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1.0 Introduction 
 
This document presents an Evaluation Framework for LAC’s Modernization Initiative. 
The initiative does not relate directly to any of the elements of the PAA, however, it 
is important in identifying the ways and means by which each of the elements will be 
accomplished. 
 
The purpose of an Evaluation Framework is to provide management with a 
framework for measuring and reporting on outputs and outcomes of programs and 
initiatives.  There are three main sections of the document. 
 

 The first provides the context for the initiative and a description of the 
intended activities along with its objectives, resources and potential recipients 
and beneficiaries. 

 The second describes what will be accomplished including expected results 
and a logic model which illustrates the linkages between the activities, 
outputs and outcomes. 

 The third section describes how the initiative will be evaluated including the 
performance measurement strategy and evaluation plan.  The performance 
measurement strategy outlines the performance measures which will allow 
management to track the progress of the initiative for decision-making 
purposes.  The evaluation plan identifies the data and methodologies will be 
needed to address the evaluation questions and issues in the future 
evaluation. 

 
This document was developed based on a document review and interviews with key 
informants at LAC.  Further discussions with responsible areas will continue as the 
framework is implemented. 
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2.0 Profile 
 
This section describes the context, objectives, key stakeholders and beneficiaries and 
resources associated with the initiative. 
 
 
2.1 Context  
 
The mandate of Library and Archives Canada contained in the preamble of the Act to 
establish the Library and Archives of Canada is: 
 

WHEREAS it is necessary that 
(a) the documentary heritage of Canada be preserved for the benefit of present and 
future generations; 
(b) Canada be served by an institution that is a source of enduring knowledge 
accessible to all, contributing to the cultural, social and economic advancement of 
Canada as a free and democratic society; 
(c) that institution facilitate in Canada cooperation among the communities involved in 
the acquisition, preservation and diffusion of knowledge; and 
(d) that institution serve as the continuing memory of the government of Canada and 
its institutions; 

 
The overwhelming growth in digital material in recent years has created an 
overabundance of information.  At the same time changing user behaviors and 
expectations have created considerable challenges for documentary heritage 
institutions.  Although most of the new materials are digital there remains a 
significant amount of analogue materials which have been collected in the past. 
Increasingly it is becoming apparent that there is too much content for one 
institution like LAC to manage alone and that collaboration among like-minded 
institutions is essential. 
 
To respond to these challenges LAC has developed a new framework based on three 
pillars of documentary heritage: acquisition, preservation and resource discovery. 
The guiding principles are significance, sufficiency, sustainability and society.  LAC is 
in the process of consulting with stakeholders regarding the framework. 
 
While there are other actors in other jurisdictions LAC remains the only federal 
institution with a direct mandate in this area.  Thus it contributes directly to the 
advancement of Canada as a free and democratic society. 
 
 
 
2.2 Objectives 
 
The overall objective of the modernization initiative is to ensure that LAC continues 
to serve the public good and remains relevant to Canadians.  To do so LAC must 
continue to deliver on its mandate while adapting to the new environment within its 
envelope of allocated resources. 
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2.3 Key Stakeholders and Beneficiaries 
 
Key stakeholders include; other cultural institutions, publishers and creators of 
cultural content, libraries and archives, federal government departments and 
agencies including federal libraries, provincial and territorial governments, and 
private sector firms including specialized book dealers.  
 
Beneficiaries include to a certain extent all of the above plus current and potential 
users of the LAC collections. 
 
 
 
2.4 Resources 
 
By 2011-12 LAC will have to operate within a budget envelope of approximately 
$100 million.  It is anticipated that approximately 75% of this total will be made up 
of salaries paid to approximately 1100 employees.  This budget envelope is unlikely 
to increase over the next five years; in fact, within current and short term economic 
conditions it is more likely to decline. 
 
  
Table 1: Resources 
Year Planned Spending 

(000’s) 
FTEs 

2009-10 121,338.9 1132 
2010-11 128,359.9 1109 
2011-12 102,421.9 1109 
Source: Library and Archives Canada, Report on Plans and Priorities, 2009-10 
 
Note: The above figures include capital spending of $12,531.7 in 2009-10 and 
$25,677.6 in 2010-11.  The figures above also include a special contribution of 
$21,700 over the three years beginning in 2008-09 to replace obsolete systems and 
provide the capacity for managing electronic publications and the digital records of 
the Government of Canada.  
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3.0 Expected Results 
 
3.1 Expected Results 
 
This section presents the expected results of the Modernization Initiative in a logical 
sequence with associated explanations.  The model was developed as a result of 
discussions with key informants. The relative timeframe for the first phase of the 
initiative is 24 months by which time all of the immediate results should have been 
achieved and the foundation for the intermediate results should be in place. 
 
Activities and Outputs 
 
The key activities centre around the development of strategies and frameworks to 
guide work processes which themselves are being re-thought with an eye towards 
the future.  At the same time consultations are being held with external stakeholders 
and efforts are being made to communicate both externally with stakeholders and 
internally with staff to engage them in the Modernization process.  Efforts are also 
being made to review the skills of staff and the physical and technological 
infrastructure that will be needed at later stages. 
 
Outputs include a variety of policy suites, work instruments, plans, strategies, 
frameworks, guides, pathfinder projects, communication products, consultations, 
meetings, and feedback from staff and external stakeholders, as well as a new 
organizational structure. 
 
Immediate Outcomes 
 
The immediate outcomes include clearly defined policies and work processes that 
have been developed through lessons learned and evaluation of the results of testing 
various approaches, better alignment of operations and resources, improved priority 
setting, engagement by employees, as well as increased horizontal collaboration 
both within LAC and with key stakeholders, as well as, a common understanding of 
various roles and responsibilities between LAC and its partners with regard to LAC’s 
core mandate.   
  
Intermediate Outcomes 
 
The intermediate results will be a more effective documentation of Canadian society 
via a policy-driven organization (i.e. broad policy intent is reflected in activities and 
outputs at the operational level), and the development of a professional bureaucracy 
(i.e. LAC policies and operations are aligned with larger government context).  
 
Long-term Outcome 
 
The ultimate result of the Modernization Initiative will be improved access of 
Canadians to a documentary heritage collection that reflects Canadian Society 
thereby ensuring the continuing relevance of LAC. 
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3.2 Objectives  
 
 
The relationship between activities, outputs and outcomes is presented in the draft 
logic model below for discussion. 
 
 
Logic Model for Modernization 
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3.3 Accountabilities 
 
Roles and responsibilities 
 
In order to work strategically towards the outcomes of the Modernization Initiative, 
Management Board with advice from DG Steering Committee on Modernization, will 
approve strategic approaches towards the achievement of the objectives, set 
priorities annually, approve overall allocation of resources and make decisions on key 
projects.  It will also assess on a regular basis the progress that is being made 
towards the stated outcomes. 
 
The DG Steering Committee, Sub-Committees and Working Groups will be 
responsible for achievement of Modernization outputs and outcomes. 
 
Accountability Structure 
 
The accountability structure is presented in the chart below and the various 
responsibilities of each level are outlined in Table 2 which follows. 
 
 
 

 
 

Management Board 

DG Steering Committee 
 

Sub-Committee 
 

Working Groups 
 

Sub-Committee 
 

Sub-Committee 
 

Working Groups 
 

Working Groups 
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Table 2: Accountabilities 
Who is 
accountable? 

What are they accountable 
for?      

To whom do they report 
on performance and 
evaluation 

Management 
Board 

-Overall success of 
Modernization Initiative 
-Approve strategic approaches 
-Set strategic priorities 
-Approve allocation of 
resources 

Librarian and Archivist 
Minister and Parliament 

DG Steering 
Committee 

-Achievement of immediate 
and intermediate results 
-On-going financial and 
performance reporting 
-Approve projects  

Management Board 

Sub-Committee 
Leads 

-Achievement of outputs 
-Advice to Steering Committee 
-Effective management of 
projects and reporting on 
results  

DG Steering Committee  

Working Groups -Advice to Sub-Committees 
-Implementation of projects 

Sub-Committees 

Head of 
Evaluation 

-Evaluation of Modernization 
Initiative 

Evaluation Committee/ 
Management Board 

 
 
One way to strengthen accountabilities for Modernization would be to include the 
outcomes stated in the logic model directly into the performance agreements of 
executives. 
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4.0 Monitoring and Evaluation Plan 
 
4.1 Performance measurement plan 
 
  
Strategy and Key issues 
 
The table below identifies key outputs and outcomes along with their associated 
indicators, sources and measurement frequency. The performance indicators will 
enable management to assess progress and performance in achieving their goals. 
The indicators presented in this section of the report were developed through 
discussions with key informants. They are linked with specific outputs, immediate 
outcomes and intermediate outcomes of the logic model. 
 
 

Table 3: Performance Indicators for Modernization Initiative 
Output/ 
Outcome 

Indicator Data Source & 
Method 

Responsible Frequency 

1. Plans and 
strategies 

Number of policy suites 
developed (Acquisition, 
Collections Management, and 
Resource Discovery) 

- Administrative data 
 

Sub-Committee 
Leads 

Quarterly 

2. Work processes 
redefined 

Extent to which work 
processes at LAC have 
incorporated the principles of 
Modernization 

- Document review 
- Key informant 
interviews 

DG Steering 
Committee 

Semi-Annually 

3. Horizontal 
collaboration 

Extent to which policies and 
processes are in place to 
support internal and external 
collaboration  

- Document review 
- Key informant 
interviews 

DG Steering 
Committee 

Semi-Annually 

4. Employee 
engagement 

Extent to which employees 
actively support Modernization 
activities 

- Employee survey DG Steering 
Committee 

Semi-Annually 

5. Policy-driven 
organization 

Degree of coherence between 
policy decisions taken and 
their implementation 

- Document review 
- Key informant 
interviews 

DG Steering 
Committee 

Annually 

6. Professional 
bureaucracy 

Degree to which on-going 
monitoring and lessons 
learned are incorporated into 
subsequent plans and actions 

- Document review 
- Key informant 
interviews 

DG Steering 
Committee 

Annually 

 
 
The Head of Evaluation will present an update to the Evaluation Committee on the 
progress of the implementation of the framework every six months once the 
framework is approved.  
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Reporting Strategy 
 
Progress on the Modernization Initiative will be reported through the following 
mechanisms/documents: 
 

 Regular updates to Management Board by the DG Steering Committee on 
Modernization 

 A Departmental Performance Report (DPR) to be presented by LAC each year 
to the Treasury Board Secretariat (TBS); and 

 Program Evaluation reports and updates to be presented to the Library and 
Archives Evaluation Committee for approval and subsequent release to the 
public. 

In addition, on-going reporting of Modernization activities will be carried out using 
various mechanisms such as the LAC website, the LAC intranet and messages from 
the Librarian and Archivist of Canada.  
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4.2 Evaluation Plan 
 
The five-year evaluation cycle for the Modernization Initiative spans the fiscal years 
2010-2011 to 2015-2016. A formative evaluation will be conducted in 2012-2013 to 
assess the performance measurement strategy, identify any issues that may arise, 
and assess data availability for the summative evaluation to follow in 2015-2016. 

The summative evaluation will be conducted to assess overall progress in reaching 
the goals and objectives for the initiative. This evaluation will fully incorporate 
findings from ongoing performance measurement and will follow the Evaluation 
Standards presented in the Treasury Board Evaluation Standards in the Government 
of Canada (TBS, 2004). There are three primary areas that will be considered, 
namely relevance, success and cost-effectiveness. 
 
 
Key Evaluation Issues and Questions 
 
Relevance — does the initiative continue to be consistent with departmental and 
government-wide priorities and does it realistically address an actual need? 
 

To what extent does the Modernization Initiative continue to align with the priorities of 
Library and Archives Canada and the Government of Canada? 
 
Do activities being undertaken under the Modernization Initiative continue to be relevant 
to the public? Do these activities address the evolving needs of stakeholders and clients? 
 

Success — is the initiative effective in meeting its objectives, within budget and 
without unwanted outcomes? 
 

Is the Modernization Initiative being implemented as expected? 
 
To what degree have the expected immediate and intermediate outcomes of the 
Modernization Initiative been achieved?  
 
Is the performance measurement strategy being carried out as planned? 
 
How is the performance data that is collected being used? 

 

 
Cost-effectiveness — Are the most appropriate and efficient means being used to 
achieve objectives, relative to alternative design and delivery approaches? 
 

Have more effective / efficient ways of achieving the expected outcomes of the 
Modernization Initiative become apparent? 
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Evaluation Timeframes 
 
The timeframes set out below are normal for most program evaluation cycles. The 
formative evaluation of the Modernization Initiative would be conducted in the fiscal 
year 2012-2013; the summative evaluation would occur in the fiscal year 2015-
2016. Table 4 below summarizes the time frame applicable to evaluation activities.  
 
 

Table 4: Evaluation activities timeframes 
2010-2011 2011-2012 2012-2013 2013-2014 2014-2015 2015-2016 

Develop 
Framework 

      

  Formative 
evaluation 

   

     Summative 
evaluation 

 
 
Formative and Summative Evaluations 
 
Table 5 below contains the evaluation framework that will guide the formative and 
summative evaluations for the Modernization Initiative. The framework addresses the 
three primary areas of relevance, success and cost-effectiveness, and contains a 
total of seven questions that will help to guide and focus the evaluation. For each 
evaluation question, the framework describes the indicators and data sources that 
will be used to address the question.  All of the issues/questions will be addressed in 
both the formative and summative evaluations, however, the focus of the formative 
evaluation will be to assess if progress is being made in each of the respective areas. 
 
 

Table 5: Evaluation Framework 
Evaluation Activity Issues/Questions Indicators Data Analysis Methods 
Formative Summative 

Relevance 
1. To what extent does the 
Modernization Initiative 
continue to align with the 
priorities of Library and 
Archives Canada and the 
Government of Canada? 

- Degree of alignment 
between Modernization 
activities and priorities of 
LAC and the Government 
of Canada 

- Document review 
- Key informant interviews 
with LAC staff and key 
stakeholders 

 
 
X 

 
 
X 

2. Do activities being 
undertaken under the 
Modernization Initiative 
continue to be relevant to 
the public? Do these 
activities address the 
evolving needs of 
stakeholders and clients? 

- Evidence of public and 
stakeholder 
understanding of and 
acceptance of the need 
for Modernization 
 

- Document review 
- Key informant interviews 
with LAC staff and key 
stakeholders and clients 

 
 
X 

 
 
X 
 

Success 
3. Is the Modernization 
Initiative being 
implemented as expected? 

- Extent to which 
Modernization activities 
are implemented as 
planned 

- Document review 
- Key informant interviews 
with LAC staff and key 
stakeholders 

 
X 

 
X 

4. To what degree have the 
expected immediate and 
intermediate outcomes of 
the Modernization Initiative 

- Extent to which 
employees actively 
support Modernization 
activities 

- Employee survey 
- Document review 
- Key informant interviews 
with LAC staff and key 

 
X 

 
X 
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been achieved?  - Extent to which work 
processes at LAC have 
incorporated the 
principles of 
Modernization 
- Degree of coherence 
between policy decisions 
taken and their 
implementation 
- Degree to which on-
going monitoring and  
lessons learned are 
incorporated into 
subsequent plans and 
actions 

stakeholders 

5. Is the performance 
measurement strategy 
being carried out as 
planned? 

- Degree of alignment of 
performance 
measurement plan with 
actual performance 
activities undertaken 

- Document review 
- Key informant interviews 
with LAC staff  

 
X 

 
X 
 

6. How is the performance 
data that is collected being 
used? 

- Evidence of use of 
performance data in 
decision making 

- Document review 
- Key informant interviews 
with LAC staff 

 
X 

 
X 

Cost-effectiveness 
7. Have more effective / 
efficient ways of achieving 
the expected outcomes of 
the Modernization Initiative 
become apparent? 

- Evidence of more 
effective / efficient ways 
of achieving the expected 
outcomes are apparent to 
staff and key 
stakeholders  

- Document review 
- Key informant interviews 
with LAC staff 

 
X 

 
X 

 

Evaluation costs 

The estimated costs for the formative and summative evaluations are provided in the 
table below.  These are normal costs for contracted services. 

Table 6: Evaluation costs 
Study Fiscal Year  Total O&M costs 
Formative Evaluation 2012-2013 $25,000 

Summative Evaluation 2015-2016 $75,000 

Total $100,000 

 

 


