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Executive Summary 

Introduction  

This report presents an outcome evaluation of a research project undertaken by a Royal Roads University (RRU) 

Master of Arts in Leadership (MAL) student. The Certification of Airport Security Project (CASP) intended to 

guarantee a standard and level of consistency in the delivery and measurement of airport security training within 

the Canadian Air Transport Security Authority (CATSA) by providing professional development opportunities 

through a Learning and Performance Advisor (LPA) certification program. CATSAôs work focuses on air 

transportation system security, including passenger, baggage, and non-passenger screening (CATSA, 2021). With 

constantly changing terrorist threats and advances in security technology, it is imperative that CATSA evolves as 

an organization to uphold its mission of protecting the travelling public. LPAs are a vital part of CATSAôs 

operations as they are responsible for training and testing screening officers to prevent threats from entering 

Canadaôs airports. While LPAs are responsible for othersô certification standards, at the time of the CASP, there 

were no certification standards for LPAs, presenting challenges for consistent certification processes and course 

delivery (Martens, 2009). The CASP aimed to support CATSAôs mandate for consistency by building the 

capacities of LPAs to ensure that LPAs were held to the same high standards across CATSA regions, contributing 

to positive organizational development towards continuous learning and improvement, and advancing the skills 

and capabilities of the principal investigator (PI). This outcome evaluation assesses whether and how the CASP 

contributed to these outcomes. 

Methodology 

The evaluation investigates whether and how the CASP generated new knowledge, attitudes, skills, and 

relationships (KASR) among key actors, and how those changes supported performance across CATSA 

departments to become more integrated and systematic. The objective of the evaluation is to critically assess the 

CASP by collecting and analyzing information about its activities, outputs, and outcomes to support learning for 

research effectiveness. 

The evaluation applied the Outcome Evaluation approach, which is designed to assess research projects, 

specifically transdisciplinary research, sustainability research, research-for-development, and other change-

oriented approaches (Belcher et al., 2020). The approach assesses whether and how a research project contributed 

to the realization of outcomes using a theory of change (ToC) as an analytical framework. A ToC can be used to 

provide a detailed description and model of why a change is expected to occur within a specific problem context, 

explicating the underlying mechanisms of behaviour change conceptualized as changes in KASR. It models the 

causal relationships between a projectôs activities and results, and how these are expected to manifest in outcomes, 

giving particular attention to the impact pathways, actors, and steps involved in the change process. 

The evaluation team led a participatory workshop in June 2019 to define the scope of the evaluation, document 

the implicit ToC for the CASP (Figure 1), and identify possible sources of evidence to empirically test the ToC. 

The Outcome Evaluation method collects participant and stakeholder perspectives to identify and assess the 

project and external contributions within a change process (Belcher et al., 2020). To gather these perspectives, 

we conducted 17 interviews with 18 informants and reviewed seven documents such as personal communications 

and organizational documents (e.g., draft certification frameworks). These sources of evidence were used to 

evaluate actual outcomes against the ToC, and answer the following questions: 

1. Research Outcome Evaluation 

a. To what extent and how were outcomes realized? 

b. Were there any positive or negative unexpected outcomes from this project? 

c. Could the outcomes have been realized in the absence of the project? 

d. Were the assumptions pertaining to why these changes were expected sustained? 

e. Are the higher-level changes likely to be realized? 
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Project design and implementation were characterized using an adapted version of Belcher et al.ôs (2016) 

Transdisciplinary Research Quality Assessment Framework (QAF). The QAF was used to highlight elements of 

research design and implementation that contributed to the realization of outcomes. This assessed the degree to 

which the CASP incorporated recognized quality criteria of transdisciplinary research1, organized under the 

principles of Relevance, Credibility, Legitimacy, and Positioning for Use. The project assessment was guided by 

the following questions: 

2. Research Project Assessment 

a. What elements of the research design and implementation supported outcome realization, and how? 

b. To what extent and how did the project engage effectively with relevant stakeholders? 

c. To what extent were the research findings sufficiently relevant to achieve the stated objectives? 

d. To what extent and how are target audiences aware of and using the project outputs? 

e. How does RRU support student success in research? 

f. What lessons about effective research practice can be learned from this case study? 

Results were analyzed and grounded in the context of social change theories to address shortcomings 

acknowledged within literature that the theoretical bases for many ToCs are weak (Weiss, 1997; Stachowiak, 

2013). Researchers seldom make explicit the theories underlying why change is expected to manifest from their 

research. Social change theories applied to the evaluation to help explain changes observed include stakeholder 

theory, situated learning theory and social capital theory to explain the implications of outcome realization. 

Project Overview 

By directly engaging key stakeholders including LPAs, regional managers of learning and development, and the 

director of operations throughout the research process, the CASP utilized an action research focus to examine the 

LPA role and suggest recommendations for the future of LPA assessment and certification. The CASP completed 

project scoping exercises, a literature review to examine adult learning techniques and evaluation methods, and 

primary data collection using a World Café. Project scoping interviews with key stakeholders situated the CASP 

within the organizational mandate, gained buy-in from CATSA, and allowed World Café questions to be 

developed and refined. The CASP utilized a World Café to collect qualitative data on participantsô thoughts 

regarding LPA assessment and certification, as well as create a forum for discussion. The key outputs of the CASP 

included: identifying key competencies of the LPA role; LPA beliefs on the benefits and challenges of a 

certification program based on competency assessment; assessment methods LPAs believed were appropriate and 

could give a true assessment of their roles and responsibilities; and strategies for assessment and certification. 

The CASP aimed to contribute to key intended outcomes such as: supporting CATSA to recognize recurrent 

learning requirements, value continuous learning, and uphold principles of continuous learning in practice; 

improving the confidence and professional capacity of LPAs; supporting CATSA to develop an LPA certification 

program; and supporting the PIôs professional development to continue in performance management at CATSA. 

Project Theory of Change 

The research aimed to contribute to positive change through capacity-building and organizational learning 

through three interconnected pathways: an organizational development pathway, a capacity-building pathway for 

LPAs, and a professional development pathway. Each impact pathway intersects and complements the others to 

support the realization of outcomes. The key steps in these pathways are illustrated in Figure 1. 

Within the organizational development pathway, the CASP engaged multiple levels of CATSA staff within the 

research activities and provided them with opportunities and a forum to discuss and reflect on key competencies 

and the future of the LPA role with other colleagues. As a result, CATSA staff were expected to gain greater 

appreciation for the value of LPA training certification in the context of supporting the efficiency and 

effectiveness of CATSA operations. By demonstrating the connection between continuous learning and effective 

                                                 
1 The QAF is not meant to be a measure of excellence, but rather characterizes the project design and implementation in terms of the 

degree of its transdisciplinarity. 
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practice through CASP findings, and aligning the recommendations with CATSAôs mandate for continuous 

improvement, it was expected that CATSAôs decision-making at the management level would be influenced to 

drive the improvement of trainersô standards. As a result, CATSA would value continuous learning and support 

continuous learning in practice. With the CASP demonstrating a need and willingness for these processes, 

CATSA was expected to recognise recurrent learning requirements for certain roles and drive the piloting of the 

draft certification framework produced as a research output. With a successful pilot, it was expected that LPAs 

would pursue other professional development opportunities and CATSA would develop process and protocol 

documentation and tools to further increase the consistency and effectiveness of training delivery and assessment. 

This in turn was expected to lead to LPAs having improved confidence and professional capacity. Overall, 

organizational emphasis on training was expected to lead to performance becoming more integrated and 

systematic across CATSA departments with staff being held to the same high standards. 

 
Figure 1. Simplified CASP Theory of Change 

Advancing performance opportunities for LPAs within the capacity-building pathway was expected to influence 

other departments and partners of CATSA. The synergistic interaction between these two impact pathways 

ultimately aimed to support screening effectiveness and safety. Opportunities for discussion and reflection with 

other LPAs supported by the CASPôs World Caf® was expected to influence research participantsô recognition of 

existing training and assessment gaps and gain knowledge of adult learning. With this recognition, combined with 

their passion for the job and desire to succeed, LPAs would be motivated to pursue continuous learning. With 

increased knowledge of the importance of adult learning, coupled with completion of the pilot certification 

program, it was expected that LPAs would be designated as Certified Training Professionals (CTP) and/or 

Certified Training and Development Professionals (CTDP). This was also expected to create further career 

progression opportunities, both within CATSA and outside of the organization within other training and 

evaluation roles. By sharing a draft certification framework with CATSA and engaging CATSA management in 

the research process, CATSA was expected to invest in the development of their employees (e.g., LPAs) that 

teach front-line staff (i.e., screening officers and service contractor trainers) in order to ensure quality 

performance, increasing ability, and safety. 
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Overall, the CASP intended to provide a significant professional development experience for the PI to expand 

their expertise and professional recognition as a performance management expert at CATSA. By engaging in the 

research experience from both a researcher and practitioner lens, the PIôs professional development would be 

enhanced as the CASP provided an opportunity to grow leadership capacities and learn lessons. With reinforced 

values for adult learning gained from the research process, the PI was expected to pursue continuous learning and 

training to apply in their work and set more individuals up for success. 

Results 

 Outcome Evaluation: To what extent and how were outcomes realized? 

Table 1 summarizes the extent to which outcomes were realized. The CASP leveraged multiple impact pathways 

and mechanisms to realize outcomes. Outcomes in the organizational development pathway were realized through 

the involvement of key stakeholders in the data collection process, by co-producing knowledge, and strengthening 

coalitions. As an action research project, the CASP involved all key stakeholders throughout the research process 

to ensure a multi-perspective understanding was developed and provide co-ownership over the draft LPA 

certification framework. By gaining organizational support for the CASP at project inception and leveraging the 

PIôs insider status as Regional Manager of Learning and Development, knowledge was successfully transferred 

throughout CATSA. The CASP supported the capacity-building of LPAs by involving them in the research 

process, enabling knowledge transfer on topics about adult learning, recognition of training and assessment gaps, 

and motivation to complete the pilot certification process. Capacity-building of LPA outcomes were mostly fully 

realized and supported outcomes in the organizational development pathway. The CASP provided an opportunity 

for the PI to develop their leadership skills, and become equipped with new knowledge, skills, and perspectives 

to apply in their future work in performance management at CATSA. 

Table 1. Summary of outcome realization and CASP contributions 

Outcome Assessment 

CATSA recognizes value of LPA training certification [intermediate 

outcome] 

Realized, clear project contribution 

Participants recognize importance and contribution of LPA role 

[intermediate outcome] 
Realized, clear project contribution 

CATSA management decision-making is influenced (principles of 

continuous learning, trainersô standards) [EoP outcome] 
Realized, clear project contribution 

Research methods adopted into the organizational process [EoP outcome] Realized, clear project contribution 

Participants recognize training and assessment gaps [intermediate outcome] Realized, clear project contribution 

Participants gain knowledge of adult learning [intermediate outcome] Partially realized, clear project contribution 

LPAs pursue continuous learning [EoP outcome] Realized, clear project contribution 

PIôs professional development is enhanced by research experiences 

[intermediate outcome] 
Realized, clear project contribution 

PI continues using methods learned at RRU (e.g., appreciative inquiry, 

action research, and experiential learning) [EoP outcome] 
Realized, clear project contribution 

A number of unexpected outcomes emerged during and after the CASP. These were documented within the 

project ToC and discerned in collaboration with the PI given the time that has elapsed since the end of the CASP. 

These unexpected outcomes were analyzed as part of the outcome evaluation. There were few other unexpected 

outcomes identified by informants. However, one informant discussed how the application of a standardized 

program for service contractors resulted in the loss of some Service Contractor Trainer (SCTR) staff. The 

standardized program highlighted individuals who were not the right fit for the job and supported trainers to 

operate to the best of their ability. Unexpectedly, the CASP was used as an exemplar project in the MAL program 

at RRU, which has supported other students to learn from and create meaningful research projects that support 

organizational change. Few negative outcomes were discussed by informants other than the potential loss of some 

SCTR staff. 
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Alternative Explanations of Outcome Realization 

It is difficult to separate outcomes resulting from the CASP and those resulting from the PIôs ongoing work on 

the topic within CATSA. The PI continued to contribute to changes within CATSA following the CASP to support 

increased consistency and effectiveness across airport screening operations. 

Some alternative explanations for outcome realization were raised by interview informants. For example, other 

individuals working alongside the PI in the Learning and Development Department also have focused their efforts 

on developing standardized courses across other CATSA regions. The Learning and Development Department 

also completed their own research on human factors within security to support and address these within training 

programs delivered by LPAs to amend and prepare curricula. Other alternative explanations include public 

pressure that drives a continuous response from CATSA to improve screening operations and accommodate 

evolving threats. As a learning organization, CATSA has continually supported professional development of staff 

by offering courses and training workshops to build staff capacities. Some informants also discussed challenges 

relating to the government budget deficit reduction and changes in organizational structure which resulted in the 

loss of momentum behind the draft certification framework. However, resource limitations also highlighted the 

importance of ensuring professional standards throughout CATSA and elements of the CASP have been used in 

other CATSA initiatives such as the onboarding checklist. 

Project Assessment: What elements of the research design and implementation supported outcome 

realizations, and how? 

The QAF assessment reveals that the CASPôs design and implementation align with many principles and criteria 

of relevant, credible, and legitimate research that is well-positioned for use, and produced knowledge that is useful 

and used (see Appendix 5 for QAF results and justifications for the project assessment). 

Under the relevance principle, the CASP clearly defined the problem context and identified research entry points 

drawn from analysis of the problem context and the PIôs personal experience as a former LPA. The CASP 

addressed a socially relevant research problem and identified a clear gap as the topic was highly specialized. The 

practical gaps of the research problem were relevant for CATSA and affected LPAs due to the need for systemic 

accreditation of the LPA role. The research problem also aligned with CATSAôs organizational purpose and the 

need for the organization to continually evolve to keep up with changes in technology and threats to security. The 

PI strategically and successfully communicated with senior management for buy-in and sponsorship of the 

research. The collaborative action-oriented research approach involved LPAs, as the actors under study, in the 

development of a certification program for the LPA role. These characteristics supported co-ownership over 

CASP outputs. However, the CASP did not utilize an explicit or documented ToC and assumptions underlying 

expected changes were not explicit; a fully articulated ToC would have improved the strength of the project and 

resulting thesis. 

Regarding credibility, the PI interviewed key actors at the start of the CASP to foster buy-in with decision-makers 

and support joint problem formulation. Paired with a broad literature review, the research was based on a well-

integrated theoretical and empirical foundation. The World Café method was an appropriate method to collect 

data from diverse participants and enable participant engagement with themes and data that came out of the 

interviews. Consultations with the advisory team supported reflection, and informants indicated that the PI was 

critical and reflexive in the design and implementation of the project. Research objectives are also not described 

in the CASP thesis, with a singular objective stated in the appendices; a better formulation of objectives would 

have aided the structure and purpose of the project. Overall, the PI had adequate competencies and position within 

CATSA to support the CASP. 

Under legitimacy, the PI was aware of their own bias as a manager within CATSA and clearly distinguished their 

identity as a researcher from their role as Learning and Development manager. Informants perceived the CASP 

to be collaborative and appreciated how they were brought on as collaborators to develop the pilot LPA 

certification program. The CASP achieved ñmastery in the area of ethicsò (Res1) by adhering to RRUôs Research 

Ethics Policy and Tri-council Policy. A section of the thesis is dedicated to ethical considerations for human 
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dignity, informed consent, privacy and confidentiality, justice and inclusiveness, reducing harm, and enhancing 

benefits. Overall, the CASP was collaborative, transparent, and ensured a sense of co-ownership over the LPA 

certification process to support CATSAôs uptake and use of CASP findings and recommendations. 

Regarding positioning for use, the CASP clearly contributed to the partial or full realization of all ten intermediate 

and EoP outcomes. The CASP resulted in positive outcomes for participants, LPAs, and CATSA, and was a direct 

catalyst for CATSAôs pilot LPA certification program. The CASP emphasized the importance of the LPA role, 

setting standards, and ensuring consistency. Several LPAs successfully achieved their CTP/CTDP designation as 

a result of the pilot. The CASP also supported capabilities by allowing the PI to build upon their own research 

capacities, resulting in the transfer of these skills to other aspects of the PIôs job. Although the CASP-developed 

certification program is not mandatory for LPAs because of organizational change outside of the projectôs control, 

CATSA has since standardized assessments that align with the PIôs recommendations. Informants noted that the 

CASP set the standard for assessment within CATSA and opened the door for LPAs to achieve a level of subject 

matter expertise. 

Evidence indicates RRU programming supported the realization of CASP outcomes in the professional 

development and organizational development pathways. RRU programming supported the PI in identifying key 

stakeholders who needed to participate in the research process and who are well-positioned to contribute to 

sustainable organizational change. The MAL program encouraged the PI to obtain a sponsor within CATSA to 

ensure buy-in for the CASP. RRU introduced the PI to action-based inquiry which provided the PI with the 

appropriate knowledge base to create an effective inquiry and engage effectively with stakeholders. The action-

orientated nature of the MAL program targets the development of leadership skills and competencies to support 

students in accomplishing abilities specific to their role. 

Lessons Learned 

Project Lessons 

¶ Leveraging the PIôs insider perspective of the organization, as well as their knowledge of the LPA role, 

supported effective data collection and uptake of the research outputs. 

¶ Applying participatory methods with key system actors and target audiences can gather a diverse range of 

perspectives and ensure co-ownership of the project outputs thus increasing the likelihood for subsequent 

uptake and use. 

¶ Utilizing an interdisciplinary approach ensured successful application of academic learning theories into 

the practical application of LPA assessment and certification. 

¶ An in-depth understanding of how a project is expected to contribute to change (e.g., through ToC) can 

support recognition of further opportunities for potential impact. 

Contextual Lessons 

¶ Due to the nature of CATSA as a security organization, it is challenging for outsiders to complete research 

on operations or have access to participants. Future research in the context of CATSA and other security 

organizations should be led by those with an understanding of operations and in positions of trust within 

the organization to ensure buy-in from stakeholders, and support the uptake and use of research outputs 

and recommendations. 

¶ No previous research had been completed to explore LPA assessment and certification strategies due to 

the specialized topic and context. Future research on highly specialized topics should also be grounded in 

interdisciplinary academic literature to support rigour and the transferability of findings. 

¶ Participatory methods are important when researching assessment and certification due to notions of 

uncertainty that may arise within participants. Participatory methods such as World Cafés provides 

participants with the opportunity to ask questions and develop an assessment and certification process that 

was in-line with the necessary competencies for the LPA role. 
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Evaluation Limitations 

Limitations of the analytical framework: Having the PI identify informants to test outcomes can increase the risk 

of introducing bias into data collection as informants may be selected for their likelihood to reflect positively on 

the projectôs results and outcomes. To address this limitation, snowballing for additional perspectives and sources 

of information was undertaken and a variety of documents were reviewed. The period of time between the 

inceptions of the CASP and the development of the project ToC (i.e., more than ten years) also resulted in a 

number of unexpected outcomes being included within the ToC. This meant that the ToC development process 

relied greatly upon the PIôs recall of the project. 

Limitations of the data and results: Assessments using the Outcome Evaluation approach rely on informant 

perspectives, which can be affected by several factors, including time. Recall of project details and processes was 

difficult for many of the informants. There were also some challenges in separating outcomes related to the CASP 

from the PIôs continued work on the topic. For example, the PI has contributed to a number of changes in CATSA 

over the past ten years in the Learning and Development Department aligned to the same purpose of the CASP, 

which is to support increased consistency and effectiveness across Canadian airport screening operations. 

Recommendations 

Considering the results of the case study evaluation, we propose the following recommendations for the design 

and implementation of future research: 

1. Leverage the PIôs insider perspective, as well as in-depth knowledge of the context to support effective 

data collection (e.g., access to participants) and uptake of research outputs through aligning the research 

with organizational initiatives and mandate.  

2. Utilize participatory methods with key system actors and target audiences to gather a diverse range of 

perspectives and ensure co-ownership over research outputs. 

3. Interdisciplinary approaches can ensure the successful application of academic learning theories into 

practical application to support the rigor and transferability of findings to other contexts, particularly 

where there is minimal previous research on the topic. 

4. Use a ToC to plan and monitor progress in order to support the recognition of further opportunities for 

potential impact 

5. Future research in security organizations should be led by those with an in-depth understanding of the 

context and in positions of trust to ensure buy-in, applicability, and uptake of research outputs in order to 

contribute to sustainable organizational change. 
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Introduction  

This report presents an outcome evaluation of a research project undertaken by a Royal Roads University (RRU) 

Master of Arts in Leadership (MAL)  student. The focus of the Certification of Airport Security Project (CASP) 

was to examine the Canadian Air Transport Security Authorityôs (CATSA) Learning and Performance Advisor 

(LPA) role and identify strategies for assessment and certification to maintain a standard of operation in line with 

the organizational mandate (Martens, 2009). CATSA is mandated with protecting the public through effective 

and efficient screening of air travelers and their baggage. CATSAôs goal is to provide a professional, effective, 

and consistent level of security service across the country, at or above the standards set by Transport Canada 

(CATSA, 2021). The purpose of the CASP was to increase the integration and systematization of performance 

across CATSA departments. The CASP aimed to collaboratively create design elements for an LPA certification 

and uncover a multi-perspective understanding of key competencies for the future of the LPA role. The CASP 

intended to do this by building the capacity of LPAs, developing CATSA as an organization through training and 

certification, and supporting the professional development of the principal investigator (PI). This evaluation 

investigates the extent to which and how the CASP contributed to intended outcomes. The aim of the evaluation 

is to critically assess project design, implementation, and outcome contributions to elicit lessons from the project. 

RRU has an explicit mission to teach and generate research that contributes to transformation in students and the 

world (RRU, 2019). The MAL program encourages the study of relevant real-world problems using 

interdisciplinary, multi-sectoral, and intercultural approaches to problem-solving for organizations, communities, 

and society (RRU, 2021). In order to uphold the Universityôs mission and support continuous learning, it is critical 

to analyze the extent to which and how student research contributes to change and how programming facilitates 

those contributions. The Sustainability Research Effectiveness (SRE) program at RRU is dedicated to 

understanding how research contributes to social change, and how those contributions can be enhanced through 

improvements to research design, implementation, and adaptive management. The SRE program conducts a series 

of participatory outcome evaluations to support learning for research effectiveness. 

This Masterôs research project is part of a wider assessment of RRU student projects to inform learning for more 

effective research at the graduate level, but also to inform planning for research effectiveness (Claus et al., 2021). 

The CASP was selected for its likelihood to make contributions to social change. It had a clearly stated problem; 

used contextually appropriate research design and methodology; included stakeholders or community members 

in the research process; and its conclusions demonstrated potential for outcomes. 

The evaluation follows a participatory theory-based evaluation approach, using a theory of change (ToC) as the 

analytical framework. The ToC articulates the theoretical relationships and sequences of steps through which the 

research project intended to realize outcomes and impacts. The evaluation is an empirical test to assess the extent 

to which and how the intended outcomes modelled in the ToC were realized. Research design, implementation, 

and outputs are assessed using an adapted version of Belcher et al.ôs (2016) Transdisciplinary Research Quality 

Assessment Framework (QAF). The QAF is used to highlight elements of the transdisciplinary research process 

that were sufficiently implemented by the CASP to support the realization of outcomes, and elicit learning on 

where future considerations could be made when designing and implementing transdisciplinary research (Belcher 

et al., 2016). The findings of the evaluation are grounded in broader theories of social change processes to explain 

how and why the project contributed to change. 

The evaluation has three main objectives, to: 

1. Assess the projectôs influence; 

i. Document and test intended outcome realizations and pathways; 

ii.  Draw conclusions about the extent to which intended outcomes were realized and mechanisms of 

realization, with specific attention given to research project design and implementation; 

2. Provide an opportunity for learning and reflection for researchers pertaining to promising research design 

and implementation practices, and lessons to guide future graduate research; and 

3. Critically reflect on the evaluation methodology for future research project evaluations. 
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Outcome evaluations aim to assess two components of a research project: i) whether or not outcomes are realized; 

and ii) the extent of the projectôs contribution to outcome realization. The second component of assessing the 

projectôs contribution is especially challenging (Mayne, 2001; 2012; Forss, Marra, & Schwartz, 2011). When 

projects are situated in complex systems, with multiple actors and processes that affect outcomes in some way, 

the attribution to any one cause is not possible (Mayne, 2001; 2012). This evaluation acknowledges these 

challenges by explicitly considering alternative explanations for the documented results, seeking stakeholder 

perspectives, and applying expert judgement to assess the projectôs contributions. 

Research contributions are typically framed in terms of new knowledge production, such as testing and improving 

theory and methods, conceptual framework development, and theoretical and empirical analysis, among others 

(Belcher, 2020). Increasingly, research-based knowledge contributions are solutions-oriented, providing 

information and options to improve policy and practice. In addition to knowledge, research activities can facilitate 

and support social processes of change, such as building social and scientific capacities, influencing public 

discourse and research agendas, and creating new fora or facilitating solution negotiations as ways to influence 

policy and practice (Belcher, 2020). 

The presentation of the report begins with a brief overview of the CASP. The methodology section explains in 

detail the analytical framework used and how data were collected and analyzed to respond to the evaluation 

questions. The results section answers the evaluation questions using evidence collected from interviews and 

document review. The lessons learned section discusses the implications of the findings and what was learned 

from the case study evaluation. The recommendations section outlines considerations for future research based 

on the evaluation findings. The appendices provide supplemental information pertaining to the evaluation 

methods and results. 

Case Study Overview 

CATSAôs work focuses on air transportation system security, including passenger, baggage, and non-passenger 

screening (CATSA, 2021). With evolving terrorist threats, security and technology require and undergo 

continuous and rapid change. It is imperative that CATSA evolves as an organization to uphold its mission of 

protecting the public by securing critical elements of the air transportation system. LPAs are a vital part of 

CATSAôs National Training and Certification Program (NTCP), which ensures and encourages continuous 

improvement and maintenance of highly skilled airport security at multiple levels. LPAs are responsible for 

training and testing screening officers on their abilities to ensure the safety of air travellers, airline staff, airport 

employees, and others who work in and travel through Canadaôs airports, and have the authority to grant screening 

officers certification according to CATSAôs standards (CATSA, 2021). While LPAs are responsible for othersô 

certification standards, at the time of the CASP, there were no certification standards for LPAs. CATSAôs 

Learning and Development team grew substantially during this period, introducing new challenges in maintaining 

consistency of certification processes and course delivery across Canada (Martens, 2009). This organizational 

change resulted in an escalation of responsibility for the LPA role, which evolved to play a leading part in the 

training and evaluation of other positions related to screening officers, including the supervisors of service 

contractors. With this increased responsibility, evolution of the LPA role would also need to match changes in 

organizational growth, new technology, and ever-changing security threats, such that LPAs stay current and 

maintain a predetermined and measurable level of expertise. To realize CATSAôs mandate for consistency, the 

CASP aimed to identify how the LPA role needed to evolve and proposed an LPA assessment and certification 

strategy. 

Through use of an action research approach and by directly engaging stakeholders throughout the research 

process, the CASP aimed to examine the LPA role by identifying key competencies of the LPA role; the benefits 

and challenges of a certification program based on competency assessment; and the assessment methods LPAs 

believe were appropriate and could give a true assessment of their roles and responsibilities. The project also 

aimed to develop strategies for assessment and certification by examining adult learning techniques and 

evaluation methods through a literature review. With support of the organization, the CASP aimed to develop an 
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LPA certification program to provide new professional development opportunities for LPAs and subsequently 

guarantee a standard and level of consistency in the delivery and measurement of training. This was expected to 

add credibility to both the NTCP program and the role of LPAs. As CATSA continues to expand more positions 

in the field, the CASP intended to support career progression in providing specific assessment methods for various 

position competencies (Martens, 2009). As the Manager of Learning and Development for the Western Region 

at CATSA, and having begun their career as an LPA, the PIôs familiarity with the role was expected to enable 

them to identify the need for a method of legitimising the position and instill a culture of continuous adult learning 

to uphold CATSAôs mandate. The CASP intended to equip CATSA to fulfill its mission to effectively, efficiently, 

and consistently maintain the safety of the travelling public. 

Evaluation Methodology 

A series of RRU Doctoral and Masterôs research projects were selected for evaluation through a systematic review 

process from an online repository. Seven selection criteria were applied, including: (1) a clearly stated 

problem/issue; (2) a socially relevant research question; (3) inclusion of community or other stakeholders; (4) an 

articulation of how the project would lead to expected outcomes (implicit or explicit ToC); (5) appropriate 

research design and application of methods; (6) conclusions with demonstrated potential for outcomes (e.g., 

provides applicable recommendations); and (7) completed within five years of primary data collection. The CASP 

was selected for its likelihood to contribute to social change. It fulfilled several of the above criteria in a document 

review of the abstract and thesis. For example, the CASP had a clearly stated problem; used contextually 

appropriate research design and methodology; included stakeholders in the research process; and its conclusions 

demonstrated potential for outcomes. 

This evaluation examines whether and how the project contributed to organizational practice change and the 

capacity-building of key actors that would support CATSA to fulfill its mission. The assessment uses a theory-

based evaluation approach to model the intended activities, outputs, outcomes, and impacts, test whether intended 

results were realized, and analyze the mechanisms of change. 

The analysis was guided by the following questions: 

1. Research Outcome Evaluation 

a. To what extent and how were outcomes realized? 

b. Were there any positive or negative unexpected outcomes from this project? 

c. Could the outcomes have been realized in the absence of the project? 

d. Were the assumptions pertaining to why changes were expected sustained? 

e. Are the higher-level changes likely to be realized? 

2. Research Project Assessment 

a. What elements of the research design and implementation supported outcome realization, and how? 

b. To what extent and how did the project engage effectively with relevant stakeholders? 

c. To what extent were the research findings sufficiently relevant to achieve the stated objectives? 

d. To what extent and how are target audiences aware of and using the project outputs? 

e. How does RRU support student success in research? 

f. What lessons about effective research practice can be learned from this case study? 

The evaluation follows a participatory theory-based evaluation approach, using a ToC as the analytical framework 

(Figure 2). The Outcome Evaluation method draws on the Payback Framework, Contribution Analysis (CA), and 

Outcome Mapping (OM), among others, to assess research contributions in complex socio-ecological systems 

(Belcher et al., 2020). It takes a systems perspective, acknowledging that any project operates in conjunction with 

other actors and social processes and recognizes that causal processes are often non-linear (Belcher et al., 2020). 

The ToC models the theoretical relationships and sequences of steps through which the research project intended 

to realize outcomes and impacts. It describes the causal relationships between a projectôs activities and results, 

and how these were expected to manifest in outcomes, focusing on the associated impact pathways, actors, and 
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steps involved in the change process (Belcher et al., 2020). The model works backward from long-term goals to 

identify the conditions that theoretically must be in place for the intended high-level results to occur (Belcher et 

al., 2020). The framework is also used to identify indicators and the necessary evidence needed to assess actual 

changes against expected outcomes at each stage. 

The approach draws on OMôs explicit recognition that the relative influence of a project or program declines the 

further it moves from the project boundary (Belcher et al., 2020). For example, a projectôs influence declines as 

the project moves from its activities (sphere of control) and who they work with (sphere of influence) to the 

improved conditions it hopes to realize (sphere of interest) (Belcher et al., 2020). Another key concept borrowed 

from OM is the focus on outcomes that are proximate to the intervention and occur within the sphere of influence 

(Belcher et al., 2020). We conceptualize outcomes as changes in knowledge, attitude, skills, and relationships 

(KASR). A key element of the Outcome Evaluation approach is the explicit distinction of end-of-project (EoP) 

outcomes, defined as ambitious but reasonable to expect within the timeframe and resources of the project 

(Belcher et al., 2020). By modelling the ToC, the Outcome Evaluation method makes relationships between what 

the project does (activities and outputs) and its aims (outcomes and impacts) explicit. Assumptions are also 

documented to explain why a change is expected to occur in a particular circumstance. These explicit assumptions 

can then be tested to inform learning about how a particular change occurs under the conditions of the project and 

context within which it is situated (Belcher et al., 2020). The Outcome Evaluation method also builds on the 

RAPID approach by gathering participant and stakeholder perspectives to assess the contribution of various 

factors, activities, and outputs within a change process. The method also follows the CA approach of articulating 

and testing alternative hypotheses that can explain key changes (Belcher et al., 2020). 

ToC Documentation 

The CASP did not have an explicit ToC in place. Therefore, as a first step, a participatory ToC workshop was 

held with the PI in June 2019. During the workshop, the SRE team worked with the PI to document the implicit 

ToC for the CASP. The evidence required to empirically test whether or not the outcomes were realized was also 

identified during this session. Data needed to assess each outcome and potential data sources were organized in 

an evidence table. 

Data Collection 

Mixed-methods were used to collect the breadth of data needed for a comprehensive outcome evaluation. Data 

were collected through a review of seven documents (including project e-mail correspondence, organizational 

documents, and the CASP thesis) and 17 semi-structured interviews with 18 informants from two different 

informant categories (Table 2) (see Appendix 1 for a full list of data sources). 

Table 2. Informant and interview details 

Informant Group  Number of Interviews Conducted 

Researcher 2 

Practitioner 16 

Total 18 

Interview questions were formulated to ascertain informant perceptions of the problem context, key challenges 

and developments, decision-making, and the projectôs approach and contributions (see Appendix 2 for the 

interview guide). Interviews were recorded with informantsô permission and transcribed. Snowballing from 

former project participants for additional perspectives and sources of information was undertaken. The evaluation 

team maintains commitment to the anonymity of these and all evaluation informants by removing identifying 

information from interview transcripts and evidence presented in this report. 

Analysis 

All evidence was coded thematically and analyzed using NVivo to systematically organize data corresponding to 

the evaluation questions. Deductive coding was employed using codes adapted from previous evaluation 

experiences and new codes framed by the specific intended outcomes of the project highlighted by the ToC. The 
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coding process organizes objective and subjective data from a variety of sources to help understand contextual 

factors, project contributions, and how outcomes were realized. Two codebooks were used: one to analyze 

outcome realization; and one to assess elements of research design and implementation (see Appendix 3). 

The evaluation team supplemented the research design and implementation assessment by scoring the CASP 

according to an adapted version of Belcher et al.ôs (2016) Transdisciplinary Research Quality Assessment 

Framework (QAF) to assess the degree to which the project employed transdisciplinary characteristics. The QAF 

organizes criteria for assessing research design and implementation under the four principles of Relevance, 

Credibility, Legitimacy, and Positioning for Use. Relevance refers to the appropriateness of the problem 

positioning, objectives, and approach to the research for intended users. Credibility pertains to rigour of the design 

and research process to produce dependable and defensible conclusions. Legitimacy refers to the perceived 

fairness and representativeness of the research process. Positioning for Use refers to the utility and actionability 

of the researchôs knowledge and social process contributions. Full definitions of the criteria can be found in 

Appendix 4. Four evaluators reviewed project documentation and interviews prior to scoring. Each evaluator 

scored the criteria independently on a Likert scale (0 = the criterion was not satisfied; 1 = the criterion was partially 

satisfied; 2 = the criterion was completely satisfied); and averages were calculated for final scores. The scores 

indicate characteristics that were either strong, present but incomplete, or absent in the project. 

Typically, ToCs guiding research projects lack grounding in available applied theory about how and why changes 

occur. To address this shortcoming and in an effort to build more theoretical understanding for project 

contributions to outcomes, results of the outcome analysis are grounded in theories of social change processes to 

better understand the theoretical explanations of why changes did or did not occur. We apply theoretical principles 

from stakeholder theory (Freeman, 1984), social capital theory (Putnam, 2000), and situated learning theory (Lave 

and Wenger, 1991) to help explain why expected changes did or did not occur in the case of the CASP and test 

whether project assumptions were sustained. These social theories were selected as they are appropriate to the 

project context and support the casual logic to ground the ToC within relevant theory. 

CASP Theory of Change 

The CASP ToC that was developed collaboratively with the PI (Figure 2) illustrates how the PI hypothesized the 

projectôs contributions to change at the time of the evaluation. While the project could not anticipate how 

outcomes would manifest, there were deliberate aspects of the research design and implementation that allowed 

the project to be responsive to and generate opportunities to support outcome realization. 

CASP Activities and Outputs 

The CASP undertook several scoping activities, including conversations with the Learning and Development 

Department and the Vice President of Operations for joint problem identification and to discuss their perspectives 

on priority elements of LPA evaluation and certification and possible challenges. In addition, the PI conducted a 

literature review on performance management techniques, including different approaches to measuring and 

assessing competencies, benefits and challenges of competency assessment, organizational learning, and success 

factors in adult learning. As part of the data collection, three interviews were held with internal CATSA staff (i.e., 

a LPA, a manager from the Learning and Development Department, and a human resources manager) to discuss 

positive experiences with assessment; their opinions on the desired future for the LPA position; key competencies 

of the LPA role; the benefits and challenges of assessment/certification specific to the role of the LPA; methods 

for assessing LPA competencies; and how they envision training and development playing a role in LPA 

assessment and certification. Following the interviews, the PI held a World Café with 35 participants (attended 

by 90% of the LPAs from all regions in Canada and 89% of staff from the Learning and Development Department) 

to obtain a collective and diversified voice of LPAs and identify critical elements for the LPA certification 

program. World Café questions were informed by preliminary findings and themes discussed in earlier interviews. 

The thematic analysis and triangulation of academic literature and primary data produced outputs on design 

elements for a LPA certification program; multi-perspective understandings of key competencies for the LPA 
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Figure 2. Elaborated CASP Theory of Change 
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role; benefits and challenges of a LPA certification program; and expectations and recommendations for the future 

role and certification of LPAs. These recommendations, targeted toward CATSAôs Training and Delivery 

Management Group and management, called for relevant assessments and experiential continuous learning with 

immediate application to the LPA role; a flexible framework to meet a variety of needs and change over time; 

and a clear communication strategy complete with business processes. The World Café provided a forum for 

discussion on LPA certification and helped build understanding of internal CATSA staff perspectives on LPA 

certification and assessment. A briefing note, which contained the research findings and recommendations, was 

produced as an output and shared with CATSA management. A summary presentation given to LPAs across 

Canada and the Training and Delivery Management Group was held to share the research findings and outline 

the conclusions and certification program recommendations. Out of these conclusions and recommendations, a 

draft certification framework was created in collaboration with the Training and Delivery Management Group, 

which was then presented and discussed with management, Learning and Development managers, and the 

Learning and Development Department. 

Intended Outcomes 

The CASP aimed to contribute to outcomes and impacts through three interconnected pathways: an 

organizational development pathway, a capacity-building of LPAs pathway, and a professional development 

pathway. Each impact pathway identified within the ToC intersects and complements the others to contribute to 

outcomes. For example, organizational development can be viewed as an overarching pathway for the other 

pathways. As CATSA begins to value adult learning and certification, it was expected that this initial 

organizational change would stimulate demand for more LPA capacity-building. In addition, engagement through 

and participation in the research process was expected to influence the capacity-building of LPAs. The research 

experience, the subsequent organic process of change stimulated by the development of CATSAôs LPA 

certification program, and the integration of continuous learning and training in the PIôs performance management 

role at CASTA were expected to function as a professional development opportunity. The cumulation of these 

pathways and their associated activities and outcomes were expected to support the fulfillment of CATSAôs 

mission to effectively, efficiently, and consistently maintain the safety of the travelling public. 

Organizational Development 

One impact pathway relates to organizational development at CATSA. By engaging multiple levels of CATSA 

staff within the research activities and providing them with opportunities and a forum to discuss and reflect with 

colleagues on key competencies and the future of the LPA role, it was expected that CATSA staff (including 

Learning and Development staff, LPAs, and management) would gain greater appreciation for the value of LPA 

training certification. By demonstrating the connection between continuous learning and effective practice 

through CASPôs findings and aligning the recommendations with CATSAôs dedication to effectiveness and 

mandate for continuous improvement, it was expected that CATSAôs decision-making at the management level 

would be influenced to reflect principles of continuous learning and drive the improvement of trainersô standards 

by the end of the project. As a result, it was expected that CATSA would value continuous learning and support 

it in practice. With organizational interest in improvement and clear demonstration of the need and willingness 

for these processes through the scoping and World Café discussions, it was expected that CATSA would recognise 

recurrent learning requirements for certain roles. This was expected to drive the piloting of the draft certification 

framework produced as a research output. With a successful pilot, it was expected that LPAs would pursue other 

professional development opportunities (capacity-building of LPAs pathway). with the combination of the pilot 

experience and CASP findings highlighting LPA certification and assessment gaps, it was expected that CATSA 

would develop resources for process and protocol documentation and new tools (e.g., facilitation guides, 

assessment guides) to increase the consistency and effectiveness of training delivery and assessment. Through 

project and pilot exposure, it was expected that CATSA would recognize Certified Training Professional/Certified 

Training Development Professional (CTP/CTDP) certification as an asset and give greater emphasis to adult 

learning. Overall, organizational emphasis on training was expected to integrate and systematize performance 

across CATSA departments. 
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With an increase in LPA consistency and with Service Contractor Trainers (SCTRs) being held to a similar 

standard as a result of improved learning, new tools, and recognition of performance and learning implications 

for screening effectiveness within the Operations Department, it was expected that screeners would become more 

consistent and improve their screening practices. 

Capacity-building of LPAs 

Another impact pathway involves the capacity-building of LPAs, which was intended to augment professional 

development opportunities for LPAs and support screening effectiveness. Advancing performance opportunities 

for LPAs was expected to influence other departments and partners of CATSA (organizational development 

pathway). The synergistic interaction between these two pathways ultimately aimed to support screening 

effectiveness and safety. 

By taking part in the World Café, research participants had the opportunity to discuss and reflect with colleagues 

on the topic of LPA certification, raise attention to their values regarding certification and assessment, and set an 

agenda for moving forward (i.e., building commitment towards the establishment of a certification program in 

the future). This discussion, focusing on the possibilities for the LPA role in the future and how LPAs could better 

position themselves to be viewed as learning and performance specialists, was expected to lead to research 

participants (including LPAs) recognizing the importance and contributions of the LPA role. Opportunities for 

discussion and reflection with colleagues were also expected to result in recognition of training and assessment 

gaps. Participants were expected to gain knowledge of adult learning through discussions on how LPAs could be 

assessed for certification and how they envision continuous learning as part of this certification. With this 

recognition, combined with LPAs passion for their work and desire to succeed, it was expected that LPAs would 

pursue continuous learning opportunities (e.g., CTP/CTDPs). As LPAs participate in CATSAôs pilot certification 

program and pursue other avenues of continuous learning, it was expected that LPAs would gain confidence and 

build specialized professional capacities. Moreover, LPAs would have access to new resources developed by 

CATSA (organizational development pathway) to use within their day-to-day work. As part of the reorganization 

of CATSA and the incorporation of LPA representatives in the local decision board, and the increased expertise, 

professional capacity, and confidence of the LPAs, the LPA role was expected to become more integrated as 

LPAs have the capacity to consult more on training and learning as they receive recognition for their expertise. 

This was also expected to create further career progression opportunities for LPAs both within CATSA and 

outside of the organization within other training and evaluation roles. Subsequently, this was expected to result 

in the LPA role evolving to include focus on the training of trainers. By sharing a draft certification framework 

with CATSA and engaging CATSA management in the research process, CATSA was expected to invest in the 

development of their employees (e.g., LPAs) that teach front-line staff ( i.e., screening officers and service 

contractor trainers) in order to ensure quality performance, increasing ability, and safety. 

Professional Development 

Overall, the CASP intended to provide a significant professional development experience for the PI to expand 

their expertise and professional recognition as a performance management expert at CATSA. By engaging in the 

research experience from both a researcher and practitioner lens, the PIôs professional development would be 

enhanced as the CASP provided an opportunity to grow leadership capacities and learn lessons based on reading, 

personal experience, and othersô experiences, as well as lessons that were unexpected. For example, the PI 

discovered the challenges of being a researcher within their own workplace and the possible biases related to the 

researcherôs own position. By the end of the project, it was expected that the PI would continue to use methods 

learned at RRU, such as appreciative inquiry, action research, and learning from research experience, within their 

day-to-day role at CATSA. With reinforced values for adult learning gained from the research process, it was 

expected that the PI would pursue continuous learning and training to apply in their work in order to set more 

individuals up for success. Subsequently, the PI would continue to work in performance management at CATSA, 

which was expected to influence the direction of performance within the organization and support the fulfillment 

of CATSAôs mission to effectively, efficiently, and consistently maintain the safety of the travelling public. 
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Unexpected Outcomes 

The CASP also contributed to a number of unexpected outcomes within the organizational development pathway 

which were not originally anticipated by the PI. As the project was completed over ten years ago, unexpected 

outcomes that materialized will be assessed to understand the processes that contributed to their realization. This 

section will outline the logic of these outcomes and discuss how they occurred. 

By participating in the World Café, staff appreciated the value of a forum for discussion and subsequently adopted 

the World Café method into organizational processes. The CASP identified the value of continuous adult learning, 

which influenced the Operations Department to recognize performance and learning contributions to screening 

effectiveness. This led to the re-evaluation of role performance in other departments at CATSA, prompting the 

organization to consider integrating performance training and/or certification for other roles. This also influenced 

CATSAôs partners, as the organization developed a national certification program for service contractors. Overall, 

organizational emphasis on training led to performance becoming more integrated and systematic across CATSA 

departments. As professional expectations increased for LPAs and subsequently crossed over to SCTRs, and as 

CATSA recognised the value of adult learning and certification through the development of a national 

certification training program for service contractors, service contractors emulated the LPA certification process 

and began to conduct their own training and install standards for trainer competencies. As expertise increased at 

all levels, SCTRs became eligible for new opportunities and were better positioned to be hired as LPAs. 

Assumptions 

Assumptions were documented for each outcome and then aggregated to the project level according to common 

themes. The ToC rests on the following eight assumptions: 

1. The CASP exposes informants to interdisciplinary perspectives on the topic (theoretical) 

2. Partners are receptive to and develop an interest in the topic (contextual) 

3. The PIôs insider perspective within the organization positions them well to influence change (theoretical) 

4. The research demonstrates the value of participatory methods which are applied by the organization and 

the PI in their future work (theoretical) 

5. The recommendations are useful, practical, and accessible for implementation, and were sufficiently 

rigorous to be taken seriously (theoretical) 

6. There is a need for improved organizational policy and practice to ensure consistency and continuous 

learning are instilled in the organization (contextual) 

7. Facilitating co-generation and mutual learning processes through the research generated benefits and 

reflection for all parties involved to improve practices (theoretical) 

8. A Masterôs degree holds universal recognition and provides the opportunity to expand on research 

capacities and topical expertise (theoretical) 
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Results 

Outcome Evaluation 

To what extent and how were outcomes realized? 

Extent of Outcome Realization 

Detailed results and supporting evidence of outcomes are provided in Appendix 6. The CASP clearly contributed to the partial or full realization of all 

ten intermediate and end-of-project outcomes. All i ntermediate and end-of-project outcomes relating to organizational development at CATSA were 

realized, which resulted in CATSA recognizing the value of LPA training certification and adopting research methods into organizational practice. 

Most outcomes relating to the capacity-building of LPAs were partially or fully realized and focused on CASP participants recognizing their own 

training and assessment gaps through the research process. There was minimal evidence to suggest that participants gained knowledge of adult learning 

resulting in this outcome being recognized as partially realized; however, some participants discussed how the CASP process enabled them to 

understand the difference between training and advising which has supported them within their role. This increased knowledge and understanding also 

supported LPAs in pursuing continuous learning. Intermediate and end-of-project outcomes relating to the professional development of the PI were 

realized through the research process and personal drive to improve in their role at CATSA. 

We summarize the findings of the outcome evaluation in Table 3. Figure 3 illustrates the assessment of outcome realizations using the ToC. 

Table 3. Summary of the CASP outcome assessment, supporting evidence, and consideration of contextual factors and causal mechanisms affecting outcome realization (see 

Appendix 6 for a more detailed assessment). 

Results Illustrative Evidence 

Outcome Assessment Summary of supporting evidence for the assessment 
Contextual factors and causal mechanisms 

affecting how the outcome was realized 

Organizational Development Pathway 

CATSA recognizes value of 

LPA training certification 

[intermediate outcome] 

Realized, clear project 

contribution  

¶ CATSA staff who participated in the World Café did reflect more on 

key competencies and the future of the LPA role (interviews, 

documents) 

¶ The CASP gained organizational support for the need for a 

standardized training program for LPAs (justified by the standards 

already in place for other security operations (e.g., screening 

officers) (interviews) 

¶ Uptake and implementation of the pilot certification process by 

CATSA implies recognition of the value of LPA training 

certification (interviews, documents) 

Facilitating factors: 

¶ The CASP engaged multiple levels of CATSA staff in research 

activities supporting reflection 

¶ The CASP aligned with the Learning and Development 

Departmentôs philosophy for continuous learning and 

improvement 

¶ The CASP provided CATSA with the opportunity to ñwalk the 

walkò in relation to competency assessment, the maintenance of 

consistent standards, and the provision of opportunities for 

improvement 

Alternative explanations: 

¶ CATSA were supportive of professional development prior to the 

CASP and offered informal training to LPAs to support them in 

developing their careers (e.g., workshops, programs, courses etc.) 
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Participants recognize 

importance and contribution of 

LPA role 

[intermediate outcome] 

Realized, clear project 

contribution  

¶ Greater recognition of LPAôs knowledge and expertise, and 

increased credibility of LPAs within the organization following the 

CASP (interviews) 

¶ Senior CATSA staff were able to reflect on the LPA role and the type 

of competencies needed to succeed within the role through CASP 

engagement (interviews) 

¶ Informants indicated there is increased recognition in the value of the 

LPA role by CATSA (interviews): 

¶ Created a concrete definition on the skills required by LPAs 

¶ Establishment of the pilot certification program highlighted that 

a LPA is a specialized role (e.g., not everyone could do the job) 

¶ LPAs that participated in the pilot certification program attested 

to recognizing the importance of the position and the need for 

nation-wide consistency 

¶ Informants noted that the CASP raised the importance of the LPA 

role, having a level of consistency across the role, and monitoring 

consistency (interviews) 

Facilitating factors: 

¶ Taking part in the World Café provided CASP participants with 

the opportunity to reflect with colleagues on the LPA role and 

certification  

¶ How the CASP demonstrated the importance of the LPA role 

increased awareness of the LPA role to set a high standard for 

new screening officers 

CATSA management decision-

making is influenced (principles 

of continuous learning, trainersô 

standards) 

[EoP outcome] 

Realized, clear project 

contribution  

¶ CATSA managers saw LPA certification as an opportunity for LPAs 

to stay current and discussed the need for continuous learning 

(interviews) 

¶ Managers supported the pilot LPA certification program 

developed by the CASP (interviews, documents) 

¶ CATSA piloted the LPA certification program in the PIôs region 

(interviews, documents) 

¶ Pilot results were shared with other CATSA regions across 

Canada (interviews, documents) 

¶ Without organizational cuts, informants hypothesized that the CASP 

would have had a long-lasting effect on CATSA management 

decision-making on continuous learning and trainersô standards 

(interviews) 

Facilitating factors: 

¶ The CASP findings demonstrated the connection between 

continuous learning and effective practice 

¶ The CASP findings were aligned with CATSAôs dedication to 

effectiveness and continuous improvement 

Barriers: 

¶ Following government deficit reduction, the Learning and 

Development Department faced a number of budget cuts which 

subsequently affected training 

Alternative explanations: 

¶ Following organizational cuts, senior staff reflected on the LPA 

role to identify desired competencies which resulted in the 

onboarding checklist and competency assessment 

Research methods adopted into 

the organizational process 

[unexpected EoP outcome] 

Realized, clear project 

contribution  

¶ Research methods, such as World Cafés, have been adopted into 

organizational practice at CATSA and have expanded into the 

organizational practice of Service Contractors (interviews, 

documents) 

¶ The PI adopted action research methods into other work at CATSA 

to support the constantly adapting and evolving organization 

(interviews, documents) 

¶ The PI adopted the use of pilots into their organizational practice to 

test new initiatives before implementation (interviews, documents) 

Facilitating factors: 

¶ CATSA was first exposed to World Cafés through the CASP 

¶ By participating in the CASPôs World Café, CATSA staff 

learned about the method and appreciated its value as a forum 

for discussion 

¶ The PI was a driving force behind the implementation of World 

Cafés into CATSA organizational practice by introducing them 

into the Prairies region 
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Capacity-building of LPAs Pathway 

Participants recognize training 

and assessment gaps 

[intermediate outcome] 

Realized, clear project 

contribution  

¶ LPA participants reflected positively on the CASP, indicating that 

the project enabled them to recognize gaps in consistency across the 

role (interviews) 

¶ The pilot certification program provided more motivation for LPAs 

to fill these assessment and certification gaps (interviews) 

Facilitating factors: 

¶ The nature of the LPA role means individuals strive to teach to 

the best of their ability and improve when gaps are identified 

¶ Opportunities for discussion and reflection provided by the 

CASP supported participants to recognize training and 

assessment gaps 

Participants gain knowledge of 

adult learning 

[intermediate outcome] 

Partially realized, clear 

project contribution  

¶ LPAs who completed the pilot certification program gained 

knowledge of adult learning (interviews) 

¶ Pilot participants learned about the difference between training 

and advising within the LPA role (interviews) 

¶ Certified LPAs are noted to have a greater understanding of the 

depth and need for the advisory piece within their position 

(interviews) 

¶ Managers encourage LPAs to complete additional training to further 

their learning and professional development (interviews) 

¶ LPA certification supported LPA career progression (e.g., as 

trainers, facilitators, and advisors) 

 

Facilitating factors: 

¶ CASP participants were exposed to concepts of adult learning 

through the research activities 

¶ Opportunities for discussion and reflection on adult learning 

with colleagues through the World Café arose in discussion 

on how LPAs could be assessed for certification 

¶ Pilot participants were exposed to different forms of adult 

learning through the pilot certification program process 

LPAs pursue continuous 

learning 

[EoP outcome] 

Realized, clear project 

contribution  

¶ Six LPAs in the West region of CATSA (now the Prairies and 

Pacific) completed the pilot certification program and were certified 

by the CSTD to attain their CTDP designation (interviews) 

¶ Completing the pilot certification process provided some LPAs 

with the motivation and self-esteem to continue to develop within 

their roles (interviews) 

¶ Certified LPAs are required to complete yearly continuous learning 

to maintain their certification (interviews) 

¶ LPAs also pursue continuous learning through university courses, 

attending seminars, and webinars, etc. (interviews) 

¶ Continuous learning for LPAs is now a part of CATSAôs 

organizational culture (interviews) 

Facilitating factors: 

¶ Expectations for continuous learning for screening officers set a 

precedence to develop standards of continuous learning in the 

LPA role 

¶ CATSA supports continuous learning of LPAs and offers a 

variety of continuous learning opportunities 

¶ LPAs have a desire to pursue continuous learning because of their 

passion for the job and motivation to succeed 

Barriers: 

¶ Not all LPAs were fully committed to the pilot assessment and 

certification process which resulted in not all LPAs achieving 

their CTP status 

¶ Limited time and resources are the main obstacles affecting 

LPAôs continuous learning 

Alternative explanations: 

¶ The LPA annual continuous learning plan was a feature of the 

role prior to the CASP and remains a requirement at present 
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Professional Development Pathway 

PIôs professional development 

is enhanced by research 

experiences 

[intermediate outcome] 

Realized, clear project 

contribution  

¶ The PI grew their leadership capacity and learned important lessons 

that could be utilized within their future work, both professionally 

and personally (documents) 

¶ For example, the PI became further aware of the benefit of 

training and certification and has developed an enhanced value 

for continuous learning (personal communication) 

¶ The PI lead the pilot certification process (personal communication) 

¶ The PI learned the value of understanding different perspectives 

before implementing new initiatives (documents) 

¶ The PI built new research skills (interviews, documents) 

¶ The PI overcame challenges encountered during the research 

process, and grew as a result (interviews) 

Facilitating factors: 

¶ The PI had buy-in from CATSA management and decision-

makers to use CATSA as a case study for their Masters research 

¶ Conducting research within the PIôs own organization was 

advantageous for implementing activities, observing 

progress, and benefiting from the results 

¶ The CASP provided the opportunity for the PI to grow leadership 

capacities and learn lessons based on reading, personal 

experience, and othersô experience, as well as encounter 

unanticipated lessons 

Barriers: 

¶ Completing the CASP within the PIôs own organization 

presented a number of challenges (including the need to separate 

the research from the PIôs managerial position) 

Alternative explanations: 

¶ The PI already held a leadership position as a Regional Manager 

of Learning and Development 

PI continues using methods 

learned at RRU (e.g., 

appreciative inquiry, action 

research, and experiential 

learning) 

[EoP outcome] 

Realized, clear project 

contribution  

¶ The PI approaches tasks with the ñplan, act, observe, reflectò outlook 

learned at RRU (interviews, documents) 

¶ The PI continues to utilize methods learned through the MAL 

program in their current role at CATSA (personal communication) 

¶ e.g., use of action research and stakeholder engagement methods 

to support organizational change (interviews, documents) 

Facilitating factors: 

¶ The PI was exposed to diverse research methods through the 

MAL program at RRU and had the opportunity to test and apply 

them in the CASP 

¶ As the PI is responsible for continuous improvement in their 

region, action research fits well as a tool to encourage stakeholder 

engagement and organizational change 

PI pursues continuous learning 

and training to apply in practice 

to set up people for success 

[EoP outcome] 

Realized, clear project 

contribution  

¶ The PI pursues continuous learning and training by reading up on the 

latest academic literature, which has informed LPA practice 

(interviews) 

¶ The PI continues to set LPAs up for success in order to perform to 

the best of their ability (interviews) 

¶ Setting LPAs up for success has a spillover effect on screening 

officers, who continuously improve and operate to a professional 

standard (interviews) 

¶ The PI has utilized their continuous learning to coach and mentor 

other CATSA staff to support effectiveness (interviews) 

¶ Informants would not have been as successful in their roles without 

the PIôs support and in-depth knowledge of the topic (interviews) 

Facilitating factors: 

¶ The PI is passionate about their role as a Regional Manager of 

Learning and Development, and supports LPAs to find answers 

and achieve to the best of their abilities 

¶ The CASP reinforced the PIôs values for adult learning 
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Figure 3. CASP Theory of Change, with outcomes colour-coded to reflect extent of outcome realization 


























































































































































