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Executive Summary 
 

Context 
Health Canada (HC) developed the Solutions Fund (SF) in 2017 in 
response to the Treasury Board Secretariat (TBS) Experimentation 
direction for Deputy Heads (2016). This direction requires 
departments to test new approaches and measure impact in order 
to instill a culture of innovation, measurement, and evaluation in 
program and policy design and delivery. The first call for proposals 
was launched in 2018. 
 
The intention of the SF is to provide opportunities for Health Canada 
employees to identify, develop, and implement projects that will 
improve the health and safety of Canadians, enhance the efficiency 
and effectiveness of the Department, and deliver greater value to 
taxpayers. 
 
The SF distributes small investments, specifically seed funding, for 
employee-led innovation and experimentation projects. Projects are 
funded through the following two streams: ‘Stream 1’ is Exploration 
and ‘Stream 2’ is Experimentation. By testing innovative projects on 
a small scale to find out what works and what doesn’t, HC aims to 
promote stronger, evidence-based decision making before making 
larger investment decisions. 
 
This evaluation assessed the achievement of the SF’s goals and 
examined the appropriateness and effectiveness of its current 
design and implementation. The evaluation covered SF activities 
from April 2018 to July 2022. 
 
What we found 
Overall, the Solutions Fund (SF) is regarded as a well-planned and 
well-run initiative led by a dedicated team which, in partnership 

with corporate support services, provides comprehensive supports 
to SF applicants and participants.  
 
The SF has successfully employed a variety of outreach activities to 
encourage HC employees to submit applications. The SF is a key 
contributor in promoting an innovation and experimentation 
mindset throughout HC. However, there is potential for 
improvements in sharing project results and lessons learned to 
further build this culture and apply the lessons learned from SF 
projects across HC. 
 
The SF has developed a standardized process of proposal review 
and project selection. The SF team has improved project assessment 
processes, including the adoption of assessment grids and 
leveraging expert reviewers across HC and the Government of 
Canada. The oversight mechanisms for SF projects are well-defined 
with clear roles for the project team and the SF Governance 
Committee. 
 
In addition, no promising proposals have been rejected due to a lack 
of funding. 
 
The SF incorporates a vision of preparing successful innovation ideas 
to ‘scale up’ in order to improve program and service delivery, but 
projects considered to be successful still face the reality of needing 
branch or department-level support to be implemented, and must 
still pass required and demanding due diligence processes. For the 
purposes of this report, the term ‘scale-up’ refers to any further 
implementation of a SF-funded project once it has completed its 
Stream 2 activities. This includes further piloting as well as further 
investments through Branch or Department-level investment 
planning processes. Some SF projects have shown promising results 



 

2 
Evaluation of Health Canada's Solutions Fund 

through experimentation. Given the relatively recent completion of 
most Stream 2 projects and the associated processes and 
requirements to put them into practice, no project has yet been 
fully implemented. In addition, there is a question of if, and how, 
promising SF projects could be supported for potential scale-up 
after they have completed Stream 2. 
 
Recommendations 
Various lines of evidence were reviewed as part of the evaluation, 
including files and documents, performance data, and data from 
interviews with internal and external interviewees. As a result, two 
recommendations emerged.  
 
Recommendation 1) Improve the sharing of project results and 
lessons learned from SF projects across HC. 
 
Sharing project results and lessons learned beyond close-out 
presentations has proven to be challenging, but there is potential 
for the Department to maximize the benefits from SF’s small-scale 
experimentation projects. For example, sharing results and lessons 
learned would allow others to build on recent experiences and 
avoid duplication of effort or covering off areas that have been 
previously addressed. The SF team should continue to work with its 
corporate partners and stakeholders to enhance employee and 
management awareness and access to SF project experiences and 
lessons learned. 
 
Recommendation 2) Determine the future role of the SF in 
supporting the scale-up of successful Stream 2 projects and 
growing the capacity for innovation and experimentation across 
HC. 
 
Nine of the 22 projects selected and supported by the SF have 
completed their Stream 2 activities. However, while some have 

been piloted, none have yet been implemented at a wider Branch or 
Department level. The SF should explore how it can build on existing 
collaborative relationships with relevant corporate service groups to 
determine what further role the SF itself could play in supporting 
future ‘scale-up’ of successful Stream 2 projects. 
 
Although most branches have been represented in employee-led SF 
projects, the level of engagement in innovation and 
experimentation varies across HC. Given that innovation and 
experimentation is a recognized departmental priority, the SF 
should determine if and how it could play a role in increasing the 
level of knowledge and action on innovation and experimentation 
across Health Canada outside of the Solutions Fund itself.  
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Purpose of the Evaluation 
The purpose of this evaluation was to assess the achievement of the 
goals of the Health Canada (HC) Solutions Fund and examine the 
appropriateness and effectiveness of its current design and 
implementation. 
 
The Solutions Fund, administered by the Chief Financial Officer 
Branch (CFOB), requested this evaluation to ensure that the 
Solutions Fund is operating as effectively as possible, and to 
determine if there are any potential improvements that could be 
made. This is the first HC evaluation of the Solutions Fund (SF). 

 
Evaluation Scope and Approach 
The scope of this evaluation covered HC Solutions Fund activities 
from fiscal year 2018-19 to 2021-22. Multiple lines of evidence, 
profiled in Appendix 1, were used to address questions that focus 
on the following: 
1. To what extent has the Solutions Fund achieved its goals:  

a. Encouraging the use of innovation and experimentation 
to improve program and service delivery; and 

b. Creating an environment conducive to experimentation 
and innovation? 

 
2. Is the current design and implementation of the Solutions Fund 

appropriate and effective with respect to:  
a. Helping SF participants succeed; 
b. Funding all promising project submissions; 
c. Supporting the scaling up of successful SF projects; and 
d. Encouraging more evidence-based decision making? 

 
3. Are there opportunities to streamline processes without having 

a negative impact on results?  

Context 
The Solutions Fund (SF) was designed in 2017 and launched in May 
2018 at the request of the HC Deputy Minister, in response to the 
2016 Treasury Board Secretariat (TBS) Experimentation Direction for 
Deputy Heads1 calling for federal government innovations to 
address persistent problems. The SF was originally managed by the 
Communications and Public Affairs Branch (CPAB), as it was 
originally created and managed by the Blueprint 2020 team, which 
was housed in that branch. The SF was transferred to the Chief 
Financial Officer Branch’s (CFOB) Costing, Revenues, Investments 
and Projects Directorate in January 2022. A timeline for the SF is 
provided in Appendix 2. 
 
The objective of the SF is to provide a supportive environment for 
employee-led development and testing of innovative ideas via seed 
funding and technical advice, in order to learn from the successes or 
failures of promising projects. Manager approval is not required for 
employees to propose an idea to the SF.  
 
The SF contributes to the goal of fostering a risk-tolerant culture of 
innovation and experimentation throughout HC, as featured in the 
Departmental Plan and Departmental Results Reports.2 It aligns with 
the 2020 HC Innovation and Experimentation Framework shown in 
Appendix 3 and the TBS Management Accountability Framework 
(MAF) under 'Results Management'. 
 
The SF has issued calls every spring and fall for proposals to HC 
employees, inviting project submissions for Exploration of solutions 
to problems (Stream 1) and Experimentation for testing a potential 
solution (Stream 2). The focus of Stream 1 Exploration is to identify 
a problem or an area of business that needs to be addressed and 
potential innovative solutions. Stream 2 Experimentation is meant 
for testing an identified hypothesis or a potential promising solution 
to a problem or a business need. Costed proposals are vetted by SF 
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staff and relevant experts. Coaching on experimentation design and 
project management is then provided to improve proposals. 
Proposals that are deemed ready for consideration are discussed by 
the SF Review Panel, led by the two Assistant Deputy Minister 
(ADM) Innovation Champions, who then recommend proposals to 
the Deputy Minister (DM) for final approval. The progress of funded 
projects is overseen by SF Governance Committee members who 
monitor progress, approve project amendments, and participate in 
the assessment of Stream 1 projects applying for Stream 2 funding.3 
 
Between May 2018 and July 2022, the SF selected 22 projects for 
funding with a total amount of $4.4M committed to the projects. In 
2022-23, the allocated annual budget for the SF of $2M was a 
spending target based on historical investments, not an investment 
cap. See Appendix 4 for a breakdown of project funding by Stream 1 
and Stream 2 and Appendix 5 for detailed project descriptions. 
Projects that complete Stream 2 are encouraged to work with their 
Branch leadership to apply lessons learned, including the 
implementation or scaling up of promising solutions. At this stage, 
projects leave the SF experimentation ‘sandbox’ and may enter the 
branch or Department-level investment planning process. The SF 
supports the exploration and testing of projects in an isolated 
‘sandbox’ environment, i.e., a stand-alone configuration with the 
purpose of experimenting and testing solutions without having the 
risk of compromising departmental operations or data. This allows 
the project to fully explore possibilities of a hypothesis by removing 
restrictions, security measures and risks that would be associated 
with real-world ‘production’ environment. 
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Key Findings: Encouraging the use of innovation and experimentation 

The Solutions Fund has successfully used a variety of outreach activities to encourage Health Canada employees to submit applications. It is a 
key contributor in promoting an innovation and experimentation mindset throughout Health Canada. At the same time, there is the potential 
for improvement in sharing project results and lessons learned from Solutions Fund projects. 

 
A variety of outreach activities have been used to promote the 
Solutions Fund and encourage innovation and experimentation 
across Health Canada. 
 
The first communications plan, developed in 2018, incorporated the 
following engagement mechanisms: the Deputy Minister’s (DM) 
message to employees, Broadcast News, the mySource intranet 
page, and content for Health Television (HTV) broadcasts in HC and 
PHAC buildings. In 2018, the Solutions Fund (SF) started a GCconnex 
page in order to network with interested employees. In 2020, the SF 
launched the HC Innovation and Experimentation page on GCpedia4 
that includes information about the SF concept and has links to 
resources for starting a proposal. 
 
The SF team has leveraged several other platforms to promote its 
work, including regular presentations at management meetings, at 
the Beyond2020 Virtual Innovation Fair in October 2020, and to the 
HC Young Professionals Network in June 2022. In February 2020, the 
SF hosted the first PHAC and HC Innovation and Experimentation 
Symposium which was attended by 500 public servants. The SF has 
also promoted online training sessions from the Treasury Board 
Secretariat (TBS) that are hosted by the Canada School of Public 
Service. Lastly, the SF continues to host a Mindset Matters webinar 
series. Several applicants indicated that they had heard about the SF 
through these promotion efforts, especially through Broadcast 
News. 
 

While outreach efforts have been successful, many internal 
interviewees, principally participants and staff, as well as a few 
external interviewees indicated that SF outreach could be improved 
by engaging with both employees and senior management. 
Encouragingly, it was noted by staff that, after a session in May 
2022 for aspiring managers, there was a substantial increase in the 
number of SF applications, from two to 15. In response to this, the 
SF team developed a new communications plan that targets both 
employees and managers to maximize outreach. 
 
Other ideas voiced by individual interviewees to improve awareness 
of the SF included greater involvement from the Communications 
and Public Affairs Branch (CPAB) in its promotion, as the small SF 
team has had limited time to commit to promotion efforts, adding 
the SF to the new employee orientation package, and working with 
other Government of Canada hubs to raise awareness of innovation 
and experimentation across all departments. 
 
In the context of ongoing promotion of the SF, 47 project proposal 
applications were received over seven application cycles from 2018 
to 2021, as shown in Appendix 6. An average of six proposals were 
received per call, with the trend decreasing during the time that the 
Department was responding to the COVID-19 pandemic. 
 



6 
Evaluation of Health Canada’s Solutions Fund 

Key Findings: Creating a conducive environment for innovation and experimentation 
 

The Solutions Fund is a key facilitator in creating an environment that is conducive to innovation and experimentation at Health Canada. 
There is evidence that an innovative mindset has grown across Health Canada since the start of the Solutions Fund. 

TBS has recognized HC’s efforts on experimentation, which are 
also highlighted in Departmental reports. 
 
The Solutions Fund (SF) embodies the innovation and 
experimentation mindset, as it was specifically developed in 
response to the 2016 TBS Experimentation Direction for Deputy 
Heads that requires departments to create an environment that 
fosters innovation and experimentation. HC has consistently 
received the highest possible Management Accountability 
Framework (MAF) scores from TBS for its efforts in experimentation 
since that management area was introduced in 2018-19. The SF has 
been highlighted as the primary reason for these high MAF scores 
and, according to external interviewees, is highly regarded by TBS. 
TBS has also referred other federal government departments to 
Health Canada for guidance on innovation and experimentation 
given the success of the SF. TBS is currently revising the 
Experimentation section of the MAF to encourage departments to 
use experimentation early in the program lifecycle and to generate 
evidence for ‘high-yield’ investments. 
 
Additionally, the SF and its projects have been consistently 
highlighted in the Experimentation section of Departmental Plans 
and Departmental Results Reports since 2018-19. The latest editions 
of these documents have explained how all of HC’s experimentation 
efforts correspond to the Departmental Innovation and 
Experimentation Framework, developed by the SF team on request 
of the DM, and approved in March 2020. See Appendix 3 for the 
Departmental Innovation and Experimentation Framework. 
 

Surveys indicate that HC employees have been adopting an 
innovation and experimentation mindset. 
 
In a survey conducted by TBS Experimentation Works in 2022, HC 
had the most respondents involved in an experiment in the last five 
years. The survey identified the following major barriers to 
experimentation across various federal departments:  

• resources, including lack of time and funding, and limited 
access to technology;  

• process, including compliance with rules, complex 
procurement processes, and lack of clarity on ethics); and  

• culture, including low risk tolerance and a lack of executive 
support.  

 
The SF addresses all three of these barriers by providing resources, 
guidance, and by garnering support from upper management. 
Notably, DM-level support was key to launching and sustaining the 
SF. 
 
There is evidence that an innovation and experimentation mindset 
has been growing across HC since the start of the SF. As seen in the 
chart below, based on the 2020 Public Service Employee Survey5 
(PSES), the proportion of HC respondents who agreed that they are 
encouraged to be innovative or take initiative in their work rose 
steadily from 2017 to 2020.6 The proportion of this positive attitude 
has been slightly but consistently higher in HC than the average for 
the federal public service as a whole. A similar trend was recorded 
in the proportion of HC employees who felt that they would be 
supported if they proposed a new idea, with 59% responding 
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positively in 2017, and 71% responding positively in 2020. On a 
related note, HC was selected as one of Canada’s top 100 employers 
in 20227 (Globe & Mail), citing the SF as one of the reasons for this 
selection, due to it inspiring innovative thinking and action from 
employees. 
 
Figure 1: Public Service Employee Survey (PSES) 
Results 

 
Note: The percentage of positive responses was calculated by 
combining 'strongly agree' and 'somewhat agree' responses. 
 
In addition, as shown in Appendix 7, there has been a growing 
number of active innovation and experimentation projects across 
HC. In 2020, there were 27 innovation and experimentation projects 
across the Department, 13 of which were funded by the SF. In 2022, 
there were 40 such projects, nine of which were funded by the SF. 
 
Participation in the Solutions Fund by branch is uneven across the 
Department. The types of Solutions Fund project ideas have also 
focused on testing IT-related innovations. 

 
While all HC branches are represented among the employee-led 
proposals, employees in some branches are more active and apply 
and participate more consistently in the SF. As shown in Appendix 8, 
the Regulatory Operations and Enforcement Branch (ROEB), the 
Healthy Environments and Consumer Safety Branch (HECSB), and 
the Health Products and Food Branch (HPFB) have had a higher rate 
of projects funded by the SF than the other HC branches. Some 
branches also exhibit integration of innovation and experimentation 
more at the branch level. For example, ROEB established a 
Transformation Office to foster branch-level innovations around the 
same time that SF was launched. Additionally, HECSB and CFOB 
have included experimentation and innovation in their strategic 
plans. 
 
A few internal interviewees indicated that ROEB’s high degree of 
engagement was due to individuals promoting and supporting 
innovation and experimentation to their organizational colleagues. 
Moreover, the experience gained by ROEB employees from 
successful SF applications has enhanced ROEB’s capacity for further 
innovation and experimentation. 
 
Though the SF encourages proposals from each of the Department’s 
business lines, the vast majority of proposals and funded projects 
have involved the information technology (IT) domain, i.e., applying 
IT solutions to adapt current tasks with the goal of more efficiently 
and effectively using existing resources. A few staff and governance 
interviewees have attributed the ‘popularity’ of the IT focus in 
proposals to a perception that technology and innovation are highly 
related. It should be noted that the IT-focused projects funded by SF 
cover a wide variety of objectives, such as improving the public’s 
experience of accessing HC information and reducing the demand of 
highly repetitive tasks on HC staff. In addition, innovative projects 
go beyond enhancing or adapting current practices with IT-related 
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innovations. More recently, SF has funded some policy experiments 
(e.g., Heart, Individualized Accommodation Passport). Overall, there 
appear to be opportunities to expand the variety of proposals to the 
SF by further encouraging employees in all Branches to apply, even 
if they are not focused on IT-related problems or solutions.  
 
Although the Solutions Fund encourages an innovative mindset, 
there are gaps in the sharing of results and lessons learned from 
funded projects. 
 
As noted by many interviewees, the results and lessons learned 
from SF projects are not widely disseminated throughout HC. In 
particular, SF project close-out presentations are not accessible to 
all HC staff, especially those considering similar innovations. 
Furthermore, there is no repository that HC staff can access to learn 
from SF project findings, although this information is available on 
request.  
 
It was noted that the SF team has taken some measures to share 
project results through various shared platforms, such as the 
Statistics Canada RADAR Innovation Database.8 However, low user 
uptake or discontinuation of these options has led the SF team to 
look for alternatives. Some SF governance interviewees proposed 
that SF project results be included in a new CFOB effort to catalogue 
lessons learned from large corporate investments. They also 
proposed that there should be more systematic sharing of SF 
project results and lessons learned with departmental committees 
involved in investment planning, including the Director General 
Committee for Investments and Projects (DGIP) and the Executive 
Subcommittee on Finance, Investments, Projects and 
Transformation (EC-FIPT). 
A few interviewees, speaking from participant, governance, and 
support perspectives, highlighted the importance of informing HC 
employees of all SF project findings to further promote 

experimentation and to provide evidence for decisions on where 
and when to apply innovative ideas or when conditions are not yet 
right.  
 
It is important to highlight that Stream 2 projects are still considered 
valuable, even without promising evidence of success, as they 
provide cost-effective lessons on ideas that should not be pursued. 
For example, the GC Recalls and Safety Alerts Voice Assistant 
project and the IT National Service Desk Online Chatbot project 
discovered that the voice assistant and chatbot platforms did not 
help to improve services as expected at this point in time. It was 
found that improvements in underlying information infrastructures 
would be necessary to implement these technologies. These 
examples can serve to inform other groups that are interested in 
applying these kinds of technologies for more efficient use of staff 
resources and improved user experiences. 
 
While some Solutions Fund projects have shown promising results 
through experimentation, no project has yet been fully 
implemented to improve program and service delivery at a broad 
level. 
 
Some of the projects that have been completed for Stream 2 have 
shown positive results. For example, Project Cyclops tested an app 
that would enable inspectors to use a portable device like a 
smartphone to scan labels on health products. This would allow 
ROEB to strengthen its inspection processes by cutting down on the 
time required to review labels and increase its capacity to review a 
larger number of product labels. See the textbox below for more 
details. 
 
Another example is the Fourier-transform infrared (FTIR) 
spectroscopy project to improve HC’s lab-based testing for 
contaminants in natural health products. This project reduced the 
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number of tests required to identify different types of materials and 
opened the possibility of detecting microorganisms such as moulds,  
and producing more results with one kind of test, thus increasing 
lab efficiency and effectiveness. 
 
However, given the relatively recent completion of most Stream 2 
SF projects and the associated processes and requirements to put 
them into practice, no project has yet been fully implemented, 
although a few are currently with their branches for piloting and 
next steps. See the section below on ‘Supporting the scaling up of 
Solutions Fund projects’ for more details, as well as Appendix 5 for 
the status of individual SF projects. 
 
CYCLOPS PROJECT 
HC inspectors routinely conduct health product label reviews, but 
the scope and quality of these reviews are challenged by limited 
inspector time and the wide array of potential ingredients to inspect 
in order to verify compliance with regulations. The Cyclops project 
sought to develop an application that would enable Inspectors to 
use a smartphone or similar camera device to collect and assess 
information in real time. This would eliminate the need for a post-
inspection review. 
 
The Solutions Fund gave the project team an opportunity to develop 
partnerships with several other federal departments and explore 
solutions, including starting with a custom solution and then moving 
to adapting off-the-shelf technology. A proof-of-concept device and 
protocol was developed and tested by Natural Health Product 
inspectors in 2020-21. Testing allowed the team to make 
modifications and identify areas for future improvement. Having 
completed Stream 2, the Cyclops project entered the Departmental 
Investment Planning cycle and has recently completed small-scale 
pilot testing by inspectors from the Health Product Compliance and 
Border Integrity Units. 
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Key Findings: Helping participants to succeed 
 

Health Canada’s Solutions Fund encourages experimentation in a risk-averse environment through internal and external partnerships. The 
Solutions Fund team and corporate support services are made available to applicants and participants throughout the funding process. The 
oversight mechanism for funded projects is well-defined for each project team and the Solutions Fund governance committee. 

The Solutions Fund team provides comprehensive and effective 
coaching and tools to applicants and participants, in collaboration 
with corporate support services. 
 
According to the majority of interviewees, the Solutions Fund (SF) 
team plays an outstanding role in facilitating a collaborative 
coaching relationship between project leads and the SF team, 
together with corporate support services and subject matter 
experts. Project teams received individualized coaching and support 
to help develop their experiment design and refine their proposals. 
This coaching also extends to supporting the implementation of 
funded projects. Corporate support services include, but are not 
limited to, project and financial management, information 
management, human resources, and procurement services. For 
example, financial management experts have assisted applicants in 
completing their project costing template. 
 
Furthermore, one applicant mentioned that SF staff had connected 
her with three people who had experience with Artificial 
Intelligence (AI) and were working on AI projects. Some projects 
have also benefitted from the SF team connecting them with 
subject matter experts outside of HC, including from TBS and the 
Canada School of Public Service. Some project participants were 
also connected with external supports such as universities. For 
example, Project Apollo worked with HECSB, ROEB, the Information 
Management Services Directorate (IMSD), CPAB, the Canada School 
of Public Service’s Digital Academy, EcoSchools, and VR Vision for 
their project.9 

 
The involvement of corporate support services in SF projects is 
started very early by design, where applicants are asked to think 
about the kind of supports that could benefit their project; this is 
built into the SF submission proposal form. Additionally, the SF 
website on GCconnex encourages applicants with an idea to contact 
them early in the process.10 The project work plan, which includes 
clearly defined roles for corporate support services, must be 
reviewed and signed off by the relevant corporate service 
representatives. 
 
The SF submission proposal form is part of a suite of tools created 
to help applicants throughout the project cycle. Other tools include 
the applicant guide, the project work plan, the project costing 
template, and the project reporting and update template, all 
available via the SF’s GCpedia page. 
 
Projects funded by the Solutions Fund are well managed with a 
great deal of oversight. 
 
 
 
 
 
 
Each project team has a project lead and an executive sponsor. Both 
have clearly specified roles in the management of the project. For 
example, the project lead is responsible for the planning and 

“[it’s] like you have the whole backing of the Department 
behind you ….and that's one of the biggest advantages of 
Solutions Fund for us” – SF participant 
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completion of activities within the scope of the project plan, while 
the executive sponsor has spending authority over the project and 
responsibility for supporting the lead. 
 
All SF-funded projects are subject to the Solutions Fund Governance 
Committee (SFGC) oversight process, in order to ensure due 
diligence, project accountability, and responsible management of 
funds. The SFGC monitors the progress of funded projects to ensure 
they are meeting work plan objectives and applying sound project 
management practices. Any amendment to a project's budget must 
go through the SFGC. To date, four projects have applied for and 
received approval for a budgetary increase. 
Led by the Manager of the SF, the SFGC includes members of the 
IMSD and Enterprise Architecture teams from the Digital 
Transformation Branch, the Branch Senior Financial Officer 
community, CFOB, and the two ADM Innovation Champions. 
 
Some interviewees flagged Solutions Fund capacity issues. 
 
Some interviewees involved in SF governance and who provide 
corporate support services identified an emerging challenge to the 
capacity of the SF team to support an increasing number of SF 
proposals and projects. They expressed a concern that the SF team 
may not be able to offer the same high level of one-on-one support 
to projects that has been identified as a major contributor to the 
success of SF projects to date. For example, two SF participants 
mentioned that SF did regular check-ins, visited their Toronto office, 
and even participated in project workshop activities. 
 
Some project participants, staff, and support service interviewees 
noted the slow pace of procurement that can affect project 
timelines; however, this is outside of the control of the SF, which 
facilitates connections between projects and departmental 
procurement experts for support. For example, due to procurement 

delays, two SF projects (Citizen Science and Nitro) requested an 
amendment to extend the project by four and five months, 
respectively. Another SF project (RSA Voice) was unable to obtain 
software licenses due to the length of the procurement process. 
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Key Findings: Solutions Fund project selection 
 

The Solutions Fund has a well-defined structure and standardized process of proposal review and project selection. While the 
review and selection process is well-documented and communicated, there are opportunities to better communicate the criteria 
used to decide which projects should be funded.

The Solutions Fund has an established process of proposal review 
that leverages expertise within Health Canada and from other 
federal departments, incorporating a diversity of viewpoints and 
expertise to inform Solutions Fund Review Panel deliberations. 
 
The proposal review and project selection process has been 
described in external communications produced by the Solutions 
Fund (SF), such as the Applicant's Guide, which is available on the SF 
GCpedia page11. The proposal review and project selection process 
is typically completed within a three-month period. 
 
Figure 2: Process of proposal review and selection at the Solutions 
Fund 

 
Submitted proposals undergo an initial review by subject matter 
experts and technical experts belonging to a variety of disciplines 

including the topic area of the proposal and relevant corporate 
services such as finance, information management and information 
technology (IM/IT), procurement and human resources. At times, 
subject matter and technical experts from other government 
departments, identified through the Experimentation Works 
initiative at TBS, have been invited to review project proposals. 
More recently, successful SF project applicants were invited to 
participate as expert reviewers for assessing subsequent proposals. 
Each expert applies a standardized Strengths, Weaknesses, 
Opportunities, and Threats (SWOT) rubric to evaluate proposals and 
submits their written response with comments and suggestions to 
the SF Review Panel, thus ending their involvement. Most of the 
interviewed internal and external expert reviewers expressed a 
desire to know the results of the Review Panel’s decision. It was 
suggested that feedback on the utility of their reviews would also 
help improve future engagement of experts with the SF proposal 
review process. 
 
A few internal expert reviewers indicated that the multi-page SF 
proposals require substantial time for proper review, which places 
pressure on the limited capacity of those called upon to contribute 
to the SF review process. Suggestions for improvement varied from 
proposal format re-design, such as creating dedicated sections for 
topics like IM/IT, and human resources requirements, to staggering 
the timing of proposals assigned for review, thereby reducing the 
number of proposals being reviewed at any given time. 
 

Proposal 
development

•SF team, 
Internal 
Support 
Services and 
Experimenta
tion Coaches 
support 
proposal 
refinement

Proposal 
review

•Subject 
matter and 
technical 
Experts 
assess 
proposal 
using a 
SWOT 
analysis 
framework

Project 
selection

•SF Review 
Panel 
recommend 
projects 
based on 
SWOT 
analysis, 
expert 
reviews, and 
applicant 
present-
ations
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Project selection is conducted by a Solutions Fund Review Panel 
(SFRP), which has a diverse membership. 
 
The SF Review Panel (SFRP) is a small but diverse group co-chaired 
by the two ADM Innovation Champions. It is composed of managers 
and employees with backgrounds in seed funding and 
experimentation design, representing different HC branches and the 
TBS Experimentation group. SFRP membership has changed 
between solicitations, involving employees both inside and outside 
of HC, with the purpose of pulling together diverse expertise and 
knowledge to analyze proposals. Terms of Reference for the SFRP 
have been developed outlining these roles and responsibilities. 
 
Project selection is based on proposal review and deliberation 
among Solutions Fund Review Panel members. 
 
The SF team assembles an e-binder of proposals and expert reviews 
for each Review Panel meeting. SF applicants are invited to present 
their proposals to the SFRP and respond to their questions. The 
SFRP members review each project proposal and consider expert 
assessments and applicant presentations before deliberating and 
voting on final project recommendations to send to the DM. A 
couple of interviewees involved in the selection process noted that 
reliance on deliberations runs the risk of a 'rallying effect', whereby 
panel members may be swayed by opinions of others, particularly 
ADM Innovation Champions. On the other hand, some participants 
in SFRP meetings have expressed that the current deliberation 
process is clear and appropriate. One interviewee suggested that 
Review Panel members themselves could submit written reviews 
which could then be deliberated in a live meeting, alongside other 
review materials. 
 
Project funding is awarded by the DM based on recommendations 
submitted by the SFRP. Successful applicants are informed by the 

DM’s office. The SF also contacts unsuccessful applicants, informing 
them of the Review Panel's decision and the reasons for it. 
 
There is support for applicants whose projects are not selected for 
funding. Some are encouraged to further develop their innovation 
idea and reapply, while others have been connected to similar 
projects or to relevant corporate service groups who could assist 
them. Some proposals that have been judged not to be innovative, 
but rather target improvements in core business practices, 
particularly large-scale projects, are referred to the appropriate 
branch ADMs for their consideration. 
 
No promising proposals have been rejected due to a lack of 
funding. 
 
Many interviewees, primarily staff and participants, confirmed that 
no proposals have been rejected due to budget limitations. Instead, 
proposals were most commonly turned down because of the 
following: 

• issues with the proposed scope of the project, including the 
need to better articulate the solution hypothesis; 

• a need for more data and analysis; and 
• a lack of consultation with possible stakeholders and other 

centres already exploring similar innovative solutions. 
 
Despite the strengths of the Solutions Fund project selection 
process, there may be an opportunity to more clearly 
communicate selection criteria via the proposal forms and review 
process.  
 
Participants are expected to respond to several clear questions 
within their Stream 1 (Exploration) and Stream 2 (Experimentation) 
proposal applications, including the problem or business need 
addressed by the proposal, the proposed solutions, their rationale, 
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the intended beneficiaries, their alignment with departmental 
priorities, and a detailed budget. 
 
Subject matter and technical experts consider a range of criteria in 
their review of proposals, such as cost, feasibility, similarity with 
other projects at HC, etc. These criteria are not explicitly stated 
within the SWOT framework. Instead, each expert applies their 
unique perspective to elaborate the strengths, weaknesses, 
opportunities, and threats of the proposal under review.  
 
At the Review Panel stage, the SF does not explicitly identify the 
proposal assessment criteria to be used by SFRP members. Instead, 
the success of the process rests on the individual judgement and 
group deliberation between members. At the same time, there was 
a difference of opinion among interviewees representing 
governance and SF staff members with respect to the effectiveness 
of this process. Some felt satisfied with the ability of the SF Review 
Panel to come to a decision based on the quality of written answers 
to standard questions that applicants provide in their proposals, 
expert SWOT reviews, and applicants’ oral presentations. Others 
expressed that the SF should create decision criteria to define what 
counts as ‘innovative’ for the SF and to better assess the quality of 
proposals. 
 
Although decision-making criteria are inherently integrated into the 
application materials and review process, some interviewees 
representing participant, staff, and governance, as well as support 
services staff observed that the existing criteria may not be clear 
enough to all participants and SF review panelists. This points to an 
opportunity to better communicate the existing criteria to the 
different SF stakeholders. This could include additional explanations 
of what is meant by innovation and experimentation, and how 
projects are assessed. 
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Key Findings: Supporting the scaling up of Solutions Fund projects 
 

The Solutions Fund incorporates a vision of preparing successful innovation ideas for implementation, or ‘scale-up’, but projects 
with potential must still compete with other projects in the larger Departmental Investment Planning processes. In addition, 
there is a question of if, and how, Solutions Fund projects could be supported after they have completed Stream 2 and the role 
that the Solutions Fund team might or should play in that process. 

Stream 1 projects graduating to the Stream 2 phase do so when 
there is a well-developed proof-of-concept and experimental 
design. 
 
Solutions Fund (SF) applicants can gain project management skills 
through the coached development of their project plans in the 
Stream 1 phase. The Stream 1 stage of further defining the problem 
to be addressed and developing the experimental methodology to 
test a solution also increases the possibility that employee-driven 
innovation ideas will be approved for Stream 2 funding. 
Furthermore, Stream 1 preparations raise the chance that the 
proposed experiment will be conducted as planned to generate 
useful lessons learned. 
 
Stream 1 project participants wishing to proceed to Stream 2 must 
submit a Stream 2 proposal, as outlined in the previous section, 
which provides evidence that is considered in a joint meeting of the 
SFRP and SFGC. However, some interviewees speaking from the 
perspective of participants and reviewers pointed out that there 
may be more room for clarity for project applicants and participants 
regarding the criteria and process for moving from Stream 1 to 
Stream 2. In addition, a couple of internal interviewees observed 
that certain projects have needed considerable support from the SF 
team and experts to prepare for Stream 2. That said, since the start 
of the SF, four projects have transitioned from Stream 1 to Stream 
2, as they were able to demonstrate the necessary capacity for 

testing an innovative idea. An additional five projects started 
directly in Stream 2. See Appendix 5 for more details. 
 
The Solutions Fund facilitates an efficient start to further branch or 
departmental investment processes through documentation and 
creating relationships. 
 
To be approved, SF proposals must show evidence of promise and 
be supported by research. Innovative ideas are not selected if they 
do not show promise for improvements to HC programs or service 
delivery. Once approved, the SF provides project participants with a 
‘sandbox’ environment to test new ideas in a cost-effective way. 
When projects have completed their Stream 2 experimentation 
phase, the project participants and relevant managers face a 
decision on whether to implement the innovation, i.e., investing in 
its implementation on an ongoing basis, where it would serve to 
improve current ways of conducting business. These decisions about 
implementation are supported by the SF project process that 
requires participants to document each project’s concepts and the 
resulting evidence from testing the chosen innovation.  
 
A few participant and governance interviewees confirmed that the 
required SF project documentation was designed to align with HC’s 
project management processes in the sense that successful projects 
will have already fulfilled many of the documentation requirements 
for the initiation stage of the investment planning process at the 
branch or departmental levels.  
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In addition, the connections fostered between SF project 
participants and the wider SF network of staff, corporate service 
personnel, managers, and CFOB investment planning officials over 
the life of successful SF projects have been used to engage those 
responsible for supporting post-SF implementation decisions and 
processes. For example, a few governance interviewees noted that 
the ADM Innovation Champions have liaised with branch ADMs to 
raise awareness of relevant SF projects and that members of the 
Digital Transformation Branch Enablement Team working with SF 
projects have similarly liaised with their colleagues.  
 
Evidence of success in the Solutions Fund ‘sandbox’ is not a 
guarantee for scaling up an innovative idea. There are ‘real world’ 
challenges of engaging management and corporate project 
processes, including IM/IT and procurement. 
 
While some SF projects have shown potential for service or program 
improvement, it has been difficult to implement these projects at 
the branch level. For example, the Fourier-transform infrared 
spectroscopy (FTIR) project has the potential to produce 
approximately $800 in savings per test, in addition to saving time, 
by reducing the need for multiple tests per product and it is being 
piloted in an operational setting. However, it was suggested that 
this technology has not yet been more widely implemented due to 
competing priorities for operational funding, as well as the 
requirement for potential users to be trained on how to operate this 
new analytical equipment in a lab setting. 
 
Unlike the SF, ADMs are responsible for investment decisions at the 
branch level for under $1M, and senior managers are engaged in 
the departmental approval process for projects of $1M and above, 
such as through the Director General Committee for Investments 
and Projects (DGIP) and the Executive Subcommittee on Finance, 

Investments, Projects and Transformation (EC-FIPT). Evidence of SF 
project success does not mean that the project aligns well with 
management investment priorities. Therefore, innovative ideas that 
have been ‘proven’ through the SF must still be assessed alongside 
other pressing investment needs, especially in the context of limited 
budgets. 
 
Projects supported by the SF have the advantage of having special 
connections to corporate support services that facilitate rapid 
response to project needs in areas such as information 
management and information technologies, human resources, 
procurement, and financial management. Projects considering 
scale-up beyond the SF must seek these essential services through 
regular corporate channels, such as the Departmental Project 
Management Framework process, where some interviewees said 
that timelines can be considerably longer. Despite these challenges, 
positive examples of SF projects taking steps towards 
implementation were noted, such as ROEB’s plans to pilot three 
projects in a ‘real world’ operational setting. 
 
The Solutions Fund has no designated role in supporting the scale-
up of its successful projects. With the recent transfer of the 
Solutions Fund to CFOB, there is an opportunity to re-examine this 
potential role and connections to larger Investment Planning 
processes. 
 
Currently, there is no clear mandate for the SF team to support the 
scale-up of projects that have shown promise after successfully 
completing the Stream 2 phase. However, the SF team and experts 
do make connections with those involved in scale-up decisions. 
 
The transfer of the SF to CFOB has strengthened the connections 
that the SF had previously developed with staff and senior 
management involved in investment planning decisions for the 
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possible scale-up of proven SF projects. Despite increased 
connections, a senior management interviewee suggested that 
more work needs to be done in this area. 
 
A couple of interviewees representing the SF governance structure 
said that there are now more opportunities to communicate the 
results of SF projects to senior managers, such as presentations to 
the DGIP and EC-FIPT committees. In addition, some interviewees 
have suggested that SF staff could continue to assist projects that 
have completed the Stream 2 phase, especially during Stream 2 
closeout, when project support is conferred onto others. However, 
the SF team has limited capacity and is focused on coaching current 
applicants and participants, promoting the SF, facilitating the SF 
selection process, and supporting currently funded projects. 
 
The SF was transferred from CPAB to CFOB in January 2022 to 
promote a strategic relationship with the group that considers 
larger investments for HC, governed by the Departmental Project 
Management Framework and the Investment Planning and Results 
Framework. In line with this change, a few governance interviewees 
noted that a closer alignment could be fostered between the SF and 
the departmental investment planning process to encourage large 
projects over $1M to undergo a pilot testing phase prior to 
committing the Department to a large project expenditure of public 
funds. 
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Key Findings: Opportunities to improve processes associated with the Solutions Fund 
 

Generally, the Solutions Fund is working very well. There were some suggestions to improve some aspects of the proposal review process, 
improve information sharing, and clarify ADM roles and responsibilities.

A few possible improvements to the SF were identified. 
 
According to a few internal interviewees, the Solutions Fund (SF) 
proposal template could be simplified, as the application process 
takes a long time due to numerous required details. The length of 
proposals could be limited, the proposal format could be 
reorganized into thematic sections, and the financial costing tool 
could be simplified. 

• Suggested improvements to the proposal format could 
allow applicants to focus on articulating the core problem 
and innovative solutions. 

• Such improvements could also reduce the time required for 
experts and SFRP members to review the proposal, given 
that the SF is not the primary role of senior managers and 
experts who are not part of the SF team itself – this is a ‘side 
of the desk’ activity. As an example, it takes approximately 
three hours to review four proposals and there may be up 
to 12 proposals to evaluate at any one time. 
 

However, any streamlining or simplification of the proposal format 
would need to strike a balance between saving time for applicants 
and reviewers, and providing enough information on critical 
decision factors for proposal evaluation. 
 
As previously mentioned:  

• A few interviewees suggested that the criteria for project 
selection could be clarified, including criteria for 
determining which Stream 1 projects are ready to transition 
to Stream 2. 

• Some expert reviewers would appreciate knowing the result 
of the process that they were called upon to assist, and to 
receive feedback if their review was useful or not. 

• Many interviewees felt that the sharing of project results 
and lessons learned would benefit employees across HC. 

 
Clarity is required with respect to the roles of CFO and ADM 
Innovation Champions in the SF. 
 
There was feedback from a couple of SF team and senior 
management interviewees that there is confusion over the roles and 
responsibilities of the various ADMs responsible for the SF, 
specifically the two ADM Innovation Champions who co-chair the SF 
Review Panel, and the CFO who is now responsible operationally for 
the SF team since the transfer of the SF from CPAB to CFOB in 
January 2022. Clarity of these responsibilities would make it easier 
for the SF team when seeking approvals or direction as it relates to 
the SF. 
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Key Findings: The way forward for the Solutions Fund 
 

Although the Solutions Fund is seen to be inspiring more innovation and experimentation across Health Canada, it is unclear what role it 
should or could play beyond offering the current Solutions Fund opportunity for employees.

As discussed previously, a few interviewees indicated that the 
Departmental Investment Planning process could be inspired by the 
Solutions Fund (SF) where large projects are piloted to build 
evidence of potential for success before large investments of time 
and money are made. 
 
Many interviewees across the various groups believe that each 
branch has or should have a role to play in expanding innovation 
and experimentation across the Department and building on the 
work done through the SF. At the same time, they also identified a 
need for a centralized group like the SF team to help ensure this 
culture is fostered across the Department. Such a group would be 
essential for a variety of reasons, including the following: 

• Currently, some branches have more innovation activities 
than others, and a few interviewees indicated that all 
branches may not be able to replicate the SF model due to 
limited resources. 

• Even if each branch had its own innovation centre, like 
ROEB’s Transformation Office, there may need to be an 
overarching centre of innovation and experimentation 
expertise. Such a team could provide guidance to branches 
with less expertise and experience in innovation and 
experimentation, and help standardize activities across the 
Department. 

• A centralized group could also help branches make 
connections to expertise across and outside the Department 
and help disseminate project lessons and findings across 
branches. 

A recent SF environmental scan highlighted top-down and bottom-
up drivers of innovation within an organization. One of the senior 
manager interviewees reflected that there could be room for the SF 
to continue to support employee-led innovation projects while also 
encouraging leaders to increase innovation and experimentation 
within their Branches. 
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Conclusions 
 

The Solutions Fund (SF) is regarded as a successful initiative that 
plays a strong role in inspiring a culture of innovation and 
experimentation across HC. Managed by a dedicated team, the SF 
has well-established processes and oversight mechanisms that 
enable it to operate efficiently, in partnership with corporate 
support services and experts within and outside HC. By leveraging 
partnerships and expertise, the SF team engages with applicants 
and participants to provide comprehensive support, from proposal 
development and selection to project implementation. Since its 
launch in 2018, the SF has not faced any budgetary restrictions 
which may affect project selection or funding. By enabling 
employee-led development of innovative ideas and 
experimentation, the SF can identify what works and what does not 
within a supportive environment that controls for risks and aims to 
generate lessons that can provide evidence for future decision 
making on larger investments.  
 
Although the evidence shows that the SF is working well as a 
corporate funding opportunity for employee-led innovations, the 
evidence gathered during this evaluation points to a few areas for 
consideration as the SF evolves into the future, chiefly concerning 
how Health Canada can maximize the use of knowledge gained from 
the funded projects. 

 
Recommendations 
 
As a result of the analyses presented in this report, the following 
two recommendations are proposed. 
 

Recommendation 1) Improve the sharing of project results and 
lessons learned from SF projects across Health Canada. 
 
While the sharing of project results and lessons learned beyond 
close-out presentations has proven to be challenging, there is 
potential for the Department to maximize the benefits from SF’s 
small-scale experimentation projects. For example, sharing results 
and lessons learned would permit others to build on recent 
experiences and avoid duplication of effort or covering off areas 
that have been previously examined or addressed. The SF team 
should continue to work with its corporate partners and 
stakeholders to enhance employee and management awareness 
and enable access to SF project experiences and lessons learned. 
 
Recommendation 2) Determine the future role of the SF in 
supporting the scale-up of successful Stream 2 projects, and 
growing the capacity for innovation and experimentation across 
Health Canada. 
 
Nine SF projects have successfully completed Stream 2 activities. 
However, while some have been piloted, none have yet been 
‘scaled up’ at a branch or departmental level. The SF should 
consider exploring how it could build on existing collaborative 
relationships with relevant corporate service groups to determine 
what further role the SF itself could play in supporting future ‘scale-
up’ of successful Stream 2 projects. 
 
Although most branches have been represented in employee-led SF 
projects, the level of engagement in innovation and 
experimentation varies across HC. Given that innovation and 
experimentation are recognized Department priorities, the SF 
should determine if and how it could play a role in growing the level 
of knowledge and action on innovation and experimentation across 
Health Canada outside of the Solutions Fund itself.  
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Management Response and Action Plan 
 

Evaluation of Health Canada’s Solutions Fund 

 

Recommendation 1  

1. Improve the sharing of project results and lessons learned from SF projects across HC. 

Management response 

Solutions Fund Program Management agrees with the recommendation above.  
Action Plan  
 

Deliverables  
 

Expected Completion 
Date  
 

Accountability  
 

Resources 

The Solutions Fund will use various 
platforms to share project results 
and lessons learned from Solutions 
Fund Projects. 
 
 
 
 

Update the Solutions Fund 
communication plan to reflect 
outreach for sharing results 
and lessons learned from 
Solutions Fund Projects. 

June 2023 
 
 

DG – PIMD & Manager 
Solutions Fund 
 

FTE – Current 
Solutions Fund Team 
 
O&M – as per 
program allotment   
 Implement the outreach 

portion of the communication 
plan via key channels such as: 

1. Provide an update on 
Solutions Fund 
projects to the 
departmental 
governance 
committees (i.e., DGIP 
and/or ECFIPT) to 
share lessons learned 
and results. 

October 2023 DG – PIMD & Manager 
Solutions Fund 
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2. Launch a new 
SharePoint page, 
accessible to HC 
employees.  

3. Host Mindset Matters 
sessions to share 
successful Stream 1 or 
2 projects with the 
greater HC community. 

Recommendation 2 

2. Determine the future role of the SF in: 
a. supporting the scale-up of successful Stream 2 projects, and 
b. growing the capacity for innovation and experimentation across HC.  

Management response 
Solutions Fund Program Management agrees with the recommendation above.  
Action Plan Deliverables Expected Completion 

Date 
Accountability Resources 

The Solutions Fund will continue to 
support successful Stream 2 
projects in the scale-
up/implementation process. 
 

Create a process map for 
Solutions Fund projects to 
enter the Investment 
Planning/Project Management 
space. 

December 2023 DG – PIMD & Manager 
Solutions Fund 
 

FTE – Current 
Solutions Fund Team 
 
O&M – as per 
program allotment   

The Solutions Fund team will 
explore how best to support 
growing the capacity for innovation 
and experimentation at the 
department.  

Engage HC ADMs via the EC-
FIPT committee and bilateral 
discussions where 
appropriate, to seek their 
guidance to determine ways to 
grow capacity for 
experimentation and 
innovation at HC.  

July 2023 
  

DG – PIMD & Manager 
Solutions Fund 
 

FTE – Current 
Solutions Fund Team 
 
O&M – as per 
program allotment   
 

Present the results from the 
ADM engagements with 

October 2023 DG – PIMD & Manager 
Solutions Fund 
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recommendations for approval 
to EC-FIPT and the DM with 
respect to the future role of the 
SF team in a growing 
innovation and 
experimentation across HC. 
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Appendix 1 – Data Collection and Analysis Methods 
 
Evaluators collected and analyzed data from multiple sources. Data collection started in July 2022 and ended in October 2022. Data was 
analyzed by triangulating information gathered from the different methods listed below. The use of multiple lines of evidence and triangulation 
was intended to increase the reliability and credibility of the evaluation findings and conclusions. 
 

Performance Data Review 
The evaluation reviewed data on proposals received by the 
Solutions Fund, projects funded, and projects completed. It 
also looked at project reports that outlined their results. 
 
Key Informant Interviews  
27 interviews completed with 28 respondents: 

• Internal:  
o Senior managers (n=4 interviews)  
o Fund applicants and project participants (n=8 

interviews with 9 interviewees) 
o Solutions Fund program staff and governance 

process members (n=6 interviews) 
o Subject matter experts who reviewed 

applications (n=2 interviews) 
o Support services staff (n=2 interviews; note: 

one governance process interviewee also 
represented a corporate support service) 

• External: 
o Central agency and OGD representatives (n=3 

interviews) 
o Subject matter experts who reviewed 

applications (n=2 interviews) 
 

 
 
Emerging themes from interviews were identified and quantified 
using NVIVO qualitative analysis software. 

 
File and Document Review  
The evaluation reviewed documents on Solutions Fund 
projects and background documents on the initiative itself 
including documents available on the HC intranet, GCpedia, 
and public-facing HC and TBS websites 
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Limitation Impact Mitigation Strategy 

Use of secondary performance data (previous 
evaluation) 

Relying on evaluations conducted by others made it 
more challenging since we were not involved in the 
development of those evaluation questions and areas 
of examination. 

Triangulation with other lines of evidence were used to 
augment available data. 

Key informant interviews are retrospective in 
nature, providing only a recent perspective on 
past events. 

This can affect the validity of assessments of activities 
or results that may have changed over time. 

Triangulation with other lines of evidence substantiated 
or provided further information on data captured in 
interviews. Document review also provided corporate 
knowledge. 

 
The evaluation considered the SGBA Plus Lens for Evaluation in its assessment of Solutions Fund activities, including issues of equity of access to 
the SF and applications received. Although Official Languages were not specifically examined, they were not found to be an issue for SF activities. 
Furthermore, an examination of the Sustainable Development Goals was not applicable for this evaluation. 
 
In conducting the evaluation, a single window was identified at the Solutions Fund, with whom the Office of Audit and Evaluation worked closely 
throughout the evaluation. The scope for this evaluation was shared secretarially with the Performance Measurement, Evaluation and Results 
Committee (PMERC) in October 2022. The preliminary findings were presented at PMERC on January 19, 2023, and the final report will be 
presented at PMERC in March 2023.  
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Appendix 2 – Solutions Fund Timeline (2016 to 2022) 
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Appendix 3 – Health Canada Innovation and Experimentation Framework 
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Appendix 4: Financial summary of approved Solutions Fund projects 
Project name and starting year SF funding for project ($) Total SF budget ($) 
2018-19 Stream 1 Stream 2  

FTIR  448,985 

712,640 
Cyclops 62,850  
AI Systems Review  36,875 
Cipher 64,255  

Hummingbird 99,675  

2019-2020 Stream 1 Stream 2  

GC Recalls Voice Assistant Service  171,606 

1,175,905 

National Service Desk – Online Chatbot 78,916  

Cyclops  287,019 
Data; On Fire 25,593  

PRODigy  271,069 
Cipher  160,936 
Hummingbird  180,766 
2020-21 Stream 1 Stream 2  

Individualized Accommodation Passport 40,000  
153,804 

Kelpie 113,804  

2021-22 Stream 1 Stream 2  

Cognit.io 331,408  

2,344,475 

Nitro  495,258 
Apollo 168,946  

Citizen Science 318,350  

D.A.T.A 180,009  

Kelpie  143,613 
LabINT 262,201  

Heart 444,690  

TOTAL 4,386,824 
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Appendix 5: Summary of funded Solutions Fund projects 
Project Title Description Branch Status 
STREAM 1 

Individualized Accommodation 
Passport 

Modifications to the Individualized Accommodation Passport in 
terms of additional accessibility enhancements and privacy 
enhancements. 

CSB 
Completed in 2021 – With 
branch for enterprise 
partnership with TBS 

National Service Desk- Online 
Chatbot 

Exploring the use of Chatbot technology to respond to National 
Service Desk queries. CSB 

Completed in 2020 – Lessons 
learned are being shared; 
exploring IT solutions if scalable 

Citizen Science 
Exploring the feasibility of adopting citizen science, a collaborative 
user-centered approach between federal scientists and volunteers 
from the public, as a component of HC’s research suite to identify 
the infrastructure needed for its success. 

HECSB Completed in 2022 

Data; On Fire 
Exploring ways to increase incident reporting so that the 
Department can more effectively identify communicate and report 
on the risks associated with hazardous products. 

HECSB Completed in 2021 – Next steps 
to be determined within branch 

D.A.T.A 
Exploring data annotation tools and data governance for the 
development of training data sets from published 
pharmacoepidemiology, environmental, radiation health science 
studies. 

HECSB/HPFB Completed in 2022 – Seeking SF 
Stream 2 funding 

Cognit.io 
Exploring and prototyping a human-centric, AI-assisted assessment 
engine to support and augment the accuracy, consistency, and 
speed of the assessment process for complex natural health 
products. 

HPFB 
In progress – recently approved 
for Stream 2 (outside scope of 
this evaluation) 

LabINT 
Exploring methods to improve the speed and quality of testing and 
reporting of Natural Health Products (NHPs) submitted for routine 
testing, including hand sanitizers and products that require 
screening for undeclared ingredients for 21 days. 

ROEB In progress 
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Project Title Description Branch Status 
STREAM 1 

Apollo 
Exploring the effectiveness and feasibility of game-based learning digital 
solutions as a tool to inform Canadian youth about environmental health 
hazards. 

ROEB Completed in 2022 – Seeking SF 
Stream 2 funding 

Heart 
Explore methods to engage people with lived experiences to help HC make 
better-informed decisions and minimize inequalities in the health care 
system related to organ donation and transplantation. 

SPB In progress 

STREAM 2 

Nitro 
Testing a proof-of-concept Robotic Process Automation (RPA) solution to 
optimize efficiency and prevent user error in processing of human 
resourcing transactions that have increase significantly since the start of 
global pandemic. 

CSB/CFOB Completed in 2021 

GC Recalls Voice Assistant 
Services 

Experimenting with voice technologies to determine whether voice services 
are a viable and sustainable option for HC Recalls and Safety Alerts. CPAB 

Completed in 2021 – Lessons 
learned are being shared, 
exploring IT solutions if scalable 

FTIR 
Experimenting to develop a novel and rapid method to identify the visible 
impurities found in health products by Fourier-transform infrared (FTIR) 
spectroscopy. 

ROEB Completed in 2022 – With 
Branch for next steps. 

PRODigy 
Experimenting by applying user experience design to revamp the existing 
incident-reporting portal to increase the completion and submission rates of 
the consumer incident form. 

HECSB Completed in 2022 – Seeking 
branch scale-up 

AI Systems Review 
Testing proof of concept for integrating systematic review principles into 
Human Health Risk Assessment (HHRAs), in order to enhance the rigor, 
transparency, and scientific defensibility of its conclusions. 

HECSB/HPFB Completed in 2020 – No scale-
up at this time 
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Project Title Description Branch Status 

STREAMS 1 and 2    

Cyclops Testing digitally enabled tools (i.e., smartphones) to query health 
product label data at the inspection site in real time. ROEB Completed in 2021 – With 

Branch for next steps. 

Kelpie 
Exploring web scraping and other technologies to assess if “machines” 
can be used to monitor social media for posts promoting vaping 
products to youth. 

ROEB Completed in 2022 – With 
Branch for next steps. 

Hummingbird Testing the use of drone and satellite technology to support outdoor 
inspection operations. ROEB 

Completed in 2021 – With 
Branch for next steps. Project 
data shared with CFIA 

Cipher Exploring the use of machine learning to improve quality of inspection 
reviews. ROEB Completed in 2021 – With 

Branch for next steps. 
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Appendix 6: Proposals received by SF in Application Rounds 

 
Notes:  
There were 47 SF proposals, but this graph only displays 44 proposals. When projects move from Stream 1 to Stream 2, they have separate approval mechanisms outside the solicitation period. There 
are four projects that have been through both streams. One project (Cyclops Stream 2) was approved within the solicitation period under consideration. Three projects (Kelpie, Cipher, and 
Hummingbird) were approved separately. 
The 2022-23 SF-Spring call for proposals was postponed due to the transfer of the SF from CPAB to CFOB.  
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Appendix 7: Environmental scan of Innovation and Experimentation projects across Health 
Canada 

 
SF = Solutions Fund Project; Innov = innovative projects not funded by the Solutions Fund; Exp = experimentation projects not funded by the Solutions Fund 
Source: 2022 SF Environmental Scan  
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Appendix 8: Approved Solutions Fund projects by branch, (2018-19 to 2021-22) 
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