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Executive Summary 

Background 

LMNOP (a pseudonym) has been providing job readiness training for diverse communities in 

the  United States for decades.. LMNOP helps refugees, people with disabilities, people 

recovering from addiction, and other “at risk” groups prepare for employment. LMNOP has 

begun updating and reviewing the design of all its programs, agency wide as part of a larger 

three-year initiative that includes implementing a new Learning Management System (LMS). 

This agency-wide initiative begins with the redesign of the ESL for Employment program. 

We, the evaluation team and paper authors, have met with ESL for Employment program 

leadership to better understand the programmatic goals and determine the definitions of 

program quality. We introduced Chyung’s 10-Step Evaluation method (Chyung, 2019) to the 

client, and proposed a 12-week timeline for the evaluation events. The completion of this 10-

Step Evaluation is well-timed to inform the design of the  Program. The Evaluation team Project 

Lead is also a consultant working for LMNOP on this project. 

Working with program leadership, we uncovered the key program attributes that indicate quality. 

These are referred to as dimensions, and include program completion (defined through 

multiple indicators, including attendance), increased confidence, a sense of community and 

job acquisition. In order to measure these, we developed a Data Collection Plan. This involved 

designing and administering data collection instruments according to the Collaborative 

Institutional Training Initiative (CITI Program) data collection standards 

(https://about.citiprogram.org/en/homepage/). 

We analyzed the data according to criteria for quality, and synthesized the quality scores for the 

different dimensions into an overall quality score for the program. 

 

Evaluation Methodology 

This was intended to be a summative, back-end evaluation to examine the ESL for Employment 

program and assess the overall quality via a Case Success Method approach (Averbeck et al, 

2020; Brinkerhoff, 2006). We also employed the Kellogg Program Logic Model to identify which 

part of the program we were focusing the evaluation, as well as the inputs that impact results. 

Throughout the evaluation, there was uncertainty around the dimensions and concern about the 

amount of extant data available to help measure these aspects relative to the sample size.  

For instance, language data was originally to be collected, but the language assessments were 

disrupted by the pandemic and transition to online learning. At the time of evaluation, most 

learners had only had their pre-test since starting online. As such, the language data only 

provided a snapshot of language proficiency, and could not consistently report learning gains 

made as a result of the program. Similarly, job acquisition data had inconsistencies due to the 

COVID-19 pandemic and changes to the job market. As for extant data, we used the attendance 

data provided. During ongoing conversations, we discovered that this was in fact an important 

aspect for completion and program funding, and included this data for evaluation. 
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Evaluation Results 

After reviewing the quantitative and qualitative data collected, we determined the quality for 

each dimension of the ESL for Employment program: 

a) Program Completion: 

Program completion is achieved in three ways:   

1. Job Acquisition 

2. Completing 86 total course hours 

3. Completing one cycle of the curriculum (12-16 weeks) while maintaining at least 70% 

attendance. 

 

The overall completion rate fell in the “good” category of 64%. This number was impacted 

greatly from COVID-19. Initially, we would assume that a greater attendance would have 

a positive impact on various outcomes. However a statistical analysis revealed that “the 

number of class hours they attended is significantly correlated only with the level of 

confidence in communicating in English” and not with other outcomes measured in this 

evaluation project. See Appendix E for details. 
 

b) Confidence: 

We asked students about how their confidence level was impacted by participating in the 

ESL for Employment program. The survey findings rated an increase in confidence in 

English Language communication, job interviewing and the job search process. Average 

values all fell between 4 and 5 for these questions on a 5-point Likert scale, with 5 

representing the greatest increase. (For exact survey questions and a summary of data, 

see Appendix D. Additionally, all student interviews (both success and non-success 

cases) indicated an increase.  

 

Instructors and program supervisors discussed how they build student confidence 

through repetition, and create a safe and positive learning environment. This linked the 

dimension of Confidence to the dimension of Community. It was clear from student 

feedback, as well as from listening to the program leadership, supervisors, and the 

instructors, that confidence is a priority, and developing this in students is what ESL for 

Employment does best. The instructors shared their concept of empowerment. How the 

ESL for Employment program promotes empowerment was described by students and 

instructors alike. 

      
c) Community: 

We asked students about their sense of community in being part of the ESL for 

Employment program. We also asked about whether they looked forward to going to class. 

The average values here also fell between 4 and 5 (on a 5-point Likert scale, with 5 being 

the most positive response to these questions). An impressive 87% of respondents 

indicated they looked forward to class. When we interviewed them, they often cited seeing 

the other students, and feeling a commitment and connection played an important role in 



their attendance. A couple of the students also were able to maintain relationships outside 

of class, and linked job opportunities to relationships developed in class.  
 

d) Job Acquisition: 

Interpreting job acquisition from extant job data presented challenges. When asking 

learners about their job status, we found discrepancies between survey results and what 

they described during the interview. Due to discrepancies in the surveys and interviews, 

and the data not fully capturing the extent of the program's impact on job acquisition, we 

determined job data to be inconclusive. 
 
Table 1. Dimensions and Results 

Dimension ESL For Employment Weighting 

1. Program Completion  X  Critical 

2. Confidence   X Very Important 

3. Community   X Important 

4. Job Acquisition Not Rated Unweighted 

 Marginal Good Excellent  

 

Synthesis Rubric 

We used the following synthesis rubric to determine the overall quality of the program: 

Using this approach, we had two dimensions that were excellent (Confidence and Community), 

and one that was good (Program Completion).  We determined the overall quality of the program 

to be very good. 

In speaking with the program leadership, supervisors, instructors and participants, we were able 

to gain an understanding about the transformative power of ESL for Employment, as well as the 

challenges faced in demonstrating programmatic gains with hard data. 

Statistical Analysis 

Our professor, Yonnie Chyung, who authored the 10-Step Evaluation, performed the statistical 

analysis on the student survey to look for any patterns or trends in the data. The results found      
that: 

1. The more confident they are in communicating in English, searching for a job     , 

interviewing for a job, and meeting others, and the more sense of community they have in 

class, the more likely they would recommend the program to others.  

Excellent: All three dimensions are excellent 

Very Good: Two dimensions are excellent and one is good 

Good: Two dimensions are good and one is excellent 

Marginal: One of the dimensions is marginal 

 



2. The levels of confidence in communicating in English, searching for a job, interviewing for 

a job, meeting others, and sense of community are significantly correlated with each other.  

3. The number of class hours they attended is significantly correlated only with the level of 

confidence in communicating in English, (but there are some statistical limitations on this); 

it is not significantly correlated with confidence levels in searching for a job, interviewing 

for a job, meeting others, and sense of community.  

From ERROR! REFERENCE SOURCE NOT FOUND.Performed by: Dr. Chyung’s 

detailed Statistical Analysis. 

Conclusions 

Overall, this evaluation revealed that the ESL for Employment program is incredibly appreciated 

by the learners, and often transformative. Learners described far-reaching changes to their 

confidence in particular. These changes include not just being comfortable communicating in 

English during interviews, but in other aspects of their lives.  

However, in every interview, we discovered the extent to which participants face personal 

challenges that impact attendance and job placement. Furthermore, there were challenges to 

measuring and reporting on program quality due to the changing nature of the program during 

the COVID-19 pandemic, as indicated in the Recommendations & Meta-evaluation sections. 

 

Limitations 

The findings of this evaluation project must be considered in light of the limitations shared. The      
limitations reported were (1) the difficulty in communication due to the difference in languages 

spoken, (2) the changes in how the ESL for Employment program outcomes are measured, and 

(3) the impact COVID-19 had on attendance and job acquisition for students. By sharing these 

limitations, we hope it will strengthen future evaluations of the ESL for Employment program. 
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