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This evaluation will provide the organization a tool that presents a systematic and holistic
assessment process for assisting and organizing PIPSC throughout the lifetime of our project.
This evaluation framework will help us plan activities, establish areas of enquiry, link data
sources, and clarify the scope of our objectives. Overall, this evaluation framework will allow
us to demonstrate how specific activities will produce evidence and data that will in turn
influence the outcomes and impacts of our project. As both a guide and checklist, this
evaluation will remain essential to Navigar.

(PIPSC)

Stakeholder Group Interest in the Evaluation? | How will they be engaged?

PIPSC Members Yes Workshops, Presentations,
Interviews, Demo, Beta
and Pilot testing

PIPSC President and Board | Yes Presentations, Briefing

Members Notes, Demo

Federal Government (TBS, Yes Presentations, Demo -

Dept. Defense and CSPS) CSPS courses linked to
Navigar training plans

Project Stakeholders Yes Weekly meetings with all

stakeholders and a weekly
project update. Break off
meetings with select
stakeholders as well to
target specific
tasks/deliverables.
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This report was produced as part of a project funded by the Future
Skills Centre (FSC), with financial support from the Government of
Canada’s Future Skills Program.

FSC is a forward-thinking centre for research and collaboration
dedicated to preparing Canadians for employment success. We
believe Canadians should feel confident about the skills they have to
succeed in a changing workforce. As a pan-Canadian community,
we are collaborating to rigorously identify, test, measure, and share
innovative approaches to assessing and developing the skills
Canadians need to thrive in the days and years ahead. The Future
Skills Centre was founded by a consortium whose members are
Toronto Metropolitan University, Blueprint ADE, and The Conference
Board of Canada

The opinions and interpretations in this publication are those of the

author(s) and do not necessarily reflect those of the Future Skills
Centre or the Government of Canada.
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One integral component of Navigar is to boil down the sea of information associated with online
learning and skills development. By the time our members master the task of mapping their
skills, figuring out which learnings they need to undertake, and closing the gap between the two
— it’s often too late. This leads us to our central research question: “To what extent will
Navigar assist our members in navigating the world of online learning and skills
development?”

Our hypothesis is that Navigar will cut the time spent on researching new content, and will
provide meaningful insights to help our members develop their skills and progress in their
careers. The platform will also provide our members with Thought Leadership on the Future of
Work - which will be integral to better understanding the current (and future) labor market.
Project partners thought Navigar would address these needs in the following three ways:

1. New skill acquisition and diversification - the learning platform offers relevant courses for
each career field and the opportunity to look at pivot jobs where they can further broaden
and diversify skills relevant to keeping pace with increased augmentation and automation.

o These measures are provided through:
= The self-assessment tool
= The learning plan
= The playlist
= Courses offered by partners, Percipio, CSPS, etc.
= The latest Faethm data insights used in algorithms backed by cutting edge research.

2. Increased understanding of technology’s impact on the labour market - by providing our
members with insights into the future of work, they will be empowered in their career and
skills conversations.

3. Job security - more likely to overcome job displacement due to automation and changes in
technology because of the flexibility in highly accessible personalized training

Process: How the resources/ inputs were used to deliver activities and outputs

e The Navigar team is composed of a project manager, researchers, IT developers, IT
manager/architect, business analyst, and UI/UX designers. The team reports into the
Director of IT and the PIPSC Board.

e The work focuses on four main streams (1) Data Gathering; (2) Development/Design; (3)
Research; and (4) Member engagement

o PIPSC wanted to have a deeper and more complete access to our members and their
jobs. To accomplish this PIPSC submitted an Access to Information and Privacy (ATIP)
to the Federal government for job title and description information. This formed some of
the earliest data the team was able to bring to Faethm for a deeper analysis and
projections.

o Member surveys were central to understanding the key needs for our members
regarding workplace training, career development, and what challenges they face in
advancing these efforts. The survey gauged initial responses, challenges, and interests
in a project like Navigar.

Navigar



e Development

o The creation of a website served as the landing page for our earliest users and
stakeholders. This was designed and built by a web. development team working in
concert with an external UI/UX team, writer (same team as for the Navigar web
application), the PIPSC development team, PM and research team. The website is live at
www.navigar.ca.

o Another integral aspect of Navigar is the Web Application. Members will access the Web
Application via the website. The Web Application will allow members to access insights
about their jobs and develop their skills.

e Research

o The Navigar Research team led the content development for the Navigar website and
Web App. Centered around 32 skills, our team curated hundreds of playlists providing a
range of training materials from our learning partners. PIPSC members will have access
to courses, books, and various other materials that will allow them to develop both their
growth and knowledge skills.

o The Research Team also highlighted dozens of key insights capturing the most notable
facts about skills, careers, the labour market, technology, and the future of work.

o The Navigar Research Team is in the process of publishing numerous reports aiming to
inform and educate both our membership and organization. We sought to provide
answers on what the landscape of the future of work looks like, how the labour market
will shift, which groups will be impacted, the pace of technological innovation, and when
to expect change.

o The Research Team maintains most responsibility for the Reporting and Evaluation
components of the project. This effort helps ensure that the overarching requirements
and feedback is created and delivered as we understand it. Keeping records of our
experience is a vital part of our operation.

e Member Engagement

o The team launched a Beta (111 members) with the first Web App build in September of
2023. We engaged in interviews and surveys to gauge the Web Application
effectiveness. The outcome was for the team to regroup and to further refine the UI/UX
to improve the user experience. The findings of which were shared with FSC in
November 2023.

o The team will be launching a monthly newsletter to engage our members, update them
on our progress, and equip them with insights about the future of work and skills, the
Newsletter will also serve to highlight upcoming webinars that can be registered for on
the Navigar website.

o Navigar was announced widely for the first time at the 2023 PIPSC Annual General
Meeting. This socialized the project with our membership writ large for the first time.
Using the feedback to our main stage presentation and our booth we were able to garner
very early insights into the potential of how well we are reaching our project goals.

o Social Media accounts are beginning to form and the content calendar and how best to
make our online presence are well underway.

o Promotional Videos have helped establish a wider attraction to the Navigar project and
its initiatives.
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Outcomes: What did project partners anticipate to be the result of delivering the project as
planned?
* Individuals (people participating in a project/intervention)

o New skill acquisition and diversification for our members as they have access to an
entire range of training options and can choose them based on interest rather than
management criteria. Navigar allows members to access an entire course catalog, not
just one stream of courses.

o Increased digital literacy as a result of access to Navigar research items and a plethora
of courses spanning new and innovative digital skills.

o Better employment opportunities that stem from a member having stronger
foundational skills that are in demand.

o Job security and adaptability due to the inherent flexibility of online learning as well as
the variety of course content and timing of these training materials. Training anywhere,
anytime.

» Institutions (changes to an organization’s ways of working,Organizational policies,
practices, or approaches)

o Wide scale adoption of Navigar by Canadian agencies and departments where PIPSC
members are employed. As more members use the platform, and more and more
funding requests (for the annual training subscription) are approved, Navigar will see an
overall increase in its use. The key value of Navigar is that it is easily scalable and
accessible - so any member, anywhere in Canada can access the same high quality
training materials..

o Other Canadian federal unions have been closely following the Navigar Web Application
build and are eager to provide their members with access to Navigar. This will require
internal discussion at a Leadership level, though it’s encouraging to see that Navigar has
tapped into a broad need.

» Systems (larger changes in the surrounding context, policy change, networks)

o Widening of government training programs to include Navigar and other non-traditional
training sources and program types. This kind of change comes once Navigar is a proven
successful and useful resource for the public service members of PIPSC. If this is
achieved, then the Canadian government will benefit from a better trained public service
with a far more diverse set of skills and abilities; leveraging a tool that is cost effective
and easily scalable/accessible.

o More diversity of skills within organizations could be another change we see at the
systemic level as Navigar allows users to explore our entire offering of skills and
courses. As more people learn new skills, out of interest or to benefit to their existing
work, the workers we support have a greater chance to learn something not found in the
existing system that poses a net gain. For example, a programmer learning UI/UX will
become a stronger asset for their team and improve the quality of their work.
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What assumptions were initially made about the project in order to achieve its
objectives?

e Qur first assumption is that our members are in need of training guidance and career
development. This assumption was confirmed in a survey to our members. Almost 70% of
our members reported a need for union support with regard to their career development.

e Asecond assumption is that the world of skills is constantly evolving and that new
technologies will require new skills.

e Participant recruitment was another assumption as much of the development phase
required active participation from our earliest users and testers.

e Access to Job title information was an early assumption and major requirement for the
project. Securing this information from an ATIP was central to the success of Navigar.

What contextual factors were anticipated that might affect how the project is delivered?

MARKET SCAN

PIPSC Private Sector Government

Motivation

Ease of Access

User Benefit

Trust

Motivation
e PIPSC
o The driving motivator behind the creation of our skills training platform is the desire to
better serve and support our membership through career development and transitions.
e Private Sector
o The main motivator behind a skills training platform for the private sector is ensuring
workforce capabilities to increase efficiency and profitability for the company.
e Government
o Similar to the private sector, the government wishes to keep its workforce efficient
rather than necessarily focusing on career success.
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Ease of Access
e PIPSC
o The Navigar platform provides access to skill development and job training information
in one central location. There is no need to search outside Navigar to receive
personalized training.
e Private Sector
o As the private industry is fragmented into many companies, there is no centralized tool
or service that provides employees training across all business sectors. As a result,
employees are typically left to find training on a course by course basis, within the
confines of their schedule.
e Government
o At this time the government has launched multiple training programs and platforms but
they are disconnected from being one cohesive platform and are based on a particular
industry versus being skills-focused. For example green energy microcredentials and
agricultural skills.

User Benefit
e PIPSC
o Navigar is designed to specifically support union membership, by facilitating training,
with pathways for employer funding. All of the training offerings are geared around skills
development based on our members job descriptions. Proposed Learning Plans provide
a clear path to improving skills to meet career goals, be it to upskill or reskill.
e Private Sector
o Platforms designed in the private sector for their own workforce, or as a product for an
industry, are primarily benefiting the employer as it gives the employer control over
what courses are offered and taken, removing autonomy from their employees.
e Government
o Often government job training platforms are geared specifically towards one field or
transition from one industry to another. This limits the learning/training an employee
receives, as they will only be able to seek new skills and knowledge related to their
current employment.
Trust
e PIPSC
o Aunion is structurally suited for job training platforms and programs as their sole
intention is to support their membership.
e Private Sector
o Job training is ultimately done to improve profitability for the employer. The training
offered will primarily serve this purpose and not necessarily be in the employees best
interest. Additionally, training outcomes in the private sector have a much higher
likelihood of being used to undermine employees performance or promotion.
e Government
o While more interested in the training outcomes of their workforce, governments still
often look at job training as a method to manage promotions and determine employee
performance.
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How was success initially articulated for this project?

Indicator

Measure

Retention and User Engagement

How long our users are spending on
Navigar and how much of the platform they
are interacting with.

Quality of Skill Relevancy

The value of the recommendations that are
produced by Navigar’s learning plan.

Quality of insights

Will these insights help our members
understand the trends and shifts affecting
their jobs?

Survey Feedback

Questionnaires from Testers.

Interviews

Tester interviews.

Completion rates

What percentage of users successfully
complete the training programs they enroll
in. Assess dropout rates. Collect feedback
for non-completion.

Business Impact on New Roles

How easily can staff transition into new
roles without incurring a cost for talent
acquisition, Ie, posting internal openings vs
cost-time deficit of posting externally.

Adaptability to Market Needs

The speed of how Navigar is able to update
content to reflect new industry demands.
Publishing the new roles in self-
assessment.Connecting to emerging LMS
offering new relevant certifications across
industries.

Impact on Economic Mobility of members

Could be a blind internal audit or study on
change in socio-economic status of
members.
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Consultants should articulate any evaluation questions that have been developed at various
points in the project, and any changes that have been made to those questions over time. If
possible, please structure the evaluation questions against the following categories:
e Implementation (Process) What did we learn about how the program is being
implemented?

o Development challenges were encountered as the UI/UX component was delayed. As a
result development work happened in parallel, which made the entire build much
slower. This led to delays in the timeline and expected milestones like Alpha to beta to
pilot. The key learning in this experience is to provide adequate time for UI/UX, well in
advance of development, doing them in parallel as we did led to delays in both aspects.

e Effectiveness (Outcomes): What did we learn about the outcomes of the intervention? After
what time period?

o Individuals

= We conducted the first round of beta testing in October 2023. The beta feedback led
to a few key findings:
Finding 1: Overall user experience was positive
= The average overall platform experience during beta test was scored relatively high,
at a score of 7 (out of 10).
= 32% of respondents felt the most beneficial elements of Navigar were the
availability of information, insights, and learning resources.
Finding 2: Navigar is user-friendly
= The most positive feedback related to how user-friendly respondents found
Navigar’s interface and navigation. The average user-friendly experience score was
also 7.
= 45% felt that Navigar was simple to navigate, easy to read, and intuitive.
Finding 3: Navigar is engaging
= While there were some critiques of the platform, mostly related to the UI/UX, a vast
majority of respondents are interested in continuing to use Navigar beyond the beta
test phase to further develop their skills and knowledge.
= 68% of respondents wish to continue partaking in our beta testing processes.
Organizational level
= While still nascent in the development of Navigar, we have already heard from other
labour union leaders. They have expressed excitement and support for the project
and its goals of bringing new skills and capabilities to their members.
= "We are 100% behind Navigar conceptually and financially. This is the kind of
innovative solution that unions representing professionals need to invest in. We're
thankful that PIPSC has begun that work and as soon as the system is ready to take
on more members, AMAPCEO will be ready and eager to join in."

e Dave Bulmer, AMAPCEO President

= “PIPSC’s commitment to its members' professional development is evident with the
Navigar project. As a fellow federal union committed to offering professional
development to its members, we here at ACFO-ACAF are truly impressed by the
scale of this undertaking and would be keen to explore ways to be part of it in the
future.

¢ Dany Richard, ACFO-ACAF President M
Y Navigar
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e Efficiency: What will we learn about how to use resources more efficiently to achieve the
desired outcomes?

o The key takeaway from this experience has been to start the UI/UX design well in
advance of development, in that manner the development team uses the designs.
Unfortunately, UI/UX design work took place almost in parallel to development work
and as a result delays ensued in both work areas.

e Causal Attribution: To what extent will we learn about the extent to which any outcomes
can be causally attributed to the project intervention? What information (qualitative or
quantitative) would improve our confidence in the role the project played in achieving
outcomes?

o This section will be completed upon further development of Navigar and subsequent
impact assessments.

For each question defined above, please provide detail on indicators, methods and data sources
used to answer evaluation questions articulated above.
e Indicators — These are the key markers to determine whether an accomplishment has been
achieved.
o This section will be completed upon further development of Navigar and subsequent
impact assessments.
e Data Sources — These are the sources of information you used or developed to gather
evidence against your indicators and evaluation questions.
o This section will be completed upon further development of Navigar and subsequent
impact assessments.

Evaluation

Questions Indicator(s) Methods Data Sources

e This section will be completed upon further development of Navigar and subsequent
impact assessments.
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Dimensions Key Questions

Expansion Is there a need to
expand the program or project to
Expansion reach new population groups or
different geographies? Why or why
not?

Are opportunities for other
organizations serving the
populations in question to adopt
Adoption elements of what was being
explored here? Why or why not?
What factors are critical here and in
what context?

Did the project in question attract
additional investment or
Investment or Partnership (actual partnership support over the

or potential) course of the FSC engagement? If
so, what factors might have
contributed)?

Expansion

e Once Navigar is further in its development we would like to expand our catalog to include
more training providers. This will provide our members with a broader offering of training
that is best suited to their needs.

e Better refined data inputs and technology would improve the recommendations our system
generates for our members and better support their career pathways and transitions.

e Automated insights and data refinement will allow for faster updates of our insights and the
automation/augmentation statistics.
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Adoption

e The first adoption focus will be towards accomplishing wide scale member adoption. Once
we release the first version of Navigar, we want the majority of our members to engage with
the platform as the first goal. Our second phase of adoption would entail our members
accessing Percipio, our first learning provider.

e With our members served we can then turn our focus on our first “external” rollout of
Navigar with PIPSC staff adopting Navigar as a training tool. This will help the team learn
what challenges are involved with adding outside members to the internal system.

e After a successful adoption by staff there will be capacity in Navigar to accommodate and
serve other Canadian unions with Navigar becoming accessible to their members. This
represents the largest increase in our user base outside of our own members.

e If enough unionized Canadian public servants can be drawn into Navigar training it can draw
the attention of the federal government itself bringing about an even wider adoption and
integration.

Investment
e Atour 2023 annual general meeting the PIPSC members voted to fund the Navigar project
for a two year period.
e If the Navigar project can attract a critical mass of federal public servants into the platform,
then the Canadian Government may be compelled to provide funding support.
e Bulk partner pricing from our training providers would represent a major investment into the
Navigar program and make training all the more scalable and accessible.

° E-mail navigar@pipsc.ca
Il Navigar .

POWERED BY PIPSC @ Website www.navigar.com




