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EXECUTIVE SUMMARY

. This Review assessed the adequacy and effectiveness of the management and coordination of key
clements of the external  vmmunications function within Industry Canada. While the activitics of
all Seetors were reviewed, the study focussed on the Communiv..ons Branch which has
responsibality for iunchional management

. The Review cites a commumications “model™ as a performance standard. [t mcludes a corporate
vision, coherent and consistent messaging, clear roles for key players, up-front tunding of
communications costs and use of advanced communications technologies

. Industry Canada 1s adapting to much change 1n government and market environments
N Its cown has become market intelhgence and analysis
N Infurmation-sharing and partnering are its way of doing business
N It 15 playing a leadersship role w Canada’s development and expisitauen ot

communications technologies

. The consensus 15 that communieations umits serving Scctors and Speeial Operating Agencies
(SOAs) carry out specific program commumcations and “marketing” roles and that the
Communications Branch is responsible for ministerial communications and “corporate™ imtiatives.
As this distinction 15 not always clear on individual files, there can be confusion about mdividual
roles and what is meant by “markeung™ and “corporate™.

. Departmental programs vary widely in their communications ~apacities, and rely in varying degree
on the Communications Branch for communications advice, publishing, media refations and other
support.

. The department benefits from strong nunssterial leadership, and a clear vision of prionties

championed by the Deputy Minister  Program managers bring to their responsibihiies varied
pe=sonal experience, views about communications and expectations of communications staft.

. The communications function at Industry Canada 1s one of the most decentralized in govemment.
Some 98 IS and four EX personne! are employed in the communications units loeated in Sectors
and SOQAs. (Some of the EX personnel eited also have other rusponsibihtics in addition to
commumcations.) Several Sectors have more than one dedicated commumcations group. [tisnot
always clear who coordinates the commumcations efforts within these Sectors when a Scctor
perspective on a specific 1ssue is required

. Under Program Review, the Communications Branch was reduced to 55 Full Time Equivalents
(FTEs) trom 96. Iis small management cadre is thinly stretehed. [thas had six Directors General
(DGs) and acting DUs since 1993, and turnover has been high n other positions.

General Observations

. Industry Canada s fulfilling the pnmary requirements of the Government Communications Pohiey
with no glaring policy transgressions or gaps.

. Program managers observed that the Commumicatiens Branch 1s hard pressed to serve the
communications requirements of the Minister and responsibilities for corporate mitiatives, letalone
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program needs and overall coord:nation. The ' ach’s managers concurred that therr staff are
working very long hours under considerable s, uss.

In most instances, working relatiopships among communications and program personnel were
reported as good.  But sector commumicators and the Communications Branch often seem to
operate i solation from one another. At the tme of this review, no regular vehicle existed to
directly share information amongst communications personnel about the general directions of the
department. Where contact is infrequent, the scetnr communicators may operate without the
corporate perspective; the Commumications Branch may be unaware of important sectoral
communications imtiatives.

Notwithstanding the efforts of the Commumcations Branch in the fall of 1997 to provide
mformation across the Department on their role, there 1s considerable uncertainty about
communtcations roles and responsibihities in speeific situations.

Communications Services

L

Public opinion research: Only one position filled on a part-tume basis, 1s devoted to this core
communications function. There 1s a generar desire for trends analysis and more sharing of
research results down, up and across the department.

Communications planning:

N The introduction of a strategic communications plan for Industry Canada i1s welcomed.
Managers sce value in it to guide sector strategies and they want 1o be consulted in
advance as the strategic plan evolves.

N Connecting Canadians is a corporate imtiative that provides an authentie, casily grasped
umbrella concept to package related programs. It is seen as a potential model for
communicating other strategic prionties.

N There is no firm division of responsibilitic. Jor program communications planning, and
there was some criticism of what 1s prepared.

Communications advice:  The communications advisors assigned to sectors by the
Communications Branch play critical but widely varying roles = generaily to the satisfaction of
their clients. Sector communigators also offer advice.

Ministerial support: The Communications Branch is credited with a good job in the sometimes-
difficult and sensitive interface role between programs and the Minister’s Office. The planning
of ministerial opportunitics, speech-writing and the preparation of QP cards are generally seen as
working rcasonably well,

Multimedia Services 1s a major and well-managed service for programs.

Media relations: Ancffective approvals system permits the department to manage news releases
with fewer problems than many departments, and the system of spokespersons conforms to
preferred practice.

Advertising: Staff cuts have limited the Communications Branch’s role to providing mput to the
planning process, coordinating approvals and reporting as required to Public Works &
Government Services Canada (PWGSC) Communications advisors have also continucd
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providing advisory services related to advertising mtatives  Sectors deal directly with the
department’s advertising agency.

Events: The departiment’s many public events are consistently successtul

Regional comimunicaiions: Officers face extruordmary demands to roll out departmental
=atiatives and support ministenial travel and events. They are well-regarded tor thair performance
and commitment.

Conclusions and Recommendations

Industry Canada is fulfilling the primarny requirements of the Government Commumications Poliey
There 1s impressive evidence of dynamie and creative communications activity across the country,
external partnerships in communications and aggressive mtegration of technology m chent
communications.

Atexisting resource levels, there 1s imited room tor the Communications Branch to play a stronger
direet role coordinating communications or supporting programs.

Recommenduations:

124

N

Introduce a departmental commumications policy spelling out objectives, roles, responsibilities,
accountabihties and communications procedures. Use the policy as the basis for negotating
service agreements i the form of Memorandums of Understanding (MOUs) between the
Communications Branch and Sectors.

Ensure up-front funding of communications costs n new policy and program imtiatives.

Strengthen the “communications community™ within Industry Canada by seiang opportunities to
bring the department’s communicators together as a collective resource to “conneet the dots™

Concentrate on use of the strategic communications plan as a working tool to support corporate
priontics and increase the likelthood of consistency m messaging across the Depantment.

Consider extending the Connecting Canadians approach (1.¢, the development of a corporate
communications strategy for a Departmental prionty) to other corporate priontics.

Clanify responsibilities for program communications planning and adopt a streambined “synopsis™
format for the preparation of routine communications plans.

Focus the work of communications advisors on key areas of service and clearly wentify these to
program managers.

Develop a broader capaeity for deckenew media serviees and increase charges to clients, using
revenues to fund additional FTEs. Priorities are communications advisors, sentor branch
nanagers, communications research and support for QP cards.
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1.0 INTRODULCTINN

This study was conducted by Hallux Consulting Inc. on behalf of the Audit and Evaluation

Branch (AEB) as pan of the 1998-99 Audit Plan. It has assessed the adequacy and
effectiveness of the management and coordination of key clements of the external
commumcations function within Industry Canada. While the communications activities in all
Sectors were reviewed, the study’s main focus was the Communications Branch, in
recogmiion that the Government Communications Policy' makes departmental Heads of
Communications “accountable to deputy heads for managing the communications function.”

N
N

Issues to be examined included:

the planning framework for communications;

the balance achieved by the Commumications Branch in the provision of
communications advice, planning and services;

the managenal framework for external communications including roles and
responsibilities  for ministerial support, issuc management, media relations,
participation in events, promaotion of 1C programs and services and advertising;

the availability and dissemination of information; and

the usc of public opinion rescarch to address communications needs of the department
and government and to advance policy nriorities.

Several factors were identified during the planning that resulted in a refocusing of the review.

These factors included:

N

It was recognized at the outsct by the AEB that the approach utilized would provide
limited information on the availability and dissemination of information to the public,
stakcholders and Members of Parliament.  An assessment of the compleiencss,
relevance, timeliness and impact of information provided to these groups would have
required consultation with them and quantitative measurement. A decision was made
by the AEB not to undertake this work at this time.

Strategis and the department’s electronic communications have been excluded since
they were examined by the Auditor General of Canada and reported in his December
1997 report to Parliament. Industry Canada subsequently provided a status report on
its follow-up action to the Public Accounts Committee last fall.

Public enquiries and document distribution activitics were examined in detail by
Hallux Consulting Inc. in the January 1998 Review of the Enquiries’Warehousing
Functions for the Communications Branch. We belicve that the key recommendation
of that study - a rationalization of the two activitics in cooperation with the Chief

“Laued by the Treasury Board Secretanat, December 1, 1996,
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Information Officc - remains valid and essential.  This recommendation was not
considered acceptable within the Department and hence, not implemented.

. This study focusred on the communications function within Industry Canada and only
indircctly considercd communication issues across agencies within the Industry Portfolio that
are coordinated by the Industry Portfolio Office.

. In carrying out the review, Hallux tcam members reviewed and analyzed relevant documents
(Annex A) and interviewed 98 cxecutives, senior program managers and communicators,
Regional Executive Directors (REXDs) and regional communicators (Annex B) in fifty-eight
interviews and five different group sessions. Industry Canada experience was compared in
several respects with a number of other departments.

. Much of the information that the report is based on was collected during the period January
to February 1999,
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2.0

2.1

2.2

BACKGROUND
A changing communications environment
Federal government communications practices have changed significantly in the 1990s.

N Deficit concerns and expenditure restraint have altered radically how spending is
characterized in government messaging, created a new emphasis on partnering with
outside organizations, and reduced the capacity of communications groups to cngage
in traditional large-scale publishing and advertising.

N Dramatic advances in technologies have made satellitc communications and the
Internet routinc considerations in the way announcem.nts arc packaged by the
government and treated by the media.

N The government’s communications with “general” publics, as distinct irom *‘clicnt”
publics, arc morc heavily dependent than ever on the ncws media and the
indiscriminate usc of news releascs.

Communications structures in public and private scctor organizations have been decentralized
and flattened. Communications has been recognized more widely as a management function
that requires shared leadership between program and policy managers on the one hand and
professional communicators on the other. Most organizations now buy much of their
technical and even strategic support from cxternal sources. Two-way technologies are being
used increasingly to gain feedback, consult clients and increase the transpareney of operations.

The communications community in the federal government faces significant human resource
challenges. Becausc of significant cutbacks and spending restraints over the past decade, little
“ncw blood” has entered the community. Retirements of senior communicators are now
creating vacancics with few qualified pconle available to fill them. The La Reléve initiative
to address this challenge is just beginning o have an impact. In the meantime, departments
are “poaching™ good people from onc another. It is likely that those departments offering
better working conditions and higher classification levels arc landing the best candidates.

A communications model
Based on our experience working with and consulting for numerous government departments,

we believe the characteristics of optimal communications for government departments may
be described as follows:

N a corporatc vision that ecmbraces cveryone’s work within a limited number of
priorities;

N coherent and consistent messaging and communications activity responding to these
prioritics;

N clear roles and responsibilitics for the key players;
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2.3

2.3.1

2.3.2

N up-front funding of communications costs associated with new and ongoing corporate
and program support; and
N leading-cdge usc of communications technologics.

There is no universally implemented organization structurc for the provision of
communications services both in overall numbers or in proportionately, the number of
resources in cach category. (See Annex C for a comparison of the structure and resources
utilized by different government departments.)

Our analysis and recommendations in this rcport arc dirccted at helping Industry Canada
move closcr to this model.

Change at Industry Canada
Programs

Industry Canada manages a unique range of policics and programs. It could be arguced that
the diversity and complexity of programs create a communications challenge unparalicled
among government departments. Morcover, the Minister is looking for coordination amongst
the Department and the Agencics for which he is responsible, which adds to the complexity.
The Communications Branch is responsible for developing a departmental perspective and
providing it to the Industry Portfolio Office which in turn, must coordinate with the Agencics
within the Portfolio to arrive at a conscnsus.

In an environment where traditional dollar incentives 10 industry are no longer available, the
department’s coin has become market intelligence and analysis.

Information-sharing and partnering arc the new way to do business. The value that Industry
Canada places on both is indicated in the emergence of its Special Operating Agencics
(SOAs), its working relationships with private sector organizations, and the emphasis on
cooperation within the Industry Portfolio.

The departinent’s national leadership role in Canada’s development and cxploitation of
communications technologi~s is reflected in its own aggressive usc of Internct
communications with program clicnts,

Communications

The communications function at Industry Canada is onc of thc most decentralized in
government.  Almost threc-quarters of the department’s IS pooitions are located in (and
report to) Secctors, SOAs, and Regions, with the remainder in the department’s
Communications Branch.

There is a working consensus within the department that communications units serving
Sectors and SOAs carry out specific program communications and “marketing” roles and that
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24

2.4.1

2.4.2

2.4.3

the Communications Branch is responsible for ministerial communications and *“‘corporate”
initiatives. As this distinction is not always clear on individual files, therc can be confusion
about individual roles and what is meant by “marketing” and “‘corporatc”.

Programs vary widely in their communications capacitics. A number of sector programs rely
on the Communications Branch for considerable communications advice, publishing, media
rclations and other dircct program communications support. Other arcas are essentially self-
reliant,

The Players
Minister

We believe that Industry Canada benefits immeasurably from strong and stable ministerial
leadership. The Minister is an experienced, active communicator who personally make scores
of speeches and presentations at a varicty of venues.

Knowledgeable communications leadership is also cxerted from the Minister’s office.
Deputy Minister

The Deputy Minister champions a vision for Industry Canada within and beyond the
department. The vision sets out five priorities — connectedness, innovation, trade, investment
and marketplace frameworks ~ which are cstablished through the Report on Plans and
Priorities (RPP).  These prioritics arc incorporated into the Portfolio’s strategic
communications plan recently presented by the Minister to the Ad Hoc Cabinet Committee
on Communications.

Managers

The Government Communications Policy states that policy advisors and program managers
are accountable for asscssing their communications needs, allocating resources to
communications and facilitating communications plans and initiatives.

Requirements for communications support vary greatly from program to program in the
department, and Industry Canada’s managers bring equally varied levels of personal
experience, conceps of communications and expectations of com: wnications staff to their
responsibilitics.

In interviews, managers demonstrated high intcrest in the subject of communications,
considerable understanding of the pressures facing the Communications Branch, and a range
of strong views about who should do what.
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2.4.4

2.4.5

Sector Communicators

Some 98 IS and four EX? personnel are employed in the communications units located in
Sectors and SOAs. These groups also employ individuals in other categorics (c.g. PM, CO)
performing communications-related functions. Some of the groups were in existence
performing communications or marketing roles prior to 1993, but most positions have been
added since then as a result of independent decisions by program managers.

The involvement of sector communications units with the Communications Branch may
consist almost entirely of ministerial support activities, and even in this arca they may often
communicate directly with the Industry Minister’s Office. The Minister’s Office requires the
sectors to coordinatc approvals and activitics involving the Minister through the
Communications Branch. For some Sectors, this is virtually the only contact they have with
the Branch. Others have much closer relationships with Communications, relying on them
for a range of communications services.

Some Sectors have more than one dedicated communications group. The Communications
Branch finds that it is not always clear who coordinates the communications efforts within
these Sectors when a Sector perspective on a specific issue is required.

Communications Branch

At the time of the department’s creation in 1993 some 110 communications positions were
“inherited” from the four predecessor organizations. When the Communications Branch was
formally structured, its initial Full Time Equivalent (FTE) complement was 96.

Under Program Review, the Branch was reduced to 55 FTEs and its budget by 40% overall.
Three positions (one indeterminate and two term) have since been added due to mandate
changes — for coordination of Question Period cards, speaker support and website
coordination - bringing the Branch’s strength to 58. Some 36 of these positions are classified
IS, and there are three EX positions.

The Branch has only 2 IS-06 officers — a figure that is low in comparison to other
departmental Communications Branches®. This means the existing management cadre is
stretched thinly, reducing its ability to intervene on important files (c.g. corporate and inter-
departmental prioritics).

The Branch has had six Directors General (DGs) and acting Directors General since 1993.
Turnover has been high in other positions as well.

Key players in the Communications Branch are the communications advisors, most of whom
arc classified at the I1S-05 level. Each advisor is assigned to several program areas in the
department, and most parts of the department have a designated advisor.

2Some of the EX personnel outside the Communications Brancl: with communications responsibilities

also have other responsibilities.

See Annex C. In addition, since February 1999 when most of the information for this review was

collected, another iS-06 has joined the Branch
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3.0

3.1

ANALYSIS
General Observations

Managers across the department observed that branch staft are working hard under stressful
circumstances. A number stated that the Branch has significant influence on overall
departmental communications, although this was not apparent to everyone.

Program managers with perhaps the best vantage points on communications across the
department felt that, at its present resource levels, the Communicativns Branch is hard
presscd to serve the communications requirements of the Minister and related responsibilitics
for corporate initiatives, letalone program needs and responsibilities for overall coordination.

Senior managers in the Commur: ...ons Branch told us their staff are working very long
hours under considerable stress.  They worry that, in the existing competitive market for
cffcetive communications officers, they will continue to lose good people and will have
difticulty replacing them.,

In most instances, working relationships among communications and program personnel were
reported as good. But except where they cooperate on initiatives involving the Minister,
sector communications groups and the Communications Branch often seem to operate in
marked isolation from onc another. This is probably due in part to their different priorities.
We also noted, however, that there was often a “we/they™ attitude between some sector and
Communications Branch communicators. Each group would like to sce more support and
cooperation from the other.

No regular vehicle existed at the time of the review to directly share information among
communications personnel across the department about the general direction of the
department, ministerial concerns, or current issues. Where contact is infrequent, the sector
communicators may operate without the corporate perspective; the Communications Branch
may be unaware of important scctoral communications initiatives.

No one suggested to us tha sector communicators should report to the Communications
Branch or that the Branch should control communications across the department. But many
identificd a necd for better corporate-program linkages, more consistent messaging and more
effective coordination of communicacions activitics.

There is considerable uncertainty about roles and responsibilitics notwithstanding the effonts
of the Communications Branch thraugh their presentations on the subject in the fall of 1997
and their associated “marketing material”. There seem to be two main reasons:

N Programs’ demands on the Communications Branch vary with resources allocated wo
communications and the individual program’s capacity to plan and manage
communications projects and activitics on their own.  Staft of the Communications
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Branch therefore respond with varving levels of supporn The roles ot
communications advisors i particular are quite different from Jient to cliemt

N Writen procedures exist, ¢ g tornews releases, TPC announcements, speech-writing,
publicauons production and advertising, but they are not ¢ollated m prnt or
clectromcally (1e. are wolated preces), or known to all relevant players

These factors bear on the delivery of speeific commumicatians services m Industry Canada,
as diseussed tn more detl below.

Communications Services
Public apinion research and media monitoring

The Communications Branch devotes one position, currently filled on a pant-time basts, w
public opmton rescarch, which meludes subscriptions w syndicated surveys and speaal
surveys, prybacking questions on omnibus polls, conducting focus testing on key imtiatines,
and dissenunating rosults. In addition, advice and contract management sem wes are prov ded
10 program arcas as requesied and as the workload pernits

A number of sentor officials were unaware of this activity. There was g general apprectation
of the potental usetulness of information on the pubhic environment and a desire tor irends
analysis and more sharing of results down, up and across the depantment

Program man ¢ n noted that there is no systematic provision tor collecting, analy2ing and
sharing across the depantment the results of therr individual, program-based research and
feedback activity — derived from on-site contaets at fars and exhibits, Intemet discussion
groups and on=hne sun eys, consultations, semimars, svmposiants, round tables, focus groups
and marke? studies,

The “Hoover™ eclectronie media monitorimg system, i tull eperation for three yeans, »
managed by the departmental ibrary . 1t s used heavily by some Sectors to mamtam a watch
on media coverage of their areas and to help them prepare bneting notes, QP cards and other
materials

A hard copy of chippigs 1s sull prepared 1 the Communications Branch tor the offives of the
Munsster and Secretary of State, the Deputy Minster and the Branch A “hot topies”
sumnuan s posted daldy - A weekly media summany is also sent out by e-mail every Monday
Analyses of the coverage of major issues are prepared from time to tme as required

This syetom was roplaced with asother cocciroetes cadin momtening sy tote sulsagquent o boiveary 1999
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. Opinien 1s divided on usefulness of both Hoover and the “hot topies” summary. Several
mdmiduals called for more analysis of media as a support to tssue management and
communications planning.

3.2.2 Communications planning

. According to the Government Communications Policy, the communications functon includes
responsibility for:

communtcations planning, which develops corporate and program communications
plans responding to public concerns and integrating major objectives of the
government, the minister and the stitution.

. The policy descnbes planning 1n these wrms:

“Annual communications planning must be fully integrated into the corporate
planning cyele of an institution. The planning process establishes the range of
communications activities and the need for resources.

Strategic planming is the first phase in the process. Strategic communications
plans hink governmental, mimisteriad and mstitunional pronties, which are the
basis for all communications acuvity, and lay out the bread parameters of
action for the future.

Operauenal communications plans translate corporate strategies into activities
and identify r source requirements

Al plans are to be developed with provision for monitoring and evaluation,
and for adjustment 1o changing circumstances.”

» In our iterviews, people 1alked to us about three types of communications plans
N stritegic communicattons plans
N plans for major corporate inttatives
N communicatons plans for speeific issues, imitatives or events®.

ug communmeations plang

. Although the Government Communications Policy requires the preparation of an annual
strategic communications plan by each department, tins requirement fell out of fashion i the
carly and nud 1990s after the requirement to submat plans to the Paivy Counctl Office (PCO)
was dropped. PCO has now reinstated the requirement.

L -
Commnuncations plans for speaihiv stws, mitaatives of ents that asvampany ¢ Memorandun to
Cabemet (MO) must be prepared using g speafiv lornat and mst be reviened by the Comaantications Branch
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, The Communications Branch recently drafted a strategic communications plan based on the
document Industry Canada. Making a Diflerence - OQur Priorities for 1998-1999. Regional
and sector communicators were consulted duning its development.

. At the ume interviews were conducted as part of this review (January-February 1999) some
mterviewees suud they were not aware that it had been prepared, quite a few program
managers said they had heard of i, and many said they would hike to be consulted when such
aplan s being drafted®. Many interviewees, though not all, though there would be value in
it For example, a plan could show people where they fit in the overall work of the
depantment and wdenufy common messages.

. Sectors and branches could “piggyback”

depanimental strategy.

therr own communications strategy on the

N For example, Ontario Regmon would hke to develop its own strategie communications
plan, hinked 10 the depanmental plan.  CIPO s planning to draft #s own
communications strategy for 1999-2000, in consultation with the Communications
Branch

. We saw hittle evidence that, to date, Sectors have done their own strategic communications
plans. Their focus appears to be more on the individual communications plan for specific
events or initiatives. An exception has been the Year 2000 Secretanat

. We were told by many of the program managers we spoke to that a departmental strategie
communications plan should be integrated into the other planning work of the depantment,
such as the Busimess Plan, the Report on Plans and Prionities and the Departmental
Performance Report. This 13 consistent with the requirements of the Governmem
Commumico* ms Policy which PCO s showing a renewed terest i requinng departments
to comply with. There was a gencral consensus that this integration was net being done well
at this time.

Plins for major corporate intntives

. The Connecuing Canadians communications tnitiative provides an authentie, casily grasped
umbrella concept to package a number of related programs. [t ereates a platform for events,
announcements, public enquinies and advertising that contributes helpfully to the visibility te.
the department.

N Putting the Connecung Canadians communications strategy together has been a
leamning cxperience for the depantment.  The concept was developed somewhat

"We have been advised that the Indistry Portfolio Strategie Communications Plan of which the
departmental plan 15 a sigmfivant component. was preseited to DMB i March 1999 prior to sty presentation to the
Mo
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merementally, funding has been disruptive and internal support has not been uniform.
A publie awareness survey demonstrated that the initiative has a long way to go to
sam widespread public recognition, but it also indicated that the depatment is on the
right track.

. The Connecting Canadians communications initiative 1s widely although not umversally cited
as o successful strategy.  Interestingly, several groups clhumed responsibihity for us
development - an indication they consider it a suecess. It is clear that the Communications
Branch has taken a leadership role in coordinating this communications strategy.

. The Connecting Canadians communications strategy is corporate in that 1t 18 spans many
programs across Industry Canada.  Initiatives that require coordination across several
departments can also lead o a requirement for “corporate” (i.c. trans-government)
commumications plans. The communications plan for the Canadian Biotechnology Strategy
was eited to us as a successful example.

N The Canadian Biotechnology Strategy involves seven federal departments and five
agencies.,  The Communications Branch advisor worked closely with the
Biotwechnology Secretarizt to assist with public  cansultations, coordinate
mterdepartmental activities, obtain necessary opinion rescarch, and draft the
communications plan that accompanied the Memorandum to Cabinet for the
Biotechnology Strategy. The Director General of Communicauons and other
members of the Communications Branch offered valued suppon

. One suggestion was that corporate plans should be developed for cach of the department’s
five strategic prioritics, as was done for Connecting Canadians. Plans for some of these
priontics = trade in particular = would be more complicated to prepare because other
departments (e.g. Department of Foreign Aflairs & International Trade (DFAIT)) are major
panners. These partners would have to be pant of any process to develap communications
plans.

Communications plans for speeific issues, initintives or events

In a department as large and complex as Industry Canada, there are always numerous issues,
initiatives and eveats on the horizon requiring communications plans. The Commumty Access
Program (CAP), for example, while considered exceptional can nonctheless generiate as many
as one or two cvents a day.

. These plans are sometimes prepared by the communications advisors in the Communications
Branch; sometimes by the communicators in the scctor branches: sometimes by regional
communicators; and sometimes by program stafY.

. There does not appear to be any firm division of responsibilities for writing these plans.
Program managers who rely most heavily on the Communications Branch for support wend
to look to their advisor to prepare these plans. Sector communicators usually prepare plans
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3.23

for their programs  The Communications Branch doces tend to participate when inttiatives
involve the Minister including communieations plans associated with Memoranda to Cabinet,
The DG Communica.ons must sign off on all communications plans for MCs

We heard a cenamm amount of cnticism from both program managers and Sector
commmunicators about the plans that are watten by the Communications Branch. For some
managers they lack creativity, are all produced with the same “cookie-cutter™ approach; are
too long; are too short-term and announcementievent focussed; idenufy “all the usual
suspeets” as audiences rather than zeroing in on key audiences, and fail w hink
communications acuivities to the identified sudiences.

Managers whose in-house communications staft prepare communications plans tended to be
sausfied with their plans, perhaps because in-house staff are better informed about program
issues than Communications Branch staff could be. There are likely other reasons, too: the
sector communicators are probably more sensitive to their managers' requirements, less
captured by the traditional format for communications plans, and at least in some cases better
able 10 devote time and effort to an individual plan.

On the other hand, Communications Branch managers say that sector communications plans
often fail to demonstrate how sector acuvities connect to departmental, Mimsteral and
governmental priorities.

Conmumunications advice

The Government Communications Policy describes communications advice as the provision
of counsel »o numisters and management on policy development, program planning and
implementisuion, and public issues. Advice 1s one of the core clements of the communications
funcuon.

The provision of advice is generally coordinated by one or more designated Communications
Advisor(s) assigned to a program arca. The advisors in tum are supported by others within
the Branch 1n specific technical areas (1.e., mulumedia services, public opinion research, cte.).
Some program managers will approach the wehnical specialist directly based on previous
experience. This subsection focuses spectfically on the services provided by the designated
Communications Advisors.

There are 14 communications advisors assigned to provide communications advice and
support to the varous sectors within the department.  Program Review resulted in the
chmination of four communications advisors positions and four suppon positions.

Unbike in some departments, these advisors are not co-located with therr chents, but work out
of the Commumcations Branch.  There are advantages and disadvantages o co-location with
chents as there are wirh having all advisors located together (e . knowledge of chent vs
depantmental perspective, backup capabihties, halancing of workload, ete ) Co-location
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would probably not be feasible for Industry Canada, since most advisors serve many
programs.

The Branch behieves advice should be one of its prmary roles, a view that is shared by many
program managers in the departiment.

There is no uniform group of advisory services offered by communications advisors (o their
clients. The services vary depending on the needs of the client and on the workload, interests
and knowledge of the adviser. Generally those Sectors without their own communications
group arc looking for the provision of a broader range of services than those Sectors with
their owr internal communications group.

The advisory services offered by the communications advisers can address some or all of the
following:

linison with Minister's Office for specches, events and nows releascs;
governmental, Ministerial and senior executive priorities;

departmental processes and procedures (e.g. for advertising, news releases);

liaison with Communications Branch expents (e.g. media relations, publications, public
environment analysis);

central agency requirements (.. Official Languages Act as itaffects communications
with the public, identification of government publications including the Federal
ldentity Program, representation of diversity);

contracting procedures and selection of consultants/contractors;

issues management,

crisis management;

media monitoring;

communications input into policy and program development;

communications plans for MCs, mitiatives or events;

consultation efforts;

coordination, negotiation with other branches, or with partners (within or outside of
government) on cCommunications ISsucs;

shaping of messages:

identification of audiences and communications opportunitics;

Question Period cards, media lines, questions and answers; and

briefing of spokespersons.

- R

=
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Managers are divided on whether the advice they receive is valuable. Many speak highly of
their communications advisors, consult themregularly, and include them on their management
teams. Others aren™ cven cenain of the name of their assigned advisor.

Some managers complain that the advice they reeeive consists of instructions on what they
must do and not do - an example would be the requirement to meet Federal ldentty Program
standards. They say they want the Communications Branch to provide value-added, and not
to simply serve as a gatekeeper. Some nuanagers say advisors are not readily available o
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3.2.4

them, or lack the communications skills that programs need (e.g. overseemg a major
promotional campaign).

For a small number of managers, advice on its own docs not constitute adequate service by
the Communications Bianch. These managers want their “advisors™ to pitch in and do the
work - to produce communications products and manage activitics. Some communications
advisors do, in fact, get involved in delivering communications products and activities.

Many people we interviewed noted how difficult it 1s for advisors to serve their large number
of clicnts.  They said that to be effective, advisors need to be famibiar with their chents’
programs and issues, but advisors cannot find tme to gan and mamntam this famihanty.

The Commumnications Branch 1s not the sole source of communications advice within the
department. Advice is also provided by the communicators attached to sector branches. For
the most part, program managers appear satisficd with the advice these sector communicators
provide.

The Communications Branch belicves that therr advice 1s eniueal since it provides the “big
picture”. Many of the sector communicators say they m fact, look to the Communicatiens
Branch to provide them with this “big picture™ so they can give better adviee.

Ministerial support

Itis tlustrative of the different understanding of respective roles that some of the managers
mterviewed volunteered a definion of the Communications Branch’s role exclusively interms
of scrvices to the Minister.

N *. . .to support the Minister, and to support speceific programs and services to the
extent that they arc secn as supporting overall departmental priorities.™

N * ... to provide communications interface between programs and the Minister’s
Ofiice . . . to link ministerial perspective to program initiatives.”

1t is clear that the Branch plays an important interface role, and gets caught occastonally in
the muddle when, for cxample, a program is pressing for a decision on the Minister's
participation v an event and the Minister's Office cannot make the commitment.

Underlying the sometimes-difficult and sensitive nature of this role, the Branch was desenbed
variously as the “gateway™, “required route™ and “barrier” to the Minister's Office.
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Ministerial opportunities

. Identifying public activitics and events with potential for the Minister’s participation is a
complex and difficult but essential exercise requiring assistance from regions and groups
across the department, sorting of many factors by ministerial staff, and constant adjustment
of schedules. Most throughout the department ~ocognizc this difficulty and believe that on
balance the Ministerial Event and Opportunitics Report (MOPPR) and scheduling process
within Industry Canada works well.

. One obscrver characterized the preparation of the MOPPR as a “process that prevents good
opportunitics from being seized, ™ a reflection of the frustrations that can be involved.

Speeches

. The Minister, the Secrctary of State and the Deputy Minister make numerous speeches during
the course of the year. In 1998, the Minister made over 250 specchces on a varicty of subjects
(Connecting Canadians, Technology Partnership Canada, SME Infofairs, E-commerce, CAP,
and praposed legislative changes relating to privacy, competition and tclecommunications).
The Sceretary of State needed approximately 100 speeches and talking oints prepared.

. Most speeches for the Minister are written by outside contractors. This cffort is coordinated
by two speech coordinators and a support person within the Communications Branch who
also prepare some of the speeches themselves. Mostof those we spoke to felt that the current
process was working reasonably well recognizing the challenges and short timelines inherent
with preparing speeches for a Minister. Some o1 those we spoke to felt that onc or more in-
house specch writers would provide more continuity and consistency in supporting the
Minister. Given existing limits on Communications Branch resources, contracting for this
purpose works rcasonably well, and better than what we have seen in many other

departments.
QP Cards
» A coordinator in the Communications Branch participates in identifying issues for QP cards,

assigning them to be written by some 100 people in program and policy arcas, and cnsuring
their delivery in time. Over 560 cards were prepared during the 1998-99 fiscal year, an
average of over four cards a day when the Housc is sitting. This number docs not include
cards prepared for Access to Information and Privacy (ATIP) requests. There is little
opportunity to affect the content oradd value to the process by for example, linking responses
to the prioritics of the department or by being better positioned to identify the specific subject
arcas for which they arc required.

. Training for QP card writers in the fall of 1998 has been well received and judged to be
worthwhilc.
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3.2.5

Multimedia Services

The Multimedia Scrvices team of the Operations Directorate in the Communications Branch is a
major service resource for departmental programs.  This team completed 221 pubhishing and
production projects during fiscal year 1998-99. Many of these projects were part of large horizontal
or ministerially-refated initintives, Others were for programs that lacked the researces to carry them
out independently.

3.2.6

The unit charges the client 3%6 of production costs to coordinaic a project or 4% of centract
amounts when it facilitates the client’s usc ofa Public Works & Government Services Canada
(PWGSC) standing offer for writing and editing or graphics services. Seventy-two per cent
of the total amount recovered is used to pay PWGSC service fees.  The unit hopes to
introduce new standing offers for January 2000 that will obviate the reliance on PWGSC.

For similar project management, Human Resources Development Canada’s (HRDC)
Communications Branch charges clicnts 8% if projects are funded in advance or 10% on a
project-by-project basis. Some $650,000 is thereby gencerated for investment in project-
management FTEs.

Under Program Review 1, the Communications Branch at Canadian Heritage was cut by 30%e
overall, and its publications production and distribution, graphic design, audio-visual support
scrvices by 95%. Sectors were essentially left on their own for these services, although
workshops were conducted on publications production and contract management.

Overthe past year, the department has strengthened its corporate identity through an exercise
led by the Multimedia Services to rationalize the usc of logos. n its response to a request of
the Deputy Minister to review non Federal Identity Program (FIP) logos, 54 unique logos
were collected, 32 applications were made for approval, and 11 were approved ty the Deputy
Minister for continued use within the FIP framework.

Between October 1998 and March 1999, Industry Canada’s SOAs and the Communications
Rescarch Centre (CRC), with the support of Multimedia Services, engaged in negotiations
with Treasury Board Scerctariat to bring their corporate identities within the FIP framework.
In March 1999, all of the SOAs and CRC had their designs and titles approved by the Deputy
Minister and Treasury Board officials.

Media relations
The Communications Branch issucs a large numb..rof news relcases, information bulletins and
advisorics cach year. During fiscal year 1988-99 it issued approximaicly 270 news releases,

31 information bulletins and 82 advisones.

Processing and issuing news releases requires considerable effort by the Communications
Branch, often, we were told, with limited resuits in terms of media coverage. However, we
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3.2.8

recognize that releascs conform to government-wide practice and serve a purpose as an
intcrnal and external record of departmental announcements.

The dcpartment uses an clectronic news release approvals system with signoffat the DG level
inScctors. The Communications Branch revises the Jdrafts as nccessary and sends draft news
relcascs in clectronic and paper form to the Minister’s Office with a record of approvals and
distribution plan,

In our expericnee, Industry Canada has fewer problems with releases than many departments,
in part because of the relatively limited approvals required in the system,

The department maintains a list of 200 spokcspersons; media contacts arc reported by
managers to thc Communications Branch and/or the Minister’s Officc. We found no major
problems with this largely decentralized system, which conforms with preferred practice in
the public scctor.

Many program managers have received media training. Departmental employeces have access,
through their desktop computers, to a list of approved spokespersons for major policy or
program issues

Advertising

In the wake of the cuts, the Communications Branch is unablc to actively coordinate
departmental advertising initiatives but remains responsible for providing input onadvertising
into the planning process; coordinating the necessary approvals with the Minister's Officc;
and reporting as required to PWGSC. Communications advisors havc aiso continucd
providing advisory services related to advertising initiatives. The Scctors who have the
budgcts for advertising deal directly with Gingko, the department’s advertising agency, and
with the Communications Coordin  on Services Board (CCSB) within PWGSC to mect the
administrative requirements of the government policy on advertising.

We heard of somc problems with the approvals process notwithstanding an outline of roles
and responsibilitics in the departmental policy, concerns about Gingko's charges, and
instances in which Scctors failed to scek ministerial approval or did so at the last minute. We
understand that most of these problems have been ironed out.

Events

Managers and communicators describe the management of public events as time-consuming
and sometimes frustrating. Having said that, the department’s events appear to be
consistently successful.

Most cvents arc mounted by programs with the support of scctor and regional
communicators, and with the Communications Branch sometimes serving as a liaison with the
Minister’s Office.
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3.2.9 Regional communications

The department’s regional communications capacity has been affected severely by staff cuts
and a reduction in classification levels.

The Communications Officers in cach Region and FedNor who coordinate much of the
communications cffort within the Regions, face extraordinary demands to roll out
departmental initiatives and support ministerial travel and events. They need to be experts
in writing, communications planning, advising, media relations, cvents management,
production and commurications technology, among other skills. Most are classificd at the
1S-4 level and tend to report to a Director, Planning Analysis and Coordination (an EX- |
position). Several have no or very limited support staff to help them in carrying out their
responsibilitics.

Almostall those we interviewed who have contact with regional officers were complimentary
about their performance and commitment.

The regional communicators say their interactior with the Communications Branch (i.c.,
weekly telephone call that was recently reinstated, twice a year mectings of the regional
communications that the Branch trics to attend, Weeklics prepared by Communications
Adbvisors on their projects) is helpful, and they would welcome more frequent contact with
the Branch on strategic issucs.
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4.0

CONCLUSIONS AND RECOMMENDATIONS

From our review and analysis, we conclude that Industry Canada is fulfilling the primary
requirements of the Government Communications Policy as indicated in Annex D.
Although improvements could be made in the effectiveness of communications (sce
recommendations below), there are no glaring policy transgressions or gaps. We were
impressed by evidence of dynamic and creative communications activity across the
country, by external partnerships in communications, and the aggressive integration of
technology in client communications.

Given the department’s decentralized approach to communications, overall communications
can only be cffective with senior management leadership, individual accountability, clear and
accessible procedures, close coordination of activitics and open cooperation among
communicators and managers.

Even as we conducted this review, we observed an cffort to provide senior-level input and
dircction to the department’s communications through the creation of the Communications
and Marketing Committec chaired by the Associate Deputy Minister.

We looked closely at the department’s central communications unit, the Communications
Branch. The Branch is heavily engaged in Ministerial and corporatc communications
initiatives, but also plays a role in program communications through its advisors and its
multimedia, media relations, distribution and enquiries services. We concluded that, ar
existing resources levels, there is limited room for the Branch to play a stronger role in
coordinating communications or supporting program communications.

We found almost no support for a wholesale centralization of the communications function
into the Communications Branch, nor do we think the benefits of such a recorganization (c.g.
improved message coherence, possible cconomies of scale, closer adherence to policies and
proccdures) would outweigh the disadvantages (widespread short-term disruption, reduced
on-sitc communications support for program managers, potential loss of existing dynamic
communications approaches by Scctors).

The challenges of the existing structure, howcever, where there is a constant ongoing tension
between corporate requirements and Sector prioritics, need to be explicitly recognized. In
such a structure, cveryone, both program managers and professional communicators, has a
critical and important role in ensuring communications are properly coordinated.

Our conclusions and recommendations discuss improvements that could be made within the
department’s cxisting organizational and resources arrangements.  We acknowledge,
however, that some of the reccommendations would increase the pressure on the
Communications Branch, at least in the short term. We also identify potential investment
prioritics for the Communications Branch if additional resources were 1o be added.
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. In our view, Industry Canada can move closer to our communications model if:

N all communicators act as information brokers;

N the Communications Branch gives professional leadership to communicators across
the department;

N across the department, there is a more conscious usc of the strategic plan to guide
messaging;

N more attention is devoted to the coordination of activity; and

N the expertise in newer media in the Communications Branch is enhanced.

Responsibility: Communications Branch, with senior departmental management
4.1 Introduce a departmental communications policy

Introduce a departmental communications policy spelling out objectives, roles, responsibiliiies,
accountabilities and communications procedures. Use the policy as the basis for negotiating
service agreements in the form of Memorandums of Understanding (MOUs) between the
Communications Branch and Sectors.

. Managers have ‘~portant communications responsibilities under the Government
Communications Po...y. However, they nced guidance from the functional experts on how
to fulfill those responsibilitics. They also need to understand the extent to which they can
expect services from the Communications Branch.

. An Industry Canada Communications Policy could spell out the department’s broad
communications objectives; the cominunications role.s, responsibilities and accountabilitics of
managers and communicators; and procedures for implementing communications projects
(some of which alrcady cxist - e.g. the news release procedurcs). It could be produced in
comprchensive and abbreviated versions, including a hard-copy desktop reference for sector
managers.

. The Communications Branch could usc the policy as the basis for negotiating service
agreements with Scctors in the form of MOUs. Each agreement could be shaped to reflect
a Scctor’s particular needs and the availability of in-house communications resources.

Responsibility: Communications Branch, with seniur management

4.2 Ensure communications funding for new policy and program initiatives

Ensure up-front funding of communications costs in new policy and program initiagives.

. The format for Memoranda to Cabinet now requires that initiatives going to Cabinet for

approval identify funding for communications. This helps cnsure that communications units
do not have to take on substantial new responsibilities without the necessary funding.
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. This principle - funding up front for new policy and program initiatives - should drive the
introduction of all significant demands for communications services, inchuding those stemming
from Treasury Board submissions and internal priorities. It would be reasonable, therefore,
to also requirc review of Treasury Board Submissions by the Director General
Communications prior to submission to ensurc that communications issues have been
adequately considered.

. Although this approach would do little to help the Communications Branch deal with exisung
pressures, it would help prevent them from getting worse. In HRDC, which operates this
way, the Communications Branch operates with about 50 communications FTEs and $10
million in funding over and abowve its A-base for special initiatives.

d When program managers and communicators arc werking out funding arrangements for new
programs and policies, they could also negotiate agreements on oles and responsibilities.

Responsibility: Scnior management, program managers, Communications Branch
4.3  Strengthen the “communications community” within Industry Canada

Strengthen the “communications community” within Industry Canada by seizing opportunities
to bring the department’s communicators together as a collective resource to “connect the dots",

. Professional communicators are meant to be knowledge brokers who “connect the dots™, and
who identify linkages between program activities and the broad prionities and objectives of
the government, Minister and department,

. Communications Branch communicators have a good sensc of these priorities and objectives
because of their close relationships with the Minister's Office, senior management and the
central agencics. But their links with some programs are weaker than with others,
complicating the task of identifying linkages.

. Incontrast, scctor communicators have close program relationships, but generally fack access
to information about broad and changing governmental, Ministerial and departmental
priaritics. This limits their cffectivencss as knowledge brokers.

. Both groups recognize the opportunities here. Sector communicators state without hesttation
they would welcome information on priorities from the Communications Branch. And the
Branch has already launched occasional meetings of sector communicators. It also has
recently reintroduced weekly conference calls with regional communicators and attempts to
attend regional mectings.

. Industry Canada would benefit if the Communications Branch could provide corporate
leadership for all commuricators in the department. It could do this by:

N fostering the sharing of high-lev ¢l information;
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N wenutymng and supporting protessional development opportunities,
N encouraging commumcators to move between Sectors and the Communications
Branch to ennich thair work expenience,

N poohng knowledge about outside supphiers, and
N providing formal feedback of any sector regional communication effort (1 ¢, as pan
of a Sector tocus day or mput to 360° teedback)
. Program managens tor ther part, could be supporinyg the Communications Branch by domng

many of the same things in the oppostte direction

. Potential vehscles could nclude
N a weehly report from the Commumcations Branch to all 1S penonnel,
N more frequent (¢ g monthly) mectmgs of Communications Branch managers and
sector commucatons, fucussed on substantiy ¢ discussion of issues, prionties, trends,
N regular Communications Branch paricipation in the meetings  of  regional
communicators, and
H the hosting of protessional development events (¢ g brown bag lunch with speaker)
. These and other wdeas could be developed and refined by a working group of branch, sector

and regronal commumicators. To Last and o achieve results, they would need balanced
contributions from all participants

Responsibilty: Communications Branch, semior management
44  Planning
Prepare an anml strategic commsmigations plan

Concentrate an the use of the strategic communications plan as a working tool to suppaort
carporate priorities and increase the likelihood of consistency in messaging across the
Departinent.

. 1t 1s important to prepare and mamtaim a stratey .0 communications plan demonstrating how
communications will support the achievement of the department’s hey prioniies as set out n
the annual departmental business plan

. The process of prepaning the strategic communications plan ¢an be wed o negonate
AEICCMENT UNONE SCRIOT MANAZCTS O COrpurale communicahons paorities and messages
The plan will have credibality of 1t 1s based on broad consultation within the department and
1s formally approved by the depanment’s sentor management committees.

. The plan and the roles and responsbihities for its activities should be taken up with program
and policy units m the department and wuh Portfolio partners. Managen should be
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encouraged to reflect the broad themes and messages of the strategy in their own
communications plans and activities.

Responsibihty: Communications Branch

Model plans_for ather corporate mipatives on "Connecting Canadians”

Consider using the Connecting Canadians approach (ie., the development of a corporate
communications strategy for ¢ Departinental priority) to other corporate priorities,

. The success of the Connecung Canadians commumications plan suggests this approach could
be used with other honzontal, comporate or nter-deparmental pronties. Such plans,
prepared by the Communmications Branch, would add sigmficant value to the depariment by

N helping departmental emplovees and chients understand the broader rationale for
wdividual program activities,

N providimg coherence to often disparate communications aetivities, an?

H encouraging mtra- and mter-departmental  cooperation and  coordination  of

communicanons actvilios

. These plans would be logical “next steps” after the preparation of an annual strategie
communtcations plan; 1¢ the rategie plan could dentify where corporate plans should be
developed

. Corporate plans could also be prepared m response to new or evolving priorities dunng the

counse of the year. For example, if the Minister or the deputy minsster were to ntroduce a
sigmificant new strategic thrust for the department, a comporate communications plan could
help the department redirect 1ts communications activities o respond to the change

. As with Memorandato Cabinet, the depaniment should ensure that plans are prepared for high
profile submussions to Treasury Board  This would.

N ensure important departimental itiatives are supporied by effective commumcations
planning,

N alert the Branch to planned new itiatives with potential resource implicanons, and

N affer communicatons an opportunity to mtenvene with program and policy planuers

to recommend that funding for communicanons be meludued i requests tor funds trom
Treasury Board

Responsibility Communications Branch, sentor management

Redhrect planming for spectfic_ isstes, NG es of events

Clarify responsibilities for pregram conmumnunications planning and adopt a streamlined
“synapyis® format for the preparation of routine communications plans.
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Our mterviews suggested that some program  managers are dussaustied with the
communications plans prepared by the Communieations Branch for speeific issues, mitiatives
oF events.

We behieve that, i most cases, communications plans for matnves that have hule
sigmficance bevond an individual program should be prepared by program stati, and not by
Communications Branch advisors, who may be teo basy or o removed trom program
agtivities to devote the ume required to prepare effective plans

Communicatons and program managers throughout Industry Canada may want 1o adopt a
more streambined “synopsis” format tor the preparation of routine commumications plans. We
believe the Communmicatiens Overview form now used in Memoranda to Cabinet offens a
concise apprmach that could be casnily adapted for depanmental use. The Overview form has
these advantages

N it ashs that hakages be made w0 governmental and depanmental messages and
campatgns, thereby encouragmg honzontal tanking, and
N it tlags the potential for regional or provincial sensitnvities

Our proposed adaptation of the torm i included m Annex b

Responstbility. Program managens, Communicattions Branch

4.5

Advisory services

Facus the work of communicutions advisers on key areas of service and clearly identify these to
progeam managers,

At the current level of resources devoted to the advisory role, there 1s htle lndustry Canada
can do to ncrease the amount of service to depantmental chients.

The quality of advice could be improved 1f the advisors tocus on hey dicas of service. As pant
of its response to La Reléve and s development of a Universal Classification Swandard (UCS)
positien desenption, one federal agency has developed 4 model competency profile for
commumi wions advisers  This profile could by adapted for Industry Canada to clanty
advisor roles and to strengthen selection, traming and evaluation

The ¢ smmuntcations Branch could inform program managers that advisors will focus on the
on i areas highlighted m the profile, noting that it was the result of considerable study and
experience i the gos emment communications community. Managens could also be informed
that advisors are sinply not resourced o create program materials or manage program
actnties, Some managers would not be satisfied with ths situation, but at least they would
know what the boundarnies are

Responatbibity Comeumications Branch
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4.6 Multimedia services

Develop a broader capacity for deck/new media services and increase churges to clients, using
revenues to fund additional FTEs.
Increase charpes to clients and fund additional FTEs

. The Communications Branch's Multimedia Services unit has an excellent reputation
throughout the department. The expencnce at HRDC demonstrates that managers are willing
to pay more than the unit now charges for quality services.

’ Higher charges would likely reduce the workload pressure on the unit by generating revenues
to hirc additional stafT, and by reducing the number of lower priority projects brought by
program managers to the unit for production.

Responsibility: Communications Branch

. Although the Policy Branch produces decks and presentations for the department’s senior
managers, the Communications Branch produces them for the Minister. This service is of
long-term impontance to the Communications Branch:

N it keeps the Branch close to the Minister's thinking on key issucs; and
N it encourages the Branch to remain current on trends in technology = which is likely
to be of increasing significance to the communications function,

. It would be highly beneficial for the Communications Branch to provide a similar service for
the Deputy Minister who is playing a leading role in capturing Industry Canada's cvolving
vision for key issucs. In this way the Branch would be better able to be on the leading edge
of the Depantment's vision and the technology in usc today and in the future. The
Communications Branch has a good base in these areas but it is fragile with only one resource
dedicated to this area.

Responsibility: Communications Branch
4.7  Communications Branch priorities if more FTE resources available

If more FTEs are available, priorities are communications advisors, senior branch managers,
communications research and support for QP cards.

. 1t was not an abjective of this review to consider the reallocation of resources within Industry
Canada, nor within its mandate to recommend an increase in funding or posttions for the
Communications Branch. We have observed that branch services could be improved with

Hallux Consutting inc. December 1999 Page 25




additional resources. It new resources beecame avairlable, we would recommend that the
additional resources be targeted to the following arcas:

. Advisors. The addition of two or three commumications advisors would allow each
adwisor to focus on a reduced number of programs.  Advisors would be better able
to mect program needs for advice, and better able to inform the Communications
Branch about program prionties and plans. With or without new resources, however,
we believe advisors should refrain from taking on substantial production roles (c.g.
the writing of booklets, communications plans, ctc.)

. Management. There is potential for improving communtcations in Industry Canada
by providing sector communicators with more information on corporate, Mimsterial
and govemmental priorities. Sector communicators want this information, and the
Communications Branch has access to it.  But gathering, assimilating and
communicating this information requires a substantial amount of ume by senior
Branch managers. The addition of one or two 18-06 communicators to share the
Branch management workload would increase the likelihoad that information would
be shared in a timely, consistent fashion.

. QP cards. The product could be improved and there could well be a net saving of
resources devoted to QP cards if the Communications Branch was staffed to analyze
questions actually posed 1 the Commons, identify issues for QP cards more
selectively, and exercise some quality control on the style and content of the notes.

. Research, Rescarch is a core communications function, according tothe Government
Communications Policy, and an important product for many Communications
Branches in supporting Ministerial and departmental priorities. With less than one
FTE devotced to research, Industry Canada's Communications Branch is constrained
in its ability to investigate and promote research opportunitics within the department,
and to pull together and assess rescarch alrcady being done by programs directly.

Responsibility: Communications Branch
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Annex A

DOCUMENTS REVIEWED

Policies/Practices

Gavernment Communications Policy, December 1, 1996 (issucd by Treasury Board
Secrctanat)

Guidelines for Conumumications Information in Memoranda to Cabinet, Qctober 1998
Industry Canada Guide to Advertising, Communications Branch, April 1998

Industry Canada Publishing Gude, Communications Branch, 1997

Industry Canada Style Guide for Writers and Editors, Communications Branch, 1997
News Release Approval Process (undated)

Policy for Spokespersons (undated)

Question Period (QP) Industry Canada Guidelines (undated)

TPC Announcement Protocol (undated)

Communications Strategies/Plans

Comnecting Canadians, Communications Strategy, July 3, 1998
Communications Stratesry, Connecting Canadians, created 1998/03/23
Industry Canada, Departmental Communications Strategy (undated drafl)

General Information

1998 Industry Canada Agenda for the Knowledge Based Economy, May 20, 1998
Communications Branch organization chans

Communications Branch. Who we are, How we work

Federal Identity Program Exercise at Industry Canada, various documents

Generic position description, Senior Communications Advisor

Industry Canada. Making a Diflerence, Our Priorities for 1998 99

Indusiry Canada 1998-99 Marketplace Frameworks

Industry Portfolio Ministerial Events and Opportunities Report of January 13, 1999
Multimedia Projects, Completed and Current, February 18, 1999

Public Awareness and Attitudes Concerning the “Connecting Canadians ™ Agenda, Angus
Reid Group, January 4, 1999

Hallux Consulting Inc. December 1999 Page 27

@ AT A AU i s e e vt et s B Pt b AT et A e £ et € e oo



Annex B
INDIVIDUALS INTERVIEWED

Michelle D' Auray, Exccutive Director, Task Force on Electronic Commerce
Bruce Deacon, Exccutive Director, Technology Partnerships Canada

Scrge Dupont, Corporate Sceretary

Rence Harden, Director Communications, Industry Portfolio Office

Bob Hawkins, Director, Strategis Marketing and Business Development, ClO
Michacl Jenkin, Dircetor General, Office of Consumer Affairs

Vicki Kohse, Manager, Information Products, Canada Business Service Centres
Corinne MacLaurin, Dircctor, Lobbyists Registration Branch

Grace Moores, Manager, Partnership Development (CBSC)

Kevin Shackell, Manager, Communications (CRC)

Bruce Stuart, Manager, Commun.cations, Technology Partnerships Canada
Graham Taylor, Director of Marketing (CRC)

Gerry Turcotte, President, Communications Research Centre (CRC)

David Waite, Dircctor, Consumer Information and Coordination

David Waung, Dircctor General, Strategic Information, Chief Information Office
Susan Williams, Exccutive Dircctor, Industry Portfolio Office

Howard Wilson, Ethies Counsclior

Mary Zamparo, Comptroller

Competition Burcau
Sally Southey, Director of Communications
Céeile Suchal, Special Communications Advisor

Industry and Science Policy Sector
Pardeep Ahluwalia, former Special Advisor, Knowledge Infrastructure
Rabert Dunlop, Director General, Entreprencurship & Small Business Office
Chummer Farina, Exccutive Director, Advisory Council on Scicnee & Technology Secretariat
Andrei Sulzenko, Assistant Deputy Minister, Industry and Science Policy Sector
Maric Tobin, Dircctor General, Innovation Policy Branch

Industry Scctor
Roy Atkinson, Exccutive Dircctor, Canadian Biotechnology Strategy Sccretariat
John Banigan, Assistant Deputy Minister, Industry Sector
Lucicn Bradet, Director General and Manager, Favironmental Affairs
Ninon Charlebois, Dircctor and Manager, Bricfings & Strategic Management Group
Rocco Delvecchio, Executive Director, Investment Partnerships Canada
Helen Teeple, Director & Manager, Marketing and Promotion Services
Ron Watkins, Director General, Acrospace & Defence Branch
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Operations Scctor
Claudette Avery, Senior Program Officer, Marketing and Business Operation, Measurement
Canada
John Banys, Dircctor, Communications, Office of the Superintendent of Bankruptey
Mark Corcy, Associate Assistant Deputy Minister, Operations Scctor
Lyse Couchman, Manage;, ADMO
Christine Desloges, Director Generzl, Trade Integration Directorate
Chris Endemann, Chicf, Corporate Affairs, Planning, Intcraction & Regulatory Affairs, CIPO
Alan Johnson, President, Measurement Canada
Monique Laurin, Director, Operations Dircctorate
Marc Mayrand, Superintendent of Bankruptey, Office of the Superintendent of Bankruptey
Tony McDonough, A/CEQO, Canadian Intellcctual Propeny Office (CI1PO)
Joanne Spanton, Manager, Marketing and Program Relations, Aboriginal Business Canada
Dianc Vincent, Assistant Deputy Minister, Operations Scctor

Spectrum, Information Technology and Telecommunications (SITTY
Michael Binder, Assistant Deputy Minister, SITT
Jane Carlisle, National Graduate Registry, IHAB
Manny Chetecuti, A/Director, Information Technology Skills Development
Connic Edlund, Dircetor General, Year 2000 Sccrctariat
Doug Hull, Director General, Information Highway Applications Branch
Mary Marshall-Gardiner, Manager, Promotion and Marketing, [HAB
Helen McDonald, Director General, Information Policy & Planning
Joec McKendy, Scnior Officer, IHAB
Mark Montreuil, Senior Information Officer, Computers for Schools, IHAB
JoAnn Myer, Dircctor, Strategic Planning
David Mulcaster, Director General, Information and Communications Technologies (has since
become REXD in Atlantic Region)
Keith Parsonage, Director General, Information and Communications Technology Branch
Jan Skora, Director General, Radio & Broadeasting Regulatory Branch

Communications Branch
Ken Armstrong, Senior Communications Advisor, Advisory Scrvices
Michel Basticn, Manager, Information Distribution and Information
Maric Bédard, Director General, Communications Branch
Manon Briscbois, Administration and Informatics Officer, Administrative Scrvices
Lee Burrows, Co-op student, Corporatc Communications
Patricia Burton, Director, Strategic Communications Planning
Picrre E. Charette, Inquirics Officer, Information Distribution and Informatics
Enrico del Costello, Director, Operations
Loma Cunningham-Rushton, Manager, Corporatc Communications
Anne-Maric Demers, Senior Communications Advisor, Advisory Scrvices
Brigitte Desmeules, Senior Communications Advisor, Advisory Services
Peter Doherty, Senior Project Officer, Multimedia Services
Jenny Durrant, Editor, Corporate Communications
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Alexandra Evershed, Senior Public Environment Analyst, Planning and Rescarch
Annic Gauvin, Senior Product Management Officer, Multimedia Services

Don Harrison, Scnior Communications Advisor, Advisory Services

Carole Lafreniére, Senior Communications Advisor, Advisory Services

Yves Lagacé, General Services Clerk, Multimedia Services

David Loudcen, Senior Communications Advisor, Advisory Services

P>ter Martin, Senior Communications Strategist, Planning and Research

Bob McMullin, Speech Coordinator, Strategic Communications Planning
Patrice Miron, Manager, Media Relations and Special Events

Charles Mojse), Senior Communications Advisor, Advisory Services

Picrangela Pica, Senior Communications Advisor, Advisory Services

Lydna Rivington, Scnior Speech Officer, Strategic Communications Planning
Ginctte Robertson, Manager, Mulumedia Scrvices

Rob Stewart, former Speechwriter, now Communications Advisor, Advisory Services
Jennifer Yates, Senior Product Management Ofticer, Multimedia Services
George Zielinski, Exceutive Assistant to the Director General

Regions
David Dallimore, Dircctor, Planning, Analysis and Public Affairs, Ontario Region
Bruce Drake, Regional Excecutive Director, Pacific and Yukon Region
Yvette Felx, Communications Officer, Québec Region
Glenn Ficlds, Regional Exccutive Director, Prairic and NWT Region
Linda I ann, Public Affairs Advisor, Ontario Region
Brigitic Hohn, Regional Exccutive Director, Ontario Region
Picrre Lemay, formerly acting Regional Exceutive Director, Québec Region
Frances McRae, Atlantic Region
Connic MofTit, Public Affairs and Marketing Advisor, BC and Yukon Region
Louise Paquette, Exccutive Director, FEDNOR
George Richard, Regional Executive Director, Atlantic Region
Brenda Tarasiuk, Advisor, Regional Promotion and Marketing Dircctorate, Prairies & NWT

Minister’s Office
Jennifer Kealey, Assistant IHAB
Anthony Macerollo, Executive Assistant
Jennifer Sloan, Press Attaché
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COMPARISON WITH OTHER FEDERAL GOVERNMENT DEPARTMENTS’

Annex C

Dept. Mgnt & Program Enquiries Publishing/ Strategic Ministerial Regions Tetal FTE's | Total Dept

Admin Advisors Electronic Planning Services® in Comm FTE's*
Support Senvices Branch

Agriculture 14 38 9 4 23 14 102 5406

& Agri-Food

Canada

Canadian 6 12 4 9 I8 49 4015

Hentage

Lnvironmen 3 16 I 4 5 43 4241

t Canuda

Foreign 5 37 38 ! 23 104 3806"

Affairs™

Health 3 10 30 6 1 50 5969

Canada

HRDC 13 53 20 24 20 7 141 20074

Industry 7 17 12 9 9 57 4892

Canada

The comparative figures on the number of FTE's i the Communicauons Branch in other government departments was taken from the federal

gorvernment's electronie tefephone directory available on the World Wide Web.

L3
Includes speech wnters, media relations, media momtoring and mimstenal events.

YBased on cach Departments Report on Plans and Prionities for 1998-99.

s
Includes nine contract editors.

"The Department also employs 4,248 Locally Engaged Staff around the world.

Hallux Consulting Inc.
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COMPARISON OF SENIOR RESOURCE LEVELS WITHIN COMMUNICATIONS BRANCHES IN THE
FEDERAL GOVERNMENT

Industry Revenue HRDC Natural Canadian
Canada Canada Resources Heritage
EX-3 ] 1 I | !
EX-2 - - 2 - -
EX-1 2 2 3 2 2
1S-6 2 8 8 10 5
Total 5 11 14 13 8

Hallux Consulting Inc.

December 1999
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Annex D

GOVERNMENT COMMUNICATIONS POLICY REQUIREMENTS

communications activities in relation to the
objectives stated in commumications plans.

Reference Requirement Review Findings

1 Service to the public: Institutions must provide | Outside of scope. Can only be determined
the public with prompt, courtcous and through consultation with the public.
impartial service that is sensitive to its needs,
responsive to its concerns, and protective of its
rights.

2 Institutions are responsible for integrating communications into the corporate management
process. They must:

(a) cnsure that communications staff, policy Opportunities for improvement were identified.
advisors and program managers carry out their
shared roles in and responsibilities for the
management and implementation of
government communications.

(b) ensure an appropriate distribution of resources | Outside the scope of this study.
between headquarters and regions in all
conununications plarning and management,

(c) prepare a strategic communications plan, in A departmental strategic comimnunications plan
conjunction with their Multi-Year Operational | was in development during the course of this
Plan, integrating gov :mmmental, mimsternial review. Opportunities for improvement exist
and institutional privntices. to berter integrate communications plans with

departmental budgeting processes.

(d) prepitre an operational communications plan Opportunitics for improvement in this area
that translates strategies into activities and were identified.
identifics resource requirements witlun the
operational budget.

(¢) ensure that accountability is assigned for the Appcars to be working well.
approval of all communications projects

n inforin the Privy Council Office of any Not specifically addressed as part of this study.
adjustiments to plans during the course of the ‘There were no indications, however, of any
fiseal year. problems or concemns in this area.

(8) assess the public environment in relation to One part-time position devoted to public
policies, progrums and major initiatives, and opinion rescarch. While not specifically tested,
adhere to legal, policy and procedural there was no indication of noncompliance with
requircments that apply to public opinion the various requirements for government
research and other forms of government information collcction.
information collection.

th) monitor and cvaluate the effectiveness of No communications organization in the federal

governiment does this on a consistent basis. [t
is rare when it is even done for a mujor
comnmunications initiative.

Hallux Consulting Inc.
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Reference Requirement Revie'» Findings

(1 seek the advice of the Communications and Not specifically addressed as part of this study.
Consultations Secretariat of the Privy Council | There was no indication, however, of any
Office on issues that may have govemment- problems. The Communications Branch is in
wide implications or require coordination regular contact with PCO.

4) designate a single focns of responsibility for A list of spokespersons for all arcas within the
commurtications with the public when Department, is maintained.
developing contingency plans for crisis
management.

(k) balance their own communications s This is a priority if additional resources are
opinion research and advertising o vith made available to the Communications Branch
the requirements of the government us a whole,
and ensure that work undertaken in these arcas
advances the policy interests of the
government.

)] ensure that work undertaken in Not directly examined. Managers commented
communications, public opinion rescarch and | on the importance of partnering with others in
advertising demonstrates the government's these activities in view of costs.
commitment to fiscal responsibility.

3 Institutions are responsible for ensuring that information about federal policies, programs and
services is made available or disseminated to all regions of Canada. Institutions must:

(v) respond as fully as possible to public enquiries, | Not directly addressed as part of this study. As
without unnccessary recourse to the Access to | identified in the January 1998 Review of the
Information Act or Privacy Act. Enguiries/Warehousing Functions, the

Department maintains several telephone
numbers for public enquiries and encourages
electronic enquiries via its Intemnet sites,

(b) designate primary spokespersons to An extensive list of spokespersons is
communicate with the public, the media and maintained.
members of Parliament

() maintain an index of published material or As identified in the January 1998 Review of the
matcrial available for purchase, and ensure Enquiries/ Warchousing Functions, an
that published material is available for extensive catalogue of published materials is
examination by the public. maintained. The public may examine this

material at 240 Sparks Strecet in Ottawa. Much
of "t is also available through Regional offices
or.anada Business Service Centres (CBSC’s)
across the country.

(d) make information available for purchase by the | Only a small proportion of the material made
public where appropriate, and consider the available by Industry Canada is priced. The
costs of preparing and producing the basis for establishing the fees was not part of
information when assessing fees to users the scope of this study.

Hallux Consulting Inc.
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Reference .

Requirement

Review Findings

(e}

reduce or waive fees or charges for information
where there is o clear duty to inform the public
as defined in this chapter

Not addressed specifically ws part of this study.
The vast majonty of mfurmation prepared by
the deparument is avalable at no cost, entlier in
printed form or electromeally via the
Depantment’s diferent Internet sites

]

natify the Canada Comniunication Group-
Publishing (CCG-P) of publications that they
plan to produce, and where CCG-P and
institutions agree that a publication should be
priced, armange to have it published through
CCG-P, copublishing with the private scctor
wherever possible,

While ot addressed depariment-wide,
Mulumedi Servicey ensures adherence to
these requirements th the major pablications it
ININAZES.

(g)

ceordinate advertising and public vpinion
research strategies theough Public Works and
Govemnment Services Canada, Institutions
must pre-test all significant adventising
campaigns to ensure that they meet their stated
objectives,

The Communications Brangh 15 unable to
achively courdinate departmental advertesing
initiatiy es but remamns responsible fur
providing input into the planming progess ard
reporting as required to PWGSC Secteradeal
directly with the COSB and Gingho

(h)

make ever effort to disclose results, outside the
formal resolutien process prescribed by the
Aecess to Information det, of public opinien
research. In the spirit of the decess
Information ct, institutions are encouraged to
make the final report of public opinion
research availatle within 30 days of receipt,
and should only resort to the 90-day Jllowance
if constrained by publishing requirements

Not specifically examined. The department
sponsors relatively httle independent research,

Institutions must respect the equality of status
of the two official languages as established by
the Charter of Riglts and Freedoms and the
Qfficial Languages Aerand adhere to Treasury
Board policies and guidelines derived
therefrom.

While rot specifically addressed, 1t s clear that
the Department 1s tryng to respect federal
lepslation and T8 policy m tis area
Publications and media releases are mads
available i buth official lanpaages
Multunedia Servicss ensures wrting quality 15
comnparable in both official Linpwares

Hallux Consulting Inc.
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Reference

Requirement

Rgﬁew !w ini,lin g8

5

{a)

Presentation and visibility. Institutions must

pursue fair commumicitions practives by

| avoiding sexual stercotyping in thewr

communications, by ensuring representative
depiction of all members of Canadian socicty,
and by taking all reaconable measures to
communicate effect™ ely with disabled percons
and with members of multicultural
COmmunitics

| Observed in progects managed by the
Communications Branch

)

| ensure federal visibility by idenufying ther

proprams, actvities and facihties i
ascordance with the Fedaral Identity Propram,
and, where appropnate, by aranging public
events to maurk sipmficant federal imtiathives of
centabutions.

Multimedia Serviees has worked suecessfully
to rationalize the vee of logos auressthe

Depantment. Through the MOPPR atempts

are made 1o enstire that public events are
arranged to mark significant federal mitateves
or contnbutions,

Roles and Responsitulities

Minsters shall

- define the commumcations wapemidnlities of

| minstenal staff

1 Butsde the scope of thas study

establish clear lines of suthunty witlin
- mumistenal staff,

Crutesde the svope of this sudy

establish provedures for bason etseen
wnstitutional unmemcatons magagsrs and
sunisteral staff to enure that the
commumeanen of policy and eperitienal
amteatnvas 18 cewrdimated, with particular

§ refurenee to media relattens and paticipatan

w public events

Polistes are m plave outhining under shat
Srrumstanees sumeune may speak for Industry
Canada and the sature of the infennaton o be

pronided. Repular mectings are held between

1€ communwations managees and ministenal
statf to coordinate activaties.

xetine, teguther with thar vespective deputy
heads, thew communications prontes,
uhyretives and regwraments

{ Chutsade the scope of s study

Deputy heads skl

dospnate a somer sffioad actored o ks oy
| head of cormimations to sufpat e dopusy
Lead mcovndimatng and duccting

The Durector General of Communations
supports the deputy hoad w thes regard,

unplementation of this pelicy

- sttake an appropiaste balane of
vomptmeations roles and roparaialites
Animg communiations STl polny advisors

Al prepran RS

s Reveewn bas evemmended a
comprehensave policy to address problems
s wopst
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{ Reference

| Requirement

Review Findings

ensure the integravon of strategie
communications planning with the everall
planning of the mstitution

- Steps to this effect are recommended by this

Review,

epsure the development of'an annual
eperational communications plan

An epertional communications plan would be
{ next step once a strategie plan has evolved
inte a working instrument across the
department,

ensure appropnate distnbution of resources
between headquaniers and regions i all
communications planning and management

Outside the scope of s study

desigrate managers and specialist at
headquanees and i the rgions o strve oy
prumary spekespersons i welations with the
publie, the media and members of Parhiunent
on subjects in ther area of experuse

Industry Canada mamntaing an extensive hist of
dessgnated spokespersons,

ensure that communications staff and
spokespersons are afforded the trunng and
professional development requured

Spokespersons are receiving media traiming.

ensure hason and cooperation in
communicatiens matters with other federal
institutions and central agencics and with other
levels of povermment

Bvident in the work of the Pentfohio Office and
in the rgular dialogue with wiker federl
mstitlions, contral agensies and other levels
of gvemment. Objectives of the depariment
reqaire coordinalion aLross govemment.
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Annex E

COMMUNICATIONS PLAN OVERVIEW

1. COMMUNICATIONS GOALS
[State precisely what goals are to be achieved through the communications plan.)

2. LINKS TO GOVERNMENT MESSAGES AND CAMPAIGNS

{Indicate what links will be made between this initiative and the depariment’s agenda or overall
messages, Or if necessary signal any apparent inconsistencies and show how these will be
managzed. Indicate whether communications activities ¢an be integrated into any major campaigns
or other major initiatives alrcady undenvay.}

3. KEY MESSAGES
[Give the three or four key messages using lear, suceinet language.]

4. TARGET AUDIENCES AND REACTIONS

{ [Identify the two or three key target audiences and their expected reaction to the imtiative. State
which aspects of the initiative will be accepted. which will be eriticized and by whom.]

5. KEY COMMUNICATIONS ELEMENTS

[Identify the communications activities that wall be undertaken. Summarize key roles (e.g.
Minister, other federal Ministers or MPs, provincial Ministers, private sector partners, departmental
stafl), List pre-positioning activities, key briefings and communications vehicles used 1o achieve
goals and sustain communications messages.  Provide distribution plan for communications
praducts |

6. REGIONAL AND PROVINCIAL ISSUES

(Highlight any regional or provineial sensitivities related to the initiative, and indicatc how they will
be addressed.] ‘

7. BUDGET
[Indicate the anticipated budeet to implement the communications plan, and the source of funding.}
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