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Introduction: Overview of Monitoring Visits

PURPOSE OF MONITORING VISITS
The purpose of monitoring Literacy and Basic Skills (LBS) service delivery organizations is to provide an opportunity for an organization to demonstrate and give evidence of their site’s continuous improvement of outcomes, performance, procedures and processes against contracted service commitments as outlined in its LBS agreement, LBS Business Plan and the LBS Program Guidelines.  The successful execution of an agreement can only be confirmed through monitoring throughout the term of the agreement.  The tools mentioned in this document are therefore designed to provide a consistent approach to monitoring across the LBS network, ensuring all site visits are consistent, efficient, and reliable.

PRINCIPLES OF MONITORING
· Results Based: LBS is a results based program that focuses on performance measures and indicators. Managing results involves measuring outcomes and taking action to change business practices to improve these results over time.

· Consistent/Objective Practice: Objective standards are used on the program monitoring form and objective methods provide the framework of the monitoring visit.

· Provincial Standards: Program monitoring results can be compared and contribute to a provincial picture of LBS delivery in Ontario. All organizations are expected to attain LBS program standards that support the priorities outlined in the approved business plan. Those organizations that are above standards are noted for best practice ideas re: delivery. Those organizations that do not meet the targets as outlined in their LBS Agreement and LBS Business Plan will develop an action plan to achieve the expected performance standards within a specified time frame.

· Strategic: Feedback to organizations during a monitoring visit is strategic and, at the same time relates to the specific circumstance of the organization.
· Recognize Excellence: The Ministry of Training, Colleges, and Universities (MTCU) will recognize excellence through best practices and continuous improvement.

· Communication: We strive to communicate expected outcomes and standards effectively through clear, constructive verbal and written feedback. Through effective communication, organizations are encouraged to manage their own process, and to take ownership of their results.

TYPES OF MONITORING VISITS
There are two kinds of visits conducted by MTCU Consultants:

· Program Monitoring Visit: This is a comprehensive review of an LBS delivery organization’s administrative and financial systems as well as the LBS services. Conducted by an MTCU Consultant, the program monitoring visit addresses the items on the program monitoring report. A program-monitoring visit results in a completed feedback report sent to the LBS organization and maintained by MTCU as part of the documentation of the organization. 
· Program Support Visit: This visit is conducted to check an organization’s progress towards action items identified at the program monitoring visit, and to provide support and guidance to those organizations not meeting program requirements. A program monitoring report is not completed at a program support visit. A letter summarizing the results of the program support visit is sent to the organization.

FREQUENCY OF PROGRAM VISITS

While the ministry reserves the right to conduct unscheduled visits as outlined in the organizations agreement, each site of all organizations is typically monitored once every 12 months.  Program support visits are scheduled between program monitoring visits to assess the progress the organization has made towards addressing the action items or to provide ongoing support and guidance.

· Organizations meeting ministry expectations are visited every 12 months with more informal contacts between visits.

· Organizations not meeting ministry expectations are visited as frequently as required to provide the support required or to monitor progress towards addressing the issues identified.

Organizations will receive notice of a program-monitoring visit. Additional unscheduled visits may be appropriate for organizations that have been identified as not meeting expectations.

LEARNER CONSULTATIONS

Consultations with learners will include a representative sampling of all the learners currently in the program. The organization is responsible for ensuring the learners are available at the time of the visit and are briefed on the purpose of the visit.

The number of learners consulted depends on the number of learners enrolled in the organization.  The table below shows the recommended minimum number of learners the organization is to make available at the time of the visit.

Please note: Individual MTCU Consultants may wish to speak to more learners.  Organizations must refer to the email confirming the monitoring visit for the exact number of learners that need to be available.
	Number of learners
	Minimum recommended

	0 – 20
	3

	21- 50
	10

	51 – 100
	15

	100+ learners
	20


 Preparing for a Monitoring Visit
1. The ministry will contact a LBS organization to arrange for a monitoring visit and outline the expectations for the visit. 

2. As part of their preparation for the visit , LBS organizations must review this 2011-2012 Monitoring Package and complete the Organization Self Assessment in full.
3. LBS organizations must also complete a 2011-2012 Program Monitoring Report.  The report (in Excel Format) can be found on the Employment Ontario Partners Gateway website at http://www.tcu.gov.on.ca/eng/eopg/programs/training.html
4. Copies of the completed Organization Self Assessment and 2011-2012 Program Monitoring Report along with supporting evidence must be provided during the visit. This means that the appropriate amount of time should be spent on preparation.

5. Files examined include but are not limited to: learner files, completed learner satisfaction surveys, documentation to support IMS and training support, financial reports and supporting documentation, policies and procedures manuals.

6. The MTCU Consultant will select learner files that reflect the distribution of learners within LBS levels and demographics as indicated in the organization’s LBS Activity Reports. The MTCU Consultant will review the learner files for completeness.  While active learners’ files are the focus of this review, the MTCU Consultant may ask to review some exited learners’ files.
· The Executive Director/Manager of the LBS organization (i.e. someone senior enough up in your organization who is not familiar with the learner files) leads the review of learner files to show how the learners’ progress from entry to exit is tracked.  Asis practice, MTCU staff will randomly choose current and some exited learners’ files for review.
7. Action Items resulting from the program-monitoring visit will identify improvements needed to meet ministry expectations and will be assigned timelines.

 Preparing for a Monitoring Visit
Expectations of the LBS organization Coordinator/ Manager 

1. To chair the program visit, act as agenda timekeeper and lead the MTCU representatives through the evidence for the items on the Organization Self Assessment.

2. To take note of the action items so that you can begin to work on them right away after the visit. 

ORGANIZATION SELF-ASSESSMENT – To be completed in full prior to visit
Click on the appropriate check box to select or deselect it.
CUSTOMER SERVICE & ADMINISTRATIVE ACCOUNTABILITY
	
	YES
	NO
	Please provide details

	There is a customer service charter or clear mission statement posted and visible to customers setting out roles and responsibilities.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	All the required signage for Employment Ontario is posted in public view.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Does the site provide accessible services to People with Disabilities and include accommodations for special needs?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Does the program coordinator understand the terms and conditions as outlined in the Agreement?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Did staff receive orientation or training on the relevant legal responsibilities of the site as set out in the LBS agreement? 
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Systems or processes are in place to track performance against the site’s agreement and commitments?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Program policies and procedures are written, are current, and reflect LBS Program Guidelines and OALCF Implementation Improvements.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Staff meets regularly to review site’s results to date to determine whether the organization is on track or if there is any area that needs improvement.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	For community-based organizations - copies of Board Meeting minutes are available
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Program evaluation strategies are in place.  Organization can demonstrate improvements in services to learners or program accountability as a result. Data related to Learners' Status at Exit is analysed and used for program improvement.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Is there evidence that distance learning is available?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


ADMINISTRATIVE ACCOUNTABILITY - LBS-IMS
	
	YES
	NO
	Please provide details

	Monthly transmissions are done on schedule, with up to date accurate data
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Organization has identified a minimum of 2 staff members as LBS-IMS experts for the site.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Paper files verify all IMS data.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Latest version of IMS or patch is installed
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Backup procedures for data are in place.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


FINANCIAL ACCOUNTABILITY
	
	YES
	NO
	Please provide details

	Financial reports are submitted on time and meet MTCU requirements
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Financial documentation shows expenses linked to LBS activity.  Expenses are consistent with proposed budget.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Variances are explained.  Accounts are kept up to date.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Financial reports and data are analysed by organization. This information contributes to program evaluation and business planning.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Training Support is distributed and documented according to written policy that meets LBS Program Guidelines.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Training Support to OW clients is tracked separately.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Financial training and tools have been provided to staff responsible for tracking the site’s transfer payment funds for LBS/AU?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Management systems and processes are in place to support appropriate decision-making and effective management of transfer payment funds for LBS/AU
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	There are processes when procuring goods and services necessary for delivery of the LBS/AU. All necessary documents are on file for audit purposes?   
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Good banking practices are followed regarding Ministry funding to track any interest earned on any unused portion of your payments?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Receipts for Organization’s previous two years’ Field Support Investment match submitted plans.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


PROGRAM DELIVERY

	
	YES
	NO
	Please provide details

	LEARNERS

	Personal information of clients/participants (i.e., Name and contact information, etc.) protected and kept confidential and not used for any other purposes other than delivering LBS/AU
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Learners meet eligibility requirements.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Learner documentation contains required elements; profile, assessment information, training plan, demonstrations. Information is current.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	LEARNER FEEDBACK

	Learner interviews will serve to verify information gathered during previous part(s) of the monitoring visit or identify items to be examined more closely in subsequent part(s).  Interviews include discussions on learner involvement in program evaluation strategy, learner understanding of short term goals, training plans, demonstrations, etc.

	Learners are available for interviews
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Learners indicate that they understand their training plans.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Learners are briefed on purpose of monitoring visit and learner interviews.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


PROGRAM DELIVERY
	
	YES
	NO
	Please provide details

	ASSESSMENT

	Assessment process includes initial, ongoing and exit assessments as well as goal setting.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	A range of assessment tools is used to respond to individual learner needs.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Staff have received training in use of assessment tools and interpretation of results.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Organization has validated assessment tools through common assessment process.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Demonstration tasks for assessment purposes are being used.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Demonstration tasks show learner progress.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Strategies are in place to help learners understand the assessment process.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


PROGRAM DELIVERY
	
	YES
	NO
	Please provide details

	TRAINING PLANS

	Training plans are completed for all learners within four weeks of intake date and are revised at appropriate intervals.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Training plans contain all key elements.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	TRAINING

	Organization provides learning activities that are appropriate to adult learners and that accommodate various learning styles.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	There is a direct link between assessments, training plans and training delivery.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Training activities show a balance of core and individual learning activities
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Learners have access to computers.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Computer-based activities, such as e-channel, enhance learning opportunities and contribute to learners attaining their goals.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	The schedule and method of training is consistent with the commitment on the organization business plan and LSP.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


PROGRAM DELIVERY
	
	YES
	NO
	Please provide details

	POST TRAINING FOLLOW-UP

	Proper procedures are in place to ensure post-training services are delivered.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Targets for improving follow up contact rates are established and a plan is in place to achieve them.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Organization has procedures in place to ensure reasonable effort is made to have learners complete the learner satisfaction survey at exit.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


SERVICE COORDINATION
	
	YES
	NO
	Please provide details

	INFORMATION AND REFERRAL

	Referrals to and from other Employment Ontario organizations and community partners are documented.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	There is a marketing and outreach strategy that results in appropriate clients entering the program.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Information and referral protocols are in place and agreed upon by all LBS organizations in community.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	LOCAL COORDINATION

	Organization participates in the activities of the local planning process.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Organization shares program data with other local providers.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Organization is working with other LBS service providers on current LBS program initiatives such as CIPMS, the OALCF and Rapid Re-employment.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	PARTNERSHIPS

	Organization has contacts with employment preparation partners to benefit learners.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Training plans, learning activities and demonstrations for learners with employment goals incorporate the literacy and numeracy skill requirements of the learner’s employment goal.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     

	Organization has good working relationship with local OW and ES organizations as evidenced by number of referrals and improved services to learners.
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	     


Post-Monitoring Visit
1. After the program monitoring visit, take note of the action items so that you can begin to work on them right away after the visit.
2. Following the visit your MTCU consultant will send you a Program Monitoring Feedback Report within ten (10) business days. In this report the MTCU consultant may give the date of a follow-up support visit, ask for additional explanations, or request a work plan if the organization has a number of action items, or refer the organization to the Regional Network or to other resources for information or support.  The Program Monitoring Feedback Report may also outline action Items resulting from the program-monitoring visit as well as suggesting improvements needed and assigning timelines for any issues to be addressed.

3. Carefully review the Program Monitoring Feedback Report - the goal of the LBS/AU Program Monitoring Feedback Report is to communicate MTCU feedback based on findings and observations at the monitoring visit and to outline any evidence that the organization needs to put in place to show it has increased its organizational capacity, effectiveness, efficiency and customer satisfaction.

APPENDIX A:  LEARNER FILE REVIEW (Sample)
(For your information only – not to be completed)
This checklist may be used by MTCU Consultants as a guide to when reviewing learner files
	Administrative
	Available in file

Yes/No/Comments

	Is there a consent form on file permitting MTCU and others to review their file?
	     

	Is there an intake form with the tombstone information (age, gender, employment status, source of income, program entry date)?
	     

	Who referred the learner to this organization?
	     

	Was training supports offered / used?  Is there evidence of costs required and evidence of reconciliation with receipts?
	     

	Assessment
	Available in file

Yes/No/Comments

	Was the learner in another LBS program previously?
	     

	Who did the initial assessment, the date, the tools used?
	     

	Is the LBS level identified in the assessment results?
	     

	Are learner’s needs identified in the assessment (type of support required, strengths, challenges, transferable skills and knowledge)?
	     

	If this is an exception case is the file documented?  eligibility: 19 (aged 16-19); out of school (involved in credit courses but requires up to 3 months transition from LBS to other program); able to progress (must be able to set realistic goals and progress towards them); learner’s listening and speaking skills are less than  the Canadian Language Benchmark 7 in communities where LINC or ESL classes are available.
	     

	Are demonstration tasks used for ongoing and exit assessment? 
	

	Training Plan
	Available in file

Yes/No/Comments

	Is there a training plan on file?
	     

	Is the goal employment, further education/training, or independence?
	     

	Is a short term training goal identified/documented?
	     

	Is a long term training goal documented (after leaving the program)?
	     

	Is the training plan linked to the assessment results?
	     

	Is the plan signed and dated by the learner?
	     

	Are there specific literacy tasks the learner needs to do to transition successfully to the next step towards the longer term goal documented?
	     

	Is a learning style identified?  (visual, auditory, kinaesthetic) 
	     

	Is the learners’ preferred learning model identified (one-to-one, small groups, classroom, e-Channel?)?
	     

	Is the estimate of the expected date when the learner will be ready to transition from the LBS program documented? (considering the amount of hours/week a learner is in training)
	

	Training
	Available in file

Yes/No/Comments

	Is the initial start date of training recorded? How long has the learner been in training?
	     

	Has the plan been modified along the way? Date(s)
	     

	Is the learner progress documented? What activities were done to demonstrate progress? Is there measurable results? How is it documented? Date(s)
	     

	Is there documentation that computer skills are being used with literacy training?
	     

	Is there documentation that essential skills are being used with literacy training?
	     

	Learner Exit
	Available in file

Yes/No/Comments

	If the learner exited, was there an exit assessment? Does it confirm that goals are attained?
	     

	Is the learner’s LBS level at exit recorded?
	     

	Is the learner’s reason for exit documented?
	     

	If learner exited is there evidence the learner received a copy of his plan when he/she left?
	     

	Is there evidence the 3 month follow up has taken place? Learner status?
	     

	Is there evidence the 6 month follow up has taken place? Learner status?
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