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Executive Summary

The Canadian Grain Commission's communications group plays a vital role in supporting
achievement of the organization’s mandate by ensuring relevant information is conveyed to
and from, a variety of external and internal stakeholders.

The Audit of Communications Practices was undertaken to:

e assess the design and operating effectiveness of Canadian Grain Commission's
communications function practices,

e assess its support of the broader organization, and

e assess compliance with central agency guidance and requirements

The audit team found that the communications group has established various means to engage
external and internal stakeholders to identify communication needs and initiatives. It has
established and supports communication to, and from, a variety of internal and external
stakeholders. Communications are delivered through a diverse range of communication
channels and approaches, including some focus on digital channels such as the Canadian Grain
Commission external and internal websites and social media.

The audit also found that the communications group has placed some focus on the planning of
communications activities and resourcing and performance measurement associated with the
delivery of communications activities.

The audit recognizes that the Canadian Grain Commission, a small federal government entity,
has limited resources to invest in its communications function. This constraint, however,
underscores the importance of planning, prioritization, and ensuring that communication
resources are invested in areas of greatest priority and benefit to the organization. Within this
context, the audit identified the following key opportunities for improvement in Canadian
Grain Commission communications group practices, including:

e Establishing and maintaining a Canadian Grain Commission strategic communications
plan;

e Clarifying the common requirements and information to be included within initiative
specific communication plans and related monitoring approaches;

e Revising the communications performance measurement framework; and defining and
implementing underlying data collection, analysis and reporting processes;
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e Undertaking a critical analysis of the current communications group structure,
competencies, and service delivery model to ensure the right mix of resources,
processes and tools to enable responsive and innovative service delivery in an
increasingly digital communications environment.
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Introduction

Context

The Canadian Grain Commission regulates grain handling in Canada and establishes and
maintains science-based standards of quality for Canadian grain. The Canadian Grain
Commission works to ensure that domestic and international markets regard Canadian grain as
dependable and safe and that farmers are fairly compensated for their grain. In addition to
operating two regional offices and eight service centres across the country, the Canadian Grain
Commission provides service at more than 30 terminal elevator delivery points.

Supporting the Canadian Grain Commission in fulfilling its mandate, communications plays a
vital role in ensuring that relevant information is conveyed to, and from, external and internal
stakeholders. Areas of focus include:

e Raising the profile of the Canadian Grain Commision with its primary audiences;

e Increasing the understanding of the Canadian Grain Commission’s role in the grain
sector, its programs and its services;

e Strengthening understanding of the Canadian Grain Commission’s important
contribution to the economic well-being of grain producers, the grain industry, and
ultimately Canada's brand reputation both domestically and abroad;

e Demonstrating how the Canadian Grain Commission acts as a neutral third party basing
decisions on consultation and science-based approaches for the benefit of its
stakeholders;

e Educating stakeholders about their roles and responsibilities in helping maintain
Canada's grain quality assurance system.

The Treasury Board Policy on Communications and Federal Identity describes the requirements
for ensuring that departmental communications are effectively managed and responsive to
stakeholder needs and that departmental identities are recognizable and adhere to a
standardized approach. The supporting Directive on the Management of Communications
prescribes guidance and mandatory procedures for considerations such as advertising, public
opinion research, and social media and web communications.
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The Canadian Grain Commission’s Chief Operating Officer is the senior official responsible for
communications. The Chief Operating Officer reports to the Chief Commissioner and oversees
the communications group. The group is positioned within the Corporate Information Services

branch of the Innovation and Strategy Division and is led by the Manager, Corporate
Information Services, who reports to the
Executive Director, Innovation and Strategy.
This group of approximately 13 staff, is
organized into three areas:

Communications Expenditures (000's)
Fiscal Fiscal

Year Year
2021 2022

e Content (provision of writing, editing, Salaries $1222 | S1,247
and community relations services) — Translation $273 $290
(5 employees); ici ;
. . . . Ac!ve'rtlsmg services & $174 $47
e Multimedia (graphic design, printing
photography, video, and website Other (training, rentals, $110 $108
services) — (7 employees); materials, etc.)
Total Expenditures $1,779 | $1,692

e Translation (1 employee of the
Translation Bureau, effectively on loan to the Canadian Grain Commission since 2010)

The communications group provides expertise and services that enable the Canadian Grain
Commission to, for example:

e communicate priorities, policy, and program objectives
e launch new programs, and

e highlight achievements reaching both external and internal audiences.

The primary external audiences served by Canadian Grain Commision communications include
western grain producers, farm groups, grain industry representatives and the media. Other
recognized external audiences include international customers, eastern grain producers, the
research and academic community, relevant federal government departments, and other
related public entities. Internal audiences served include Canadian Grain Commission
management and employees.

In providing service, the communications group typically supports programs, operations, and
corporate service sectors (e.g. human resources) within the organization to advance priorities,
plan and coordinate activities, and support issues management in their interactions with
external and internal audiences.

The communications group uses many different channels and methods to support engagement
with external and internal audiences. For example, the communications function supports the
development of print publications, content for the organization’s internal and external
websites, Canadian Grain Commission representative presentations, corporate service
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communications products, multimedia projects, branding, social media content and corporate
events. It also supports community relations activities, including the conduct of exhibits, trade
shows and tours.

The Audit of Communications Practices was included in the 2022-23 Risk-Based Audit and
Evaluation Plan, approved by the Chief Commissioner on May 24, 2022. In July 2022, a Request
for Proposal (5K005-220621-001-CGC) for an Audit of Communication Practices at the Canadian
Grain Commission was issued. Following the evaluation of the proposals received, a contract
was issued to Samson and Associates. Samson prepared this internal audit report under the
referenced contract. The audit commenced in fall 2022, with the audit report presented to the
CGC Departmental Audit Committee in February 2023.

Audit Objective, Scope, Approach and Opinion

Obijectives

The overall objectives of the engagement were to:

* Identify, document, assess and report on the design and operating effectiveness of the
Canadian Grain Commission's Internal and External Communications Practices.

*  Provide the Chief Commissioner assurance on whether the Canadian Grain Commission’s
internal and external communications practices effectively support organizational initiatives
and are compliant with the Government of Canada Policy on Communications and Federal
Identity, the Directive on the Management of Communications, and/or best practices.

Scope

The scope of the audit included communications management processes and practices and
related internal and external communications activities undertaken by the Communications
group between April 1, 2021 to 31 December 2022.

The audit focused on assessing:

* Governance, strategy and planning considerations;

* Communication approaches employed to reach and interact with internal and external
target audiences;

* Communications function resourcing and operational considerations.

Communications activities and approaches undertaken during the audit period were impacted
by the recent Covid-19 pandemic. For example, the Canadian Grain Commission attendance at
industry trade shows to support the engagement of external stakeholders was paused during
the pandemic as many events were cancelled. As a result, the audit scope was expanded in
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limited cases to include examination of pre-pandemic communication activities where
considered relevant.

Additional information on the audit lines of enquiry and audit criteria can be found in annex B.

Approach

The audit approach included the conduct of a range of focused audit procedures, including:

e Review and analysis of CGC corporate strategic and operational planning documents;

e Review and analysis of communications function planning and organization/resourcing
information;

e Review and analysis of relevant policy guidance and compliance documents;

e Structured interviews with a range of stakeholders involved in internal and external
communications, including Commissioners, Executive Management Committee
members, communications function leadership, staff representatives, and
communications client representatives;

e Review and in-depth case analysis on a sample of specific initiatives focused on the
development and delivery of communications with external and internal audiences;

e Assessment of historic and current communications performance measurement data
and results.

Statement of Assurance

In our professional opinion, sufficient and appropriate audit procedures have been implemented
and evidence has been gathered to support the accuracy of the opinion contained in this report.
This opinion is based on a comparison of the conditions as they were at that time with the
predetermined verification criteria agreed with management. It focuses only on the processes
reviewed. The audit evidence was obtained in accordance with the internal auditing standards
of the Institute of Internal Auditors and the Directive on Internal Audit, as required by the
Treasury Board Secretariat's Policy on Internal Audit. These elements are sufficient to provide
senior management with the rationale for the audit opinion.
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Observations and Recommendations

Governance and Strategy

The auditor conducted an examination to deterine whether the Canadian Grain Commission
has established effective governance to provide oversight and strategic direction and enable
effective communication with internal and external targeted audiences. This includes
engagement and consultation with key stakeholders to ensure that communication services
and activities support organizational and stakeholder needs and establish supporting
communication planning and monitoring processes.

Observations: Stakeholder Engagement

We found that CGC has established approaches to engage internal and external stakeholders
and identify their communication needs and requirements. These include activities led by the
Executive Director of Innovation and Strategy, and the Manager of Corporate Information
Services, such as:

e Regular engagement with Commissioners to discuss external communication considerations
and needs;

e Regular engagement with senior managers to discuss external and internal communications
considerations and requirements;

e Annual engagement of industry stakeholders (e.g. industry association representatives) to
present information on emerging issues and key CGC initatives and solicit stakeholder
feedback.

These methods are the primary means through which specific communication initiatives (e.g.
development of a particular communications product) are identified.

Interviews with CGC commissioners and senior management representatives confirmed their
satisfaction with the current level of interaction with the communications function and the
group’s responsiveness to their needs.

Observations: Communications Planning and Monitoring

We found that Canadian Grain Commission has established governance to provide oversight
and direction to the communications group, primarily through a management structure
consisting of the communications group manager reporting to the Executive Director,
Innovation and Strategy, who reports to the Chief Operating Officer.
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We found however that the effectiveness of this governance is impeded by the current state of
communications planning and monitoring processes.

Canadian Grain Commission does not maintain an overarching strategic communications plan
that describes, for example, communication group objectives, priorities, key tactics/actions and
resources required. Instead, communication activities tend to be planned and monitored at a
more granular “initiative level” (e.g. a communications plan developed for a specific program
such as the Harvest Sample Program).

Auditors were provided with an outdated strategic communications plan — Canadian Grain
Commission Global Communications Plan — last developed in 2010. This plan provided an
overview/analysis of the key communication audiences (external and internal); key
communication challenges and opportunities; communication objectives; strategies (5-year
view); resourcing and

Figure 1: Excerpt from The Canadian Grain Commission's Strategic Plan

performance for 2023-24 and beyond

measurement

considerations and Area of Focus 3: Strengthen the Canadian Grain Commission's

other relevant stakeholder relationships, with a focus on Canadian producers
information. Initiative 1 Executive Deliverables

Interviews with Enhancing the Director, e Engage with producers and
communications Canadian Grain Innovation industry stakeholders to build
management Commission's visibility | and mutual understanding on grain
representatives with producers and Strategy sector issues for well-informed
confirmed that this type | sector stakeholders to program delivery.

of overarching plan is increase awareness of e Build relationships and seek
no longer maintained as | Programs and opportunities with

the relevance and services. underrepresented stakeholders
benefit of this approach to better understand and

was questioned and respond to their needs.

seen as "planning for planning purposes". Rather than developing a strategic communications
plan, the communications group undertakes a process to identify key communications
implications and requirements stemming from corporate objectives. As anillustration, for
2023/24 and beyond, CGC has defined various corporate priorities or areas of focus (See Figure
1). Supporting these areas of focus are the definition of various initiatives, including the
definition of lead responsibility and related deliverables to be actioned to address the area of
focus.

While this corporate plan provides a summary of how communication priorities (e.g. Initiative 1
described in Figure 1) align to corporate priorities (Area of Focus 3 described in Figure 1), the
communication deliverables listed within the document have not been articulated at a more
detailed level, nor does this summary include definition of all communications group priorities.
A more detailed definition would serve to summarize the specific activities, timing, resourcing
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and performance measurement considerations required to achieve each priority. In the
absence of this level of definition, it is not clear that the organization has defined the key
communication challenges, opportunities or resultant priorities to be addressed over time. It is
also not clear that the organization is able to monitor or gain a full understanding of the extent
to which the communications group is clearly and effectively addressing these priorities.

In lieu of broader strategic communications planning, we found that communications planning
focuses on the more granular development of plans for specific communications initiatives.
Examples of this type of planning includes the development of: communication channel specific
plans (e.g. annual trade show plan); program specific communication plans (e.g. Harvest
Sample Program plan); and communication plans related to specific change initiatives (e.g.
communications plan related to a regulatory change such as enhancements to grain grading
dispute resolution). While the initiative plans that we analyzed generally established the
underlying communication activities and timing, they varied in their definition of key planning
considerations such as:

e C(Clear definition of the communication initiative objectives — to address the question of
“why” the initiative is being undertaken;

e Definition and analysis of the targeted audience/s of the communications initiative — to
address the question of “who” the communication initiative is focused upon;

o Definition of the key messages to be conveyed to the targeted audiences — to address
the question of “what” is being communicated;

e Definition of performance measurement and monitoring approach — to address the
qguestion of “how will we know” that the communications initiative has achieved its
objectives.

Based on these observations, the Canadian Grain Commission has the opportunity to improve
the consistency and comprehensiveness of their communications planning processes. This
includes:

e definition and documentation of communication priorities in relation to corporate
priorities and related considerations such as key client organization/program priorities,
key communication audiences, and key communication channels;

e improving the consistency and focus of plans developed in relation to specific
communications initiatives;

e Monitoring of progress against defined priorities and plans.

Improved focus in these areas will help ensure that communication resources are invested in
matters of highest priority to CGC.
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Impact
A strategic plan provides a mechanism and a focus to:

e clearly rationalize, articulate and communicate priorities and

e strengthen governance by establishing accountability for addressing priorities; and
providing guidance to translate priorities into operational tactics and implementation
plans.

In the absence of this planning focus, Canadian Grain Commission communications
management may not have the information they need to ensure the organization’s limited
communication resources are being invested in areas of highest priority.

Recommendation 1

We recommend that Corporate Information Services engage internal stakeholders and lead the
development and periodic refinement of a Canadian Grain Commission strategic
communications plan that articulates:

e key communication audiences and needs;

e communication challenges and opportunities;

e prioritized communications areas of priorities;

e supporting communications tactics, resourcing; and

e performance measurement considerations.

Recommendation 2
We recommend that Corporate Information Services further define and formalize the common
requirements and information to be included within initiative specific communication plans and

related monitoring approaches.

Annex A summarizes management’s response to these recommendations
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Communication Approaches

The auditor conducted an examination to determine whether the Canadian Grain Commission
has established communication approaches to support effective communications with its
targeted internal and external audiences. This includes having processes in place to identify the
communications preferences of target audiences, and whether communications are reaching
these intended internal and external audiences.

Observations: Targeted Communication Audiences

We found that Canadian Grain Commission has generally identified the various external and
internal audience groups that are targeted for various communications purposes. For example,
the 2010 Canadian Grain Commission Global Communications Plan defines and includes
analysis of the composition, preferences, and challenges of primary (e.g. western grain
producers, farm groups), secondary (e.g. eastern grain producers, research and academic
community) and other external audiences of importance to the organization. Communications
group management confirmed that while this analysis has not been formally updated since
2010, the categorization and definition of the targeted audience groups remains accurate
today.

In lieu of a more formal analysis and generation of insight into targeted communication
audiences, CGC employs an ad hoc approach leveraging data points and insight as they become
available. For example, the 2010 analysis included third-party research into the preferred
communication methods of producers. Also in 2017 the Canadian Grain Commission engaged a
third party to conduct a survey on producer and industry perceptions of its services. As these
analyses have not been formally updated since 2017, CGC relies on periodic and informal
analysis of various data from sources such as Commissioner input, trade show attendee
feedback, and other means (e.g. industry research) to determine the continuing relevance and
effectiveness of communication approaches in light of changing demographics and
communication preferences.

Examples of where this insight has been applied to develop targeted and responsive
communication approaches include:

e the use of geo-fenced data (e.g. agricultural area postal codes) to target producers with
social media or advertising (e.g. Weather Network) based communications messaging,

e the ramp up, during the Covid pandemic, of advertising in support of the Harvest
Sampling Program in lieu of the cancellation of trade shows as a means of reaching
producers.

e the discontinuation of Yammer as an employee communication channel in response to
feedback received on the effectiveness of this communication approach.
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These examples provide indication of communications management focus on analysis of
available information, and targeting and tailoring of communications approaches. However, it
is unclear whether communications management have identified and articulated the broader
ongoing challenges in reaching targeted audiences (e.g. how to ensure communications are
ultimately received directly by producers) or the approaches to be undertaken to address these
challenges.

No specific recommendation has been raised related to this observation as it represents a
consideration of Recommendation 1.

Observations: Communication Reach and Impact

We found that the organization has limited insight into the extent to which communication
approaches, practices, products and messaging are reaching their intended/targeted audiences.
This finding is raised recognizing that the Canadian Grain Commission, as a small organization
within the federal government, has resource constraints impacting its communications
performance measurement approach. Also recognized, however, is the critical importance of
performance measurement in supporting management decisions such as prioritization and
resourcing investments in communication initiatives.

Communications group management has developed a performance measurement framework
that defines key areas of communications activity, expected results and supporting
performance measures. While this framework conceptually defines expected results and
related measures, it has not been fully implemented, nor are performance measures
consistently or regularly monitored by communications management or reported upon to CGC
senior management. For example, the framework includes measures such as external "survey
results demonstrate a level of public awareness and understanding of issues important to the
CGC" however CGC has not implemented a surveying/measurement process, nor a monitoring
and reporting approach.

Our analysis of a sample of specific communication initiatives confirmed that some elements of
performance measurement have been implemented for these initiatives. For example, for trade
shows attended by CGC, a report is produced after each trade show summarizing
considerations such as:
e Canadian Grain Commission booth attendance and overall tradeshow attendance;
e Engagement considerations such as the number of Harvest Sample Program sign-ups
secured, or volume of communication publications distributed;
e Analysis of common questions raised by booth attendees, as an indication of attendee
areas of interest and as a source of information to be followed up by relevant program
representatives.
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Similarly, the communications group has implemented various "activity" performance
measures, including measurement of website and social media "click-through" volumes or
measurement of Harvest Sample Program sign-up volumes based on various communication
channels (e.g. web, phone, trade show).

While the information generated through these efforts provides insight into the level of activity
(e.g. how many people attended a trade show booth) related to particular communication
initiative, communications management has had limited focus on measuring the results and
impact scommunication activities have in enabling, for example, a particular program to meet
its overall objectives.

Impact

Performance measurement is key to generating insight into communications function inputs
(e.g. resources and tools), activities and outputs (e.g. communications initiatives) and results
and impacts (e.g. did we reach intended audience with our message or did we influence
intended audience behaviour?). Gaps in this insight impede management's ability to make
informed strategic and operational decisions such as "where should we invest our resources to
achieve the greatest benefit/impact?".

Recommendation 3

We recommend that Corporate Information Services revise its documented performance
measurement framework. The framework should be revised to include and align the definition
of measures related to communication group inputs, activities, outputs and results; and
implement changes required in data collection, analysis and reporting processes. This will
support enhanced management decision making.

Annex A summarizes management’s response to this recommendation
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Communication Operations

The auditor conducted an examination to determine whether Canadian Grain Commission
communications resources are effectively organized for optimal service delivery that meets
client needs. This includes an expectation that CGC regularly assesses and addresses its
communications function resource mix and capacity, skills, and competencies, and has
established processes and practices to ensure communication client service needs are being
addressed.

Observations: Communications Resourcing

The audit team found communications group management have established a clearly defined
organizational structure and delineated roles within the communication group. Staff are
organized by specialty area, such as communications content (e.g. writing, editing, translation,
community relations) and multimedia (e.g. video, graphic and web design). Work descriptions
for the manager and staff roles are also documented.

We found, however, that in relation to effective organization of resources, the communications
group does not maintain a summary of planned or "in process" prioritized communications
initiatives or work assignments to support day-to-day resourcing decisions. Instead, work
assignments are managed on an ad hoc basis which may impede management from ensuring
that communication resources are continually focused on initiatives of highest priority.

Further, we found that there has been minimal change in the communications function
structure, focus and resourcing levels since 2010 (as documented in the Canadian Grain
Commission Global Communications Plan), despite an ongoing shift towards digital approaches
as recognized in the 2016 Policy on Communications and Federal Identity:

Canadians increasingly use technology to communicate in their daily lives, and expect to interact
with the government in the same way. Using new communications approaches that stem from
the rise of digital technologies, balanced with using traditional methods, enables the
Government of Canada to reach and engage with Canadians effectively and efficiently in the
official language of their choice, regardless of where they reside.

While the organization has adopted some innovation through digital approaches, in some
areas, to support communication efforts such as leveraging social media and its internal and
external facing websites, this has not been the case in other areas.

In addition, communication clients interviewed encouraged the establishment of a "single point
of contact" within communications service delivery to facilitate/minimize their interactions
with the various communications group speciality areas (e.g. writing, editing, translation,
multimedia) involved in a particular communications intiative.
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In order to drive innovation in, and optimization of, communications service delivery,
communications group management and other stakeholders interviewed acknowledge a need
to undertake a more rigourous analysis of key considerations, including:

e service delivery processes;
e communications group organization and resource mix; and
e required competencies and tools.

This proposed analyses and recommendations, once implemented, would assist the
communications group in ensuring they are well-positioned to meet current and future
communication needs in an increasingly digital environment.

Impact

Periodic critical assessment of communication service delivery is crucial to maintaining a
continual focus on modernization and innovation. Periodic assessment ensures that services
continue to be responsive to emerging organizational needs and environment, both internal
and external. Periodic assessment also ensures, for example, the required staff competencies
and supporting tools are developed and implemented.

In the absence of periodic assessment, communications approaches and methods risk
becoming obsolete and unresponsive to stakeholder needs.

Recommendation 4

We recommend that Corporate Information Services undertake a critical analysis of its current
structure, competencies, infrastructure, and service delivery model. This analysis should
incorporate internal Canadian Grain Commission stakeholder feedback. Such an analysis will
aid in ensuring that the communications group is well-positioned to respond to the evolving
challenges and opportunities associated with, for example, increased adoption of digital
communications.

Annex A summarizes management’s response to this recommendation

Samsonu



Audit of Communications Practices Canadian Grain Commission

Observations: Client Service Expectations

Aligned with auditor findings on stakeholder engagement, we found that the Canadian Grain
Commission has established various informal approaches to solicit communication client
service feedback and ensure expectations are being met. While not formally measured through
means such as client satisfaction surveys, this feedback is generated through, for example,
regular communications and communications management engagement of Canadian Grain
Commission commissioners, senior management and industry stakeholders.

Interviews with Canadian Grain Commission commissioners and senior management
representatives, in their capacity as clients of the communications function, confirmed their
satisfaction with the current level of interaction with the communications function and the
function's responsiveness to their needs.
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Conclusion

The audit found that the communications group has established various practices to provide
communications support to Canadian Grain Commission’s initiatives. These practices include:

e establishment of governance to oversee the delivery of communication services;

e engagement of internal and external stakeholders in identifying communication needs
and initiatives;

e implementation of some management processes focused on the planning of
communication activities and resourcing, and performance measurement associated
with the delivery of communications activities.

e development and delivery of communications through a diverse range of
communication channels, sometimes including a focus on emerging digital channels
such as Canadian Grain Commission websites and social media.

Further, the audit did not find any areas of noncompliance with the Government of Canada
policy.

The audit found, however, that there are several opportunities to improve the governance,
design and operating effectiveness of the communications group and its practices, and to
improve the support it provides to the organization. These opportunities for improvement
include:

e Establishing and maintaining a Canadian Grain Commission strategic communications
plan;

e C(larifying the common requirements and information to be included within initiative
specific communication plans and related monitoring approaches;

e Revising the communications performance measurement framework; and defining and
implementing underlying data collection, analysis and reporting processes;

e Undertaking a critical analysis of the current communications group structure,
competencies, infrastructure, and service delivery model to ensure the communications
group is positioned to provide innovative and responsive services in an increasingly
digital communications environment.
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ANNEX A -Management Action Plan

e key communication audiences and needs;

e performance measurement considerations.

e communication challenges and opportunities;
e prioritized communications areas of priorities;
e supporting communications tactics, resourcing; and

Recommendation 1 We recommend that Corporate Information Services engage internal
stakeholders and lead the development and periodic refinement of a Canadian Grain
Commission strategic communications plan that articulates:

Management Action Plan

CGC Management agrees with the recommendation.

Action and Rationale

Expected
Completion Date

Responsibility for
Action

Develop a high-level strategic communications
plan in alignment with the CGC’s broader
strategic planning process. The plan will have the
same lifecycle as the CGC'’s strategic plan, with
development/reset occurring every three years
followed by annual adjustments as required in
the intervening years.

The communications plan will include:

e communications objectives

e communications priorities

e audience analysis

e communications strategies

e key messages

e communications activities and products,
including resourcing

e performance management indicators

Note: major revisions will need to be reviewed
and approved by EMC and the Commission.

The first
comprehensive
plan will be
completed and
approved by EMC
and the
Commission by
November 30,
2024. This date is
contingent upon
the CGC strategic
plan being
finalized in the fall
2024 timeframe.

Executive Director,
Innovation and
Strategy
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Recommendation 2 We recommend that Corporate Information Services further define and
formalize the common requirements and information to be included within initiative specific
communication plans and related monitoring approaches.

Management Action Plan

CGC Management partially agrees with the recommendation.

Action and Rationale

Expected
Completion Date

Responsibility for
Action

Develop a guidance document that outlines
general criteria for communications planning,
building on the existing template for
communications plans. Depending on the
complexity of the communications activity or
initiative, the guidance document will specify
information requirements to allow for flexibility
and tailoring. This document will include a closure
checklist to further inform continuous
improvement and performance measurement
going forward.

The guidance
document and
associated
template will be
approved by the
Executive Director
of Innovation and
Strategy by
December 31,
2023.

Executive Director,
Innovation and
Strategy
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Recommendation 3 We recommend that Corporate Information Services revise its
documented performance measurement framework. The framework should be revised to
include and align the definition of measures related to communication group inputs,
activities, outputs and results; and implement changes required in data collection, analysis
and reporting processes. This will support enhanced management decision making.

Management Action Plan

CGC Management agrees with the recommendation.

Action and Rationale

Expected
Completion Date

Responsibility for
Action

e Revise and update the communications
performance measurement framework,
including the process to report on
performance results and data collected. As
part of the performance framework, metrics
will be developed for each type of
communications activity and will consider
resource requirements, emerging trends, etc.

e Compile data and produce annual
performance report for consideration as part
of the strategic planning process for EMC and
Commission.

A final version of
the revised
performance
measurement
framework will be
developed,
approved by the
Director, and
presented to the
EMC for their
feedback by March
31, 2024.

The first annual
report on
communication
performance
based on the new
framework will be
prepared and
presented to the
EMC and
Commission by
May 31, 2025.

Executive Director,
Innovation and
Strategy
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increased adoption of digital communications.

Recommendation 4 We recommend that Corporate Information Services undertake a critica
analysis of its current structure, competencies, infrastructure, and service delivery model.
This analysis should incorporate internal Canadian Grain Commission stakeholder feedback.
Such an analysis will aid in ensuring that the communications group is well-positioned to
respond to the evolving challenges and opportunities associated with, for example,

Management Action Plan
CGC Management agrees with the recommendation.

Action and Rationale

Expected
Completion Date

Responsibility for
Action

Analyze the Communications group structure
and service delivery model and develop a
conceptual vision of a new structure/model
that would take into consideration future

Conceptual vision
developed by
December 31,
2023

needs for digital modernization and within the
CGC’s budget and current fee structure.

Formalize
organization chart
by June 30, 2024

e Formalize a new organizational chart and
updated work descriptions approved by the
Executive Director.

[ ]

Full

implementation

including staffing
completed by

March 31, 2025.

e Fully implement the updated model including
completing staffing processes.

Executive Director,
Innovation and
Strategy
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ANNEX B —Audit Criteria

The following audit criteria were established during the planning phase of the audit

Line of Enquiry 1: Governance & Strategy

Effective governance is established to provide oversight and strategic direction and to enable
effective communication with internal and external targeted audiences

e Effective planning and monitoring processes are established to guide the Canadian
Grain Commission's internal and external communication activities, to ensure alignment
with Government of Canada policies and support of the organization’s objectives and
priorities.

e There is regular engagement and consultation with key Canadian Grain Commission
stakeholders to ensure that communication services and activities support Commission
needs and priorities.

Line of Enquiry 2: Communication Approaches

The Canadian Grain Commission uses a variety of innovative communication approaches to
maximize its reach and support effective communications with its targeted internal and
external audiences

e The communications group has established processes to generate insight into its
internal and external targeted audiences and their communication preferences

e The communications group has established processes and practices to ensure that
internal and external communications are reaching intended audiences

Line of Enquiry 3: Communication Operations

Communications resources are effectively organized to deliver communications services that
meet client service expectations:

o Effective resource planning processes have been established including assessment of
required resource mix and capacity, skills, and competencies to deliver internal and
external communication services

e The communications function has established processes and practices to ensure the
Canadian Grain Commission’s communication client service expectations are being
addressed
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