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Evaluation of the OASIS Computerization Project

1. EXECUTIVE SUMMARY

1.1. Introduction

In 1997, Citizenship and Immigration Canada’s Ontario Administration of Settlement and
Integration Services (OASIS) initiated a Computerization Project to build the capacity of
agencies delivering its ISAP (Immigrant Settlement and Adaptation Services), HOST, and LINC
(Language Instruction for Newcomers to Canada) programs.

Citizenship and Immigration Canada’s (CIC) contribution of $12.5 million resulted in five key
technology investments for the sector:

• 74 ISAP/HOST-funded agencies received local area networks (LAN), which varied in size
according to the number of counsellors employed, with a total of 450 workstations.

• 350 LINC language labs were set up across the province, varying in size from 5 to 15
computers, with a total of 2100 computers;

• A Settlement.org Extranet site (private web site) was established for the exclusive use of
selected organizations providing immigrant settlement services in Ontario;

• A Settlement.org public Internet site was developed to provide settlement information to the
general public, media, prospective immigrants, newcomers to Ontario, other government and
social service agencies without access to the Settlement.org Extranet. A sister French site
was also developed at Établissement.org; however, it was not part of the current evaluation.

• Support to the purchase and installation of computers and LANs was provided in the form of
staff training, management conferences and technical support through Metafore.

The initiative was directed by CIC with input from three advisory groups: the Project
Management Team, the Settlement.org Steering Committee, and the Ontario Region LINC
Advisory Committee. For the ISAP/HOST related operations, including Settlement.org, a Project
Management Team (composed of staff of the Ontario Council of Agencies Serving Immigrants –
OCASI – and external private sector firms) oversaw the activities with consultation from
agencies at various stages in the planning and implementation. In the last year, the Project
Management Team became the Project Advisory Team as OCASI assumed the management
role.
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1.2. Research Questions

The Computerization Project ended March 31st, 2002. Prior to moving ahead with new
computerization investments for the agencies, CIC hired RealWorld Systems, a technology
consulting firm, to evaluate options for future support.

The three key research questions  addressed in the course of this evaluation were:

§ How does the computerization project, with all its elements (LINC computerization,
ISAP/HOST computerization, Settlement.org Internet site and Extranet), impact services to
immigrants and refugees?

§ How should CIC invest in computerization over the next three years?

§ What changes, supports, and improvements are needed to the computerization project to
further benefit immigrants, refugees and the agencies and staff who work to support them?

1.3. Methodology

In order to address the research questions and develop the recommendations, a rich variety of
qualitative and quantitative evaluation methods were used, including professional assessments
and reviews of the technology infrastructure of the agencies and of Settlement.org.

In the earliest stages and at later key stages of the evaluation, members of advisory groups were
consulted and a literature review, online data search, and review of project materials were
conducted. The first phase of information-gathering also included an online discussion group,
telephone interviews with 38 respondents, and site visits (both general and technical in nature).

The existing technology systems (hardware, software, connectivity, and support) were assessed
and audited. This was complemented by an analysis of all Metafore service-ticket logs for 2001.

Both Settlement.org's Internet (English language version only1) and Extranet sites were analyzed
to determine traffic volume and primary topics that are being used by clients and settlement staff
as well as to identify and estimate the impact of barriers in the effective use of the sites by their
intended audiences in support of the settlement process.

In the later stages, structured surveys were used to prioritize sector needs related to all key issues
addressed in earlier methods, online technical support services were assessed, and
recommendations were tested with experts and advisory groups.

                                                

1 Établissement.org is a separate website with distinct content but it was not assessed in the context of this
evaluation.
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1.4. Importance of technology for agencies working in settlement

CIC’s investment in technology for the settlement sector has radically transformed the capacities
of ISAP/HOST-funded agencies and enhanced LINC language training. Without such a
significant contribution and commitment – $12.5 million over four years – the agencies would
not have been able to make these technology investments. The OASIS Computerization Project
provided not only a technology infrastructure for the settlement sector, but the essential tools and
supports that encouraged its integration into the agencies (i.e., training, technical support, and
specialized information via Settlement.org Internet and Extranet sites).

ISAP/HOST-funded agencies have integrated technology into their daily work: computers, email
and the Internet are essential working tools that benefit the settlement counsellors and managers,
their agencies, and their clients. Staff automatically turn to their computers to access the
resources they need for clients, to meet their own ongoing information needs, to communicate
and refer with others in the community, and to track and manage information. Staff in
ISAP/HOST programs draw upon the Settlement.org Internet and Extranet sites to meet many of
these information, networking, and knowledge requirements.

The use of computers as a language learning method is also engrained in the curriculum and
teaching of agencies providing the LINC program. LINC students draw two considerable
benefits from computer-assisted language learning:  gaining English-language skills and
acquiring computer skills. Given the growing expectation of computer skills for employment in
Canada, this latter benefit of providing computer-assisted language learning should not be
understated.

Since most ISAP/HOST agencies do not currently collect performance measures relating to
client success and caseloads, the full impact of computerization can only be evaluated through
anecdotal evidence. However, there was sufficient evidence through interviews, site visits and
surveys to conclude that computerization is a vital resource for agency staff. Without online
access to updated government regulations, job postings, agency service information, application
forms and so on, agencies would have difficulty in meeting the needs of their clients.

LINC programs do have detailed tracking mechanisms, and these may be helpful in assessing the
extent to which computer language labs help students progress more quickly or more cost
effectively. It is not clear to what extent LINC language labs directly address program criteria,
but they certainly appear to help students at the higher language levels adapt to Canadian life.

As agencies and the settlement/immigration sector continue to use computers and particularly the
Internet, we project that the potential for greater efficiencies and information flow will increase
rapidly.
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1.5. Recommendations

The OASIS Computerization Project used a managed service approach for the first four years.  In
other words, computers were selected, configured, installed and supported by a single vendor in
an effort to save costs and to build the capacity of the sector.  This approach made a great deal of
sense given the state of the agencies four years ago.

RealWorld Systems recommends that in the next phase of funding, control over technology
investments shift to the individual agencies themselves. In addition, technology funding should
not be considered a “special project.” Rather, it should be an essential ongoing operational cost
of providing services to immigrants and refugees within the mandates of ISAP/HOST agencies.

The transition from central to distributed control must be handled appropriately, with the proper
supports and resources to agencies, as they begin to manage their own technology. Some of the
supports and resources can be coordinated centrally (at the provincial level, possibly by OCASI)
and managed locally (in individual agencies).

This report has four major recommendations:

1. CIC should adopt a per-workstation funding formula to support the technology
infrastructure of the settlement sector.  This funding should be provided directly to the
agency as part of operating costs. An analysis should be done immediately of real technology
costs for the sector, using a Total Cost of Ownership approach. In the meantime, CIC and
agencies should begin planning and developing a process using a minimum of $250/month
per workstation for ISAP/HOST-funded agencies and a minimum of $100/month per
workstation for LINC computer labs, reflecting their simpler requirements.

Rationale:  Each agency is different, and its technology investments should match its
resources and needs. Managed services are appropriate when they are applied across an entire
agency, and lose their effectiveness when they are partially implemented or when they are
not associated with a rigorous feedback and measurement process. This recommendation has
three benefits: it allows agencies to control an increasingly important set of organizational
resources; it provides a rationale for approaching other funders for support; and it pushes for
greater efficiency through best practices at the agency level. On the other hand, it presents a
significant management challenge to agencies that will require some central support. This
challenge can be mitigated by a capacity-building strategy over the next three years.
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2. Agencies should be assisted as they prepare to integrate technology into their operating
costs and functions.  For those agencies that require it, some central assistance in the form
of guidance, advice and guidelines is necessary (although some agencies may opt out). An
Information Technology Consultant should be funded to locate and develop resources that
can help agencies manage their own systems. The consultant would not provide direct
technical support.

Rationale: The transition of responsibility for technology management to the agencies will
be an extremely demanding task. Most agencies are not equipped to handle all of the aspects
of technology planning and management, and will need assistance in locating and
supervising competent vendors, as well as building the skills to incorporate technology into
agency planning. At the same time, those agencies with an ability to manage their technology
and meet the service expectations should be able to opt out of any centralized planning.

3. Individual agencies should manage their own technology services, using a coordinated
approach that is directed within the agency by a designated senior staff person. As part
of the expectations of per-workstation funding, the agencies must provide access to
computers for ISAP/HOST program staff, offsite back-up of organizational information,
reliable and virus-scanned email, and Internet access to staff.

Technical support should use clear escalation, tracking and monitoring processes, drawing on
the Technical Liaisons, the I.T. Consultant, and service level agreements that make
performance expectations clear, easy-to-evaluate, and manageable.

Rationale: It will not be possible to get everything right immediately. Agencies must focus
on the basics of their technology infrastructure:  email, access to the World Wide Web, and
core computer functions. If they focus on those elements, other aspects of the technology
plan can be handled later. This approach enables significant flexibility for agencies; as long
as they ensure that they are meeting minimal performance expectations, they can use
computers in various ways. Regular and reliable backup is the other performance
expectation. It should be the first issue that agencies deal with, for reasons of liability and
professional responsibility to their clients and funders.

4. The Settlement.org Internet site should further define the needs of its key audiences and
continuously revise the site to increase its effectiveness.

Settlement.org has two primary audiences – immigrants and settlement staff. We recommend
that Settlement.org carry out regular usability assessments of representative users and ensure
that the site can be effectively used by its key target groups. For example, Settlement.org
may consider posting a simplified sub-site for users with low English literacy skills and little
Internet expertise. For settlement staff, Settlement.org may develop navigation around key
work processes and incorporate the site into training sessions relating to counselling. Further,
Settlement.org should consider what functions it can drop in order to free up resources for
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higher priority activities. We suggest in particular that the Extranet be minimized to reduce
administrative load. Finally, to meet the needs of new immigrants, CIC should consider a
promotional and public relations strategy to bring members of the public to the site.

Rationale: Settlement.org is a complex and information rich site. While it may meet the
needs of English-speaking newcomers with computer skills, it may be too difficult to
understand and navigate for those with fewer English and computer skills. A different
approach – with clear and simple language and navigation – that includes information in
many languages could respond to these needs. This simplified version should be a
complement to, not a replacement of the existing site.

Settlement staff, on the other hand, need information that is tied to their day to day activities,
and is easy to find. Agencies report that they mostly use the public Internet site to search for
client-related information. Eliminating most of the Extranet, but continuing with a small
members only section, would reduce confusion and duplication as well as administrative
expenses. The sections may remain in a password-protected Extranet should be directly
related to settlement staff and management only, such as (possibly) settlement jobs, online
technical support, and agency and program administration. Email newsletters and
notifications can be used to push information out to settlement agencies and staff, keeping
them advised of changes and updates on settlement issues.

1.6. Summary

Technology is a mixed blessing. It is increasingly necessary for the adequate functioning of
human service organizations, but it is still costly, complex and unreliable. No single approach
will meet the needs of all of the CIC-funded agencies.

Our recommendations place a burden of responsibility on agencies, and they will need help to
build the capacity to manage their technology. However, centrally managed services do not make
sense in this distributed, diverse environment. Furthermore, agencies will never build the
necessary technology capacity until they receive adequate funding for basic, core operations, and
until they are helped to develop the skills to hire and manage their own providers.

Technology planning is similar to other core management capacities, including the management
of office space, administration and human resources.  It is difficult to do, but an essential part of
organizational life.
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2. METHODOLOGY

The methodology for the evaluation of the OASIS Computerization Project used an iterative data
collection and analysis approach to ensure that stakeholders responded to findings and potential
solutions as they emerged.  Simultaneous with literature review, the data collection process
began with qualitative methods:  key informant interviews, observation, and discussion groups.
Both general and technical site visits were used to complement these processes.  At the same
time, Metafore’s full technical support service-ticket logs for ISAP/HOST and LINC agencies
were analyzed, along with the server logs for Settlement.org Internet and Extranet sites.

These inputs were analyzed by the RealWorld Systems team to provide trends, patterns and
possible solutions. Based on these analyses, a structured survey with quantitative measures of
satisfaction, importance and ranking was developed to test ISAP/HOST and LINC stakeholders’
priorities and clarify needs. Please refer to Section 6 for a graphic depiction of the steps involved
in the evaluation process.

The following channels of data collection were used:

§ Consultation with members of the Project Advisory Team (PAT) and, when appropriate,
members of the following groups: OCASI (Ontario Council of Agencies Serving
Immigrants), the Settlement.org steering committee (SOSC), and the Ontario Region LINC
Advisory Committee (ORLAC). Consultations occurred at key points in the evaluation (i.e.
when establishing research questions, testing the interview process and questions, reviewing
the structured survey, and reviewing the Draft Final Report).

§ Literature review, online data search, and review of project materials.  There were four
parts to the literature review:

§ The first focused on factors related to successful settlement, and the information
resources that best support those factors. An Annotated Bibliography can be found in the
Supporting Documents.

§ The second part aimed to identify research supporting Computer Assisted Language
Learning (C.A.L.L.), and the extent to which language labs improved the outcomes of
adult students. For these, we looked at the studies available through Settlement.org,
Metropolis and AlphaPlus (including LINC materials). We searched periodical databases
and, using several search engines, the resources available on the Internet.

§ The third part focused on Total Cost of Ownership analyses in various environments, and
approaches to managing I.T. costs. We reviewed the literature published by the major
research firms in this area, as well as studies on cost management in nonprofit
organizations.
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§ Finally, we read background documents provided by CIC regarding the development of
the Computerization Project and its evaluations through the past three years.

§ Online discussion group open to all stakeholders : RealWorld Systems, assisted by the
Settlement.org webmaster, set up and moderated a discussion group regarding the
Evaluation. The group enabled interested participants to subscribe to the group and to receive
email announcements of new postings.

§ Telephone interviews 2 with ISAP/HOST and LINC respondents : OCASI and CIC
recommended potential interviewees with different agency and stakeholder characteristics.
RealWorld Systems approached all recommended individuals and requested a telephone
interview, which could be conducted in either English or French. All respondents were
emailed or faxed background information and the questions ahead of time (in the official
language of their choice). A total of 38 telephone interviews were conducted during a one-
month period: 27 ISAP/HOST-funded agencies (of whom 5 also had LINC), five LINC only
agencies, 2 over-arching agencies, and 4 partner agencies.  For a complete list of the agencies
interviewed and their characteristics, please refer to sections 7 and 8 of this report.

§ General site visits and technical site visits3: These were conducted to gain greater insight
into how staff, clients and managers use technology and the Settlement.org sites, to better
appreciate the reality and challenges faced by the agencies, and to enhance what was learned
in the interviews.

§ Four (4) general site visits were made to agencies in Etobicoke, Toronto, Hamilton and
Ottawa, during which time RealWorld Systems consultants spent an entire day at LINC
or ISAP/HOST agencies, watching staff interact with clients, observing their use of the
computers and Settlement.org Internet and Extranet sites, and talking to people about
their needs, concerns, problems and potential solutions related to computers and
technology.  For a complete listing of agencies visited, please refer to section 9 of this
report.

§ Five (5) technical site visits took place in entirely different agencies in Kingston,
Toronto, Cambridge, Sudbury and Ottawa. They comprised observation, interviews and
an extensive review of technological infrastructure.

§ Technical Review - Descriptive Analysis of the Computerization Project Equipment
Base and Metafore Service-Ticket Logs : Following a visit to Metafore to collect general
information about service levels, service provision and scope of operations, Metafore

                                                

2 To see the Interview Questions, please consult the Evaluation Methods and Tools document.

3 The Site Visit Protocol can be found in the Evaluation Methods and Tools document.
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provided full service-ticket logs for 2001– including all agencies, and all calls. These service
logs were reviewed and analyzed to give us an insight into the type of calls placed by
agencies as well as the overall volume of calls. An analysis was done of serviceability issues
that affect the ongoing operations of ISAP/HOST and LINC installations.

§ Review of Settlement.org Internet (English-language version) and Extranet sites:
Following an interview with OCASI’s Settlement.org staff, a complete set of server logs for
both sites was provided and analyzed. The analysis determined traffic volume and primary
topics that are being used by clients and settlement staff. High-level reviews by a usability
expert identified and estimated the impact of barriers in the effective use of the sites by their
intended audiences in support of the settlement process. No analysis of Établissement.org
(the French-language site) was included in the evaluation.

§ Structured surveys4: Based on the interviews, the site visits, and the review of
Settlement.org, a structured survey was developed and piloted: one for ISAP/HOST and
another for LINC.  All ISAP/HOST Executive Directors and LINC Coordinators in Ontario
were invited by email to complete the structured survey (using distribution lists provided by
OCASI and CIC). The survey was then completed online and submitted electronically to
RealWorld Systems. For those agencies without email, the survey was faxed to them. All
problem email addresses (i.e. those that bounced back) were verified and corrected. Three
reminders were sent from RealWorld Systems, and all ISAP/HOST agencies were contacted
by phone to ensure that they’d received the survey and to invite them to submit. 68 LINC
agencies completed the survey and submitted it online, for a response rate of 61%. Among
the 78 ISAP/HOST agencies in the final sample, 50 submitted a survey, for a response rate of
64%.

§ Assessment of online technical support services: RealWorld Systems identified and
evaluated nine online technical support services including PCSupport, AnswerTeam,
AskDrTech and McAfee Clinic. We signed up for the most promising, tested them with
technical support issues, and spoke to management at three of them regarding the success of
the online support model.

Results of the Interviews and Surveys can be found in the Supporting Documents.

3. FINDINGS:  BENEFITS, IMPACTS AND GAPS

The $12.5 million in technology investments made by CIC during the OASIS Computerization
Project have had a tremendously positive impact on ISAP/HOST and LINC-funded agencies.
These investments have permitted Ontario’s agencies working with immigrants and refugees to

                                                

4 The entire ISAP/HOST and LINC surveys can be found in the Methods and Tools document.
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be more responsive to clients needs, more effective in achieving their service objectives and
better informed and connected to sector trends and policy changes of interest to them.

The investments of the Computerization Project were a catalyst for bringing the sector into the
information age: the computer workstations provided are now an everyday working tool, Internet
and email are primary means of research and communication, and Settlement.org sites are visited
regularly for news about the latest developments and access to the information needed to support
clients.

It is clear that agencies working with immigrants and refugees would not have been able to make
these technology investments without CIC’s commitment and its funding. The leadership
demonstrated by the OASIS Computerization Project provided not only a technology
infrastructure for the settlement sector, but the essential tools and supports that encouraged its
integration into the agencies (i.e., training, technical support, and specialized information via
Settlement.org Internet and Extranet sites).

The Computerization Project – like all technology projects – was not without its difficulties. Its
starting point was a primitive infrastructure in many locations which meant a steep learning
curve for project managers, for agencies and their staff, and for newly nominated Technical
Liaisons (TL).

3.1. Snapshot of Computerization Project Equipment Base

The Computerization Project was a $12.5 million investment by CIC into the settlement sector.
With CIC’s financial commitment, ISAP-funded agencies were provided with a workstation for
each of their counsellors, supervisors and one for public use. Each workstation was equipped
with office software, Internet access and e-mail services. A server and all necessary equipment to
run an internal network were installed. Extended warranties and call centre technical support
were also included with this contract.

LINC language labs – each with between 5 and 15 student workstations - were supplied with
three language training software programs (ELLIS, Tense Busters and Explore Canada). A
second stage of purchasing provided some labs with LCD projectors to demonstrate lessons to
the whole class. Extensive funding was provided for the Settlement.org websites, including
server, co-location fees, site design, content acquisition and promotion.

Training for the language instructors was held across the province prior to installation and
followed up at their annual conference. Settlement counsellors, supervisors, managers and
technical liaisons have received computer training in various forms:  formal classroom,
conferences, and onsite coaching.
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3.1.1. Equipment Base for ISAP/HOST Program

In February 2002, there were 433 ISAP/HOST workstations in 92 locations (some of
which were multiple locations of the same agency), with an average of 4.7 per location. 5

Over half (54%) of all the ISAP/HOST workstations were at locations with 5 or more
workstations.  A single public workstation was available in 86 sites. All ISAP/HOST
locations had at least one network printer installed and all had a scanner. Network servers
were listed as being installed at 75 ISAP/HOST locations.

The old City of Toronto, North York, Etobicoke, and East York (Central region) was
home to 43% of LINC and ISAP/HOST locations in Ontario. When this Central region
was expanded to include surrounding communities in the Greater Toronto Area, 68% of
all ISAP/HOST installations were accounted for.

3.1.2. Equipment Base for LINC Program

In February 2002, there were 2,108 LINC workstations in 204 LINC locations (some of
which were multiple locations for the same agency), with an average of 10.2 workstations
per location.  About one-third of LINC locations had the maximum complement of 15
LINC workstations. 81% of all LINC workstations were at locations with 10 or more
workstations.6 A slightly different equipment base was reported in the survey data. The
68 LINC survey respondents reported having, on average, 18 LINC computers in their
agency. These computers were used to teach English to, on average, 227 students. In
most LINC-funded agencies, a large number of individual students rotate through the
language labs each day.

3.2. Benefits and Impacts in ISAP/HOST Funded Agencies7:

3.2.1. Computer, Internet and Email Usage by Staff in ISAP/HOST Agencies

The settlement sector now relies on computers to serve clients effectively and to
accomplish its service objectives. Most staff have integrated computers into the pattern of
their daily work life, and many report that they could not imagine functioning without

                                                

5 According to the Metafore service logs and inventory table. The responses of people interviewed and surveyed
presented a different portrait of the distribution of equipment and resources in the sector. This may be due to the fact
that Metafore’s inventory is not updated regularly.

6 According to the Metafore service logs and inventory table .
7 For complete ISAP/HOST interview and survey results, please consult the Supporting Documents.
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them. In fact, 68% of telephone interview respondents reported that they use their
computer more than half the time.8

The key impacts of the computers and Settlement.org are: as a means of information
gathering and research (e.g. community resources and referrals, job and employment
information), as a virtual communication tool (e.g. email), as a way to a paperless office
(e.g. downloading and printing of forms and documents), and as a means of managing
client information.

Using computers in work with immigrants and refugees enhances the agencies’ capacity
to serve constituents, whether having a one-stop approach to information for a client who
is present in the office, or responding to inquiries from people preparing their arrival in
Canada from overseas. The OASIS Computerization Project has also significantly
increased access to the tools necessary to find employment – job listings and information
about potential employers, as well as the means to respond to employment opportunities.9

The OASIS Computerization Project has improved work life for ISAP/HOST-funded
agencies. Interviewees reported that computerization saves time and makes work life
easier, simplifies access to information, simplifies sharing of information, and increases
ability to communicate.10

3.2.2. Computer and Settlement.org Usage By Clients of ISAP/HOST Agencies

The focus of the evaluation was agency perspectives and needs in relation to
Settlement.org and computers but some client usage information was also collected and is
worth mentioning. It was reported that clients are using the computers, the Internet and
settlement.org primarily for the following:

• Accessing employment and accreditation information, job searching and resume
preparation;

• Accessing other types of information on the Internet;

• Using email;

• Learning English;

• Acquiring computer skills.11

                                                

8 ISAP interview results Q3a. For more results consult the Supporting Documents
9 ISAP interview results Q3 and Q4.
10 ISAP interview results Q5 & 5a.
11 ISAP interview results Q6.
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Client usage of the computers also has positive impacts on them: they gain independence
and reduce their dependency on the agency, they gain language and computer skills, and
they find employment and other information at their own pace. It also permits the
settlement worker to provide additional, more specific information and supports.12

Agencies reported that while some clients use the Settlement.org Internet site by
themselves, many do not.13 They also indicated that staff use the website a lot more than
clients and that the primary audience of Settlement.org continues to be settlement
workers and management.14

Of particular interest to the future directions for Settlement.org is the fact that those
clients who do access the Settlement.org Internet site while at an ISAP/HOST-funded
agency need a staff person to help them (69% said that clients sometimes need staff’s
help to use the website, 31% said clients often or always need help. No agency reported
that clients never need help.)15

This need for a counsellor’s help suggests that new immigrants experience difficulties
with understanding and navigating the Internet site. The issue certainly merits further
consideration and usability analysis (e.g. some immigrants may need information in other
languages along with additional supports such as basic orientation to computers).

3.2.3. General Usage of Settlement.org

Site volume and traffic patterns for both the Internet and Extranet sites were determined
by analysis of the common server logs for a three-month period (Aug. 1st - Oct 31st, 2001)
and sometimes extended to six months (to Jan 31st, 2002) 16. Over the extended August –
January period, the Settlement.org Internet site received an average of 412 visitors per
day17 and almost 5,000 page views per day.

                                                

12 ISAP interview results Q6a.
13 ISAP survey results Q10.
14 ISAP survey results Q12.
15 ISAP survey results Q11.
16 Review of the Settlement.org Server Logs: Common logs were available for a longer period, ending Jan 31, 2002.
However, a major change to the site’s directory structure complicated several analyses that combined data before
and after the change date. Some analyses were therefore restricted to server logs collected before the directory
change. Spot-checks of the data indicated that the post-change logs show substantially the same patterns as the
analyses reported here.
17 The Settlement.org Internet site is a public site. As it does not utilize cookies, attempts to identify unique
individual users or organizations would be unreliable and was not attempted. In addition, no attempt was made to
remove the effects of usage by Settlement.org staff.
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During the same 6-month analysis period, the Extranet was visited by 57 registered users
per day (median), with weekends and holiday periods removed. The site was indeed
visited during the weekend, but only at a rate of about 8% of the peak weekday rate. The
peak daily visitation was 106 users. An unknown but probably significant proportion of
the traffic arrives at the site by staff taking a link embedded within the Update emails
sent by the Webmaster to settlement staff.

A total of 1,125 registered users accessed the Extranet. A sampling of data revealed that
an average of about 175 unique users accessed the site per week, and about 400 per
month. The top 100 registered users accounted for 65% of all page views, with the next
100 users accounting for a further 17%.

The Internet site showed increasing usage over the period of analysis, whereas the
Extranet site shows a constant level, probably having reached its usage saturation point of
175 unique users per week.

By far the most popular single topic on the Internet site was Employment and job listings,
which was used about twice as much as the Renting and Housing, the next most popular
topic.   Jobs was also a very popular topic on the Extranet with Conferences as the second
most popular; other topics showed low relative usage.  The Extranet Discussion forums
were utilized by only a few “frequent users,” but were read by a larger number of staff.

3.2.4. Settlement.org Usage by ISAP/HOST Agency Staff and Management

Although the Settlement.org Internet site is designed for newcomers to Canada and the
Extranet is meant to support settlement workers, the usage of the sites does not follow
these conventions. Telephone and face-to-face interviews, as well as observation in site
visits revealed that sites are not used by settlement workers in such an exclusive way –
for example, they will visit the Internet site to get the forms, referrals, and other
information they need, rather than doing so on the Extranet. Only about 2% of the visitors
to Settlement.org Internet site arrived from links on the Extranet, meaning that most staff
who used the public site were accessing it directly.18

Both Settlement.org sites contribute to the work of ISAP/HOST-funded agencies and are
used regularly (most respondents (73 and 74%, respectively) say they use Settlement.org
daily or weekly). The difference in usage seems to be that 6% report that staff and
management never use the Extranet.19

                                                

18 See Review of the Settlement.org Extranet and Internet sites in the Technical Documents.
19 ISAP survey results Q7 and Q15.
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Settlement.org sites are high quality work tools for agency staff: 79% of respondents are
satisfied or very satisfied with the Internet site while the other 21% are neutral.
Satisfaction rates with the Extranet are the same; 77% reported being satisfied or very
satisfied.20  ISAP staff and management say it is easy or very easy to find information
(according to 91% of respondents). The same ease of use was reported for the Extranet.21

At the same time, a quarter of ISAP/HOST respondents (23%) reported that staff had
problems or frustrations with the Extranet. These comprised problems with access to the
Extranet (reliability, password problems), with navigation within the site, with staff
comfort level and available time.22

64% of survey respondents report that the settlement.org website is important or very
important to the settlement process. A higher percentage of respondents (73%) called the
Extranet important or very important to settlement.23

3.2.5. Problems and Gaps with Settlement.org identified by ISAP/HOST Staff and
Agencies

In the interviews, the main problems related to Settlement.org Internet site had to do with
the user’s own connection (too slow, unreliable), and with the complexity and level of
English-language reading comprehension required to use the site. A few felt that this was
a barrier to newcomers and suggested content in languages other than English or French.
Respondents also mentioned that newcomers often have little or no computer skills and
need some basic training.24

LINC instructors and survey respondents also mentioned a general need for online
information about the main issues related to arriving and settling in Canada for people
with low English literacy and for an easy-to-use site for job searches and access to
employment databases.

Content gaps/priorities for the Settlement.org Internet site as identified in the surveys and
interviews, focused on supporting job search and development, as well as notifying users
of the most current immigration policies and regulations. Those featured in most survey
respondents top three were, in decreasing order of importance:

                                                

20 ISAP survey results Q8 and Q16.
21 ISAP survey results Q9 and Q17.
22 ISAP Survey results Q19 and Q20.
23 ISAP survey results Q13 and Q18.
24 ISAP Interview results Q6c and 6d.
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§ Integration and certification and licensing issues faced by foreign-trained
professionals;

§ Regional job searching capacity (e.g. integrated job search engines for different
geographic areas);

§ Updates on ongoing changes to CIC immigration policy, regulations, requirements;

§ Predefined forms and templates for clients’ use (resumes, letters, references) that are
needed to support job searches. 25

A quarter of ISAP/HOST respondents (23%) reported that staff had problems or
frustrations with the Extranet. These comprised problems with access to the Extranet
(reliability, password problems), with navigation within the site, with staff comfort level
and available time.26

As well, the following priority gaps with the Extranet were identified in the ISAP/HOST
survey responses (in decreasing order of importance):

§ Having an easier way to be informed about new laws, regulations, and procedures;

§ Having more government forms that can be completed online and submitted online;

§ Organizing sections according to different programs (e.g. HOST, LINC, ISAP) or
audiences (e.g. management, technical liaison).27

A key issue related to the Extranet (as observed during site visits in addition to
interviews) was that users do not use the full potential of the site, and many merely see it
as a repository of online forms. There is a major divide observed between the richness of
content on the Extranet – of working tools for settlement workers – and their utilization
of that material. Several approaches, working together may be needed to bridge this
divide. These strategies could include additional promotion and marketing, training (e.g.
having the Extranet as an integrated element of all orientation of new workers to the
sector), or greater customization of the site to the settlement workers’ daily work flow,
among others.

                                                

25 ISAP Survey results Q14.
26 ISAP Survey results Q19 & Q20.
27 ISAP survey results Q21.
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3.3. Benefits and Impacts in LINC Funded Agencies28:

The Computerization Project for LINC programs was restricted to providing language labs for
students rather than, as with ISAP/HOST, transforming the capacity of the agencies. Partly as a
result, LINC agencies were less involved in the initial consultation and planning.  Many LINC
agencies reported receiving the computers without any advance notice of their arrival. As well,
there seemed to be a communication gap between CIC and some LINC agencies. Although CIC
guidelines came with certain restrictions, the funder remained open to changes so long as
agencies first consulted them. Many agencies simply interpreted the guidelines as final.

3.3.1. Computer Usage by LINC Instructors

LINC instructors do not have computers for their exclusive use. Most reported using the
computers in the LINC language labs to prepare their class plan (after students had left)
or using their own home computer.  Moreover, during class time, most LINC instructors
do not use a computer since this takes up a computer that is much-needed by students.

Regardless, LINC instructors use the language labs extensively in developing their class
plans and activities for their students. They identify activities and exercises for class time
(within the ELLIS, Tense Busters and Explore Canada programs), write their own
exercises (using the authoring functions), and search the Internet – if they have access –
for interesting materials that complement and enhance the available software.29

Computer-assisted language learning (C.A.L.L.) is seen as an enhancement and
reinforcement of the classroom language learning. It is an opportunity to reinforce
grammar, pronounciation and reading skills that are introduced in the class time, with the
added benefit of teaching computer skills that are marketable in the workplace. 30

3.3.2. Computer Usage by LINC Students

The LINC computers are used for both language and computer learning, targeted to the
LINC level and the student’s own computer skills. For language acquisition, computers
are used for pronounciation, reading, spelling, listening, grammar exercises and

                                                

28 There are few Ontario settlement agencies providing French language instruction to new immigrants in Canada
(i.e. LINC in French).  The specific needs of Francophone LINC-funded agencies – particularly in terms of software
and resources – should be addressed in a special needs assessment as they may be significantly different from the
needs and priorities of those providing LINC in English.

For complete LINC Interview and Survey results, please consult the separate Methods and Tools document.

29 LINC site visits.
30 LINC interview results Q3, 3a, 3b, and 4. LINC Site visits.
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vocabulary. To acquire computer skills, students may develop different types of
documents using MS Word (e.g. invitations, letters, resumes); they may use the Internet
to find general information, or email friends and family.

In the surveys, LINC agencies reported varying time spent in the language labs, with the
period increasing as the LINC level increased (i.e. fewer hours for Literacy, LINC 1 and
2, more hours for LINC 4 and 5)31. This may due to a decision on the part of LINC
coordinators to utilize computer resources where they feel they can have the most impact.

§ Literacy students spend, on average, less than 5 hours per week in computer labs
(with 62% of agencies reporting that they do not use computers at all with this student
group).

§ LINC 1, 2 and 3 students typically spend between 1-5 hours per week (with 24% of
agencies reporting that LINC 1 do not use computers at all, 12% reporting that LINC
2 students do not use computers and only 3% indicating that LINC 3 do not use
computers).

§ The number of hours spent in computer-assisted language learning increases with the
level: 9% of agencies reported that LINC 1 classes spend between 6-15 hours per
week, 16% reported that LINC 2 spend between 6-15 hours per week and 30% report
that LINC 3, 4 and 5 spend between 6-15 hours per week.

LINC interviewees felt strongly that C.A.L.L. was beneficial to LINC students, facilitated
language learning, and was an essential component of adult education. They felt that
computers permit customized learning opportunities, based on individual LINC learner
skills and interests, and allows people to learn independently and at their own pace.32

LINC students echoed these positive impacts – adding that they appreciated independent
learning, having immediate access to correct answers and pronounciation, enjoyed
listening and other diverse learning approaches of the programs, and valued the chance to
gain computer knowledge. Many said that this was their first real chance to learn
computers.33

                                                

31 It is difficult to interpret these findings since the survey did not include a means to capture that the agency did not
provide a certain level of LINC instruction.  As such, if an agency had no LINC 5 students, they checked 0 when
they should have been able to check “not applicable”.  This distorts the results slightly – particularly the “0 hours”
category.

32 LINC interview results Q5 and Q6.
33 Site visit records.
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3.3.3. Problems and Gaps Related to Alphaplus.ca

LINC agencies responding to the survey strongly identified a gap in web content specific
to LINC instructors, that is, online activities, tools and resources matched to different
LINC levels and their particular curricula (e.g. pronounciation, spelling, grammar
exercises).34

3.4. Issues Related to Client Information Management System

The need for an integrated client information system/database across the settlement sector
emerged strongly during the interviews, site visits and surveys.  Many agencies have different
intake and tracking mechanisms for each of their individual programs – often using different
software programs.  In the survey responses, 81% of ISAP/HOST agencies said it was important
or very important to develop a coordinated system for the settlement sector.

The need for a more coordinated and sector-wide approach to management of client information
was often accompanied by an expressed need to customize for an agency’s specific purposes and
to protect the privacy and confidentiality of clients.  A coordinated approach must reflect CIC (as
the primary funder), staff and program needs, and agency’s strategic needs (e.g. reporting to
Board, planning purposes).  Agencies consistently stated that they must control their own client
information.

Development of a Client Information Management System should be based on consulting and
assessing needs of agencies and clarifying reporting requirements with CIC and other key
funders.

3.5. Governance and Management of the Computerization Project

3.5.1. ISAP/HOST Agency Perspectives

Survey responses strongly supported a move toward agency control over technology
investments rather than a centralized approach Agencies requested adequate funding for
technology costs as an integral part of agency operating costs rather than in separate
funding (according to 90% of respondents).

Having the mechanisms to manage technology investments for themselves were huge
priorities for respondents. Ninety percent of respondents wanted an easy-to-understand,
comprehensive technical support agreement that is dedicated to maintaining all

                                                

34 LINC survey results Q10.
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equipment and 77% wanted an easy, effective way to ensure that agency complaints and
comments are addressed and that standards are monitored and met.

3.5.2. LINC Agency Perspectives

LINC agencies reported frustrations with the management of the Computerization
Project, largely because decision-making was disassociated from the service providers.
The examples are numerous; many agencies received computers with no warning, had
insufficient numbers of computers given their class size, difficulty in replacing
equipment, and did not understand the technical support contract and Metafore’s
relationship to the implementation.

LINC agencies stated that CIC should provide funds for technology as part of their
overall operating budget, rather than as separate special funding.  This was particularly
true for school boards and other larger organizations that have an Information
Technology infrastructure.  These agencies could easily absorb the LINC computers into
their existing systems and service their needs appropriately. At the same time, guidelines
governing the computers should be relaxed and replaced with expectations about use –
not control over software installed.

LINC agencies continue to need guidance and expertise around curriculum development,
particularly in relation to C.A.L.L. They requested that an objective agency recommend
software options for different LINC levels and language learning resources available on
the Internet.

4. RECOMMENDATIONS

4.1. CIC should adopt a per-workstation funding formula to support
the technology infrastructure of the settlement sector

CIC should provide adequate funding to agencies to support the technology components of their
funded programs. Analyses of Total Cost of Ownership (TCO) shows that the cost of buying
hardware and software is a small proportion of the true cost of maintaining technology. Real
costs include technical support, training, preventive maintenance, repairs, replacements, and loss
of productivity when computers are down.

CIC and its funded agencies should incorporate the real costs of workstations into the operational
costs of programs, in the same way that telephones, another form of technology, are incorporated
into office expenses.  This funding should be provided to agencies based on a per-workstation
formula.
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4.1.1. CIC should evaluate the costs of providing technology services as required by
agencies in the settlement sector, using a Total Cost of Ownership approach

Technology budgets must reflect current cost realities – and in the technology world,
these are rapidly evolving. As such, the true costs of technology in LINC or ISAP/HOST-
funded agencies must be assessed at the present time and re-evaluated on a yearly basis.

Published research on Total Cost of Ownership focuses on U.S. corporations rather than
Canadian nonprofits.  There is evidence (see Section 5) that nonprofits such as
educational institutions require lower investments, but more analysis is necessary before
CIC and the settlement sector can be confident of a reasonable budget estimate.

Total Cost of Ownership varies widely depending on how it is managed. Effective
management can dramatically reduce technical support costs and increase staff
productivity. Therefore evaluation of TCO should be done only on the sector leaders –
those agencies that appear to be using the ‘best of breed’ technology solutions – to
identify what can be achieved and to communicate successful approaches to other
agencies. The evaluations should include measures of effectiveness, uptime and user
satisfaction to ensure that cost is not the only consideration.

Cost: $50,000 for an initial TCO analysis and framework for the settlement sector, done
by a company with a strong background in Canadian TCO analysis and benchmarking
such as Compugen or Compass Consulting. A selection of settlement sector leaders
should be evaluated, identified through nominations and a preliminary screening.

This TCO analysis should be updated every year at a cost of $50,000 (for review of 3-4
agencies).

4.1.2. ISAP/HOST funded agencies should receive a minimum of $250/month per
workstation as part of their operational costs

It may take a number of months for the settlement sector per-workstation costs to be
assessed. In the meantime, CIC and ISAP/HOST-funded agencies need to begin working
with a budget. Based on research and Total Cost of Ownership (TCO) calculations from
Gartner, Compaq and others35, as well as discussions with managed service providers36,
RealWorld Systems  estimates that the cost of buying and maintaining computers,
networks, Internet connectivity and email are a minimum of $250 per month, per

                                                

35 For detailed information on TCO, please consult the Components of TCO  (Section 1) in the Technical
Documents

36 For example, Jean Jerome Baudry of Baudry Cybernomics and Paul Mayall of Mayall Systems.
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workstation. This does not include any provisions for loss of staff productivity, but
merely the investment that is necessary to support a working network. This figure also
includes technical support but not extensive training.

It will take careful management from agencies, and a skillful Information Technology
provider, to create an effective and reliable system within that budget. For more
information on the breakdown of the costs, please consult the Rationale for Per-
Workstation Funding (Section 5) and the Components of Total Cost of Ownership in the
Technical Documents.

Cost:  For ISAP/HOST agencies, this represents a cost of $1.35 million/year (for 450
workstations).

4.1.3. LINC agencies should receive a minimum of $100/month per workstation for
computer labs, reflecting their simpler requirements.

When a LINC computer goes down, it is less disruptive because it has no client files or
working documents on it, and users can easily move to another computer. Furthermore,
lab computers do not require complex software if they are focused on basic word
processing and web browsing. In some cases, older computers can be used, and either
repaired or moved out when they break down.

The computer labs do not appear to be a critical element of the LINC programs, though
they are growing in importance and seem to be an increasingly relevant support to clients.
LINC agencies and CIC need to assess the extent to which computer labs are a cost
effective investment in language learning in comparison to other ways of spending the
dollars.  (See Recommendation 4.1.4 below)

Cost:  Funding all existing computers in LINC language labs would represent an
approximate cost of $2.5 million/year for 2,100 workstations.

4.1.4. Develop mechanisms to track benefits and effectiveness of computer-assisted
language learning (C.A.L.L.)

Neither the literature review nor the interviews identified significant research into the
measurable benefits of computer-assisted language learning, although we found much
anecdotal evidence. It is still not clear how funding computers helps LINC students learn
more quickly or more effectively (i.e., would funding more LINC instructors produce the
same or better results?) Both LINC students and instructors speak to the enhancements
provided by C.A.L.L. to classroom instruction and to the added benefit of learning
computer skills as well as English skills.

 It might be worthwhile to develop mechanisms to track benefits of C.A.L.L., perhaps
using LINC’s Automated Reservation System (ARS). This could include measures of
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time spent in LINC language labs, types of activities, impacts and benefits in terms of
effectiveness and efficiency. With better information, decisions could be made about
whether it is cost-efficient to have computers for LINC (i.e., Do students learn more?
Learn faster?) compared with other interventions.

4.1.5. CIC should define performance standards for key technology services to be
provided by ISAP/HOST and LINC funded agencies in return for per-
workstation funding.

As part of the agreement for per-workstation funding, CIC and agencies should define
service expectations related to these technology funds. A basic level of performance must
be ensured to safeguard per-workstation funding from being applied to other activities or
workstations (i.e., not CIC-funded).

There are four key components that must be provided to qualify for the monthly per-
workstation funding to ISAP/HOST-funded agencies:  Access to a computer for each
ISAP/HOST funded staff; regular secure offsite backup of mission critical and client-
related data; reliable and virus-scanned email; and Internet connectivity.

Internet access and email affect the functioning of the sector as a whole by enabling staff
to take advantage of efficient communication and information tools, and regular backups
protect clients and the integrity of the agencies themselves.

For LINC computers, performance expectations could include Internet connectivity,
software availability, and classtime access (according to certain time criteria depending
on LINC level) The actual expectations and standards along with the mechanisms for
assessing performance are to be determined by CIC working in collaboration with the
agencies.

Cost: None; included in per-workstation funding

4.1.6. Develop guidelines and/or minimum expectations around computer-assisted
language learning (C.A.L.L.)

As it currently stands, there is a wide range of applications of computers and language
labs across the agencies and across the LINC levels. It is unclear what guidelines
agencies use to determine the number of hours that different LINC levels would spend in
computer language labs. It is also unclear what benchmarks for success are being used for
computer-assisted language learning (i.e., different from the Canadian Language
Benchmarks Assessment – CLBA).

There is great variation in the number of hours spent in LINC language labs, but some
trends emerge – notably that hours spent increases with LINC level.



Final Report May 20, 2002

Evaluation of the OASIS Computerization Project Page 26

It may be worth considering integrating learning objectives around computer-assisted
language learning into the LINC curriculum in a more formal fashion. A revised
approach to benchmarking and curriculum could reflect both computer-related objectives
and English-language objectives. This seems particularly relevant since LINC students
are expected to be relatively job-ready as they graduate from Level 5 and that the
Canadian workplace is demanding more and more computer skills.

Just as the CLBA benchmarks reflect a learner’s competence at performing a range of
listening/speaking, reading and writing tasks, a similar set of computer-assisted language
learning tools could be developed. These could be much simpler than the CLB and tied
directly to LINC levels 1-5, i.e., as language skills are more developed, more complex
computer skills can also be learned.

Ongoing assessment related to computer skills could be performed in the classroom by
instructors, using checklists and benchmark-related tasks – just as the language
benchmarks are assessed. CIC, in consultation with agencies delivering LINC and with
ORLAC, could build on the resources that it has already funded to develop guidelines
and expectations 37.

However – before any further investments are made in funding of computer-assisted
language learning, CIC must determine if this approach is more beneficial and cost-
effective than other approaches (see Recommendation 4.1.4 above).

4.1.7. CIC policies and guidelines should further encourage agencies to integrate
ISAP/HOST and LINC-funded technology into their existing organizational
information systems

A number of agencies perceived that the Computerization Project imposed restrictive
policies regarding the use and configuration of computers38. More restrictive policies
regarding use make sense in a managed environment, where the entire sector shares a
technical support provider, for example. However, they penalize agencies that are
managing their technology investments appropriately. Funders should encourage
agencies not to create silos of incompatible systems.

CIC should focus on clear service expectations rather than policies governing utilization
to enable agencies to be more flexible regarding their technology infrastructure.
Interviewees consistently stated that LINC computers must be more accessible for

                                                

37 Computer Assisted Language Learning: A Software Guide for the LINC Classroom.  (2000) by Sharon Rajabi and
Pat Witol might be one source of information for minimum expectations and guidelines.
38 Citizenship and Immigration Canada staff managing the Computerization Project were surprised to hear that the
policies were perceived as restrictive, since agencies were able to re-deploy computers as long as the re-use was
reasonable and they requested permission.
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students to practice English, to search for employment, and to develop their computer
skills, even in ‘off hours,’ (i.e., not during LINC class time). LINC computer labs should
be open to immigrants and refugees outside class time if possible, and staffed by
volunteers or other program staff to maximize their use. Moreover, if agencies want to
extend their Internet service to the LINC computers, they should be free to do so.

For ISAP/HOST and LINC, it should be possible to transfer computers to other users or
programs when they are obsolete for CIC purposes, or to donate them to clients and
students.

Cost: None

4.1.8. Other funders should be urged to cover the legitimate technology expenses
related to their funded programs, taking CIC’s lead

CIC has been a leader in recognizing the need for technology among human service
providers, and has enabled the sector to build much-needed capacity. It could draw upon
its experience and commitment to the OASIS Computerization Project to convince other
funders of the legitimacy of technology expenses to service delivery and to contribute
their share of funding.

Many funders continue to view technology as distinct and separate project costs, not as
an integral and essential part of operations. Nonprofit agencies throughout Canada
reported in a national survey by the Voluntary Sector Initiative that they were prevented
from making technology investments because of inflexibility and resistance on the part of
most of their funders.39

Over the next few years, CIC should support agencies in their efforts to obtain adequate
technology support as part of operational funding, rather than as ‘special projects’ from
niche funders. The approach of per-workstation funding based on real Total Cost of
Ownership will ease some of the pressure that CIC experiences to support the services of
other funders, while enabling agencies to begin managing their own requirements.

Over the next three years, agencies should clarify how technology contributes to each of
their programs (ISAP, HOST, LINC, and others), and how different funders can subsidize
their portion of the total.

                                                

39 Technology Needs of the Canadian Voluntary Sector, Voluntary Sector Initiative, Government of Canada, 2001.
http://www.vsi-isbc.ca/eng/joint_tables/im_it/reports.cfm
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In addition, some high-impact special projects should be jointly funded by major funders.
In particular, agencies would greatly benefit from the development of client management
and tracking software (see Recommendation 4.2.3 below).

Cost: Advocacy and funder relations initiative, possibly coordinated with the federal
Voluntary Sector Initiative, would be supported by internal staff time at CIC and
agencies.

4.2. Key resources should be provided across the sector to help
agencies make technology investments

The single biggest problem with the Computerization Project has been the lack of performance
management from CIC and the agencies themselves. Monitoring and continuous process
improvement requires a significant investment in staff time but is absolutely essential to
managing technology programs. Without a monitoring/response capacity, the agencies will
continue to experience unsatisfactory technology supports, and CIC’s investment will be poorly
used.

As LINC and ISAP/HOST-funded agencies move toward a TCO approach to technology
funding, some will require more supports than others. It may be that larger more-established
agencies with their own information technology department simply receive the per-workstation
funding and can directly manage the performance expectations that accompany the funding.
Other agencies, particularly smaller ones, may need more support.

Over the next three years, as the TCO approach is phased into the settlement sector, some central
supports must be offered to agencies with less in-house technology expertise. Those who are
confidant that they can meet the expectations may op-out or participate in these central services.

4.2.1. Hire an Information Technology Consultant for the settlement sector to
coordinate systems issues and supports

At present, there is no individual dedicated to managing the complexities of technology
and technical support to settlement agencies across Ontario, and agencies do not have the
resources to each have an I.T. specialist. An I.T. Consultant should be hired to address
and coordinate certain key technology issues centrally – and provide reliable,
knowledgeable guidance to agencies as they move towards managing their own
technology resources.

We suggest that this I.T. Consultant be based at OCASI and have key accountabilities to
two user groups in the settlement community: Technical Liaisons and technology
directors in each of the ISAP/HOST (see Recommendation 4.3). In addition, LINC
agencies should be served either by the same consultant or by another located in the
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LINC system. In the latter case, the consultants should ensure that they are not
duplicating services to the sector.  The I.T. Consultant’s performance should be evaluated
against the satisfaction and feedback of the user groups

The IT Consultant serving ISAP/HOST programs, is not meant to be a one-person call
centre, dealing with small-scale technical support issues.  Rather his/her role is to identify
technology resources that would have the most impact for agencies in the sector and
serve as a resource for good technology management.

One of the first tasks for the I.T. Consultant to address is ensuring that agencies have the
capacity to make (and restore) regular offsite backups of data. This is one of the key
performance expectations as part of the per-workstation funding structure (see
Recommendation 4.1.5). The I.T. Consultant, working with TLs across the system, could
develop possible approaches that agencies can adopt. One approach might be that agency
staff save all of their files onto a central server instead of their personal workstations.
Every night, that server should be backed up automatically onto the Internet using a
secure and redundant service that saves multiple versions of the files. Backups should be
tested regularly to ensure the data can be easily restored. As most agencies will require
outside help to set this up initially, the I.T. Consultant and TLs could identify potential
reputable outside contractors who provide this service.

Other key tasks for the I.T. Consultant – all tied to the expectations of the per-
workstation funding approach and the needs of agencies – would include:

§ A directory of recommended email, Internet, software and technical support providers
throughout Ontario. These providers would be nominated by agencies, or identified
on the basis of performance criteria. For example, email services could be
recommended based on uptime, virus and spam filtering, flexibility, etc.  Annual
updates to the directory should be based on results of ongoing monitoring and
feedback from agencies.

§ Instruction to agencies on how to hire, track, monitor and deal with technical support
providers.  This might include examples of Service Level Agreement(s) and a
framework for developing a technology plan (see samples in Technical Documents).

§ Identification of issues to consider and potential providers of hardware and software
(e.g. MS Office at charity prices) for agencies to purchase.

§ Establishing mechanisms, tools and processes for tracking, identifying and escalating
technical issues from Technical Liaisons across the sector;

Cost:  Approximately $90,000/year.  Some of these functions may be covered under
OCASI’s current technical support grant from Volunteer Action Online this year.
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4.2.2. Develop resources for LINC-funded agencies by drawing on the expertise of
C.A.L.L. specialists

Although agencies want more control over the LINC computers, they also recognize that
a number of issues could be addressed centrally. This is particularly true in the case of
software and Internet resources and the further development of guidelines and/or
curriculum related to C.A.L.L.

There is a strong demand for a list of recommended software for different LINC levels,
from which individual agencies can select what is most appropriate to their clients’ needs.
Agencies also want a list of recommended Internet-based software/programs.40 

LINC agencies also identified an important gap in web content, that is, online activities,
tools and resources matched to different LINC levels and their particular curricula (e.g.
pronounciation, spelling, grammar exercises).41 This web-based information would be of
particular use to LINC Instructors.

For students, it was felt that general content focused on the main issues that newcomers
face (e.g. housing, education, language and literacy, legal services, employment) as well
as for a job search and employment database, were most needed.42 Given the richness of
information on Settlement.org, a series of class activities could be proposed that draw
upon this site, in particular.

4.2.3. Develop client database/management system for ISAP/HOST-funded
agencies, involving national CIC as well as other funders.  This is a case for
joint application development and possibly web services.

It is not enough to provide agencies with computers and other technology. The real
advantage of information technology will come with improved processes and data
transfer, which will require the development of sophisticated tracking and client
management systems.

A great deal of agency time is spent in collecting and communicating data about services
and clients. Many agencies have developed data collection systems involving various
programs, such as Excel, Access and ACT in an attempt to increase efficiency. None of
them meet the agencies’ needs regarding data collection for their various funders as well
as the complex case management demands of their clients.

                                                

40 LINC survey results Q9 and Q11.
41 LINC survey results Q10.
42 LINC survey results Q10.
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A good case management and tracking system for ISAP/HOST agencies would provide a
significant benefit to the agencies and their clients. However, there is a long history of
unsuccessful tracking programs in the sector. The development of such a system would
be challenging and costly, and requires a cost benefit analysis.

Cost: Unknown.

4.2.4. Develop a training program around computer-assisted language training

Many LINC instructors face a number of challenges in terms of integrating computers
into their class planning – not the least of which is the fact that some have never been
trained on C.A.L.L. or on the software provided. This is partly due to the high turnover of
LINC instructors in some agencies, partly due to the fact that some agencies may provide
no professional development for LINC instructors and partly due to other organizational
and funding realities.

The first priority for LINC training builds on access to online content for LINC classes
(see Recommendation 4.2.2 above), that is, training on how to integrate web-based
resources into class time activities.  At the same time, there is an ongoing need to know
how best to use the currently available software (Ellis, Explore Canada, Tense Busters) in
ways specific to different LINC levels.43

Some LINC agencies have high calibre resources to draw on for technical assistance and
training of LINC instructors. For example, some school boards have specialized
computer science teachers and/or computer-assisted language learning facilitators. These
specialized people are an invaluable resource to their agency and to the sector as a whole.

An integrated approach to training should be used that draws on the specialized skills in
the sector and shares these more broadly. Resources and guidelines developed as part of
Recommendation 4.2.2 and 4.1.6 should be shared with the sector and integrated into the
orientation of new LINC instructors.

Moreover, LINC agencies indicated a strong preference for local workshops, customized
training of small groups, and visits by experts with demonstrations and training onsite.44

                                                

43 LINC Survey results Q7 and Q10, as well as site visit results.
44 LINC Survey results Q8.
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4.3. Each agency should manage its own technology services, using
a coordinated approach that is directed by a designated staff
person or external vendor

As the transition to agency control and management of technology services begins, an individual
must be designated in each agency to direct this process within the agency itself. This should be
the responsibility of a senior manager, though certain functions may be delegated to a Technical
Liaison or outsourced to a vendor.

This designated technology manager does not need to perform any technology tasks or
responsibilities – they only need to ensure that performance expectations for technology
contracts are met, and act accordingly if they are not met. The importance of involving a senior
manager cannot be overestimated according to research on managing outsourced relationships45.

There should be a number of supports to this individual, notably the I.T. Consultant based at
OCASI, performance standards and expectations, resource directory of email, Internet and
technical support resources in Ontario, and Settlement.org.

Some agencies are already capable of managing their own information technology, and already
have I.T. staff. Most agencies are struggling with the complexities of handling all of the things
that can go wrong, and would need significant supports in order to take over full responsibility
for technology. Agencies should consider outsourcing functions that can be more efficiently
provided by offsite services such as email, web hosting, and increasingly, network management.

4.3.1. Contracts with third party providers such as technical support companies
should be accompanied with clear performance requirements, complaint and
escalation procedures, and escape clauses if requirements are not met.

Examples of monitoring and performance criteria, as well as a sample Service Level
Agreement for a technical support contract, are in the Technical Documents.
Performance indicators should be analyzed weekly or monthly, and actions taken to
address any problems.

Customer satisfaction is an important element of a vendor relationship but can be
misleading. “Users may be unable to identify the source of their problem—in other
words, whether the data center, LAN, or application is at fault. As a result, the outsourcer
may be blamed or given credit for areas outside their purview. A more objective and
quantitative approach is to measure infrastructure performance against service level

                                                

45Can We Talk? Communication, Commitment, and Other Keys to a Successful Outsourcing
Relationship  Compass, 2001 at http://www.compassamerica.com/whitepapers/CanWeTalk.pdf
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objectives, such as unplanned downtime per week, first-level problem resolution rate, and
availability.”46

4.3.2. Technical support should comprise several levels, including Technical
Liaisons, and should enable agencies to integrate support throughout their
organizations.

Full-time on-site professional technical support is far too expensive for most agencies,
and it is clear from industry experience and the agencies’ comments that most general
users will not be able to learn how to trouble-shoot computer problems even with phone
support and online help. Motivated Technical Liaisons would be able to learn how to run
diagnostic programs and basic trouble-shooting with minimal training. They would then
be able to call in professional support when necessary.

In some cases, agencies have high turnover with the TL position, or TLs may not be
available. It is important that agencies are able to use an approach that works for their
own technology support needs. If agencies can figure out how to use other staffing and
support models without a TL, they should be free to experiment with them. However,
there should always be a designated person in the agency who can make decisions
regarding technology problems, even if it is to call in a paid technical support
professional (see Section 4.3 above).

The TL is the first-line of problem-solving when something goes wrong. All agency staff
should know that if they are still having computer problems after they have rebooted the
computer, they should call the TL. The TL should then have a simple but effective and
systematic way of diagnosing and dealing with the problem.

TLs should also be supported by clear guidelines regarding critical issues such as data
backup. Currently, in many agencies, there is no clear and enforced system. Individual
staff may copy their most important data onto floppy disks when they think of it.

A simple process improvement would be to urge staff to save all data on a central server.
(Unfortunately, these kinds of urgings tend to be ignored.) A more rigorous process
would back up data automatically, and remove the pressure on the TL to enforce
unpopular processes.

Building in processes and policies takes time and will evolve as the agencies learn to
manage technology better. As noted above in previous recommendations and in

                                                

46  Early, Often, and in Writing: Applying Benchmarks to IT Outsourcing Agreements. Compass, 2000.
www.compassamerica.com/whitepapers/earlyofn.pdf
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referenced materials (see Footnote 41 and 42), monitoring and performance tracking at
the agency level is essential for improvement to take place.

Consult the Technical Documents for supplementary information about ‘Technical
Support Process, Escalation and Tracking’.

4.3.3. Support varied approaches to technical assistance that recognize the fact that
many LINC students have few computers skills

Interviews and site visits suggest that LINC students learn both language and computer
skills at LINC language labs. As such, the LINC instructors are often in a dual role of
computer coach and language instructor which places additional demands on them. There
is an ongoing need for creative approaches to technical support in LINC language labs
that encourage more on-site support given the sometimes high student needs.

In both policy and practice, CIC should encourage LINC-funded agencies that develop
such approaches to supporting LINC instructors and students. These approaches could
include trained volunteers in the LINC language labs, C.A.L.L. facilitators, in-house
technical support.

4.3.4. Address hardware, Internet connectivity and email services.

4.3.4.1. ISAP/HOST and LINC-funded computers should have reliable
Internet connectivity and email

Currently, email services are inconsistent and unreliable across the sector.
Agencies are not equipped to set up and manage email services, which are
becoming mission-critical tools.  A number of different models for email and
Internet service needs to be explored for different types of agencies in different
locations throughout the province.

One favourable option for ISAP/HOST agencies is outsourcing email service,
which removes most of the administrative burden from the Technical Liaisons
and the technical support provider, and applies the expertise at the supplier level.
This places the costs of maintaining, administering and controlling the mail
systems in the hands of the services supplier. Email and Internet issues are the top
issues currently being addressed by Metafore.

While LINC computers should have Internet access, they must be separated from
the agency network to prevent access to confidential files. Email can be accessible
to students through free web mail services.
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4.3.4.2. Agencies must develop their own technology plans to decide how to
buy, repair and replace computers, within CIC’s per-workstation
funding

There are many good ways to manage technology, and agencies must develop
models that work for them.

For example, Gartner (a major technology research firm) now recommends a
four-year lifecycle for corporate PCs. Their previous recommendations were to
upgrade computers every three years, but for most users they believe this isn’t
necessary. Low-end or mainstream PC users can use older computers, while new
replacements should go to power users such as graphic designers or analysts.47

Other technology articles aimed at small business suggest that most users can use
a five-year lifecycle if their primary use involves email, word processing and web
access.

Interview and survey results suggest that agencies are concerned with replacing or
repairing computers at some future point, but that is not a burning issue.
Moreover, the current computers seem sufficient for staff use.

On the other hand, managed service providers will generally recommend up to
date computers that are easier to support and trouble-shoot remotely, over Internet
connections.  The cost of buying new equipment can often be recouped through
decreased technical support costs.

Agencies must use the model that they are comfortable with.  The directory of
resources recommended above in section 4.2.1 will be extremely helpful for
agencies in assisting them to accelerate their planning processes and to make good
decisions.

Managed services do not necessarily imply brand name, expensive computers,
despite the marketing of the major computer vendors. Brand-name computers like
HP or DELL generally incorporate proprietary drivers, etc., that result in higher
maintenance costs. Agencies may consider buying good quality clones with
standard one year warranties. Third-party technical support may then be
negotiated for subsequent years, in order to integrate services across the agency.

However, this calculation will depend on the nature and cost of the warranty as
well as the extent to which the I.T. is managed according to ‘best practices’.

                                                

47 See for example this recent technology article:
www.techrepublic.com/article_guest.jhtml?id=r00320011219ern01.htm&fromtm=e101-1
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Many agencies are reluctant to call in technical support for minor problems unless
their computers are on warranty. Also, agency policy and other supports may
make a brand-name purchase more beneficial.

Agencies must make decisions on how to manage their own technology
investments, working with competent Information Technology providers. No one
model will serve all agencies.

4.4. Settlement.org should further define the needs of its key
audiences and continuously revise the site to increase its
effectiveness

4.4.1. Further define immigrant audiences on Settlement.org

The profile of immigrants to Canada is continually changing and complex; there is no one
“typical” person. Canada’s new immigrants come from all over the world, with different
sets and levels of skills and competencies – professional and personal – and differing
abilities to speak English. There are many highly educated, English-speaking immigrants
to Canada, just as there are also many people who are just learning English and may have
little education and no profession before arriving.

While Settlement.org may be responding well to the needs of English-speaking and well-
educated immigrants, it may present a number of significant challenges to others. These
relate to the level of English-language competency required to use the material on the
site, and to the level of Internet and computer skills required to navigate through the
information. Both of these levels may be too high for a significant portion of the
Settlement.org audience to benefit from the Internet site.

Further reflection and consideration of all types of possible users for the website should
be undertaken. It may be that non-English speaking immigrants are not a primary target
audience for Settlement.org, but this issue must be discussed.

Note that this evaluation did not collect feedback directly from clients regarding
Settlement.org, although LINC students were asked if they used Settlement.org  For these
reasons, the evaluators can only offer general comments on client needs (based on the
literature review and the high-level reviews of the sites in addition to consultation with
agencies) and changes that might be considered in response to this data.  Further,
Établissement.org website is a separate French-language website that was not part of the
evaluation.  It has its own distinct content and merits an evaluation of whether it is
meeting the needs of Francophone settlement workers in Ontario.
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4.4.2. Consider a simplified version of basic content for those users with low
English literacy skills and little Internet expertise

Given the findings of the literature review (see Annotated Bibliography in the Supporting
Documents), the high-level reviews of the sites, and comments made during the interview
and survey phase, it seems that a stripped-down version of the public site, with only the
very basic information related to settlement might be a consideration. This could present
the core information in a variety of languages and using a simplified navigation, therefore
easing the task of a relative newcomer to Internet and web. It could be a supplement to
the current Internet site with its richness of information.

4.4.3. Conduct regular usability reviews of the public site to ensure that it is
meeting the needs of different types of newcomer groups

Given the continually changing needs of immigrants to Canada, Settlement.org Internet
site could benefit from more regular usability reviews with immigrants and potential
immigrants themselves. This would be more hands-on assessment of the site as people
who are part of different primary user groups work their way through problems or
searches, rather than relying only on surveys and onsite feedback (although these are also
valuable sources of information).

One approach might be a cycle of quarterly mini-usability sessions, which could be
implemented with different types of “newcomers” – including new immigrants, potential
immigrants, refugees, and immigrants who’ve been in Canada for longer periods of time.
This usability session could involve having an individual walk-through a scenario online
of trying to find information and help for an issue, and using Settlement.org to find the
answers needed.

There are a number of specific usability issues which relate to navigation, content and
structure of the public site that emerged from the findings and merit further consideration.
These additional recommendations can be found in Review of the Settlement.org Internet
and Extranet sites in the Technical Documents.

4.4.4. Streamline and prune the information on the sites

The content of the Extranet and Internet site should be reviewed yearly. Settlement.org
might consider whether specific content is worth updating, whether it should be archived,
or whether it might be given to another agency that can manage it. For example, the
Reference Shelf on both the Extranet and Internet was developed as part of a specially-
funded project, and is not directly relevant to the two major audiences (settlement
counsellors and immigrants). If information is not constantly updated, it becomes
irrelevant and is a source of confusion and unnecessary complexity.
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4.4.5. Develop promotional and public relations strategy for the sections of the
public site that are targeted to immigrants as well as agency staff

Given that immigrants themselves are the primary audience and users of the Internet site,
a promotional and public relations strategy and campaign aimed at guiding them to the
site is needed. This strategy could focus on both new and recent immigrants in Canada, as
well as potential immigrants. The strategy should include the production and distribution
of promotional materials, along with a diffusion of information and materials to key
points (consulates and embassies, immigration information centres and agencies).

The promotion of Settlement.org must also continue to be aligned with other priorities of
agencies and staff. The current promotional approach of touring ISAP/HOST-funded
agencies and others throughout Ontario is beneficial to the sector and responds to training
approaches favoured by respondents in the surveys and interviews.

Currently, one full-time staff person is responsible for all promotional and marketing
activities for both websites. This may be insufficient to address the promotional needs of
both sites along with the training and orientation needs of agency staff. Further funding
of promotion and marketing may be considered to increase penetration and use of the
sites.

4.4.6. Consider making most of the Extranet “public” with only a small members-
only section

There is a significant amount of overlap between the information on the Internet and the
Extranet site. This may have been the result of a desire to have most information that
settlement counsellors would use on the Extranet – all the while recognizing that
newcomers would also use this same information (e.g. on-line forms, news section,
events, reference shelf). Telephone and face-to-face interviews, as well as observation in
site visits revealed that sites are not used by settlement workers in such an exclusive way
– for example, they will visit the Internet site to get the forms, referrals, and other
information they need, rather than doing so on the Extranet. Moreover, only about 2% of
the visitors to Settlement.org Internet site arrived from links on the Extranet, meaning
that most staff who used the public site were accessing it directly.

It may be useful to simplify the Extranet radically into a members-only section. All
public domain information should be available on the public Internet site, and not
duplicated on the Extranet, including forms, events, news and the reference shelf.

Those sections that are truly “private” – online technical support, settlement jobs, people,
discussions, agency and program administration – should be the only content in the
“members-only” section. This would radically reduce the complexity of the Extranet and
reduce the staff demands.
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4.4.7. Push information out to settlement agency staff and management using the
email newsletter

Agency staff and management surveyed expressed a strong need for continuous updates
on policies, procedures, and regulations within the sector that affect their work. People
are happy with the Settlement.org e-newsletter, and see email notification as the best
means to stay current.

At the same time, the review of the Settlement.org server logs reveals that Extranet usage
has reached a plateau of 175 unique users per week, and that while more people read the
discussions, few contribute.

We suggest that Settlement.org reduce staff time spent on facilitating the discussion
groups and invest additional time in email newsletters to provide information on the
priority interests of settlement workers.

One approach, which addresses priorities identified in survey results for email
notification and updates, could be a two-part e-bulletin:

1. Job postings and announcements (e.g. conferences, workshops, forums, RFPs) that
are relevant to all agencies working in settlement, sent to all subscribers (who may or
may not be in ISAP/HOST-funded agencies);

2. Weekly/bi-weekly summaries of key issues and resources related to the work of
settlement staff. This e-bulletin could include discussion of the key issues and state of
the art in practice, a list of online and print resources (online reports, research papers,
guidelines) to access for additional information, information about how to support
clients in relation to the issue, and possibly, referrals to specialists available online
(e.g. ask-the-expert).

The information cited on the newsletters should be archived and searchable on
Settlement.org.

4.4.8. Explore the possibility of aligning information on the Internet site more
closely to the work processes that settlement staff perform in context of
ISAP/HOST programs

Settlement.org could further benefit agencies if it was more closely aligned with the core
tasks involved in serving clients or managing the agency. For example, the first steps in
serving a client might be to ensure they have a health card, that they are signed up for
English lessons, that their legal status in Canada is being appropriately addressed, and
that they obtain assistance in searching for jobs. New agency staff are trained in these
steps when they become counsellors.
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There could be design approaches to address this issue or training approaches. In terms
of design solutions, the site might group together the key steps in settlement and the key
web resources that support this process. Even a page within the website that collects
these things together might be highly beneficial. For example, there might be a HOST
page that collects together information about making presentations to community
members, recruiting, orienting and recognizing volunteers, matching immigrants and
volunteers, and promoting a program. Links to additional supports for all these key
HOST activities could be clustered on the same HOST page.

Settlement.org could embed the training process by allowing counsellors to work
systematically through these steps on the site, while providing a search capacity for
other users. In this fashion, site content and structure would be more clearly aligned with
the service objectives of a settlement counsellor and his/her client. It should be
integrated into the orientation of all new settlement counsellors in Ontario and in
ongoing training.

5. RATIONALE FOR PER-WORKSTATION FUNDING

The following section summarizes the rationale and research supporting the central direction of
Recommendation 1: That CIC should adopt a per-workstation funding formula to support
the technology infrastructure of the settlement sector.

RealWorld Systems spent considerable time attempting to identify ways to support the
technology requirements of ISAP/HOST agencies. All of our analysis led us to the conclusion
that that an inadequate budget will lead to inadequate results, and that even the best, most
creative management requires a minimum level of investment.

The level of investment should be based on the real cost of managing an adequate level of
technology.  Research into this issue, generally referred to as “Total Cost of Ownership” (TCO)48

has demonstrated that the initial price of a computer is a small portion of the real costs of
supporting it throughout its life.

                                                

48 See especially the following websites for information and best practices on TCO analysis:
http://techguide.merit.edu/plantemoran1.htm, http://www.cosn.org/tco/about.html ,
http://www.compaq.com/tco/bestpractices/, http://sesatmanagement.gsa.gov/download/SeatTco/ and
www.educause.edu/ir/library/html/cem9829.html .  All of these resources are U.S. based.  Compaq offers a software
tool to estimate the extent to which an organization is using best practices in managing technology costs and
performance at www.compaq.com/tco/snapshottool.html  - it’s highly recommended.  Gartner is the leading research
and consulting firm associated with TCO analysis; see
www3.gartner.com/4_decision_tools/measurement/decision_tools/tco/tco.html



Final Report May 20, 2002

Evaluation of the OASIS Computerization Project Page 41

CIC should provide technology funding directly to agencies as part of their operating expenses,
based on the real costs of managing technology.  The “real costs” should be estimated using a
Total Cost of Ownership approach, which involves the use of best practices to control expenses
and to maximize the effectiveness of the computers.

This approach recognizes that each agency is different, and that its technology investments
should match its resources and needs.  It also pushes control over technology down to the agency
level where services can be adapted and matched to local needs, capacities, and realities.

Estimating per-workstation funding needs

The research on Total Cost of Ownership (TOC) distinguishes between direct costs of
computers, including hardware, software, repair, technical support and administration, and
indirect costs including downtime and loss of staff productivity.  For more information on cost
breakdown, see “Components of Total Cost of Ownership” section of the Technical Documents.

RealWorld Systems recommends that per-workstation funding be based on direct costs only,
since indirect costs are already covered under staff salaries.

We were not able to locate current data on the costs of ownership for technology in the Canadian
nonprofit sector.  Therefore, we recommend that an immediate analysis be conducted of real
technology costs for the sector, using a Total Cost of Ownership approach, by a company
specialized in this type of assessment.

In the meantime, agencies and CIC must work with a budget for the maintenance and
replacement of computers and the provision of technical support.  We recommend that until a
satisfactory assessment of costs is completed, CIC and agencies begin planning and developing a
process that uses a minimum of $250/month per workstation for ISAP/HOST-funded agencies
and a minimum of $100/month per workstation for LINC computer labs.

This estimate is based on two major data resources.  According to Gartner49 - a major American
TCO analysis company – the lowest cost estimate for managing computer costs in an educational
context is $2,500 (US) per user per year, including hardware/software, operation and
administration.  This minimum cost reflects all possible best practices and does not cover end
user operations or downtime.

                                                

49 Cited in Compugen: www.compugen.com/services/tco.htm#
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A 1997 white paper by IDC50 analysing TCO in the educational sector estimated direct costs as
$2,251 US.  They stated that nonprofit organizations spend less on technology than businesses
for several reasons; charity pricing of software, slower replacement of older computers, less
powerful computers and fewer technical support staff.

Most TCO calculations are in the range of $9,000 to $12,000 (US) per year per workstation, with
the direct cost component about half of that.  Our recommendation of $3,000 CDN per
workstation per year is low according to published research, but it within the range currently
being used by some innovative Canadian managed service providers.

It is important to note that the largest potential cost savings from the use of best practices are in
the indirect cost category.  In other words, a poorly-managed system may seem to cost about the
same as a well-managed system in terms of obvious direct costs, but will cause great amounts of
wasted staff time and lost productivity.

                                                

50 Understanding the Total Cost and Value of Integrating Technology in School “, by International Data Corporation
(1977). www.apple.com/education/k12/leadaership/LSWTF/IDC.html
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APPENDIX

6. ILLUSTRATION OF THE METHODOLOGY FOR THE EVALUATION
OF THE OASIS COMPUTERIZATION PROJECT
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7. AGENCIES INTERVIEWED

Agency Interviewed Name Title

Advocates for Community Based Training
and Education for Women (ACTEW)

Jen Liptrot Online Community
Animator

Afghan Women’s Counselling & Integration Fahima Fatah LINC Coordinator

Catholic Community Services of York
Region

Allison Lawrence Settlement Counsellor

Catholic Cross Cultural Services Carolyn Davis Executive Director

Catholic Immigration Centre – Ottawa Lucila Spigelblatt Program Manager

Centennial College Sara Katz Chair Access Programs

Centre Francophone de Toronto Liliane Kvarv Directrice générale par
intérim

Community Information Toronto Margaret Williams Supervisor, Electronic &
Print Services

COSTI – IIAS Immigrant Services Mario Calla Executive Director

Culture Link Alfredo Barahona Community Outreach
Coordinator

Dejinta Beesha – Somali Multi-Service
Centre

Mohamed Bayahow Technical Liaison

Digital 4Sight Michael Miloff Principal Consultant

Guelph and District Multicultural Centre Pat Joannie Executive Director

Halton Multicultural Community Centre Sophia Makridis Executive Director

Hamilton-Wentworth Catholic District
School Board

Jack Maga Principal of Continuing
Education

Inter-Cultural Neighbourhood Social
Services

Fatena Akach Coordinator

Kingston and District Immigrant Services Christopher Wulff Outreach and
Communications
Coordinator

Lakehead Board of Education Linda DePiero Manager

Malkam Consultants Ltd Virgina Taylor LINC Coordinator
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Agency Interviewed Name Title

Malton Neighbourhood Services Ricardo Gascon Technical Liaison

Mennonite Central Communities Centre Marvin Henry
Dueck

Front Line Worker

New Canadian Centre – Peterborough Michelle Ramdhanie Front Line Worker

New Canadian Centre – Windsor YMCA Jackie Rumiel Manager

OCASI Debbie Douglas Executive Director

Ottawa Chinese Community Services Centre

Ottawa-Carleton Immigrant Service
Organization (OCISO)

Nancy Worsfold Executive Director

Quinte United Immigrant Services Esperanza McIntyre Executive Director /
Settlement Counsellor

Rexdale Women’s Centre Fatima Fillippi Executive Director

Settlement and Integration Services of
Ontario

Liban Abdi Settlement Counsellor /
Technical Liaison

Settlement.org Steering Committee Ted Richmond Chair

Sinclair-Jones & Associates Howard Sinclair-
Jones

Consultant

Social Development Council of Ajax-
Pickering

Parvin Syal ISAP Co-ordinator

South Asian Family Support Services Uday Shankardass Executive Director

Sudbury Multicultural Folk Arts Association Mark Elliott Cross-Cultural Educator

Thunder Bay Multicultural Association Cathy Woodbeck Program Manager

Welland Heritage Council and Multicultural
Centre

Clair Marie
Gerencser

Executive Director

Y MCA of Cambridge Settlement and
Integration

Ines Sousa-Batista Program Director

YMCA of Kitchener-Waterloo Cross
Cultural Services

Steve Rowe &
Anna Malosavetch

Technical Liaison
ISAP Coordinator
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8. CHARACTERISTICS OF KEY INFORMANTS IN TELEPHONE
INTERVIEWS

In January and February 2002, 38 interviews were conducted:

• 27 ISAP/HOST agencies participated (representing 1/3 of ISAP/HOST agencies in Ontario);

• 2 over-arching ISAP/HOST groups were interviewed: OCASI and Settlement.org Steering
Committee (SOSC);

• 5 LINC agencies participated;

• 4 “Other” partner agencies were interviewed (including Digital 4Sight, Sinclair-Jones &
Associates and Community Information Toronto, ACTEW).

Of the 27 ISAP/HOST agencies interviewed, they had the following characteristics:

Characteristic Description Number

English 24

French 1

Language

Bilingual 2

East 6Location

Central 5

North 2

South 6

Location

Metro Toronto 8

Small 13Agency Size

Large 14

Stakeholder* Frontline 8

Management 17

Client 0

Technical Liaison 11

LINC in addition to
ISAP/HOST

Offer LINC as well as
ISAP/HOST

5

*Totals will exceed 29 since some people represent more than one stakeholder, e.g. manager and
technical liaison is same person.
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9. AGENCIES VISITED

Four organizations were visited in February 2002 by members of the RealWorld Systems team as
part of the general site visit:

Polycultural Immigrant & Community Services (Etobicoke)

• offers ISAP program and LINC instruction;

• 3 classes observed and interviews with 11 LINC students, 8 LINC instructors, LINC
coordinator and a settlement counselor.

Toronto District School Board (Toronto)

• offers LINC instruction;

• Interviews with 19 LINC students, 9 LINC instructors, 3 computer-assisted Language
Learning (C.A.L.L.) facilitators and LINC coordinator.

Settlement and Integration Services of Ontario (Hamilton)

• offers ISAP & HOST programs, assesses LINC learners for instruction;

• 11 individual interviews: HOST staff, TL, settlement counselors, employment counselors,
LINC assessor.

Catholic Immigration Centre (Ottawa)

• offers ISAP and HOST programs;

• 5 in-depth interviews.

In addition, 5 agencies were visited in March and April 2002 by RealWorld Systems technical
expert for an on-site technical review:

Sudbury Multicultural Folk Arts Association (Sudbury);

Kingston & District Immigration Services (Kingston);

YMCA of Cambridge Settlement & Integration Services (Cambridge);

Rexdale Women’s Centre  (Toronto); and,

Lebanese and Arab Social Services of Ottawa-Carleton (Ottawa).
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10. ACRONYMS AND DEFINITIONS

The following chart serves as a guide for all the acronyms utilized in this document.

Term / Acronym Definition

CIC Citizenship and Immigration Canada

RWS RealWorld Systems, Inc (Canada)

HOST Program The HOST Program is aimed at creating “matches” between Canadians and
newcomers to provide mutual benefits to both.  The Canadian volunteers have an
opportunity to learn about other cultures while they assist the newcomers in
integrating into Canadian society.

ISAP Immigrant Settlement and Adaptation Program.  Through this program, Service
Providing Organizations provide basic orientation, referral services, settlement and
employment counselling, interpretation and accompaniment services to newcomers.
These services touch on basic services needed by newcomers, such as with health
care, transportation, housing, education and employment.

LINC Language Instruction for Newcomers to Canada.  This program is intended to
provide basic language instruction to newcomers who don’t speak either official
language of Canada in order to assist them in integrating successfully into the region
in which they live.

OASIS Ontario Administration of Settlement and Integration Services

OCASI Ontario Council of Agencies Serving Immigrants

ORLAC Ontario Region LINC Advisory Committee.  ORLAC’s mandate is to provide advice
and guidance to Citizenship and Immigration Canada (CIC) on operational issues
and policies relating to the Language Instruction to Newcomers to Canada (LINC)
program.  A large part of its role is to review, assess and make recommendations on
proposals for funding under the delivery assistance component of the LINC program
that are of a regional scope.

PAT Project Advisory Team for Computerization Project, comprises two OCASI staff and
two external consultants who were instrumental in developing and implementing the
first phase of the Computerization Project.

SPO Service Provider Organization

SOSC Settlement.org Steering Committee oversees and advises the settlement.org Extranet
and Internet staff.  Its members represent different agencies and stakeholders.

TL Technical Liaison. Staff volunteer in ISAP/HOST and LINC agencies who provide
first-level technical support
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11. LIST OF SUPPORTING DOCUMENTS

The following supporting documents to this report are posted on Settlement.org and are available
from CIC.

1. Technical Reports:

The technical reports supplement the Recommendations of the Final Report. They will be of
particular interest to Technical Liaisons in ISAP/HOST and LINC-funded agencies, to agency
Executive Directors and other managers, to Settlement.org users and staff, and to individuals
interested in the more technical information about the evaluation.  Sections comprise:

• Components of Total Cost of Ownership
• Technical Review : Systems Audit of Hardware, Software and Connectivity
• Technical Review : Computerization Project Equipment Base and Metafore Service-Ticket

Logs Descriptive Analysis
• Review of Settlement.Org Internet and Extranet Sites

2. Methods and Tools:

This document contains the various tools used by RealWorld Systems in the course of the
evaluation to address the research questions, including interview and site visit protocols, as well
as the surveys.

• Methodology (Expanded version)
• LINC Interview Questions
• ISAP/HOST Interview Questions
• LINC and ISAP/HOST Site Visit Protocol
• ISAP/HOST Survey
• LINC Survey

3. Interview and Survey Results, Annotated Bibliography and References:

The results of key research activities can be viewed in this document, including the following:

• ISAP/HOST and LINC Interview Results
• ISAP/HOST and LINC Survey Results
• Annotated Bibliography and References


