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EXECUTIVE SUMMARY 
 
BACKGROUND 
 
In 2000, some major rehabilitation and presentation works were undertaken at Lachine Canal 
National Historic Site of Canada in accordance with the strategy developed by the Canadian 
Government in the 1990’s revitalizing of Montreal. These efforts consisted, more precisely, of 
preserving the engineering works, re-opening the canal to pleasure boating, and upgrading the 
area around the canal. Thirty-three million dollars was allocated in April 1997 to perform this 
work in cooperation with many public, community and private organizations. 
 
The Lachine Canal project was audited as part of the Executive Board’s Finance Committee 
control and monitoring activities with respect to the Strategic Initiatives Portfolio. 
 
OBJECTIVES AND SCOPE 
 
The purpose of this audit was to provide senior management with an independent evaluation of 
the following: 
 
• Whether funds were expended as planned 
• Fairness and value for money in the awarding of contracts 
• Effectiveness of the management control framework for the Lachine Canal strategic initiative 

project  
 
The audit’s scope included those activities carried out and expenses incurred during Phase I of 
the project (i.e., between 1997 and 2003).   The appropriateness of the work undertaken was not 
included in the scope of this audit.  
 
The audit was done by Irene McEniry from the Performance, Audit and Review Group. 
 
METHODOLOGY 
 
• Interviews with the principal managers 
• Visit to Lachine Canal National Historic Site of Canada 
• Reviews of the relevant documentation, including business plans, the master plan, financial 

reports, minutes of meetings.  
• Reviews of the contracts, invoices. 
 
STATEMENT OF ASSURANCE 
 
In our professional opinion the audit work and the evidence gathered are sufficient to support the 
conclusions reached in this report. 
 
CONCLUSIONS 
On the basis of our analysis of various documents, we have determined that: 
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 The allocated funds were expended as planned, 
 Administrative controls in place were deemed to be satisfactorily effective and 

appropriate, 
 Contracting rules were not consistently followed, 
 Costs overruns and missed deadlines occurred for sub-projects, and 
 Detailed project definition and accurate costs estimates were lacking resulting in several 

contract amendments. 
 
RECOMMENDATIONS 
 
The costs associated with some sub-projects of the Phase I revitalization project greatly exceeded 
the initial estimates. This casts doubt on the cost analyses that were undertaken as part of the 
project’s development. We recommend that: 
 

 Ensure the use of reliable project planning tools and processes to avoid repeating the 
practice of “after-the-fact” contracts. 
 Obtain estimates that are as accurate as possible before entering into a contract. 
 Ensure detailed project descriptions that accurately reflect the entire project before 

awarding contracts in order to avoid escalating costs once the project is underway. 
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BACKGROUND 
 
The Lachine Canal is a man-made navigable waterway originally designed to bypass the obstacle 
posed by the Lachine Rapids and facilitate navigation the length of the St. Lawrence River. Its 
five pairs of locks helped to overcome a drop of about 14 metres. As the forerunner of the St. 
Lawrence Seaway, the Lachine Canal was a major link in the Canadian system of navigable 
waterways. It was declared of national historic significance in 1929, and in 1987 the Historic 
Sites and Monuments Review Board of Canada (HSMBC) reiterated the national historic 
significance of the canal as a navigable waterway that was part of Canada’s national canal 
system. 
 
In June 1996, the HSMBC recognized the Montreal sector of the Lachine Canal’s industrial 
corridor as a major landmark of the Canadian manufacturing industry.  The Lachine Canal 
National Historic Site includes the waterways and reserve lands managed by the Old Port of 
Montreal or the private sector, in addition to the navigable waterway and reserve lands under 
Parks Canada jurisdiction. Also included are the buildings in the industrial corridors along both 
sides of the navigable waterway and along the reserve lands for the canal.  
 
The federal property associated with the Lachine Canal crosses, or neighbours on, five boroughs 
of the city of Montreal and provides a 14-km link between Lake Saint-Louis and the Old Port of 
Montreal. It consists of a narrow band of land between 3 and 35 metres wide along both sides of 
the canal covering an area of 158 hectares. The Lachine Canal was transferred to Parks Canada 
by the Department of Public Works in 1978.  At the time of the transfer, the canal was closed to 
navigation, although some of the current improvements of the landscaping, particularly the 
bicycle path, had already been made by the Department of Public Works.  
 
Because of the extent of work needed to undertake the revitalization of Lachine Canal, the 
management team at the Canal sought and obtained money through the Agency’s Strategic 
Initiatives Fund. This fund is managed by the Executive Board’s Finance Committee and 
provides funding for large projects, projects undertaken within the framework of national 
programs, expansion of the system of national parks and national historic sites, and projects that 
field unit managers want to undertake but whose costs exceed the capacity of their A-base 
budgets. 
 
To access these funds, a business case is submitted to the Executive Board’s Finance Committee. 
All proposed projects must be supported by one of Parks Canada’s five directors general. If the 
project extends over several financial years, approval is often given only for the first year. 
Separate approval must be obtained for each ensuing year that the project lasts. Strategic 
initiatives funds must be used for the project for which the request was made and for which they 
were allocated. 
 
Since the Lachine Canal Revitalization Project is a large-scale project estimated to take 10 years 
to complete, it was divided into two separate phases. Phase I was undertaken between 1997 and 
2003 and is the subject of this audit. Phase I consisted mainly of preserving the engineering 
structures, re-opening the canal to pleasure boating, and upgrading the surrounding area. Public 
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Works were mandated to supervise the preparation, the awarding and the monitoring of most 
contracts for the engineering work (special service agreement). 
 
More specifically, the following was done: restore the three series of locks and spillways making 
them operational; stabilize some of the canal walls; raise and modify three bridges; build foot 
bridges and service/visitor pavilions; and excavate and improve the Peel Basin. Presentation 
work (interpretive tools) was also carried out. These improvements are the result of co-operation 
with a number of public, community and private organizations, in terms of both management and 
development of the site. The Agency and the Old Port of Montreal Corporation have been co-
managing the navigable waterway since May 2002. The latter manages the Old Port sector 
including the two locks, while the Agency manages the other 11 km of the canal, including three 
operational locks. 
 
The announcement of the project to revitalize the Lachine Canal national historic site of Canada 
led to the allocation of $33 million in April 1997. The project was audited as part of the 
Executive Board Finance Committee’s control and monitoring activities with respect to the 
Strategic Initiatives Portfolio. 
 
OBJECTIVES AND SCOPE 
 
The purpose of this audit was to provide senior management with an independent evaluation of 
the following: 
 
• Whether funds were expended as planned 
• Fairness and value for money in the awarding of contracts 
• Effectiveness of the management control framework for the Lachine Canal strategic initiative 

project  
 
The audit’s scope included those activities carried out and expenses incurred during Phase I of 
the project (i.e. between 1997 and 2003). The appropriateness of the work undertaken was not 
included in the scope of this audit. 
 
The audit was done by Irene McEniry from the Performance, Audit and Review Group. 
 
 
METHODOLOGY 
 
• Interviews with the principal managers 
• Visit to Lachine Canal National Historic Site of Canada 
• Reviews of the relevant documentation, including business plans, the master plan, financial 

reports, minutes of meetings.  
• Reviews of contracts and invoices. 
 
 
STATEMENT OF ASSURANCE 
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In our professional opinion the audit work and the evidence gathered are sufficient to support the 
conclusions reached in this report. 
 
CONCLUSIONS  
 
Lachine Canal Revitalisation Project – Phase I started in 1997 and continued for a period of six 
years. Phase I first goal was the re-opening of the canal to navigation and was completed during 
the fiscal year 2002-03. To facilitate tracking of all expenses related to the project, 36 sub-
projects were created. Each sub-project was assigned a specific identification number. Project 
expenditures included the associated sub-project number.  
 
In order to draw a conclusion based on the objectives set at the start of the audit, the review was 
undertaken using a sample gathered from the current financial system. A decision was made not 
to review data from the previous financial system (i.e. 1997-98 fiscal year) due to the 
immateriality of the amount involved (2% of the total value of Phase I) balanced against research 
costs and delays. The sampling was designed to be representative of all 36 sub-projects over the 
period of five years which totalled $37,153,000. The audit covered the fiscal years 1998-99 to 
2002-03.  
 
This section describes the work done, conclusions and recommendations in relationship to audit 
objectives for the project. 
 
Objective I: Allocated funds expended as planned 
 
The invoices to be reviewed for most sub-projects were selected at random. See the details on 
appendix A. 
 
Twenty four (67%) of the 36 sub-projects were reviewed, allowing the sample to be considered 
significantly representative. The review ensured that expenditures were valid and relevant to the 
sub-project to which they were charged. The total value of the expenditures reviewed is 
$29,043,269.14 or 77% of the total value of Phase I. 
 
A site visit made it possible to visually confirm and identify the various sub-projects and verify 
the existence of the infrastructure and various elements mentioned in the file.  
 
Conclusion  

 The allocated funds were expended as planned. 
 
Objective II: Fairness and optimum use of resources in the awarding of contracts 
 
The process for awarding contracts for fiscal years 1999-2000 to 2002-03 was reviewed. The 
value of these contracts totalled $13,776,165.40 or 72% of the total value of the expenditures 
reviewed.  
 
The contracting process was followed in most cases. The monitoring done by contract 
management employees made it possible to identify issues such as: wrong authorization 
signature, “after the fact” contract.  As they arose, managers involved were informed and the 
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supporting documentation was then placed on file. Contract payments were made in an efficient 
way.  
 
Contracts awarded by Public Works and Government Services Canada (PWGSC) were not 
examined. The information on file was considered accurate as contracts were awarded following 
policy using the list of suppliers in effect at PWGSC. Contracts awarded by Parks Canada, apart 
from the “after-the-fact” contracts, followed procedures and all the relevant documentation was 
on file.  
 
As previously mentioned, over the last fiscal year, many transactions were carried out by means 
of “after-the-fact” contracts, which is a direct contravention of the federal government’s 
contracting regulation. The total value of theses “after-the-fact” contracts sampled represent 
0.5% ($88,984) of the total value of the transactions reviewed. According to management, this 
situation arose out of a workload and a wish to meet tight scheduled opening dates.  
 
Conclusions 

 
 Administrative controls in place were deemed to be satisfactorily effective and 

appropriate. 
 Contracting rules were not consistently followed. 

 
Recommendation 

 Ensure the use of reliable project planning tools and processes to avoid repeating the 
practice of “after-the-fact” contracts.  

 
Objective III: Effectiveness of the management control framework for the Lachine Canal strategic 
initiative project 
 
The review of these major contracts showed that some of them had been modified on numerous 
occasions. Of the 14 contracts reviewed, nine were increased during the project. Most of these 
contracts were modified on average four times. One was modified 14 times, increasing the 
amount of the contract from an initial $5.5 million to $7.7 million. There were justifications on 
file for all the changes. However, the sheer number of changes raises doubts about the 
thoroughness of the preliminary planning phase.  
 
The costs for the entire Revitalisation Project were driven significantly higher by the many 
changes made to various sub-projects while work was underway. There was no indication in the 
file of penalties charged when the contractor was responsible for cost overruns or missed 
deadlines. 
 
Given the costs were higher than initially planned, money had to be re-allocated and some 
projects postponed. Postponed projects were grouped together under the name “Complément à la 
Phase I du Projet de revitalisation du canal Lachine”.  Phase I of the project was not completed 
within the expected budget, as initially planned.   
 
Overall, systems and controls in place were sufficient to ensure that funds were expended as 
planned and the contracting process was fair. The major weakness in the Revitalization Project 
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which resulted in an overrun of 33% from the initial project due to extra costs being incurred 
because projects were too far advanced to be stopped and the costs were necessary in order for 
the project to be completed. 
 
Conclusions 

 
 Costs overruns and missed deadlines occurred for many sub-projects. 
 Detailed project definition and accurate costs estimates were lacking resulting in several 

contract amendments.  
 
Recommendations 

 Obtain estimates that are as accurate as possible before entering into a contract. 
 Ensure detailed project descriptions that accurately reflect entire project before awarding 

contracts in order to avoid escalating costs once the project is underway. 
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MANAGEMENT RESPONSE 
 

The management of the Western Quebec Field Unit accepts the findings in the auditor’s report on the 
Lachine Canal revitalization project. We are particularly satisfied with the positive findings that the 
funds allocated were spent as expected and that the administrative controls put in place were effective 
and appropriate.   
 
Moreover, we are aware of the shortcomings identified in the report and the need to correct them 
accordingly. We will thus follow-up on the conclusions and recommendations by undertaking a post-
mortem of the project, of both the results and the management procedures that were put in place. The 
project directors and managers involved from Parks Canada, PWGSC and our financial services will 
participate in this activity. The goal will be to review all the shortcomings found by the auditor, discuss 
them with the cooperation of all the participants and identify the appropriate measures for managing a 
project of this scope so that the same mistakes are not repeated. This post-mortem was initiated in 2003 
and will be completed in 2004.     
 
Strict measures will be implemented to ensure that we obtain the most accurate assessments and 
detailed information on and descriptions of the projects before contracts are awarded to prevent 
costs from escalating during the contract. 
 
Since most large contracts were awarded and handled by PWGSC, discussions will be held to 
ensure that, in the future, our service providers thoroughly assess documentation pertaining to 
construction projects (ground surveys, plans and specifications, estimates, etc.) to ensure that 
they are clear, complete, concise and accurate. In addition, since these documents are usually 
prepared by consultants, we and PWGSC will examine the mechanisms they could put in place 
so that our expectations, as a PWGSC client, also apply to these consultants and so that these 
consultants share responsibility for any consequences resulting from the inaccuracy of the 
documents they produce.      
 
More accurate contract documents will prevent delays. When required, penalty clauses that are 
already set out in the general conditions of the contract could apply. In addition, managers in 
charge of the Field Unit’s projects will have to and will be better able to monitor contracts 
awarded by PWGSC on behalf of Parks Canada.     
 
These improvement measures and other courses of action will be developed jointly with 
PWGSC. 
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APPENDIX A 
 

The following table shows the money distribution by project: 
 

 SUB-PROJECT TITLE     VALUE EXPENSES FOR 
1997-1998 

AMOUNT 
AUDITED 

PERCENTAGE 

1 Environmental Management      $754,000       $169,000          $358,397.25 47.5% 
2 International Congress         $53,000             $38,944.70 73.5% 
3 Varied Work        $60,000               ----------  
4 Basin 2 (walls)      $882,000           $811,534.82 92.0% 
5 Basin 3 (walls)      $227,000           $213,000.00 93.8% 
6 Basin 4 et lock 5 south (walls)      $475,000           $459,392.00 96.7% 
7 Lock 3 (restoration) et 

lock 4 (logette) 
  $6,847,000        $4,662,936.02 68.0% 

8 Lock 4 (restoration)   $5,273,000           $6,000       $2,872,250.59 54.5% 
9 Lock 4 (landscaping)          $1,000               ----------  
10 Lock 5 (restoration)   $3,637,000         $52,000       $1,700,853.15 46.8% 
11 Lock 5 Park        $61,000               ---------  
12 Spillway 2        $76,000           $3,000              ---------  
13 
14 

Des Seigneurs Bridge 
Charlevoix Bridge(raising) 

     $930,000 
  $1,311,000 

          $5,000  
      $1,184,834.13 

 
90.0% 
 

15 St-Paul Bridge (raising)      $926,000           $902,691.53 97.4% 
16 Charlevoix Bridge (tunnel)      $250,000            -----------  
17 CN Bridge         $97,000            -----------  
18 Square S.-G.-É. Cartier Footbridge      $430,000            -----------  
19 Cycling path (north and south)      $241,000           $156,851.27 65.0% 
20 Mobil Quays       $481,000           $332,834.54 69.0% 
21 Atwater  Service Center         $75,000             ---------  
22 Interpretation Centre (design)      $141,000         $10,000          $136,316.11 96.7% 
23 Interpretation Centre  (exhibit)        $69,000            -------------  
24 On-site Interpretation       $409,000              ----------  
25 Lachine Visitor Service Centre   $1,382,000        $1,359,651.72 98% 
26 Markings equipment (boating)      $285,000           $210,162.19 73.7% 
27 Peel Basin(excavation)   $6,554,000        $4,517,351.45 68.9% 
28 Security Measures (canal)      $199,000           $187,982.40 94.4% 
29 Research Work        $75,000               $4,275.00 5.7% 
30 Canal hydraulic Study        $13,000              ----------  
31 Communication      $457,000          $14,000          $227,406.98 49.8% 
32 Marketing        $87,000             $33,990.00 39.1% 
33 Canal design plan      $257,000          $46,000             ----------  
34 History      $676,000        $115,000            $71,988.56 10.6% 
35 Archeology      $852,000            $9,000          $202,550.87 23.7% 
36 Project Management and administration   $3,422,000        $392,000       $1,093,264.84 31.9% 
 TOTAL $37,965,000        $821,000    $29,043,269.12 77% 
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APPENDIX B 
 

This table shows the variation between budgeted costs and real costs of the Lachine Canal 
Revitalization Project - Phase I  
 SUB-PROJECT TITLE  Budget - 1997 Costs - 2003 
1 Environmental Management $2,575,000 $ 754,000 
2 International Congress  0 53,000 
3 Varied Work 0 60,000 
4 Basin 2 (walls) 409,000 882,000 
5 Basin 3 (walls) 1,119,000 227,000 
6 Basin 4 et lock 5 south (walls) 3,482,000 475,000 
7 Lock 3 (restoration) et 

lock 4 (logette) 
2,551,000 

0 
6,781,000 

66,000 
8 Lock 4 (restoration) 2,551,000 5,273000 
9 Lock 4 (landscaping) 0 1,000 
10 Lock 5 (restoration) 2,664,000 3,637,000 
11 Lock 5 Park 0 61,000 
12 Spillway 2 227,000 76,000 
13 
14 

Des Seigneurs Bridge 
Charlevoix Bridge(raising) 

2,491,000 
 

930,000 
1,311,000 

15 St-Paul Bridge (raising) 1,099,000 926,000 
16 Charlevoix Bridge (tunnel) 0 250,000 
17 CN Bridge  129,000 97,000 
18 Square S.-G.-É. Cartier Footbridge 400,000 430,000 
19 Cycling path (north and south) 1,323,000 241,000 
20 Mobil Quays  0 481,000 
21 Atwater  Service Center  113,000 75,000 
22 Interpretation Centre (design) 1,000,000 141,000 
23 Interpretation Centre  (exhibit) 785,000 69,000 
24 On-site Interpretation  490,000 409,000 
25 Lachine Visitor Service Centre 670,000 1,382,000 
26 Markings equipment (boating) 0 285,000 
27 Peel Basin(excavation) 0 6,554,000 
28 Security Measures (canal) 0 199,000 
29 Research Work 225,000 75,000 
30 Canal hydraulic Study 10,000 13,000 
31 Communication 150,000 457,000 
32 Marketing 0 87,000 
33 Canal design plan 100,000 257,000 
34 History 507,000 676,000 
35 Archeology 525,000 852,000 
36 Project Management and administration 2,085,000 3,422,000 
37 Motorised Shuttle 90,000 0 
38 St-Pierre Service Center 113,000 0 
39 Atwater Footbridge 322,000 0 
    
 TOTAL 28,205,000 37,965,000 
        Increase of : $ 9,351,000 (33%) 
  


