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Executive Summary
Introduction

This report presents an outcome evaluation of a research project undertaken by a Royal Roads University (R
Master of Arts in LeadershifMAL) 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 wi
the Canadian Air Transport Security Authority (CATSA) by providing professidavelopment opportunities
through a learning andPerformanceAdvisor (LPA) certification programCATSAGs wor k f oc
transportation system security, including passenger, baggage, apdssanger screening (CATSA, 2021). With
constantlychangngterrorist threats anadvances iisecurity technology, it is imperative that CATSA evolves as
an organization to uphold its mission of protecting the travelling public. LPAs are a vitafff@a® T SA G s
operations as they are responsible for training tasting screening officers to prevent threats from entering
Canadabd6s airports. While LPAs are responsible fo
were no certification standards for LBABesentinghallengedor consistentertification processes and course
delivery (Martens, 2009The CASP ai med t o s u fopoonsistendgbg Buldng the ma
capacities of LPA$ ensure that LPAs were held to the same high standards across CATSA mitsuting

to positiveorganizational developmetdwards continuous learning and improvemeamid advancing the skills

and capabilities of the principal investigator (PI). This outcome evaluation assesses whether and how the C/
contributed to these outcomes.

Methodology

The evaluation investigatesvhether andhow the CASP generated new knowledge, attitudes, skills, and
relationships(KASR) among key actorsand how those changesippored performance across CATSA
departmentso becomamore integrated and systematflte objectiveof the evaluations to critically assess the
CASPby collecting and analyzing information about its activities, outputs, and outcomes to support learning f
research effectiveness.

The evaluation applied th®©utcome Evaluation approackvhich is designedto assessesearch projects
specifically transdisciplinary research, sustainability research, resieardbvelopment, and other change
oriented approaches (Belcher et al., 20Zg approachssesses whether and how a research pogetibuted

to therealizationof outcomesusinga theory of change (To@)s an analytical framewarlA ToC can be used to
provide a detailed description and model of why a change is expected to occur within a specific problem conte
explicatingthe undeying mechanisms of behaviour change conceptualized as changes in KASRlels the
causal relationships between a projectds activiti
giving particular attention to the impact pathwagstors, and steps involved in the change process.

The evaluation teared a participatory workshop fune 20190 define the scope of the evaluation, document
the implicit ToC for theCASP (Figure 1), and identify possible sources of evidence to empirically test the ToC.
The Outcome Evaluation method collects participamd stakeholder perspectives to identify and assess the
project and externalontributiors within a change process (Betahet al., 2020). To gather these perspectives,
we conducted 7 interviewswith 18 informantsandreviewedseven documengich agpersonal communications
and organizational documents (e.g., draft certification framewoilk®se sources of evidencere@sedto
evaluate actual outcomes against the ,Tat@ answer the following questions

1. Research Outcome Evaluation
a. To what extent and how were outcomesdized
b. Were there any positive or negative unexpected outcomes from this project?
c. Could the outcomes have beealizedin the absence of the project?
d. Werethe assumptiongertaining to why these changes were expected sustained
e. Are the higheflevel changes likely to be realized?
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Projectdesign and implementation were characterizedguam adaptedsersion ofBe |l c her et a |
Transdisciplinary Research Quality Assessment Framework (QAF). The QAF was used to highlight elements
research design and implementation that contributed tee#lizationof outcomes. This assessibé cegree to
which the CASP incorporated recognized quality criteria of transdisciplinary res&aocbanized under the
principles of Relevance, Credibility, Legitimacy, andsitioning for UseThe project assessment vasded by

the following questios

2. Research Project Assessment

What elements of the research design and implementation supported org¢abnagion and how?
To what extent and how did the project engage effectively with relevant stakeholders?

To what extent were the reseafaidingssufficiently relevant to achieve the stated objectives?
To what extenand howare target audiences aware afid usinghe project outputs?

How does RRU support student success in research?

What lessons about effective research practice cdedreed from this case study?

Results were analyzed and grounded in thateod of social change theorige address shortcomings
acknowledged within literature th#te theoretical ba&s for many ToCs are wedkVeiss, 1997; Stachowiak,
2013) Researcherseldom make explicit the theories underlying why change is expectadnifestfrom their
research. Social change theorgplied to the evaluation to help explain changes obsencedle stakeholder
theory, situated learning theory and social capitabtyto explain the implications of outcomealization

Project Overview

By directly engaging key stakeholders including LPAs, regional managers of learning and development, and
director of operations throughout the research process, the CASP utilized an action reseatckxXanuse the

LPA role and suggest recommendas for the future dfPA assessment and certifican. The CASP completed
projectscoping exercises, a literature review to examine adult learning techniques and evaluation methods, :
primary data collectionsing a World CaféProject scoping intervieswvith key stakeholders situated the CASP
within the organizational mandate, gained 4uyfrom CATSA, and allowed World Café questions to be
developed and refined. The CASP utilizad#Vorld Café to collect qualitative data on participabiteoughts
regardng LPA assessment and certificatias,well as create a forum for discussibhe key outputs of the CASP
included: identifying key competencies of the LPA role; LPA beliefs on the benefits and challenges of :
certification program based on competenseasment; assessment methods LPAs beliseeslappropriate and
could give a true assessment of their roles and responsibilities; and strategies for assessment and certifice
The CASP aimed to contribute to key intended outcomes sudugorting CABA to recognizerecurrent
learning requirements, value continuous learning, and upbrahdiples of continuous learninigy practice;
improving the confidence and professional capacity of LPAs; supporting CAd@&Velop an LPA certification
program;and upporting the Pl&s professional devel opmer

Project Theory of Change

The research aimed to contribute fositive change throughapacitybuilding and organizational learning
through three interconnected pathwaysoaganizationaldevelopmenpathway a capacitybuilding pathwayfor

LPAs, and gprofessional developmepathway. Each impact pathway intersects and complements the others t
support the realization of outcomd@se key steps in these pathways illustrated in Figure 1.

Within the organizational developmepathway, the CASP engagetltiple levels of CATSA staff within the
research activities and proedthem with opportunities and a forum to discuss and rtefleckey competencies

and the future of the LPA roleith othercolleaguesAs a result CATSA staffwere expected tgain greater
appreciation for the value of LPA training certificatiom the context of supporting the efficiency and
effectiveness of CASA operationsBy demonstrating the connection between continuous learning and effective

~poooTw

1 The QAF is not meant to be a measure of excellence, but rather characterizes the project design and implementatidrtia terms o
degree of its transdisciplinarity
Vi
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practicethrough CASP findingsand aligningthe recommendationsi t h CATSAO6s mandat

i mprovement , I 't was e x-makmdgaetite nandgentent IEVRIVDIBIAS isfluethaeat to S i
drive the improvement of trainersd standards. As
continuous learning in practice. With ti@ASP demonstrating a need and willingness for these processes,
CATSA was expected toecognise recurrent learning requirements for certain eslddrive the piloting of the

draft certification framework produced as a research output. With a successfut pibd,expected that LPAs
would pursue other professional development opportunities and CATSA would develop process and proto
documentation and tools to further increase the consistency and effectiveness of training delivery and assessr
This in tun was expected to lead to LPAs having improved confidence and professional capacity. Overa
organizational emphasis on training was expected to lead to performance becoming more integrated
systematic across CATSA departmentth staff being held tthe same high standards

CASP Theory of Change
Pathway Capacity-building of LPAs Organizational Development Professional Development
I Purpose | | CATSA is equipped to fulfill its mission: effectively, efficiently, and consistently maintains safety of travelling public |
| Performance across CATSA departments becomes more integrated and systematic |
LPA role evolves to advance | CATSA increases consistency & effectiveness of training delivery & assessment *—-Pl continues in performance
High-level training and assessment T management at CATSA
Outcomes T _I_ CATSA devel d pilots LPA certificati
v evelops ana pilots certincation program
& Impacts LPAs enhance their professional
capacity (e.g., acquire CTPs/CTDPs) T
| CATSA recognizes recurrent learning requirements, values continuous learning, & upholds in practice |
T Pl pursues continuous
End-of- learning & training to
project LPAs pursue continuous learning | | CATSA management decision-making is influenced by research | apply in practice
Outcomes l. .I.
Participants learn from CATSA recognizes value of LPA training certification PI's professional
Intermediate research findings and recognize T I development is enhanced
Outcomes importance of LPA role 1 by research experiences
I Draft LPA certification framework H
| | |
Outputs Forum for discussion on | Organization-specific knowledge and recommendations |
P! LPA certification (e.g., future of LPA and certification, principles for certification management)
I Benefits and challenges of a LPA certification program l I Design elements for LPA certification I
Data collection (World Café and interviews) and analysis — Literature review on performance management
Activities T

Project scoping (conversations with learning development department & VP of Operations)

Figure 1. Simplified CASPTheory of Change

Advancing performance opportunities for LPA#hin thecapacitybuilding pathwaywas expected to influence
other departments and partners of CATIAe synergistic interaction between these tmpact pathways
ultimately aimed to support screening effectiveness and s@pportunities for discussion and reflection with
other LPAssupported by th€ASF6 s Wor | d Caf ® wa sreseaclpagticijat&l rt eoc o qurf il
existingtraining and assessment gaps and gain knowledge of adult le&khinghis recognitioncombined with
their passion for the job and desire to succé®As wouldbe motivated tgursue continuous learning. With
increased knowledge of the importance of adult learning, coupledceitipletion ofthe pilot certification
program, it was expected that LPAs woldd designateds Certified Training Professiomral(CTP) andor
Certified Training and Development Professiacn@CTDP). This was also expected to create further career
progression opportunitiedoth within CATSA and outside of the organization within other training and
evaluation rolesBy sharing a draft certification framewowith CATSA and engaging CATSA management in
the research proceSSATSA was expectedo invest in the development of their employeesg).(LPAS) that
teach frordine staff (.e., screening officers and service contractor trainers) in order to ensafiy qu
performance, increasing ability, and safety.

Vil
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Overall, the CASP intended to provide a significardfessional developmeskperience for the Pl to expand
their expertise and professional recognition as a performance management expert at CATSAgiByg eanthe
research experience from both a researcher and g
enhanced as the CASP provided an opportunity to grow leadership capacities and learn/\esoiaforced
values for adult learngngained from the research process, thed& expected tpursue continuous learning and
training to apply in their worlndset more individuals up for success.

Results
Outcome Evaluation: To what extent and how were outcomagalized?

Table 1summarizes the extent to which cones were realized. TI@ASPleveraged multiple impact pathways
and mechanisms to realize outcon@gtcomes in therganizational developmepathwaywere realized through
the involvement of key stakeholders in the datéectionprocess, by cproducing knowledge, and strengthening
coalitions. As an action research project, the CASP involved all key stakeholders throughout the research pro
to ensure a mulperspective understanding was developed and praoeevnaship over the draft LPA
certification framework. By gainingrganizationakupport for theCASPat project inception and leveraging the
PI 6 s i ns iRtgonalMamnager alsarnggandevelopment, knowledge was successfully transferred
throughoutCATSA. The CASP supported tleapacitybuilding of LPAsby involving them in the research
processenablingknowledgetransferon topics abouadult learning, recogtion of training and assessment gaps,
andmotivation tocomplete the pilot certificationrpcess. Capacitpuilding of LPA outcomes wenmaostlyfully
realized and supported outcomes indlganizational developmepathway. The CASP provided an opportunity
for the PI to develop their leadership skills, anddmeequipped with new knowledgekilis, and perspectives

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

Table 1. Summary obutcome realization andASP contributions

Outcome Assessment
CATSA recognizes value of LPA trainirgrtification [intermediate Realized, clear project contribution
outcome]
Participants recognize importance and contribution of LPA role Realized, clear project contribution
[intermediate outconje
CATSA management decisiamaking is influencedprinciples of Realized, clear project contribution
continuous learning, trainersbd

Research methods adopted into the organizational process [EoP outcq Realized, clear project contribution
Participants recognize training anée@ssment gaps [intermediate outcon| Realized, clear project contribution
Participants gain knowledge of adult learning [intermediate outcome] | Partially realized, clear project contributi
LPAs pursue continuous learning [EoP outcome] Realizedclear project contribution

Pl 6s professional devel opment i |Realized, clear project contribution
[intermediate outcome]

Pl continues using methods learned at RRU (e.g., appreciative inquiry, Realized, clear project contribution
action research, and experiahtearning) [EoOP outcome]

A number of unexpected outcomemierged during and after ti@ASP. Thesavere documentedwithin the
project ToCand discerned inollaborationwith the Pl given the time that has elapsed since the end of the. CASP
These unexpected outcomesreanalyzedas part of the outcome evaluatidrhere were few other unexpected
outcomesidentified by informants. However, one informant discussed how ppdication of a standardized
program for service contractors resulted in the loss of sBereice Contractor TraingiSCTR) staff. The
standardized program highlighted individuals who were not the right fit for the job and supported teoainers
operaeto the best of their ability. Unexpectedly, the CAB&sused as an exemplar proj@cthe MAL program

at RRU,which has supported other studetadearn from anatreat meaningful researcprojects thasupport
organizational changEewnegative outcomesere discussed by informarather than the potential loss of some
SCTR staff

viii
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Alternative Explanations of Outcome Realization

It is difficult to separate outcomessultingf r om t he CASP and t hongangworkaenu | t
the topic within @TSA. The PI continued to contribute to changes within CATSA following the CAS&doort
increased consistency and effectiveness across airport screening operations.

Somealternative explanationf®r outcome realization were raised by intervieformants. For exampl@&ther
individuals working alongside the Pl in thearning andevelopmenDepartment alshave focusetheir efforts

on developing standardized courses across other CATSA regions. The Learning and Development Departn
also compéted their own research on human factors within security to support and address these within traini
programs delivered by LPAs to amend and prepare curricula. Other alternative explanations include pult
pressure that drives a continuous response fréfiSA to improve screening operations amccommodate
evolvingthreats. As a learning organizatj@ATSA has continually supported professional development of staff
by offering courses and training workshop$told staff capacitiesSome informantslsodiscussed challenges
relatingto the government budget deficit reduction and changes in organizational structure which resulted in t
loss of momentum behind the draft certification framework. However, resource limitations also highlighted tt
importanceof ensuring professional standards throughout CATSA and elements of the CASP have been use
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 thatGi&SFO s desi gn and | mprlargpneciplesandicraena a |
of relevant, crediblegndlegitimateresearch that iwell-positioned for useand produced knowledge that is useful
andused (see Appendixfor QAF results and justifications for the project assessment).

Under the relevance principle, the CASP clearly deffthe problem context aridentifiedresearch entry points
drawnfrom andysis oft he probl em context and the PIlO&s pers
addresse a socially relevant research problem and idewmtdielear ga@s the topic was highpecialized. The
practical gaps of the research probhmsre relevantor CATSA andaffectedLPAs due to the need for systemic
accreditation of the LPAole. The research problem also akegiwi t h CATSAG6s organi zat
need for the organization to continually evolve to keep up with changes in technoldgyeatsito security he

P1 strategically andsuccessfully communicated with senior management foridbwand sponsorship of the
researchThe collaborative actieoriented research approach involved LP&s the actors under stydyg the
development of aertification program for the LPA raléfhese characteristicgippored co-ownership over
CASP outputs. However, the CASP did not utilize an explicit or documented ToC and assumptions underlyi
expected changes were not explicit; a fully articulated WoGld have improved the strength of f®ject and
resultingthesis.

Regarding credibility, the Rhterviewedkey actors at the start of the CASRdsterbuy-in with decisioamakers

and support joint problem formulatioRaired with a broad literature review, the research was based on a well
integrated theoretical and empirical foundati®he World Café methodas an appropriate metheal collect

data from diverse participants andable participant engagement with themes and data that came out of th
interviews. Consultations with the advisory team supported refleer@hinformants indicated that the Pl was
critical and reflexive in the design and implementation of the proj@ste&ch objectives are also not described
in the CASP thesis, with a singular objective stated in the appendices; a better formulation of objectives wot
have aided the structure and purpose of the project. Overall, the Pl had adequate comaetEpesiésn within
CATSAto support the CASP.

Under legitimacy, the Pl was aware of their own bias as a manager within CATSA and clearly distinguished th
identity as a researcher from their roleLaarning andevelopment manager. Informants perceived tASE

to be collaborative and appreciated how they were brought on as collaborators to develop the pilot LF
certificati on pr ogmaatenyintielrea oletkhiBResHocyh iaedvheedr iing t o R
Ethics Policy and Trcouncil Policy. Asection of the thesis is dedicated to ethical considerations for human

iX
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dignity, informed consent, privacy and confidentiality, justice and inclusiveness, reducing harm, and enhanci
benefits. Overall, the CASP was collaboratitransparentandensure a sense ofo-ownership over the LPA
certification process to suppdtA T S Aigtake and use of CASP findings and recommendations.

Regarding positioning for usénd CASP clearly contributed to the partial or full realization of all ten intermediate
and Ed® outcomesThe CASP resulted in positive outcomes for participants, LPAs, and CAarelAvas a direct
catalyst for CATSAOGs pil ot énphasizedne ilmportance af the LAPA rolp,r o
setting standardand ensuring consistenc§everal LPAs successfully achiegttheir CTP/CTDP designation as

a result of the pilot. The CASP also supported capabilities by allowing the PI to build upon their own resear
capacitiesresulting in tharansfer ofthese skills to other aspectstoh e sjoB. [Although the CASRleveloped
certification program is not mandatory for LPBecause afrganizational change outside of the prajcbntrol,
CATSA hassincestandardized assessments tiaggn witht he P11 6 s r e mformanes noted thah®o n s
CASP set the standard for assessment within CATSA and opened the door for LPAs to achieve a level of suk
matter expertise.

Evidence indicates RRU programming supported the realization of CASP ostdontbe professional
developmenandorganizational developmeptithways. RRU programming supported the Pl in identifying key
stakeholders who needed to participate in the research pracessho are welpositioned to contribute to
sustainable organizahal change. The MAL program encouraged the Pl to obtain a speitor CATSA to
ensure buyn for the CASP. RRU introduced the PI to actlmased inquiry which provided the PI with the
appropriate knowledge base to create an effective inquiry andeeffagtively with stakeholder§he action
orientated nature of the MAL progratargetsthe development of leadership skills and competencies to support
students in accomplishirapilities specific to their role.

Lessons Learned
Project Lessons

1 Leveragingt he Pl 6s i nsi der p e raswekastheinkeowledfe of thed PAorgleg a
supported effective data collection and uptake of the research outputs.

1 Applying participatory methods with key system actors and target audiences can gather a diverse rang
perspectives and ensurea@anership of the project outputsus increasing the likelihood for subsequent
uptake and use

1 Utilizing an interdisciplinay approach ensured successful application of academic learning theories int
the practical application of LPA assessment and certification.

1 An in-depth understanding of how a project is expected to contribute to change (e.qg., through ToC) c
support recogition of further opportunities for potential impact.

Contextual Lessons

1 Due to the naturef CATSA as a security organization, it is challenging for outsiders to complete researcl
on operations or have access to participants. Future research in thé cbG#®XSA and other security
organizations should be led by those vatiunderstanding of operations and in positions of trust within
the organization tensure buyn from stakeholders, and support the uptake and use of research output
and recommendains.

1 No previous research had been completed to explore LPA assessment and certification sttegdgies
the specialized topic and contekuture research on highly specialized topics should also be grounded ir
interdisciplinary academic literature topgport rigour and the transferability of findings.

1 Participatory methods are important when resaagchssessment and certification due to notions of
uncertainty that my arise within participants. Participatory methods such as WorldésQaovides
partidpants with the opportunity to ask questions and develop an assessment and certification process
was inline with the necessary competencies for the LPA role
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Evaluation Limitations

Limitations of the analytical frameworkaving the Pl 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 o
the projectds resul ts and nowhalingtomaddgional pecspeatiied and sowrces |
of information was undertaken and a variety of documents were reviewed. The period of time between t
inceptions of the CASP and the development of the project ToC (i.e., more than ten years) alsbimesulte
number of unexpected outcomes being included within the TbiS.meant that the ToC development process
relied greatly wupon the Pl b&s recall of the proje

Limitations of the data and result&issessments using the Outcome Evaluation approachonelgformant
perspectives, which can be affected by several fgatmiuding 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 CA
f r o m tcbnénude wdrkson the topic. For example, the Pl has contributed to a number of changes in CATS
over the past ten years in the Learning and Development Department aligned to the same purpose of the C:
which is to support increased consistency and &ff=ress across Canadian airport screening operations.

Recommendations

Considering the results of the case study evaluation, we propose the following recommendations for the des
and implementation of future research:

l.Leverage the Pl &s i n s-dedieknowledge & the coritext\toesyppos sffective |
data collection (e.g., access to participants) and uptake of research outputs through aligning the rese
with organizational initiatives and mandate

2. Utilize participatory methods with key system actors and target audiences to gather a diverse range
perspectives and ensweownership over research outputs.

3. Interdisciplinary approaches can ensure the successful application of academic le@wrieg ihto
practical application to support the rigor and transferability of findings to other conpextularly
where there is minimal previous research on the topic

4. Use a ToC to plan and monitor progress in order to support the recognitionhef fojportunities for
potential impact

5. Future research in security organizations should be led by those withdaptinunderstanding of the
context and in positions of trust to ensure-ouyyapplicability, and uptake of research outputs in order to
contibute to sustainable organizational change.

Xi
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Introduction

This report presentsi@utcome evaluation of a research project undertaken by a Royal Roads Un{fRiR&ify
Master of Artsin LeadershigMAL) student The focus of th€ertification of Airport SecurityProject CASP

was toexamine the Canadian Air Transport Security Autly6riflCATSA) Learning and Performance Advisor
(LPA) roleand identify strategies for assessment and certificatioratotaina standard of operation in line with

the organizational mandate (Martens, 20@ATSA is mandatedvith protecting the publithrough effective
and efficient screening of air travelers and ,t he
and consistent level of security service across the country, at or above the standards set by Transport Ca
(CATSA, 2021) The purpose of the CASP wasincrease the integration and systematization of performance
across CATSA departmeniBhe CASPaimedto collaboratively create design elements for an LPA certification
and uncover a mukperspective understanding of keyngoetencies for the future of the LPA role. The CASP
intended to do this by building the capacity of LPAs, developing CATSA as an organthatiogh training and
certification, and supporting the professional development of the principal investigatof{Blevaluation
investigates the extent to which and how the CASP contributed to intended outcomeisn dhihe evaluation

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

RRU has @& explicit mission to teach angenerategesearch that contributes to transformation in students and the
world (RRU, 2019. The MAL program encouragesthe study ofrelevant reatworld problemsusing
interdisciplinary multi-sectorajland interculturahpproacheto problemsolving for organizations, communities,
and societyRRU, 2021). In order to uphold h e U n i missionand sugporiscontinuous learniritgs critical

to analyzethe extento whichand howstudent research contributes to chaagghow programmindacilitates
those contributionsThe Sustainability Research Effectiveng&RE) program atRRU is dedicated to
understanding how research contributesocial changeand how those contributiormsin beenhancedhrough
improvements toesearch design, implementatiand adaptive managemenhhe SREprogramconducts series

of participatory outcome evaluatiotsssupport learning for research effectiveness

This Mastefs researctprojectis part ofa 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 &Cla021).

The CASPwas selected for its likelihoad makecontributons to social change. It had a clearly stated proplem
usal contextually appropriate research design and methoddlogyded stakeholders or community members
in the research procesmd its conclusions demonstrated potential for outcomes.

The evaluabtin follows a participatory theoftyased evaluation approach, usingp@ory of changeToC) asthe
analytical framework. The ToC articulates the theoretical relationships and sexpfesteps through which the
research project intendedrealizeoutcome and impacts. The evaluation is an empirical test to assess the exter
to which and how thetended outcomes modelledtime ToC wererealized Research design, implementation,
and outputs are assessed usim@gdaptedersionofB e | ¢ h er e tTramsdiscigisaryResedrctQniglity
Assessmerfiramework(QAF). The QAF is used to highlight elements of thensdisciplinaryesearctprocess

tha were sufficiently implemented by tH@ASPto support theealization of outcomesandelicit learning m
where future consideratiossuldbe made when designing and implementragsdisciplinaryesearctiBelcher

et al., 2016)The findings of the evaluation are grounded in broader theorgeizfichange processes to explain
how and why the project contributed to change.

The evaluation has three main objectives, to:

1. Assess the projectds influence;
i.  Documentand tesintended outcomeealizationsand pathways;
ii.  Draw conclusions about the extent to which intended outcomes@aizedand mechanisms of
realization with specific attentiomgivento research project design and implementation;
2. Provide an opportunity foehrning and reflection for researchers pertaining to promising research desigt
and implementation practices, and lessons to guide fgtadriateesearch; and
3. Critically reflect on the evaluation methodology for future research preyedtiations.

1
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Outcome evaluations aim to assess components of a research project: i) whether or not outcomesalired

and i1) the extent of t hrealizgtionolTheesecond sommonenttofrassbsairtgithe n
proj ect O isespecially chhallanging (Mayne, 2001; 2012; Forss, Marra, & Schwartz, 2011). Wher
projects are situated in complsystemswith multiple actors and processes that affect outcomes in some way,
the attribution to any one cause is not possiljidayne, 2001; 2012). Tis evaluationacknowledges these
challengesby explicitly considering alternative explanations for the documented results, seeking stakehold
perspectives, and applying expers judgement to a

Research contoutions are typically framed in terms of new knowledge production, such as testing and improvin
theory and methods, conceptual framework development, and theoretical and empirical analysis, among otl
(Belcher, 202Q) Increasingly, researdmased knowlege contributions are solutisioriented, providing
information and options to improve policy and practice. In addition to knowledge, research activities can facilits
and support social processes of change, such as building social and scientificesapaftitencing public
discourse and research agendas, and creating new fora or facilitating solution negotiations as ways to influe
policy and practice (Belcher, 20).

The presentation of the report begins wvatbrief overview of th&€€ ASP. Themethodology section explains in
detail the analytical framework used and how data were collected and analyzed to respond to the evalua
guestions. The results section answers the evaluation questions using evidence collected from iatetviews
documentreview. The lessons learned section discugeesimplications of the findings and what was learned
from the case study evaluation. The recommendations section outlines considévationse researcbased

on the evaluation findingsThe appendices pvide supplemental information pertaining to the evaluation
methods and results.

Case Study Overview

CATSAO work focuses on air transportation system security, including passenger, baggage -jpaskaoger
screening (CATSA, 2B1). With evolving terroris threats, security and technology require and undergo
continuous and rapid change. It is imperative that CATSA evolves as an organization to uphold its mission
protecting the public by securing critical elements of the air transportation system. tdAsvdal part of
CATSAG6s National Training and Certification Pro
improvement and maintenance of highly skilled airport security at multiple levels. LPAs are responsible f
training and testing screejrofficers on their abilities to ensure the safety of air travellers, airline staff, airport
empl oyees, and others who work in and travel throc
of ficers certificati ards(@ATSA020Y i. n Whti 6 eCAPRAAOGAr £t arr
certification standards, at the time of the CASPher e wer e no certification
Learning and Development team grew substantially during this period, introducing newgdsllemaintaining
consistency of certification processes and course delivery across Canada (Martens, 2009). This organizati
change resulted in an escalation of responsibility for the LPA wtieeh evolved to play a leading part in the
training and evaluation of other positions related to screening officers, including the supervisors of servi
contractors. With this increased responsibility, evolution of the LPA role would also need tocimtges in
organizational growth, new technology, and esleanging security threats, such that LPAs stay current and
maintain a predetermined and measurable level of expertigealipeC A T S Andrglate for consistencthe
CASP aimed to identify how thHePA role needed to evolve and propdsin LPA assessment and certification
strategy.

Through use of an action researm@pproachand by directly engaging stakeholders throughout the research
process, the CASP aimed to examine the LPA role by identifymgdmpetencies of the LPA role; the benefits
and challenges of a certification program based on competency assessmérg; assessment methods LPAs
believewere appropriate ancbuld give a true assessment of their roles and responsibilihesprojet also
aimed todevelop strategies for assessment and certification by examining adult learning techniques a
evaluation methods through a literature review. With support of the organization, the CASP aimed to develop
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LPA certification program to progte new professional development opportues for LPAsand subsequently
guarantee atandard and level of consistency in the delivery and measurement of training. This was expectec
add credibility to both the NTCP program and the role of LPAs. As CAG@hinues texpandmore positions

in the field, the CASkhtended to suppodareer progression in providing specific assessment methods for various
position competencies (Martens, 2009). As the Manager of Learning and Development for the Western Reg
at CATSA, and having begun their career as an LP
them to identify the need for a method of legitimising the posarahinstill a culture of continuous adult learning
to uphol d CAT &8ASP interaed tbadquip CATIA0 fulfill its mission to effectively, efficiently,
and consistently maintain the safety of the travelling public.

Evaluation Methodology

A series of RRU Doctoral and Masteresearch projects were selected for evaluationg a systematic review
process froman online repository. Seven selection criteria were appliadiuding: (1) a clearly stated
problem/issue; (2) a socially relevant research question; (3) inclusion of community or other stakeholders; (4)
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 (€
provides applicable recommendations); and (7) completed within five years of primary data colfbet@ASP

was selected for its likelihood tomiibute to social change. It fulfillexeveral othe aboveriteria in a document
review of theabstract and thesis:or example, he CASP had a clearly stated problem; used contextually
appropriate research design and methodology; included stakehaltleesesearch process; and its conclusions
demonstrated potential for outcomes.

This evaluatbn examines whether and how the pro@mttributed toorganizationalpractice changand the
capacitybuilding of key actorshat wouldsupport CATSA to fulfil its mission The assessmenses a theory
based evaluation approach to model the inteadadities,outputs, outcomes, and impadest whethentended
results were realizednd analyze the mechanisms of change.

The analysis was guided by the follogiquestions:
1. Research Outcome Evaluation

a. To what extent and howere outcomesealized

b. Were there anpositive or negativenexpected outcomé&sm this projec?

c. Could the outcomes have beealizedin the absence of the project?

d. Weretheassumptionpertaining to why changes were expected sust&ined
e. Are the highedevel changes likely to be realized?

2. Research Project Assessment

What elements of the research design and implementation supported orgabra¢ion and how?
To what extent and how did the project engage effectively with relevant stakeholders?

To what extent were the reseafaidingssufficiently relevant to achiebe stated objectives?
To what extenand howare target audiences aware afid usinghe project output®

How does RRU support student success in research?

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

The evaluation follows a participataityeorybased evaluation approach, using a ToC as the analytical framework
(Figure2). TheOutcome Evaluation method draws on the Payback Framework, Contribution Analysiari@A)
Outcome Mapping (OM)among othersto assess research contributions in compglasioecologicalsystems
(Belcher et al., 2020). It takes a systems perspeetok@owledging that any project operatesonjunction with

other actors and social procesaasd recognizes that causal processe®tien nodinear(Belcher et al., 2020).

The ToC models the theoretical relationships and sequences of steps through which the research project inte
torealizeout comes and | mpact s. I't descri bes tslamresultsy s a
and how theswereexpected to manifest in outcomes, focusing on the associated impact pathways, actors, &

3
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steps involved in the change process (Belcher et al., 2020). The model wonkaroHoim longterm goals to
identify the conditions that theoretically must be in place for the intendeeédvughresults to occur (Belcher et
al., 2020) Theframework is also used to identify indicators andribeessary evidenceededo assess actual
changesagainst expected outcomes at each stage.

The approachdraws ddMo6s expl i cit recognition that the rele
further it moves from the project boundary (Belcher et al., 2020). For examplg r oirjflgence deslines as

the project moves from its activities (sphere of control) and who they work with (sphere of influence) to th
improved conditions it hopes tealize(sphere of interest) (Belcher et al., 202 other key concepgiorrowed

from OM is the focus on outcomes that are proximate to the intervention and occur within the sphere of influen
(Belcher et al., 2020We conceptualizeoutcomes as changes in knowledge, attitude, shitld relationships
(KASR). A key element of the Outcome Evaluatiapproach is the explicit distinction of eafdproject(EoP)
outcomes, define@ds ambitiousbut reasonabléo expect within the timeframe and resources of the project
(Belcher et al., 2020By modelling the ToC, the Outcome Evaluation method makesorethips between what

the project does (activities and outputs) and its aims (outcomes and impacts) explicit. Assumptions are &
documented to explain why a change is expected to occur in a particular circumstance. These explicit assumpt
can then béestedo inform learning about how a particular change occurs undeptiditions of the project and
context within which it issituated(Belcher et al., 2020)The Outcome Evaluation methadso builds on the
RAPID approach by gathering participant astdkeholder perspectives to assess the contribution of various
factors, activitiesand outputs within a change procelse method also follows the CA approach of articulating
and testing alternative hypotlesghat can explain key chang@&elcher et al., 2020).

ToC Documentation

The CASPdid not have an explicit ToC in place. Therefore, as a first at@ayticipatory ToC workshop was
held with thePlin June2019. During the workshophe SRE teamwvorked with thePlto document the impdit
ToCfor the CASPThe evidence required to empirically test whether or not the outcomes were realizal$o
identified during ths sessionData needed to assess each outcome and potential data sources were organize
an evidence table.

Data Collection

Mixed-methodswereusedto collect the breadth of data needed for a comprehensive outcome evalbatan.
were collected through meview d sevendocumentgincluding project email corresponden¢®rganizational
documents, and the CASP thésid 17 semistructured interviews witli8 informantsfrom two different
informant categories (TabR (see Appendix 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 inforngarceptions of the problem context, key challenges
and developmentsdecisioamaking, and the proje@t@pproach and contributions (see Appendifor the
interview guide).Interviewswer e recorded with i nf or m&nowballing fiora r mi
former project participants for additional perspectives and sources of information was undéttaleraluation
team maintains commitment to the anonymity of these and all evaluation inforoyargsoving identifying
information from irterview transcriptand evidence presented in this report

Analysis

All evidence wagoded thematically and analyzed using NVivo to systematically organize data corresponding
the evaluation questions. Deductive coding was employed using codes adaptegrévious evaluation
experiences and new codes framed by the spétiéodedoutcomes of the projebighlighted by the ToCThe
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coding process organizes objective and subjective data from a variety of sources to help urcterstancl
factors, prgect contributionsand how outcomes were realizellvo codebooks wer@ised one to analyze
outcomerealization and one to assess elements of research design and implementation (see Appendix

The evaluation team supplemented the research design and implementation assessment by SCA8#R) the
according toan adaptedversion ofBel c her e t TraaddisciplmaryRe2e@rth@uality Assessment
Framework(QAF) to assess the degree to whicé finoject employed transdisciplinariyaracteristicsThe QAF
organizes criteria for assessing research design and implementation under the four principles of Releva
Credibility, Legitimacy, andPositioning forUse Relevance refers to the approprigesn of the problem
positioning, objectives, and approach to the research for intended users. Credibility pertains to rigour of the des
and research process to produce dependable and defensible conclusions. Legitimacy refers to the perce
fairness andepresentativeness of the research pro¢asstioning forUserefers to the utility and actionability

of the researchés knowledge and soci al process
Appendix 4. Four evaluators reviewed peat documentation and interviews prior to scoring. Each evaluator
scored the criteria independently on a Likert scale (O = the criterion was not satisfied; 1 = the criterion was partiz
satisfied; 2 = the criterion was completely satisfied); and averagee calculated for final scoréhe scores
indicate characteristics that wegigherstrong, present but incomplete, or absent in the project.

Typically, ToCsguiding research projects lack grounding in available applied theory about how and whychang
occur. To address this shortcoming and in an effort to build more theoretical understanding for proje
contributions to outcomesgsults of theutcomeanalysis are grounded in theories of social chamgeesses to
better understand the theoretical explanations of why changes did or did not occur. We apply theoretical princi
from stakeholder theorfFreeman, 1984 social capitatheory(Putnam, 2000)and situated learning theory (Lave
and Wenger1991)to help explain why expected changd or did notoccur in the case of tHeASPand test
whether project assumptions were sustaiffédse social theories were selecasdthey are appropriate to the
project context and support the casual logigrtmund the ToC within relevant theory.

CASP Theory of Change

The CASPToC that was developed collaboratively with the PI (Figrndustrates how the PI hypothesized the
projectds contributions t o.Whieahegragect @duld nohamticipaie hav o
outcomes would manifest, there were deliberate aspects of the researcladdsigplementation that allowed
the project to be responsive to and generate opportunities to support outcome realization.

CASP Activities and Ouputs

The CASPundertook severadcoping activitiesincluding conversations with the Learning and Development
Department and the Vice President of Operatfongint problem identificatiorandto discuss their perspectives

on priority elements of LPA eluation and certificatioandpossible challenges. In addition, the Pl conducted a
literature review on performance management techniques, including different approaches to measuring .
assessing competencies, benefits and challenges of competenaypessesganizational learning, and success
factors in adult learning. As part of the data collection, three interviews were held with internal CATSAestaff (

a LPA, a manager from the Learning and DeveloprB@partment, and a human resources manageliscuss
positive experiences with assessment; their opinions on the desired future for the LPA position; key competen
of the LPA role; the benefits and challenges of assessment/certification specific to the role of the LPA; methc
for assessing LPAompetencies; and how they envision training and development playing a role in LPA
assessment and certification. Following the interviates,Pl helda World Café with 35 participantatended

by 90% of the LPAs from all regions in Canaatal89% of stff from the Learning and DevelopmebDéepartment)

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 discusseerimesaxliews.

The thematic analysis and triangulation of academic literature and primarprddizced outputs odesign
elements for a LPA certification program; miperspective understandings of key competencies for the LPA
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- Intermediate High-level
CASP Theory of Change Legend (' Activities @ Outputs Outcomes @ EoP Outcomes @ Outcomes/Impacts @ Purpose @ Pathway
Capacity-building of LPAs Organizational Development Professional Development
I CATSA is equipped to fulfill its mission: effectively, efficiently, and consistently maintains safety of travelling public
[
I Performance across CATSA departments becaomes more integrated and systematic I
[y i t 4
: Service contract trainers are better -4_E CATSA develops a national certification E
positioned to be hired as LPAs & . training program for service contractors :
.. . - L] S I EEEEE I EEE RN I NN NN IENEEAEN I NN NN EENEEEENIENIEEENEN
. training for transition is shorter . ) i
Operations department recognizes performance & E
Screeners are more consistent & . learning contributions to screening effectiveness I
LPA role evolves to focus imbrove their screening practices -..........................}........................,.
on the training of trainers D gp : —
ry e T T CATSA values adult learning and certification
LPA role becomes more integrated : Ser\.rlctﬂj c.ontr.actors do their (awarding of skill sgt, LPA skills set, lists CTP certifica-
s — own training (install standards H tion as an asset)
on training & assessment H . . .
. for trainer competencies) B 4 4 - -
[y B MusssEsmssEEsEmssiEETEEEmsEmsEmmmemmnd - - - Pl continues in performance
LPAs have improved confidence [ CATSA increases consistency & effectiveness management at CATSA
& professional capacity CATSA pilots LPA of training delivery & assessment 3
certification program > (tools/documentation created) ) -
- ry ) Pl pursues continuous learning &
I LPAs acquire CTPs/CTDPs |<_ —— training to apply in practice
[ I CATSA develops LPA certification program I to set up people for success
CATSA pilot participants (LPAs) gain 4 7y
knowledge of adult learning CATSA recognises recurrent learning requirements, i .
] values continuous learning, & upholds in practice Pl continues using
I ™ T : : 1. 3 t methods learned at RRU
s pursue continuous learning “ FECCLLEE T LT CET T TR, ‘
f ¥ | I CATSA management : Research methods - f:si'é:‘cipic;“:fie”;qﬁl;'lrre’aa;?:n}
decision-making is influenced (principles adopted intothe = ! b B
Participants gain ™= Participants = Participants recognize  |==| of continuous learning, trainers’ standards) [=f® organizational process E 4
knowledge. of recognize training importance & contribution F'y PI's professional
adult learning & assessment gaps of the LPA role I—b CATSA recognizes value of LPA training certification development is enhanced
4 f 1. 4 > by research experiences
I Draft certification framework :: ]
| 4 4 - - - -
Forum for Multi-perspective understanding Design elements for Recommendations for future of Benefits (recognition of expertise, gained
discussion on of key competencies for & future a LPA certification LPA role & certification, principles _crbedlb\Il_’g‘,.I_ncregseh\n”self—efﬁc.acy, & greater
LPA certification & of LPA role (draft certification =P (draft certification framework for certification management Job possibi ities) & challenges (hme, resources,
understanding of framework and proposal, summary & proposal, summary (draft certification framework and proposal, organizational support, &_ F)_Ote_nt'a‘ reluctance
perspectives presentation, briefing note) presentation, briefing note) summary presentation, briefing note) by LPAS) of a LPA certification program
t 4 4 | I
Thematic analysis & synthesis of data
+ 4 4
Qualitative data collection (World Café [35 participants: 90% of all Project scoping (conversations with learning o Literature review on performance management (different
LPAs] & interviews [HR, Director for Learning, & management]) development department & VP of Operations) approaches to measuring & assessing competencies)

sssnnens Unexpected Outcomes

Figure 2. ElaboratedCASP Theory of Change
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role; benefits and challenges of a LPA certification program; and expectations and recommendations for the fut
role and certification of LPAs. These recommendationst ar get ed t Toanmg ahd DElivefyS A 6
ManagemenGroup and management, called for relevant assessments and experiential continuous learning v
immediate application to the LPA role; a flexible framework to meet a variety of needs and chantmeyve
and a clear communication strategy complete with business processes. The World Café provided a forum
discussion on LPA certification and helped build understanding of internal CATSA staff perspectives on LP
certification and assessment. A ling note, which contained the research findings and recommendations, was
produced as an output and shared with CATSA management. A summary presgnatdn LPAs across
Canada and th&raining andDelivery ManagemenGroup was held to share the res#afindings and outline

the conclusions and certification program recommendations. Out of these conclusions and recommendatior
draft certification framework was created in collaboration withTtrening andDelivery ManagemenGroup,

which was then msented and discussed with managemieesrning andDevelopment managers, and the
Learning andevelopmenDepartment

Intended Outcomes

The CASP aimed to contribute to outcomes and impacts through three interconnected pathways:
organizational developmemathway, acapacitybuilding of LPAspathway and aprofessional development
pathway. Each impact pathway identified within the Totérsects and complements the others to contribute to
outcomes. For examplerganizational developmemian be viewed as an overarching pathwaythe other
pathways. As CATSA begins to value adult learning and certification, it was expected that this init
organizational change would stimulate demand for more LPA cagagiting. In addition, engagement through
and participation in the research process was expected to influerzagptwitybuilding of LPAs The research
experience, the subsequent arigaprocess of change stimulated by the development of CATERA
certification program, and the integration of cor
role at CASTA were expected to function aprafessional developmenppotunity. The cumulation of these
pat hways and their associated activities and out
mission to effectively, efficiently, and consistently maintain the safety of the travelling public.

OrganizationalDewelopment

Oneimpact pathway relates twrganizational developmeat CATSA. By engaging multiple levels of CATSA
staff within the research activities and providing them with opportunities and a forum to discuss and reflect wi
colleagues on key competencies and the future of the LPA role, it was expected that CAT8Ackiding
Learning andevelopment staff, LPAs, and management) would gesaterappreciation for the value of LPA
training certification.By demonstrating the connection between continuous learning and effective practic
t hr ough CA Sdd &gning the tecomrgesdationsi t h CATSAOGs dedicati ol
mandate foc ont i nuous I mprovement, I t -malimgat éhe pamagemem levielh a
would be influenced to reflect principles of con;
by the end of the project. As a result, it was expected that CATSA would value continuous learning and supg
it in practice. With organizaihal interest in improvement atear demonstration of theeed and willingness
for these processéwough the scoping and World Café discussidngas expected that CATSA would recognise
recurrent learning requirements for certain roldss was expeted todrive the piloting of the draft certification
framework produced as a research output. With a successful pilot, it was expected that LPAs would pursue o
professional development opportunitiesfacitybuilding of LPAspathway).with the combimtion of the pilot
experience and CASihdings highlighing LPA certification and assessment gaps, it was expected that CATSA
would developresources fomprocess and protocol documentation arelv tools (e.g., facilitation guides
assessment guides) tacirase the consistency and effectiveness of training delivery and asse3$margh
project and pilot exposuré was expected that CATSA would recogntartified Training Professional/Certified
Training Development ProfessiondTP/CTDB certification as an asset and give greater emphasis to adult
learning. Overall, organizational emphasis on training was expeciategpate and systematiperformance
across CATSA departments.
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With an increase in LPA consistency and w&hrvice Contractor Traine(SCTR9 being held to a similar
standard as a result of improved learning, new tools, and recognition of performance and learning implicatic
for screening effectiveness within the Operations Department, it was expected that screeners would become r
consistent and improve their screening practices.

Capacitybuilding of LPAs

Anotherimpact pathwaynvolvesthe capacitybuilding of LPAs which was intended to augment professional
development opportunities for LPAs and support screening effectivenesandialy performance opportunities

for LPAs was expected to influence other departments and partners of CAfgahigational development
pathway). The synergistic interaction between these two pathways ultimately aimed to support screen
effectiveness anslafety.

By taking part in the World Café, research participants had the opportunity to discuss and reflect with colleagt
on the topic of LPA certification, raise attention to their values regarding certification and assessment, and se
agenda for mang forward (.e., building commitment towards thestablishment of a certificatiqorogramin

the future). This discussion, focusing on the possibilities for the LPA role in the future and how LPAs could bett
position themselves to be viewed as learning and performance specialists, was expected to lead to rese
participants (including LPASs) oegnizing the importance and contributions of the LPA role. Opportunities for
discussion and reflection with colleagues were also expected to resdbgnition oftraining and assessment
gaps Participants were expectedgain knowledge of adult leaing through discussions on how LPAs could be
assessed for certification and how they envision continuous learning as part of this certification. With tt
recognition,combined with LPAs passion for their work and desire to suctegds expected that I1A&% would
pursue continuous learnimmgportunities (e.g., CTP/CTDR®#s LPAsparticipate ICATSAOS pilot certification
programand pursue other avenues of continuous learning, it was expected that LPAs would gain confidence :
build specializedrofessimal capacies. Moreover, LPAs would have accessriew resourcesleveloped by
CATSA (organizational developmeptathway)to usewithin their dayto-day work As part of the reorganization

of CATSA and the incorporation of LPA representatives in the ldeailsion boardandthe increased expertise,
professional capacity, and confidence of the LPAs, the LPA role was expected to become more integratec
LPAs have the capacity to consult more on training and learning as they receive recognition for éneseexp
This was also expected to create further career progression opportforitid3As both within CATSA and
outside of the organization within other training and evaluation roles. Subsequently, this was expected to re:
in the LPA role evolving tonclude focus on the training of traineBy sharing a draft certification framework
with CATSA and engaging CATSA management in the research pr&a&ISA was expectetb invest in the
development of their employees.q., LPAs) that teach frorine stdf (i.e., screening officers and service
contractor trainers) in order to ensure quality performance, increasing ability, and safety.

ProfessionalDevelopment

Overall, the CASP intended to provide a significant professional development experience fototlesdand

their expertise and professional recognition as a performance management expert at CATSA. By engaging in
research experience from both a researcher and g
enhanced as the CASP prded an opportunity to grow leadership capacities and learn lessons based on readir
personal experience, and othleexperiences, as well as lessons that were unexpected. For example, the |
discovered the challenges of being a researcher within theiwowkplace and the possible biases related to the
researcherds own position. By the end of the pro
learned at RRU, such as appreciative inquiry, action research, and learning from researaicexpathin their
dayto-day role at CATSA. With reinforced values for adult learning gained from the research process, it w:
expected that the Pl would pursue continuous learning and training to apply in their work in order to set mc
individuals upfor success. Subsequently, the Pl would continue to work in performance management at CATS
which was expected to influence the direction of performance within the organization and support the fulfillme
of CATSAG6s missi on t d-coesistendyntaintainetie gafety effthé traceilirey public.y ,
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Unexpecteddutcomes

The CASP also contributed to a number of unexpected outcomes witlirgdrezational developmeptathway
which were not originally anticipated by the PI. As the project was completed over ten years ago, unexpec
outcomes that materialized will be assessed to understand the processes that contributed to their realization.
section will outlinethe logic ofthese outcomes and discuss how they occurred.

By participating in the World Café, staff appreciated the value of a forum for discussion and subsequently adop
theWorld Cafémethod into organizational processes. The CASP identified the value of contidutilsaaning,

which influenced the Operations Department to recognize performance and learning contributions to screer
effectiveness. This led to the-egaluation of role performance in other departments at CATSA, prompting the
organization teonside integrating performance training and/or certification for other roles. This also influenced
CATSAG6Gs partners, as the organization developed &
organizational emphasis on training led to perfance becoming more integrated and systematic across CATSA
departments. As professional expectations increased for LPAs and subsequently crossed over to SCTRs, al
CATSA recognised the value of adult learning and certification through the developih@ntational

certification training program for service contractors, service contractors emulated the LPA certification proce
and began teonducttheir own training and install standards for trainer competencies. As expertise increased
all levels, £TRs 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 projectdesizlg tacommon
themesThe ToC rests on the followirgjghtassumptions:

1. The CASP exposes informants to interdisciplinary perspectives on the€ttameetical)

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

3. The Pl s insider perspective wi fluencerchahgétleoraticaly a n

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

the Pl in their future worktheoretical)

The recommendations are useful, practical, and accessible for implemerasatwere sufficiently

rigorous to be taken seriougyneoretical)

6. There is a need for improved organizational policy and practice to ensure consistency and continuous
learning are instilled in the organizati@ontextual)

7. Facilitatingco-generation and mutual learning processes through the research generated benefits and
reflection for all parties involved to improve practi¢dseoretical)

8. AMastero6s degree holds wuniversal recognition ¢
capacities antbpical expertisgtheoretical)

o
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Results
Outcome Evaluation

To what extent and how were outcomerealized?
Extent ofOutcomeRealization

Detailed results and supporting evidencewtcomes are provided in AppendxThe CASPclearly contributed to the partial or fubtalizationof all
tenintermediate anéndof-project outcomesAll i ntermediate and eraf-project outcomes relating tiwganizational developmerit CATSA were
realized which resulted in CATSA recognizing the value of LPA training certification and adopting research methods into orgarpratiocel

Most outcomes relating to theapacitybuilding of LPAswere partiallyor fully realized and focused on CASP participants recognizing their own
training and assessment gaps through the research poeseswas minimal evidence to suggest that participants gained knowledge of adult learnir
resulting in this outcome beingcognized as partially realizetlowever, some participants discussed how the CASP process enabled them

understand the difference between training and advising which has supported them within tA¢iisrolereased knowledge and understandisg
supported LPAs in pursuing continuous learning. Intermediate andfgirdject outcomes relating to tipeofessional development the Pl were
realized through the research processmardonal drive tanprove in their role at CATSA.
We summarize therfdings of the outcome evaluation in TaBld-igure3 illustrates the assessment of outcome realizations using the ToC.

Table 3. Summaryof the CASP outcome assessment, supporting evidence, and consideration of contextual fattwassah mechanisms affecting outcoraelization(see
Appendix6 for a more detailed assessment).

Results

lllustrative Evidence

Outcome Assessment

Summary of supporting evidence for the assessment

Contextual factors and causal mechanisms
affecting how the outcome wasealized

Organizational Development

Pathway

CATSA recognizes value of
LPA training certification

[intermediate outcome]

Realized, clear project
contribution

1 CATSA staffwho participated in the World Cafféd reflectmoreon
key competencies and the future of the LPA role (intervig
documents)

1 The CASP gaied organizational support for the need for
standardized training program for LP{sstified bythe standards
already in place for other security operations (e.g., scree
officers) (interviews)

1 Uptake and implementation of thglot certification proces by
CATSA implies recognition of the value of LPA training
certification(interviews, documents)

Facilitating factors:

1

1

1

The CASP engaged multiple levels of CATSA staff in reseq
activities supporting reflection

The CASP aligned with the Learning and Developm
Depart ment 6s phil osophy f
improvement

The CASPpr ovi ded CATSA with th
wal ko in relation to compet
consistentstandards, and the provision of opportunities
improvement

Alternative explanations:

CATSA were supportive of professional development prior tg
CASP and offered informal training to LPAs to support then
developing their careers (e.g., workshggegrams, courses etc
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Participants recognize
importance and contribution of
LPA role

[intermediate outcome]

Realized, clear project
contribution

1 Greater recognition ofL P A6 s

knowl edg,eandd

increased credibilitpf LPAs within the organizationfollowing the

CASP(interviews)

Senior CATSA stafivere ableo reflect on the LPA role and the tyy

of competencies needed to succeed within the ttolmugh CASP

engagemeninterviews)

Informants indicated there isdreased recognition the value of the

LPA role by CATSA (interviews)

1 Createda concrete definition on the skills required by LPAs

1 Establishment of thpilot certification progranhighlighted that
aLPA is a specialized role(g.,not everyone could do the job

1 LPAs thatparticipated in the pilot certification program attes
to recognizing the importance of the position and the nee
nationwide consistency

Informants noted thate CASP raised the importance of the LR

role, havinga level of consistency across thae;, andmonitoring

consistencyinterviews)

Facilitating factors:

9 Taking part in the World &fé provided CASP participants wit
the opportunity to reflect with colleagues on the LR¥e and
certification

1 How the CASPdemonstrated the importance of the LPA r
increased awareness of the LPA rtideset a highstandard for
new screeningfficers

CATSA management decision
making is influenced (principles
of continuous
standards)

[EoP outcome]

Realized, clear project
contribution

CATSA managers saw LPA certification as an opportunity for L
to stay current andliscussed the need for continuous learn
(interviews)

1 Managers supportedhd pilot LPA certification program
developed by the CASfnterviews, documents)

CATSA piloted the LPA certification prograin n t
(interviews, documents)

9 Pilot results were shared with other CATSA regions ac
Canaddinterviews, documents)

Without organizational cuts, informants hypothesized that the C
would have had a lonlgsting effect on CATSA manageme
decisionmaking on continuous learning and traime® st &
(interviews)

he P

Facilitating factors:

1 The CASP findings demonstrated the connection betv
continuous learning and effective practice

9 The CASP findingsweral i gned wi t h
effectiveness and continuous improvement

Barriers:

1 Following governmentdeficit reduction the Learning and
DevelopmenDepartment faced a number of budget cuts wt
subsequentlgffected training

Alternative explanatios:

1 Following organizational cuts, senior staff reflected on the ||
role to identify desired competencies which resulted in
onboarding checklist and competency assessment

CAT

Research methods adopted int
the organizational process

[unexpectedeoP outcome]

Realized, clear project
contribution

Research methods, such as Worldfés, have been adopted int
organizational practice at CATSA and have expanded into
organizational practice of Service Contractors (intervie
documents)

The PI adoptedction research methods intherwork at CATSA
to support the constantly adapting and evolving organizg
(interviews, documents)

The Pl adopted the use of pilots into their organizational practi

test new initiatives before implemetitm (interviews, documents)

Facilitating factors:

1 CATSA was first exposed to World Cafés through the CASF
1 By participating in theC A S PWasld Café, CATSA staff
learned about the method asppreciatedts value as forum
for discussion
1 The Pl was a driving forceehind the implementation of Worl
Cafés into CATSA organizational practice by introducing thi
into the Prairies region
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Capacity-building of LPAs Pathway

Participants recognize training
andassessment gaps

[intermediate outcome]

Realized, clear project
contribution

1 LPA participantsreflectedpositively an the CASR indicatingthat
the projecenabledhemto recogniz gapsin consistencyacrosshe
role (interviews)

1 The pilotcertification program provided more motivation for LP
to fill these assessment and certification gaperviews)

Facilitating factors:

1 The nature of the LPA role means individuals strive to teac
the best of their ability and improve when gaps demiified

9 Opportunities for discussion and reflection provided by
CASP supported participantdo recogniz training and
assessment gaps

Participants gain knowledge of
adult learning

[intermediate outcome]

Partially realized, clear
project contribution

1 LPAs who completed the pilot certification program gair
knowledge of adult learning (interviews)

1 Pilot participants learned abotlte difference between trainin
and advising within th&PA role (interviews)

1 Certified LPAs are noted to hagegreater understanding of t
depth and needor the advisory piece within their positig
(interviews)

1 Managerencourage LPA® completeadditional training to furthe
theirlearningand professional development (interviews)

91 LPA certification supported LPA career progression (e.g.
trainers, facilitators, and advisors)

Facilitating factors:
9 CASP participants were exposeddoncepts of adult learnin
through the research activities

9 Opportunities for discussion and reflection adult learning
with colleagues through th&/orld Caféarose indiscussion
on how LPAs could be assessed for certification

9 Pilot participants were exposed to different forms of a
learning through theilot certification program process

LPAs pursue continuous
learning

[EoP outcome]

Realized, clear project
contribution

1 Six LPAs in the West region of CATSA (now the Prairies ¢
Pacific) completed the pilot certification programd were certifieg
by the CSTD to attain their CTRdesignatior(interviews)
1 Completing thepilot certificationprocess provided some LPA

with the motivation and sedsteem to continue to develop with
their roles(interviews)

9 Certified LPAs are required to complete yearly continuous lear
to maintain their certificatiofinterviews)

9 LPAs also pursue continue learning through university coursg
attending seminayand webinarsetc. (interviews)

1 Continuous learning for LPAs is now a part &fATSA
organizational culturénterviews)

Facilitating factors:

1 Expectations focontinuous learnindpr screening officerset a
precedenceo developstandards of continuous learning in t
LPA role

1 CATSA supportscontinuous learning of LPAs and offen
variety ofcontinuous learning opportunities

1 LPAs have a desire to pursue cantus learningpecause aheir
passion for the job and motivation to succeed

Barriers:

9 Not all LPAs were fully committed to thgilot assessment an
certification process which resulted in not all LPAs achiey
their CTP status

i Limited time and resources athe mainobstaclesaffecting
L P A dostinuous learning

Alternative explanations:

1 The LPA annual continuous learning plan wasatidre of the
role prior to the CAP and remains a requiremexttpresent
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Professional Development Pathway

Pl 6s
is enhanced by research
experiences
[intermediate outcome]

Realized, clear project
contribution

professio

il

=A =

= =4

The Plgrewtheir leadership capacity and leadimportant lesson

that could be utilized within their future waqrkoth professionally

and personally (documents)

1 For example, the Pl became further aware of the benef
training and certification and has develomedenhancedalue
for continuous learning (personal communication)

The PI lead the pilot certification process (personal communica

The PI leared the value of understanding different perspecti

before implementing new initiativddocuments)

The PI built new researdkills (interviews, documents)

The Pl overcame challenges encountered during the res

process, and grew as a result (interviews)

Facilitating factors:

1 The Pl had buyn from CATSA management and decisig
makers to use CATSA as a case study for their Masters resi
9 Conducting researctvi t hi n t he Pl 6was

advantageous for implementing activitiespbserving
progress, antenefiting fromthe results

9 The CASP provided the opportunity for the PI to grow leader]
capacities and learn lessons based on reading, pel
experience, and othdérsexperience, as well agncounter
unanticipatedessons

Barriers:

T Compl eting t he CASP wi t hi
presented a number of challenges (including the need to se|
the research from the Pl &s

Alternative explanations:

1 The PI already held a leadership position as a Regional Mal
of Learning and Development

PI continues using methods
learned at RRU (e.q.,
appreciative inquiry, action
research, and experiential
learning)

[EOP outcome]

Realized, clear project
contribution

The Pl approaches taskefwietch

learned at RRU (interviews, documents)

The PI continues to utilize methods learned through Nt

programin their current roleat CATSA (personal communication)
9 e.g., use ohction research and stakeholder engagemettods

to support organizational chandaterviews, documents)

Facilitating factors:

1 The PI was exposed to diverse research methods throug
MAL program at RRU and had the opportunity to test and a|
themin the CASP

9 As the PI is responsible for continuous improvement in t
region, action research fits well as a tool to encourage stakel
engagement and organizational change

PI pursues continuous learning
and training to apply in practice

to set uppeople for success
[EOP outcome]

Realized, clear project
contribution

The PI pursues continuous learning and training by reading up (¢
latest academicliterature, which ha informed LPA practice
(interviews)

The PI continues to set LPAs up for sucdessrderto perform to
the best of their abilityinterviews)

9 Setting LPAs up for success has a spillover effecscreening
officers who continuously improve and operate to a professi
standardinterviews)

The PI has utilized their continuous leargito coach and mentg
other CATSA staff to support effectivenggsterviews)

Informants would not have been as successful in their roles wi

t he P dandinsdapphknowletgeof the topic(interviews)

Facilitating factors:

9 The PI is passionate about their rake a Regional Manager ¢
Learning and Developmerand supportsLPAs to find answers
and achiegto the best of their abilities

T The CASP reinforced the Pl Qg
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Figure 3. CASPTheory of Change, with outcomes colawgded to reflect extent of outcomemsalization
14







































































































































































































































