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EXECUTIVE SUMMARY 

PROJECT OVERVIEW 

A proactive and innovative project to address labour market and workforce challenges in 

the fisheries sector in Atlantic Canada was launched on February 1, 2018. The Essential Skills 

for Atlantic Fisheries (ESAF) project is funded by the Government of Canada’s National 

Essential Skills Initiative through Employment and Social Development Canada (ESDC). The 

ESAF project is led by the Literacy Coalition of New Brunswick (LCNB) in partnership with 

Literacy Nova Scotia (LNS), Newfoundland and Labrador Laubach Literacy Council (NLLLC) 

and the Prince Edward Island Literacy Alliance (PEILA).  

The initiative will benefit two groups of participants: under skilled and underemployed people 

who are interested in working in the fisheries sector and supervisors and managers currently 

working in the fisheries industry. The ESAF program training model includes six weeks of 

classroom training, up to four weeks of on-the-job-training and six to 12 weeks of paid work 

placement for unemployed and unemployed workers at an ESAF participating fisheries 

employer. Participating employers identify and allow supervisors and middle managers to 

participate in a unique essentials skills classroom training for workplace mentors that is 

tailored to the fisheries sector and to support ESAF participants through their on-the-job 

training and workplace experience with them.  

The purpose of the Project is to “examine and test the effectiveness of the ESAF project 

workforce training project that integrates job-specific skills and literacy and essential skills.”  

ESAF GOALS 

As per the ESAF project description, the ESAF goals include: 

• To increase the pool of skilled labour available in the fisheries sector; 

• To connect unemployed workers in rural communities to available jobs in the fisheries 

sector; 

• To strengthen the attachment of low-income individuals to the labour market by 

improving their literacy and essential skills and providing them with job-related training, 

thereby providing a better skill match with available jobs in their community; 

• To increase the essential skills of supervisors and middle-managers and establish 

workplace essential skills mentors/coaches to support the application of literacy and 

essential skills in the workplace and improved employee performance and retention; 

and 

• To develop and test an innovative and highly contextualized blended learning 

approach to essential skills training for the fisheries sector using a community 

partnership approach that is focused on rural, coastal regions, targeted to low-

income Canadians, and customized to needs of the fisheries sector.  
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PURPOSE OF INTERIM EVALUATION REPORT 

This interim evaluation report is intended to summarize the key evaluation findings from 

Cohort 1 interviews and intake forms, as presented at the ESAF Atlantic project meeting in 

October 2019. 

EVALUATION APPROACH AND OBJECTIVES 

A multi-site evaluation is being conducted for the ESAF project from June 2018 to October 

2020. This interim report focuses on the findings up to the end of Cohort 1. The comprehensive 

evaluation is descriptive in nature and focuses on multiple lines of evidence on relevance, 

implementation and management, and short-term and intermediate outcomes.  

The primary objectives of the evaluation are as follows: 

1. To determine achievement of project outcomes 

2. To facilitate discussion and learning regarding best practices  

3. To leverage the evaluation to inform organizational learning and continuous 
improvement 

DATA COLLECTION FOR INTERIM REPORT (COHORT 1) 

Data for the interim evaluation included: 

• Project intake form data for participants and mentors  

• 7 provincial project coordinator/facilitator interviews (1 NL where the 

facilitator/coordinator position was combined, 2 NB, 2 NS, 2 PEI) 

• 13 participant interviews (4 NL, 5 NS, 4 NB)  

• 12 employer managers/supervisors/mentor interviews (1 NL, 5 NS, 5 NB, 1 PEI) 

PRELIMINARY CONCLUSIONS BASED ON COHORT 1 

Preliminary conclusions based on Cohort 1 interviews with 32 interviewees including employer 

representatives (managers and mentors), provincial coordinators and facilitators, and 

participants (workers/learners) are as follows. 

ESAF goal Progress toward goal (to end of Cohort 1) 

To increase the pool of skilled labour 

available in the fisheries sector 

The project successfully trained most of the 43 

participants in essential skills relevant to the fisheries 

sector and assisted with broader preparation for the 

workplace,  

To connect unemployed workers in rural 

communities to available jobs in the 

fisheries sector 

The project successfully matched most participants 

with a fisheries and aquaculture employer and 

provided job experience in the sector. 
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To strengthen the attachment of low-

income individuals to the labour market 

by improving their literacy and essential 

skills and providing them with job-

related training, thereby providing a 

better skill match with available jobs in 

their community 

Through the provision of classroom training and 

workplace experience in the ESAF Model and 

through the support of mentors, the project led to a 

variety of improved participant essential skills relevant 

to the fisheries sector; broader improvements in 

workplace preparedness; and stronger self esteem 

and confidence to apply those skills in the workplace. 

To increase the essential skills of 

supervisors and middle-managers and 

establish workplace essential skills 

mentors/coaches to support the 

application of literacy and essential skills 

in the workplace and improve 

employee performance and retention 

The project supported mentors to gain skills that they 

subsequently applied working with the ESAF 

participants and other workers in their company such 

as listening, confidence building, and problem 

solving issues or situations that arose in the workplace. 

To develop and test an innovative and 

highly contextualized blended learning 

approach to essential skills training for 

the fisheries sector using a community 

partnership approach that is focused 

on rural, coastal regions, targeted to 

low-income Canadians, and 

customized to needs of the fisheries 

sector 

The project successfully developed and 

implemented the ESAF model with Cohort 1 in all four 

Atlantic provinces, working with seven employers and 

a variety of community partners. The project partners 

and the evaluation identified improvements in the 

ESAF Model and broader project implementation 

(such as enhanced communication to potential 

participants) that is being developed and 

implemented in Cohort 2.   

OPTIONS FOR CONSIDERATION IN COHORT 2  

Considerations for project improvements suggested by interviewees, including employer 

managers/mentors, facilitators and coordinators, and/or participants, included: 

• Provide greater marketing and communication to potential participants  

• Inform potential participants about the realities of work in the industry and 

employment requirements  

• Clarify and formalize the participant selection criteria 

• Involve employers earlier in the process (such as participant selection) and have 

mentors meet participants earlier in the process 

• Train facilitators on identifying employment barriers 

• Increase collaboration with community partners 

• Better align classroom materials with the nature of work in the industry and increase 

emphasis on communication skills 

• Continue to be flexible in project implementation  

• Identify sustainability options 
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INTRODUCTION AND PROJECT OVERVIEW 

ATLANTIC CANADA SEAFOOD PROCESSING INDUSTRY 

A proactive and innovative project to address labour market and workforce challenges in 

the fisheries sector in Atlantic Canada was launched on February 1, 2018.  

The Essential Skills for Atlantic Fisheries (ESAF) project is funded by the Government of 

Canada’s National Essential Skills Initiative through Employment and Social Development 

Canada (ESDC). The ESAF project is led by the Literacy Coalition of New Brunswick (LCNB) in 

partnership with Literacy Nova Scotia (LNS), Newfoundland and Labrador Laubach Literacy 

Council (NLLLC) and the Prince Edward Island Literacy Alliance (PEILA).  

An Atlantic Advisory Group guides the planning and implementation of the project. 

Community Advisory Committees provide advice and assistance to identify participants and 

address barriers to employment.  

The initiative, which has the potential to serve as a template for training in other sectors in the 

future, will benefit two groups of participants: under skilled and underemployed people who 

are interested in working in the fisheries sector and supervisors and managers currently 

working in the fisheries industry.  

The ESAF program training model includes six weeks of classroom training, up to four weeks of 

on-the-job-training and six to 12 weeks of paid work placement for unemployed and 

unemployed workers at an ESAF participating fisheries employer. Participating employers 

identify and allow supervisors and middle managers to participate in a unique essentials skills 

classroom training for workplace mentors that is tailored to the fisheries sector and to support 

ESAF participants through their on-the-job training and workplace experience with them.  

The intention of the project is to increase the pool of skilled labour for the fisheries sector 

which is impacted by an aging workforce and a younger workforce migrating out of rural 

coastal communities. Contributions are made by the project, employers, and various 

community organizations who collaborate on the ESAF project.  

“This is exactly the kind of endeavour we want to be involved in,” said Brent Melanson, 

President of the Literacy Coalition. “It is an ambitious and exciting project, and the first that 

the Literacy Coalition will carry out with our Atlantic partners.” 

ESAF PROJECT PURPOSE 

The overall ESAF Project began in February 2018  and will continue until October 2020. The 

project includes a Cohort I and II which involve employers in the fisheries sector and 

unemployed individuals in a variety of rural coastal communities in Atlantic Canada. The 

purpose of the Project is to “examine and test the effectiveness of the ESAF project 

workforce training project that integrates job-specific skills and literacy and essential skills.” 

This intervention is intended to bring about change by addressing workforce challenges in 
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the fishing industry (in Atlantic Canada rural coastal communities) through the development 

and testing of a ‘contextualized blended learning approach’ to essential skills training.  

ESAF GOALS 

As per the ESAF project description, the ESAF goals include: 

• To increase the pool of skilled labour available in the fisheries sector; 

• To connect unemployed workers in rural communities to available jobs in the fisheries 

sector; 

• To strengthen the attachment of low-income individuals to the labour market by 

improving their literacy and essential skills and providing them with job-related training, 

thereby providing a better skill match with available jobs in their community; 

• To increase the essential skills of supervisors and middle-managers and establish 

workplace essential skills mentors/coaches to support the application of literacy and 

essential skills in the workplace and improved employee performance and retention; 

and 

• To develop and test an innovative and highly contextualized blended learning 

approach to essential skills training for the fisheries sector using a community 

partnership approach that is focused on rural, coastal regions, targeted to low-

income Canadians, and customized to needs of the fisheries sector.  
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INTENDED OUTCOMES 

The intended project outcomes are as follows.  

Access to supports 
Increased number of individuals accessing essential skills supports 

(e.g., find an example in an ESAF project doc) 

Improved essential 

skills for participants 

(workers/learners) 

Improved essential skills for individuals participating in the project 

(workers/learners) 

Further training and 

education 

Increased rate of individuals seeking further education and/or 

additional training  

Improved essential 

skills for mentors 

(managers / 

supervisors) 

Improved essential skills for mentors (managers/supervisors) (e.g., 

working with others, oral communication, thinking skills, etc.) 

contributing to their ability to be effective in their roles as 

managers/supervisors and capacity to retain employees, as part 

of wrap-around supports for vulnerable workers 

Integration of essential 

skills in workplaces 

Improved integration of essential skills into employer workplaces 

practices (e.g. recruitment, onboarding, and people 

management)  

Participant wellbeing 
Improved participant wellness and wellbeing (e.g., health, 

psycho-social capital, self-efficacy, self-confidence, resilience)  

Employer business 

outcomes 

Improved employer business outcomes (e.g., satisfaction, return 

on investment, reduced error rates, reduced accidents, increased 

retention, and improved productivity and customer service)  

Essential skills 

capacity 

Increased number of organizations with capacity to offer essential 

skills supports 

Labour market 

attachment 

At least 76 low-income job-seekers have a stronger attachment to 

the labour market through improved literacy and essential skills 

and job-related training (for both cohorts) 

Skilled labour pool 
A pool of skilled labour available in the fisheries sector (a minimum 

of 76 job-seekers for both cohorts) 
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DETAILED PROJECT GOVERNANCE AND STRUCTURE 

The project governance and structure are as follows. 

Atlantic Advisory 

Group (AAG) 

Multi-stakeholder group that works collaboratively to provide 

advice to the LCNB regarding the planning, delivery and 

evaluation of the ESAF project. 

Steering Committee 

Forum for the provincial partners to provide oversight, guidance, 

and input on all aspects of the project and facilitate 

communication, problem solving, and information sharing 

amongst the partners. 

Community Advisory 

Group (CAG) in each 

province 

Advisory body that meets and provides ongoing advice to the 

project team. The primary goal is to bring together government 

agencies and community organizations that work with low-

income target groups on a regular basis. Specifically, they help 

identify appropriate project participants and community 

resources available to support job-seekers in overcoming 

employment barriers and provide logistic support. 

ESAF Project Manager Overall project manager across all provinces. 

Provincial project 

coordinators  

Local community/  

classroom/training 

facilitators 

Coordinate ESAF project planning, implementation and reporting 

for each province. 

Facilitated classroom training for participants/workers and 

employer supervisor/manager mentors, and related duties for 

each province.  

ESAF MODEL COMPONENTS 

PARTICIPANTS (WORKERS/LEARNERS) 

The original ESAF Model has the following three components for participants. 

Classroom 
6 weeks of literacy essential skills and workplace skills offered in an 

adult learner classroom environment  

On-the-job 
2 to 4 weeks of on-the-job workplace learning (with flexibility of 

duration to be determined with the participating employers).  

Workplace 
6 to 12 weeks workplace experience with a participating ESAF 

employer 
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MENTORS (MANAGERS/SUPERVISORS) 

The five-day classroom ESAF Mentor Training made available to supervisors, managers, and 

others selected by their ESAF participating employer to be mentors to support participants in 

the workplace. Each participant (worker/learner) to be matched with an employer and that 

employer’s ESAF trained mentor(s) for their O-J-T and workplace experience.  

General mentoring General mentoring skills training  

Essential skills 

mentoring 

Training on mentoring in the workplace on the essential skills and 

competencies related to core/generic skills, group/level skills, and 

job-specific skills with a concrete learning plan related to 

individual work performance processes and outcomes 

PROJECT PHASES 

The project phases are as follows. 

Phase 1 Planning (February to June 2018) – complete 

Phase 2 Development (July to October 2018) – complete 

Phase 3 

Implementation (November 2018 to October 2020) 

• Cohort 1: November 2018 to November 2019 - complete 

• Cohort 2: December 2019 to October 2020   

Phase 4 

Ongoing evaluation 

• Interim evaluation report: February 2020 (this report) 

• Final evaluation report: December 2020 

• Implement the dissemination and sustainability strategies 

ESSENTIAL SKILLS DEFINITION 

As defined for employment and social development programs by the Government of 

Canada,1 the “nine essential skills are seen as ‘building blocks’ because people build on 

them to learn all other skills. They are needed for work, learning and life, and allow people to 

grow with their jobs and adapt to changes in the workplace.” Essential Skills are defined by 

ESDC as follows. 

  

 
1 Retrieved on January 11, 2019 from https://www.canada.ca/en/employment-social-

development/programs/essential-skills/profiles/guide.html 
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1. Reading 
Reading refers to the skills needed to understand and apply information 

found in sentences and paragraphs. 

2. Document 

use 

Document use refers to the skills needed to find, enter and use letters, 

numbers, symbols and images in electronic and paper formats. 

3. Writing 
Writing refers to the skills needed to compose handwritten or typed text 

to communicate information and ideas. 

4. Numeracy 
Numeracy refers to the skills needed to make sense of and apply 

mathematical concepts and information. 

5. Oral 

communication 

Oral communication refers to the skills needed to exchange thoughts 

and information with other people by speaking, listening and using non-

verbal cues, such as body language. 

6. Thinking 
Thinking refers to the skills needed to solve problems, make decisions, 

think critically, plan, remember details, and find information. 

7. Digital 

technology 

(skills) (formerly, 

computer use) – 

New 

 

Digital technology refers to the skills needed to understand and use 

digital systems, tools and applications, and to process digital 

information. 

8. Working with 

others 

Working with others refers to the skills needed to interact with other 

people (one or more). 

9. Continuous 

learning 

Continuous learning refers to the skills needed to continually develop 

and improve one's skills and knowledge in order to work effectively and 

adapt to changes. 

Additional 

information 

For additional information on essential skills, see: 

https://www.canada.ca/en/employment-social-

development/programs/essential-skills/profiles/guide.html  

LOGIC MODEL   

The project logic model on the following page is a pictorial overview of the intended inputs, 

activities, reach, and outcomes of the ESAF project. 

https://www.canada.ca/en/employment-social-development/programs/essential-skills/profiles/guide.html
https://www.canada.ca/en/employment-social-development/programs/essential-skills/profiles/guide.html


 ESSENTIAL SKILLS FOR ATLANTIC FISHERIES (ESAF) PROJECT 

INTERIM EVALUATION REPORT 

FEBRUARY 20, 2020 

10 

 



 ESSENTIAL SKILLS FOR ATLANTIC FISHERIES (ESAF) PROJECT 

INTERIM EVALUATION REPORT 

FEBRUARY 20, 2020 

11 

EVALUATION FOCUS AND METHODS 

PURPOSE OF INTERIM EVALUATION REPORT 

This interim evaluation report is intended to summarize the key evaluation findings from Cohort 

1 interviews and the project data management system (Intake/exit forms), as presented at the 

ESAF Atlantic project meeting in October 2019. This is not a required report but is intended to 

bring forward information about the project that can inform considerations and decision-

making for Cohort II planning and implementation. The overall final ESAF evaluation report will 

be available post-project in late 2020.  

EVALUATION APPROACH 

A participatory evaluation approach is taken to ensure the approach is consistent with the 

planning and decision-making needs of the Literacy Coalition of New Brunswick and its project 

partners. It involves the ESAF project manager and ESAF Evaluation Committee providing input 

into all aspects of the evaluation and sharing insight into their unique local context.  

A multi-site evaluation is being conducted for the ESAF project from June 2018 to October 

2020. This interim report focuses on the findings up to the end of Cohort 1. The comprehensive 

evaluation is descriptive in nature and focuses on multiple lines of evidence on relevance, 

implementation and management, and short-term and intermediate outcomes, as outlined in 

the logic model above. Long-term/ultimate outcomes from the logic model will not be 

assessed during the time frame of this evaluation.  

EVALUATION OBJECTIVES 

The primary objectives of the evaluation are as follows: 

4. To determine achievement of project outcomes 

5. To facilitate discussion and learning regarding best practices  

6. To leverage the evaluation to inform organizational learning and continuous 
improvement 

Note: Evaluation relates to a project, program, policy, or initiative and not to individual 

performance (e.g., not to human resource performance).  

EVALUATION STANDARDS, ETHICS, AND CONFIDENTIALITY 

The ESAF project coordinators used a general project consent form at project entry for 

participants and mentors that covers any feedback on the project including the evaluation. 

The evaluation consultants also obtained informed verbal consent from participants in the 

various interviews. The evaluation also follows the Canadian Evaluation Society (CES) 
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professional evaluation competencies and standards (www.evaluationcanada.ca). The 

evaluation team maintains confidentiality of personal information collected in accordance 

with and the Freedom of Information and Protection of Privacy Act.  

KEY EVALUATION QUESTIONS 

The following evaluation questions guided the evaluation (abstracted from project evaluation 

framework). 

1. What are the needs of the ESAF project’s targeted learners/workers and employers 

for job-specific skills, literacy, and essential skills; and the relevance of the project 

model? 

2. What activities were completed for ESAF overall, and by local projects? 

3. What were the perceived strengths in project implementation by ESAF overall, and 

by local projects? Was the project implemented as intended?  

4. What challenges or risks were encountered in project implementation by ESAF and 

by local projects? 

5. How can the project 

and future literacy and 

skills development for the 

fisheries sector be 

improved? 

6. What external factors or 

events affected project 

implementation?  

7. What were the lessons 

learned during project 

implementation that 

would inform future 

efforts in the fisheries 

sector?  

8. What were the key 

outputs produced? 

9. How were the intended target populations (learner/worker and employer) identified 

and involved? 

10. What was the level of learner/worker uptake, attendance, and completion of 3 

project components (Model) and employer manager/supervisor completion of 

workplace mentoring training? 

11. What short-term outcomes were achieved? 

12. What intermediate outcomes were achieved? 

http://www.evaluationcanada.ca/
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13. What were the unintended outcomes of the project (either positive or negative)?  

14. What is the sustainability of the project model for future implementation across the 

four Atlantic provinces? [Note: Q.14 is not included in this interim report except for 

challenges and improvements, but will be a focus of the final report.] 

DATA COLLECTION FOR INTERIM REPORT (COHORT 1) 

Data for the interim evaluation included: 

• Project intake form data for participants and mentors  

• 7 provincial project coordinator/facilitator interviews (1 NL where the 

facilitator/coordinator position was combined, 2 NB, 2 NS, 2 PEI) 

• 13 participant interviews (4 NL, 5 NS, 4 NB)  

• 12 employer managers/supervisors/mentor interviews (1 NL, 5 NS, 5 NB, 1 PEI) 

In addition, the following interviews were completed and will be included in the final, end of 

project report once a larger sample of these interviews are completed:  

• 3 overall project manager, Atlantic Advisory Board, and/or Project Steering Committee 

member interviews  

In addition to the planned evaluation activities in the contract and evaluation plan, the 

evaluation primary/direct evaluator data gathering also included: 

• 4 site visits in NB and NS completed to meet employers and observe work processes to 

get a better understanding of project implementation to further develop the evaluation 

• Provincial updates on evaluation findings prior to this report 

• This interim evaluation report 

DATA ANALYSIS 

Numerical (quantitative) information was analyzed using descriptive statistics (e.g., 

proportions) and presented in chart format, as relevant. Qualitative coding and thematic 

analysis were carried out to identify: 

• The main themes that emerge for each indicator 

• Description of the context or situation that is relevant to understanding the indicator, or 

description of the project planning and implementation related to the indicator 

• Examples relevant to understanding each indicator 

Not all end of project evaluation questions were addressed in this interim report. Additional 

topics will be covered in the final evaluation report.   
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COHORT 1 FINDINGS  

INTENDED VERSUS ACTUAL COHORT 1 SCOPE 

The following table outlines the intended versus actual scope of Cohort 1 implementation in 

terms of sites, mentors, and participants. 

Intended Cohort 1 scope Actual Cohort 1 scope Status 

6 sites (employers) 
7 sites  

(3 NB, 2 NS, 1 NL, 1 PE) 
Exceeded expected # 

Maximum of 24 mentors 26 mentors Exceeded maximum # 

Maximum of 48 participants 43 participants 
Slightly less than the 

maximum 
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PARTICIPANT AND MENTOR CHARACTERISTICS AND COMPLETION OF MODEL COMPONENTS 

COHORT 1 PARTICIPANTS (WORKERS/LEARNERS) 

Participant characteristics were based on intake forms compiled by provincial coordinators. 

Both gender and all age groups from age 18 to 64 were represented. Most participants had 

employment goals and had an employability action plan completed. Similarly, most 

participants completed the workplace literacy and job experience model components. 
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COHORT 1 MENTORS (MANAGERS/SUPERVISORS) 

Mentor characteristics were summarized based on intake forms compiled by provincial 

coordinators, as follows. Both gender and the age groups from age 25 to 64 were represented 

(no mentors were under age 25) as were several job position titles. Almost all mentors 

completed their mentor training.  

 

 

 

 

EMPLOYER AND PARTICIPANT NEEDS  

Employer representatives (managers and mentors) and participants 

(workers/learners)interviewed described their needs, as outlined in the following table.  
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Group Theme Description 

Employers 

(managers 

and mentors) 

Labour shortages 

Interviewees felt the industry is facing present and future 

labour shortages, especially for entry level positions and 

for rural areas. There is an urgent need for labour market 

solutions to meet growing skill shortages and demand. 

Entry levels workers may be unreliable or quit abruptly 

after they are hired.  

“With our industry labour market supply shortage, 

there is a need for a pool of potential hires”  

Causes of labour 

shortages 

Interviewees indicated that labour shortages are driven 

by older worker retirement, youth outmigration, and 

rapid turnover of entry level workers (quit, fired for poor 

attendance, etc.).  

Overall, employers recognized that front-line entry level 

jobs in fish processing and aquaculture are challenging 

jobs due to the physical demands, shift work, etc., and 

therefore these jobs are not for everyone. 

Interviewees noted that many potential workers face 

employment barriers and may have issues with work 

ethic, attendance, punctuality, transportation, dealing 

with workplace conflict, not knowing typical employer 

and job expectations, etc.   

ESAF can address 

needs 

Interviewees felt that ESAF can assist in addressing the 

labour needs and that the training provides value. 

Interviewees felt that ESAF can support better job 

preparation for participants.  

Provincial 

coordinators 

and 

facilitators 

Causes of labour 

shortages 

Interviewees noted that many potential workers face 

employment barriers such as low literacy, low motivation, 

lack of confidence (related in part to low literacy), lack 

of problem solving ability, poor attendance, lack of 

adaptability, and length of time out of the workforce. 

There may also be issues with employers in the industry in 

general, such as how employees are treated. 

“Literacy is just one part of the ... puzzle.” 

Participants 

(learners / 

workers) 

Employment 

pathway 

Participants interviewed saw ESAF as a pathway to a job 

or a way back into the labour force. 

Essential skills 

needs 

Participants interviewed saw the need to improve their 

literacy and workplace skills. 
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STRENGTHS  

Employer representatives (managers and mentors), provincial coordinators and facilitators, 

and participants (workers/learners)interviewed described the strengths of the ESAF model and 

implementation, as outlined in the following table.  

Group Theme Description 

Employers 

(managers 

and mentors) 

Project flexibility 

Interviewees felt the flexibility to adapt the model and 

implementation to meet employer needs was a strength 

(e.g., start dates, # weeks, adjustments). 

“The project is valuable and flexible in all its 

components.”   

Positive feedback 

on the mentor 

training 

Mentors provided positive feedback on their training 

including suitable topics and objectives and a good 

balance of presentation and discussion. The training 

provided useful skills (see outcomes below). 

Positive feedback 

on the participant 

training 

Employers and mentors noted the usefulness of  

participant training from ESAF that led to improved 

participant skills and the usefulness of training in WHMIS 

and first aid.  

Provincial 

coordinators 

and 

facilitators  

Project flexibility 

Some but not all interviewees felt that ESAF was flexible 

to adapt to participant and employer needs (e.g., 

considerable adoption/tailoring of classroom materials 

for learners/workers was needed). 

Sharing within 

ESAF 
Sharing across projects and committees was a strength. 

Employer 

commitment 

Accommodating and committed employers supported 

project implementation and made a difference in 

project implementation. 

Project team 

The project was generally supported by experienced, 

relatable, and adaptable facilitators and/or project 

team members who developed excellent relationships 

with the employers and participants. Encouraging and 

supporting the participants was felt to be critical to build 

participants’ confidence.  

Building on 

participant 

strengths 

Working with employers to find positions that matched 

individual participant strengths was thought to be 

helpful. 
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Positive feedback 

on the mentor 

training 

The mentor training was seen to include relevant topics 

and resources such as conflict resolution and built 

relationships between mentors at the same company. 

Provincial 

coordinators 

and 

facilitators 

(continued) 

Positive feedback 

on the participant 

training 

Using ‘hands on’ activities was an effective learning 

approach for participants who had been out of school 

and or the workforce. Sharing among participants was 

seen to support learning.  

Specific elements of training were noted as strengths 

including first aid and computer/email training, resume 

writing, guest speakers, having company representatives 

present, and/or the graduation ceremony. Interviewees 

felt that participants liked using the Chromebooks.   

The training led to gains in participant essential skills (see 

outcomes below). 

Participants 

(learners / 

workers) 

Project flexibility 

Participants appreciated the adjustments made by 

facilitators to meet their needs. 

“The facilitator made lots of improvements as we 

went along.” 

Project team 

Participants provided positive feedback on instructors 

and mentors such as their useful tips, teachable 

moments, and encouragement. They were seen as 

caring about participants and to be helpful or excellent. 

“Excellent’  

“All very helpful”  

“Made me feel like I belong” 

“The support was encouraging”  

“Made me believe in myself” 

Positive feedback 

on the participant 

training 

Participants liked many aspects of training such as  

math, checking work, social interaction, tours of plant, 

Chromebooks, and safety training. 

“Got more training” 

“Didn’t care to go back to school but learned 

some things.” 

Participants described the essential skills they gained 

(see outcomes below). 

Pay and 

allowances 

Participants appreciated receiving pay and project 

allowance during training (though concerns were also 

noted - see challenges below). 
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CHALLENGES 

Employer representatives (managers and mentors), provincial coordinators and facilitators, 

and participants (workers/learners)interviewed described the challenges in implementing the 

ESAF model and implementation, or the challenges with their participation, as outlined in the 

following table. Challenges contribute to identifying suggestions for improvement or building 

on what was done.   

Group Theme Description 

Employers 

(managers 

and mentors) 

Challenges with 

training materials 

Employer interviewees noted the training materials were 

not fully aligned to the workplace or there was not 

enough information on how to apply it. 

“The workbook would be more useful in the 

workplace (post-training) if under each topic, 

objective and five or so bullets there was detail on 

the ‘how to.’ ” 

Some employer interviewees found workbooks too basic 

or didn’t have time to complete the work during mentor 

training sessions. 

Participant 

expectations and 

employment 

matching 

Employer interviewees noted the challenge of 

participant expectation of full-time work, even though 

they were a seasonal employer.  

They also noted that it was hard to match the limited 

number of participants to the available job positions. 

 Sustainability 

There were some questions about what could be done 

to sustain this program after the funding ends in their 

communities. There was no expectation that the project 

should be re-offered in the community or be re-offered 

to them but rather as the project was of benefit was 

there another way in the future that this might be 

offered.  

“How can delivery options be found for 

‘sustainability’ in our communities?” 

Mentor training 

attendance 

difficulties 

Some mentor interviewees noted it was hard to attend 

full-time mentor training given their work commitments. 
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Provincial 

coordinators 

and 

facilitators  

Recruiting 

employers 

Some employers were not able to participate due to 

union decisions or were not interested.  

Challenges with 

training materials 

The lack of classroom training package relevance to the 

industry was noted by provincial coordinators and 

facilitators. 

Recruitment and 

communication 

challenges and 

participant 

expectations 

Some interviewees felt more information should be 

included on the participant recruitment ads and that 

communication should emphasize the entry level of the 

fish processing positions. Participants need to understand 

employer realities and seasonal peak times. 

Participant 

learning barriers 

Participant barriers to learning were noted such as anger 

management issues, length of time out of school, etc. 

among some participants. 

“Many people hadn’t been in school for awhile.” 

Project flexibility 

Despite many people citing project flexibility as a 

strength (see above), the proposal/funding requirements 

and length of each component were not seen by a few 

to be flexible enough for employer needs in Cohort 1. 

There was a mention that the reporting requirements 

budget requirements were onerous or inflexible.  

Practical 

challenges 

Practical challenges were noted such as insufficient 

space on the intake form for notes, challenges finding 

an appropriate classroom training location, long days for 

participant learning, lack of participant transportation, 

lack of participant money for food, and lack of cell 

service in the rural area. 

Participants 

(learners / 

workers) 

Challenges with 

training materials 

Many participants interviewed felt that the classroom 

material was not engaging, relevant, or understandable. 

“Materials were boring”  

“Not related to the jobs we were being prepared 

for”  

“Videos could be improved”  

“Examples and exercises could be related to 

what we need to know or do in the jobs ... use 

real examples from the supervisors at work” 

“Over our heads” 

Some parts (math), “didn’t mean anything to me” 
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Practical or timing 

challenges 

A few other challenges were noted less frequently such 

as employer visits/involvement could occur earlier, 

Chromebooks could be provided earlier for take home 

use during the classroom training (if not done in Cohort 

I). It was mentioned that group discussion sometimes 

went off topic during training (personal opinion), and the 

$75 allowance was not sufficient (some financial 

challenges).  

 Sustainability 
A participant wanted to know what happens after the 

project. Will there be future program? 

EXTERNAL FACTORS OR EVENTS THAT AFFECTED PROJECT IMPLEMENTATION 

There were few external factors or events that affected project implementation. Union input 

prevented a potential employer from participating. Some local issues affected the specific 

provincial start times but did not affect overall implementation.  

POTENTIAL IMPROVEMENTS 

Potential improvements are grouped according to the stage of the project model. 

IMPROVEMENTS TO PARTICIPANT IDENTIFICATION, SELECTION, AND ORIENTATION 

Employers (including mentors) and/or participants suggested to: 

• Provide greater up front marketing and communication to potential participants  

• Inform participants about the realities of work in the industry (especially variable and 

seasonal employment), the impact of personal issues on job fit, employment 

requirements such as criminal records checks and drug policies, and employer 

expectations 

• Link with other agencies that serve this population to identify participants 

• Involve employers earlier in the process such as participant selection or put more focus 

on screening participants for suitability for this type of work 

• Increase the number of participants to provide a greater pool of labour for employers  

Facilitators and coordinators suggested to: 

• Market the project more and have more recruitment ads 

• Clarify and formalize the participant selection criteria 

• Train facilitators on identifying employment barriers 

• Involve employers earlier and understand their policies 



 ESSENTIAL SKILLS FOR ATLANTIC FISHERIES (ESAF) PROJECT 

INTERIM EVALUATION REPORT 

FEBRUARY 20, 2020 

23 

• Engage with community partners earlier in the process and increase collaboration with 

community partners 

• Provide more flexibility in the application of the model by province  

• Provide more input into project decisions 

• Use a more personalized approach for each participant 

IMPROVEMENTS TO THE MODEL COMPONENTS 

Employers (including mentors) and/or participants suggested to: 

• Better align classroom materials with the nature of work and workplace realities in the 

industry and add more examples and takeaways 

• Consider shortening the mentor/supervisor training and obtain their input on the training 

focus and priorities 

• Extend follow up supports to participants during the work placement component and 

as they transition out of the project  

• Link participants to community supports 

Facilitators and coordinators suggested to: 

• Redesign the participant classroom materials for workplace relevance 

• Include greater emphasis on employability such as communication skills 

• Increase the length of participant classroom training 

• Shorter participant classroom days, which were seen to be too long for effective 

learning 

• Include a full five days of mentor/supervisor training 

• Have mentors meet the participants from their company prior to going to the worksite 

• Include additional communication and follow-up supports with participants during the 

work placement and after project completion to deal with issues that arise and to 

provide ongoing supports (e.g., linking them with community supports) 

MOVING FORWARD 

Employers (including mentors) and/or participants suggested: 

• Continue the project 

• Addresses industry labour issues 

• Improve participant employment prospects 

• Stay flexible 

• Identify sustainability options 
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PRELIMINARY LESSONS LEARNED 

Facilitators and coordinators identified some preliminary lessons learned during interviews  

such as: 

• The challenge of matching the participant classroom to industry realities and 

participant needs (which required some adaptation in Cohort 1 and needs further work 

for Cohort 2) 

• The need to learn more about participants at the outset of the project, prior to 

classroom training 

• The need for earlier literacy assessments in the process 

• The need to match participants to job positions earlier in the process 

• The need for more follow-up with participants at work after the job experience portion 

ended, since some participants need ongoing supports and advice 
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INTENDED AND UNINTENDED OUTCOMES 

Group Theme Description 

Employers 

(managers 

and mentors) 

Mentor skill gains 

Mentors noted they gained skills that they applied 

working with the ESAF participants and other workers in 

their company such as listening, confidence building, 

and problem solving any issues or situations that arose in 

the workplace.  

Participant 

essential skill gains 

Employers and mentors noted improved participant 

essential skills and the usefulness of training in WHMIS and 

first aid.  

Participant 

preparation for 

the workplace 

Employers and mentors felt that workers seemed to be 

better prepared for what to expect in the workplace. 

Labour force 

attachment 

Employers and mentors noted that ESAF provided 

participants with the skills to advance and provided a 

pool of new workers for the employer. 

Provincial 

coordinators 

and 

facilitators  

Participant skill 

gains 

The training led to gains in skills, literacy assessment 

scores, self esteem, confidence, etc. and will help with 

future advancement within the workplace. 

“Opened people’s minds to their own potential 

and possibilities.” 

Participant 

employment 

outcomes 

The project led to successful employment for many 

participants (employment outcomes are currently being 

assessed in a survey). 

Participants 

(learners / 

workers) 

Participant 

essential skill gains 

Participants described the skills they gained in the 

training including much discussion of learning about 

employer expectations as well as learning about time 

management, math skills, communication, and working 

with others. This helped build their confidence. 

Labour force 

attachment 

Participants noted the project provided a doorway to 

employment and the labour force. 

“This was a bridge to an employer [I was] not able 

to cross on my own.”  

“If going back to school was the way to a job, I 

was going to do it.”  

“Wanted to get in the [employer’s] door.”  

“Just wanted to be given a chance.” 
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CONCLUSIONS AND OPTIONS FOR CONSIDERATIONS 

PRELIMINARY CONCLUSIONS BASED ON COHORT 1 

Preliminary conclusions based on Cohort 1 interviews with 32 interviewees including employer 

representatives (managers and mentors), provincial coordinators and facilitators, and 

participants (workers/learners) are as follows. 

ESAF goal Progress toward goal (to end of Cohort 1) 

To increase the pool of skilled labour 

available in the fisheries sector 

The project successfully trained most of the 43 

participants in essential skills relevant to the fisheries 

sector and assisted with broader preparation for the 

workplace,  

To connect unemployed workers in rural 

communities to available jobs in the 

fisheries sector 

The project successfully matched most participants 

with a fisheries and aquaculture employer and 

provided job experience in the sector. 

To strengthen the attachment of low-

income individuals to the labour market 

by improving their literacy and essential 

skills and providing them with job-

related training, thereby providing a 

better skill match with available jobs in 

their community 

Through the provision of classroom training and 

workplace experience in the ESAF Model and 

through the support of mentors, the project led to a 

variety of improved participant essential skills relevant 

to the fisheries sector; broader improvements in 

workplace preparedness; and stronger self esteem 

and confidence to apply those skills in the workplace. 

To increase the essential skills of 

supervisors and middle-managers and 

establish workplace essential skills 

mentors/coaches to support the 

application of literacy and essential skills 

in the workplace and improve 

employee performance and retention 

The project supported mentors to gain skills that they 

subsequently applied working with the ESAF 

participants and other workers in their company such 

as listening, confidence building, and problem 

solving issues or situations that arose in the workplace. 

To develop and test an innovative and 

highly contextualized blended learning 

approach to essential skills training for 

the fisheries sector using a community 

partnership approach that is focused 

on rural, coastal regions, targeted to 

low-income Canadians, and 

customized to needs of the fisheries 

sector 

The project successfully developed and 

implemented the ESAF model with Cohort 1 in all four 

Atlantic provinces, working with seven employers and 

a variety of community partners. The project partners 

and the evaluation identified improvements in the 

ESAF Model and broader project implementation 

(such as enhanced communication to potential 

participants) that is being developed and 

implemented in Cohort 2.   



 ESSENTIAL SKILLS FOR ATLANTIC FISHERIES (ESAF) PROJECT 

INTERIM EVALUATION REPORT 

FEBRUARY 20, 2020 

27 

OPTIONS FOR CONSIDERATION IN COHORT 2  

Considerations for project design/re-design, continuous improvement, and project delivery 

improvements that were more frequently and/or consistently suggested by interviewees, 

including employer managers/mentors, facilitators and coordinators, and/or participants, 

included: 

• Provide greater marketing and communication to potential participants  

• Inform potential participants about the realities of work in the industry and employment 

requirements  

• Clarify and formalize the participant selection criteria 

• Involve employers earlier in the process (such as participant selection) and have 

mentors meet participants earlier in the process 

• Train facilitators on identifying employment barriers 

• Increase collaboration with community partners 

• Better align classroom materials with the nature of work in the industry and increase 

emphasis on communication skills 

• Continue to be flexible in project implementation  

• Identify sustainability options 
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