the process of helping adult 
learners make progress towards their literacy and numeracy goals. 

Training Plan Development 
The development of a plan showing the learner's goals, the skills he has already achieved, the 
skills he needs to meet his goals and the skills he needs to learn in the program to meet his goal. 

Weekly Plan 
A lesson plan provides a written framework for the instructor and learner. It establishes a routine 
and outlines outcomes. It provides direction and structure. It includes information about the 
activities to be covered and the resources to be used. 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Appendix 3 

Core Quality Standards 

Program Mission: A quality literacy program has a clearly written statement of mission and 
objectives which it follows and shares with the people involved in the program and with other 
stakeholders in the community. 

Community Focus: A quality literacy program is rooted in the community it serves. Learners 
participate in decisions that affect them and their communities. The program reflects its own 
philosophy and objectives, and strengthens individuals, their communities, and their cultural 
identity. 

Program Commitment to Learners: A quality literacy program values, plans for and provides 
opportunities for learners to increase literacy and numeracy skills, life skills, critical thinking and 
problem-solving. 

Learner Commitment to Program: A quality literacy program asks for a realistic commitment 
of time and effort from learners to meet their identified goals. 

Respect for Learners: A quality literacy program maintains a good rapport and promotes 
mutual respect among learners, practitioners, and others in the organization. 

Learner-Centred Approaches and Methods: A quality literacy program uses approaches and 
methods that respect learners as individuals and that are learner-centered. It supports learners to 
participate individually and collectively in order to take control of their learning. 

Access and Equity: A quality literacy program respects differences. It has structures and 
supports in place to increase access and equitable outcomes and to help learners from all 
backgrounds reach their goals. 

Learning Assessment: A quality literacy program evaluates learners' progress on an on-going 
basis. The process involves the learners and contributes to their development. 

Instruction Time: A quality literacy program offers instruction often enough and long enough 
to allow learners to make reasonable progress toward their literacy goals. The frequency and 
duration of a program may vary according to learner needs and objectives as well as to the 
resources available to programs. 

Ratio of Learners to Instructors: A quality literacy program has a ratio of learners to 
instructors which is appropriate to learners' needs and levels as well as to the mode of 
instruction. 

Learning Materials: A quality literacy program uses a wide variety of learning materials which 
are consistent with the program's philosophy, suitable for adults, and relevant to learners' needs. 
The materials are in accordance with the Ontario Human Rights Code. 



 

 

Practitioner Training: A quality literacy program has practitioners trained in adult education 
with a focus on basic education. They have initial and on-going training. 

Outreach: A quality literacy program uses positive and effective strategies to attract learners 
and other participants. 

Support Services: A quality literacy program helps learners get the support services they need, 
either in the program or in the community. For example, these services are transportation, chi Id 
care, counselling, assessment, and information and referral for economic, cultural and social 
needs. 

Organizational Links: A quality literacy program has community and organizational links: 
• to meet program goals 
• to help learners move successfully from one educational program to another, to greater 

community involvement, to further training, or to employment 
• to integrate and strengthen literacy delivery at the local level; and 
• to ensure that literacy education is integrated within the broader educational and training 

system. 

Program Accountability: A quality literacy program does what it says it will do. It is 
accountable to its learners, sponsoring organizations, partners, community, and funders. All 
stakeholders, not only program staff, are accountable for the success of the program. 

Administrative Accountability: A quality literacy program develops and maintains sound 
financial and administrative systems in order to provide an accurate and timely program, 
statistical and financial information. 

Program Evaluation: A quality literacy program evaluates its effectiveness annually. 
Evaluation of the program is a participatory and continuous process. 

Volunteer Relations (draft standard): A quality program provides volunteers with resources to 
be fully contributing members of the organization. They are provided with initial and ongoing 
training and supervision. They are provided with information to be aware of their rights and 
responsibilities. They are encouraged to contribute, based on their skills, time, interests and the 
needs of the program. They are recognized for their contributions. The program promotes 
fairness and respect for volunteers at all times from students, staff and fellow volunteers. 
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