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Executive Summary 
 
Introduction 
Following the strategic vision document “Directions for Change” articulated in 2004, a 
new strategic framework “Strategic Choices for Realizing LAC Vision” was developed in 
late 2006. The Strategic Choice Framework set out the rebalancing of LAC’s activities in 
light of changes to the information and policy environments in which the institution 
operated at the time.   
 
Purpose of the Evaluation 
This evaluation has the following main objectives. To assess progress in the 
implementation of the Strategic Choices and their success in achieving stated objectives.  
This will be done by examining the design process, the implementation process 
(including governance), success to date, and lessons learned.  It is hoped that the results 
of this evaluation will inform the Modernization Initiative now underway at LAC. 
 
Profile of Strategic Choices 
The Strategic Choices Framework defined the choices LAC would make in order to 
implement “Directions for Change” and identified new ways for doing business. Five 
Strategic Choices were identified for 2006-2011: 1. Going digital in all aspects; 2. Being 
national; 3. Focus on government record keeping; 4. Collaboration and partnerships; and 
5. Research and evaluation for decision making (LAC, Nov. 2006).  Two critical success 
factors for the initiative were also identified: 1. Changing LAC management and 
operational practices to be reflective of LAC commitment to collaborative arrangements 
both internal and external; and 2. Systematic review and re-engineering of LAC business 
practices and reallocation of resources to support implementation of the Strategic 
Framework (LAC, Nov. 2006) 
 
Methodology 
The methodology used included a document review and in-depth interviews with key 
informants.  In the case of the document review working documents were used to assess 
the development and design phase and other documents published over the period from 
April 2006 to June 2009, such as the Strategic Choices Framework, departmental reports, 
business plans, minutes of meetings and so on, were consulted for the assessment of the 
implementation process. Interviews were also conducted with 14 key stakeholders 
between August and October 2009. 
 
 
Findings 
 
Design 
While some elements normally considered during the design of an initiative such as a risk 
assessment, feasibility, appropriate time horizons, and an assessment of resources were 
not observed, the choices themselves were successful in advancing the process of 
transformation and narrowing down of the broad mandate of LAC. 
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Implementation 
Although considerable work was done to implement the tasks that were identified under 
each of the Strategic Choices no formal monitoring and reporting mechanisms were set 
up other than reporting through external departmental documents.  In the absence of a 
formal monitoring mechanism the task fell to Management Board.  Key informants 
indicated that Management Board did not exercise leadership in the area of 
implementation and was not effective in making necessary decisions. 
 
Success 
The degree of success in achieving the intended results was mixed. As of Fall 2009 about 
60% of the tasks identified were completed and about 55% of the expected results were 
estimated to be on track to be achieved by 2010-11.  The most successful of the five 
choices was #3- “Focus on government record keeping”.  With regard to the two critical 
success factors, stakeholders reported that there was an increase in collaboration but far 
below what was expected and work processes did not change significantly.  It was also 
observed that the reallocation of resources was below the level necessary to achieve the 
results. 
 
Conclusions and Lessons Learned 
 

1. The design process was successful in narrowing the mandate of LAC and 
providing a sense of focus but did not adequately consider contextual factors such 
as the organizational environment and culture, and how they might affect 
implementation.  

 
2. The implementation process was uneven and suffered from the lack of a formal 

governance structure, monitoring and reporting mechanisms and leadership from 
Management Board.   

 
3. The five choices met with mixed success with government record keeping being 

more successful than the others.  The two critical success factors were not 
achieved. 

 
4. Overall, the number of expected results and tasks chosen were too ambitious for 

the time frames involved and resources available. 
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Management Response 
 

1. The design process was successful in narrowing the mandate of LAC and 
providing a sense of focus but did not adequately consider contextual factors such 
as the organizational environment and culture, and how they might affect 
implementation. 

 
Management Response:  
 
We agree with Finding #1 of the report. The five strategic choices (as with the 
consultation process and cross-sector working groups that led to it) have served to 
identify targeted and unifying common objectives. However, the desired synergies 
between the two main sectors have not been fully achieved, since no mechanism for 
managing change at the ministerial level has been implemented and the traditional 
shortcomings have not been addressed. Some managers have been overwhelmed by the 
required changes. 
 
For the current LAC modernization process, a change management framework has been 
developed for which related strategies are under development. A rigorous governance 
structure (including a Directors General committee) has been implemented, to ensure the 
horizontality of objectives and the coordination and integration of actions. A management 
safety net has also been implemented (i.e. counseling, coaching, and group or individual 
well-being sessions, etc.). Moreover the continuous commitment of senior management 
to implement the changes is primary and will help ensure a clear commitment at all levels 
of the institution. 
 

2. The implementation process was uneven and suffered from the lack of a formal 
governance structure, monitoring and reporting mechanisms and leadership from 
Management Board.   

 
Management Response:  
 
We agree with Finding #2 of the report. Management Board’s commitment to the 
strategic choices was evident, and clearly reflected in LAC’s 2008-2011 Business Plan. 
However, this has translated neither into concrete action by senior management, nor into 
support or clear guidelines in the sectors (which could have served to guide developments 
and changes in the institution’s traditional activities). 
 
In the current modernization process, the Librarian and Archivist himself has undertaken 
on several occasions to communicate his vision to LAC employees and outside partners. 
Pilot projects have been implemented to test assumptions and validate results, with a 
view to broader implementation where benefits are indicated. The reorganization at 
LAC’s management and executive level has also helped ensure greater horizontality, as 
well as the sharing of issues and search for solutions. A DG committee meets each week 
to continue the group dialogue and identify issues, while a finance committee (composed 
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of the three ADMs and the Chief Financial Officer) meets every month to ensure 
resources are consistent with modernization objectives. 
 

3. The five choices met with mixed success with government record keeping being 
more successful than the others.  The two critical success factors were not 
achieved. 

 
Management Response:  
 
We agree with Finding #3 of the report, that the implementation of LAC’s Strategic 
Framework and strategic choices did not achieve the desired results. However, we need 
to remember that the implementation of eight horizontal initiatives in 2008-2009 diluted 
and ended up superseding the strategic choices – which created uncertainty among LAC 
managers, delayed the implementation of serious change, and acted as a constraint on 
both innovation and front-line operations. The fact that no resource redistribution 
mechanism was implemented has also hampered the achievement of results. A timid 
innovation funding initiative was implemented (i.e. a modest budget envelope, reserved 
for the start-up of pilot projects and overseen by an LAC horizontal committee), but was 
insufficient to bring about the desired changes. Nonetheless, some of these projects have 
been used for the current modernization process (i.e. Clearing the Path, etc.). Another 
determining factor has been the retirement of the Librarian and Archivist of Canada. His 
replacement brought to the job a new vision that initiated the modernization exercise, 
which took precedence over the Strategic Choices.  
 
Assistant Deputy Ministers are accountable for the results of the current modernization 
exercise, and for the changes stemming from LAC’s new vision. All LAC managers and 
executives are directly accountable for these results, which are included in their 
respective performance agreements. Cross-sector working groups are also tasked with 
defining and implementing actions to bring about permanent changes, in keeping with 
LAC’s new vision and based on the filters it has adopted. The aforementioned Finance 
Committee has also established a formal process for transferring resources from the 
traditionally favored sectors to those undergoing modernization (but at a slow enough 
pace not to put the traditional sectors at risk, while at a fast enough pace to bring about 
the desired changes). 
 

4. Overall, the number of expected results and tasks chosen were too ambitious for 
the time frames involved and resources available. 

 
Management Response:  
 
We agree with Finding #4 of the report. The scope of LAC’s 2008-2011 Business Plan, 
geared toward results and based on strategic choices, is quite far-reaching. While the 
most important risks were raised, there is no evidence that they were factored into the 
plan’s development. The exercise was initiated, but did not last long enough to see the 
full engagement of senior management or to yield tangible results. 
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1.0 Introduction 
 
In 2004 LAC articulated a comprehensive, strategic vision for the new institution in 
“Directions for Change.” Work carried out during the transformation process of the two 
predecessor institutions into what is now Library and Archives Canada laid the 
foundations for the implementation of this strategic policy. In 2006 a new Strategic 
Framework: “Strategic Choices for Realizing LAC Vision” was developed.  The aim of 
the latter was to facilitate the implementation of change across LAC and further the 
strategic positioning of the institution. The Strategic Choice Framework set out the 
rebalancing of LAC’s activities in light of changes to the information and policy 
environments in which the institution operated. The Framework defined the choices LAC 
would make in order to implement “Directions for Change” and identified new ways for 
doing business. Five Strategic Choices were identified for 2006-2011: 1. Going digital in 
all aspects; 2. Being national; 3. Focus on government record keeping; 4. Collaboration 
and partnerships; and 5. Research and evaluation for decision making (LAC, Nov. 2006).  
Two critical success factors for the initiative were identified: 1. Changing LAC 
management and operational practices to be reflective of LAC commitment to 
collaborative arrangements both internal and external; and 2. Systematic review and re-
engineering of LAC business practices and reallocation of resources to support 
implementation of the Strategic Framework (LAC, Nov. 2006). 

 
1.1 Context of the evaluation 

 
The Strategic Choices Initiative was originally planned for the period 2006-2010; 
however due to changes in LAC’s strategic direction, leadership and organizational 
structure it was not fully implemented. The initiative is considered as incomplete since it 
was overtaken by the “Horizontal Initiatives” in 2008 and the current “Modernization” 
Initiative (2009). Therefore summative evaluation for the Strategic Choices Initiative is 
not planned.  
 
In 2009 LAC’s Evaluation Committee considered assessing the Strategic Choices 
initiative since the latter was regarded as a key in furthering the development of  LAC as 
a new kind of knowledge institution. The Committee decided to proceed with a formative 
evaluation of the initiative with a focus on lessons learned in order to inform the new 
process of strategic re-positioning of the institution.  
 
1.2 Scope, objectives and limitations of the evaluation 

 
This evaluation has the following main objectives.  

 to assess implementation progress of the Strategic Choices in achieving 
the stated corporate objectives, by examining: 

 the governance structure,  
 the implementation process 
  success to date  
  lessons learned 
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This evaluation has the following limitations: 

 Documentation- overall the documentation on the initiative is incomplete; 
existing documentation on the design process does not allow for proper 
referencing as its format is mostly informal and titles and or dates are 
missing; the data available is insufficient for the purposes of a summative 
evaluation; 

 Staff turnover at Strategic Office (SO) and Management Board (MB)- key  
staff who were responsible for the development of the Strategic Choices 
Initiative have since left LAC which made the verification of the design 
and implementation processes difficult; Only four of the original members 
of MB in 2006 are still present, which had implications for gaining a good 
perspective on the initiative and the lessons learned; 

 Key informant’s knowledge on each of the Strategic Choices was not 
broad and affected the collection of sufficient information on the progress 
of implementation of the expected results; 

 Lack of logic model and performance measures- there was no logic model 
or associated performance measures developed which posed certain 
challenges to the analysis. 

 
Due to the above mentioned limitations this evaluation aims at capturing a snap shot of 
the strategic priorities set for LAC, the dynamics that influenced its design and 
implementation with a focus on what worked well and what did not, as well as the results 
achieved to date.  
 
1.3 Structure of the report 
 
This report contains five sections including this introduction. Section 2.0 describes the 
Strategic Choices Initiative. Section 3.0 states research methodology used in the analysis. 
Section 4.0 summarizes the key findings, and section 5.0 presents the conclusions. 
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2.0 Profile of the Strategic Choices Initiative 
 
The following section presents the context of the Strategic Choices Initiative its profile, 
logic model and also provides a background description of the development process. 
 
2.1 Context of the Strategic Choices Initiative 

 
The Strategic Choices Initiative was launched in the summer of 2006 by LAC to enable 
the institution to strategically focus and prioritize the delivery of its mandate. It was 
envisioned as a follow up on LAC’s earlier strategic initiative “Directions for Change” 
and as part of the overall transformation process of the former predecessor institutions. 
The Strategic Choices Initiative was developed in response to changes in the socio-
political and policy context of LAC as well as to new technological and industry 
developments (LAC, Nov. 2006).  
 This section of the report provides a context for the initiative and explains the initiative’s 
goals, design, and expected results. 
 
2.2 Profile Description of the Strategic Choices Initiative 

 
The Strategic Choices initiative had the following objectives: 

 to move LAC from an institution that is primarily analogue to one that is 
primarily digital; 

 to move LAC from being largely an independent player to being a partner 
who works with or through others; 

 to shift LAC from being an institution whose function is primarily 
operational to become an institution whose role is become an institution 
whose role is a blend of operations, policy and enabling others (LAC, 
Nov. 2006). 

The initiative had two main components: 1) Strategic Framework consisting of 5 strategic 
priorities specifying how the stated objectives will be realized and 2) Business model 
guiding the realignment of LAC management, operational and business practices as well 
as the re-allocation of resources. 
 
Strategic Choices Framework 
 
The framework consists of two components presented below. 
Strategic Direction: 

1. LAC will adjust all aspects of its operations to adapt to the needs and 
benefit from the opportunities of the digital information environment. 

2. LAC will increase the relevance and accessibility of LAC collections and 
expertise to Canadians outside the National Capital Region. 

3. LAC will focus its role in GoC Information Management on the 
development of effective record keeping. 

Enablers: 
4. LAC will make systemic use of collaborative arrangements and will 

increasingly deliver on its mandate through or with others. 
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5. LAC will ensure citizen/client research and evaluation results are built into 
management decision making. 

 
For each strategic choice short term (1-2 years), medium term (2-4 years) and high-level 
results (5 years) were identified as well as the rebalancing of business processes needed 
to realize those results. 
 
Business Model 
 
The Business Model had the following characteristics: 

 Horizontal implementation- operational areas deliver on their functional 
responsibilities by working with and though others, and/ or working 
within LAC; 

 Efficiency through technology enabled solutions- LAC business activities 
take advantage of digital opportunities to operate more effectively/ 
efficiently; 

 Informed/evidence-based decision making - managers and staff are user 
oriented and business decisions are informed through evidence-based 
client-focused research and evaluation; 

 Networked organization- LAC works with partners to ensure the 
acquisition and preservation of the digital documentary heritage; 

 Demonstrating leadership, initiative and innovation consistent with LAC’s 
federal role- managers and employees develop business activities that 
ensure LAC relevance to all regions of Canada; LAC partners with others 
to develop a regulatory regime and capacity for record keeping in GoC; 

 Rebalancing of LAC resources to support priorities (SO, Oct. 30 2006). 
 

 
2.3 Logic model  

 
A logic model was not developed for the Strategic Choices Initiative. One was created 
based on interviews with key informants and documentation review, in an attempt to 
illustrate the inner workings of the initiative.  
 
2.3.1 Program theory and theory of change 
The logic model is based on the following program theory: 
 

 

   10



The program theory presents the causal model that establishes the linkages of the 
Strategic Choices Initiative to its expected results. The ultimate goal that had to be 
addressed was how to position LAC in order to improve the delivery on the institution’s 
mandate. The approach that was chosen was based on the following causal chain: by 
narrowing down LAC’s priorities the institution will be able to improve focus on the 
mandate which would translate into improvement of LAC management practices and use 
of resources thereby improving LAC’s delivery on its mandate. In order to be able to 
achieve that the institution had to change its management and operational processes as 
well as its resource reallocation practices.  
 
2.3.2 Logic model 
 
Activities and outputs: 
The key activities are focused on the development of strategies, setting of organizational 
priorities and analysis of LAC internal and external environment in order to inform the 
institution’s operations and work processes. Outputs include a range of frameworks, 
plans, strategy and priority setting processes and costing/resource distribution 
options/propositions. 
 
Short-term outcomes 
The immediate outcomes include integrated priority setting across LAC, adoption of 
more horizontal management approach to operations and alignment of LAC work 
processes and resource allocation practices with the strategic priorities set for the 
institution. 
 
Medium-term outcomes 
The intermediate outcomes are centered on improving the effectiveness of LAC 
operations, resource allocation and decision-making which should be priority focused.  
 
Long-term outcomes  
The ultimate result of the Strategic choices Initiative is the improved performance of 
LAC in terms of its delivery on its mandate.  
 
The relationship between the activities, outputs and outcomes is presented in the graphic 
below. 
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Logic Model of the Strategic Choices Initiative 
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2.4 Background on the development of the Strategic Choices Initiative  
 
LAC’s Strategic Office (SO) was responsible for the initiation and the design of the 
Strategic choices initiative. In the summer of 2006 SO proposed the development of a 
Business Model for LAC in order to facilitate the implementation of “Directions for 
Change.” The model was deemed necessary in order to ensure: 1) LAC’s ability to 
deliver effectively on its mandate; 2) the sustainability of the institution; and 3) the 
alignment of LAC business activities with evolving government approaches (SO, June 21 
2006). 
 
The proposed approach had the following key elements: 
 

 identification of significant strategic issues and their impact on key LAC 
business lines; 

 development of options for future LAC mandate delivery; 
 prioritization of activities to ensure sustainable delivery; 
 adoption of an integrated business model for LAC (SO, June 21 2006). 

 
The development process entailed 2 components:  a Strategic Framework- setting the 
high-level choices to shape LAC mandate delivery and a Resource Review- involving the 
examination of the scope and costing of current and proposed LAC business activities 
(SO June 2006). The Strategic Framework was to be developed through facilitated 
discussion defining key strategic issues followed by impact analysis conducted via 
working groups and another set of facilitated discussions with DG’s and key staff to 
develop business line delivery options. LAC branches and sectors were to test the 
proposed options against the criteria for resource review as a part of institution wide 
costing exercise of existing and proposed activities. The Planning Network was 
responsible for the horizontal analysis and review of sector activities and business cases. 
Strategic Office and Corporate Services branch were responsible for final analysis of 
options before presenting them to the DG working groups for review in a second set of 
facilitated discussions. The DG working groups were supposed to identify changes to 
LAC’s business lines based on the strategic options and propose an integrated Business 
Model to MB for approval. Management Board was responsible for final approval of the 
Business Model and options for its implementation during a two-day management retreat 
session in the Oct. 2006 (SO, June 21 2006). 
 
A brainstorming session/consultative meeting was held on July 04 by Strategic office 
with a representative group of key organizational experts/ employees which identified 5 
strategic issues: 

 Collaboration- exploring the nature/scope of LAC business activities, 
partnerships and LAC’s steering role; 

 Digital- exploring ways for adapting LAC’s business 
activities/lines/mandate to a digital environment; 

 National reach- exploring LAC’s national role and services provisions to 
Canadians; 
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 Limited Resources- exploring business priorities based on available 
resources; 

 Openness: exploring accessibility and use of LAC collections 
 

Following the meeting 3 working groups were formed to analyse the potential impact of 
these issues on LAC business lines. The three working groups were as follows: 

 
 Stewardship- covering acquisition, description and preservation; 
 Making Documentary Heritage Known- covering programs and services 
 Role in Government- covering LAC’s role in government. 

 
Each group was presided by two co-chairs- one from Strategic Office and one from the 
business areas. The co-chairs held regular meetings to discuss progress made. Each group 
had to produce an interim and a final report. Strategic Office was tasked with integrating 
the reports. Each group had cross-sectional representation of LAC managers and experts. 
The analysis conducted by the groups was focused on the impact of each of the strategic 
issues identified on the function/area for which they were responsible with a particular 
emphasis on identifying needed shifts in LAC operations. The groups were encouraged to 
propose options and to take note of areas of change where they could not reach a 
consensus on the direction or a degree of change needed.  
 
SO analysed the results of the working groups and refined the strategic policy options for 
LAC and their implications. The analysis was discussed further at a number of Round 
Tables with LAC Directors General. The discussion was centered on validating the 
strategic policy options, identifying key areas of change to LAC business practices and 
developing implementation options (SO, Sept. 2006). Participants were asked to: 
 

 list 2-3 advantages and disadvantages for each proposed option and 
propose solutions; 

 identify the implications for LAC for each option with an emphasis on 
what business activities are missing, should be increased/decreased, 
should be continued/ abandoned altogether; 

 propose new ways for LAC to deliver its business activities; 
 identify the desired ultimate result to be achieved by changing the way 

LAC is doing business. 
 

Following the discussion SO narrowed down the strategic policy options to 5. In a second 
round of discussions with the DG participants were asked to define short, medium and 
long-term results for each of the strategic choices, and assign roles/ responsibilities and 
rank their top 3 priorities for each. In addition participants were asked to identify what 
activities could be stopped in order to free funds for the new priorities. SO integrated the 
results of DG workgroups/roundtables into one document- Strategic Choices Framework, 
which was presented to Management Board on their retreat in October 2006.  
The Strategic Choices Framework and Business Model were approved by Management 
Board on Oct. 31, 2006. A resource review exercise was planned in order to realign 
operations and resources with the priorities set for the institution in the Strategic Choices 
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Framework. It was scheduled to take place in Nov.-Dec. 2006. Upon approval of the 
resource realignment by Management Board, the Strategic Choices Framework was to be 
incorporated in the Corporate Report on Plans and Priorities for 07-08 fiscal year. 
 
Implementation of the Strategic Choices Framework was devolved to the sectors. Under 
each of the strategic choices a number of results to be achieved in FY 07-08 were 
specified and the responsibilities for each result were divided among LAC ADMs and 
DGs. Each Strategic Choice was under the responsibility of two or more members of 
Management Board. The management teams for each sector were asked to prepare plans 
and budgets outlining: costs of activities specified under the Strategic Choices 
Framework, work requirements for review of business processes and their alignment with 
the strategic priorities, and other operational activities. Strategic Office, Corporate 
Management Branch and the Directors General were responsible for reviewing and 
refining the plans while Management Board was responsible for final approval. Sector 
management teams were encouraged to: 

 discuss the implications of the Strategic Choices with their staff;  
 provide leadership in terms: of reviewing operations and plans; identifying 

internal/external collaboration opportunities; and realigning business 
activities and processes with the strategic priorities 

 collaborate with other branches and sectors in order to deliver on results 
set for FY 07-08 (SO, Nov. 20 2006). 
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3.0 Methodology 
 
This evaluation examines the following: 

 the soundness of the design and implementation processes of the 
initiative  

 the lessons learned 
 the success to-date  

 
The methodology used was document review and in-depth interviews with relevant 
stakeholders. 
 
3.1 Document Review and Key Informant Interviews 
 
Scant formal documentation about the Strategic Choices is available, so the working 
documents of the entity responsible for developing the Strategic Framework were used to 
assess the design process. Other documents published over the period from April 2006 to 
June 2009, such as the Strategic Framework, departmental reports, business plans, 
minutes of meetings and so on, were consulted for the assessment of the implementation 
process.  
Interviews were conducted with key stakeholders, 14 in all, between August and October 
2009. A pre-questionnaire was used to collect data on the completion of results specified 
under each of the strategic choices in the Strategic Choices Framework; it was also used 
to assess the likelihood of achieving those results by 2010-2011 which was the target date 
for completing the implementation of the initiative. The pre-questionnaire was completed 
by nine people the rest were either unable or did not have sufficient knowledge to do so. 
An interview questionnaire was used to gather information on the background, inception 
and implementation of the initiative as well as to gather stakeholder perception on issues 
that might have affected the implementation and likelihood of success of the initiative, 
and lessons learned. Both the pre-questionnaire and the interview questions are provided 
in appendix D and C respectively. 
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4.0 Evaluation findings 
 
4.1 Design of the Strategic Choices Initiative 
 
Observations 
 
The Strategic Choices Initiative forms a part of the LAC overall strategy setting process 
which began with the “Transformation” and “Directions for change” initiatives. Its 
purpose was to position the institution to better deliver on its mandate. Given the broad 
nature of LAC’s mandate and the limited resources available (inherited from the former 
NL and NA) the institution had to focus and prioritize its goals strategically. The process 
used to define the five strategic choices, which form the core of the Framework, was 
aimed at ensuring that the priorities set for the institution were consistent with the 
strategic issues facing LAC and that their impact on key LAC business lines was taken 
into consideration. What was valuable about the design approach according to key 
informants was that it managed to: narrow down and made the delivery of the mandate 
and reorganization of services more specific; provided a way for people to see how they 
contributed to the achievement of the mandate; provided a vision for LAC that went 
beyond “the next 6months”. In addition it was considered the right approach in the 
context of Transformation and the first real exercise to address issues horizontally.  
 
Based on the documentation review of the design process it was observed that the 
preliminary analysis of the strategic issues working groups focused primarily on the areas 
of activities where the institution should expand its involvement; however there is not 
enough evidence to suggest that they explored the areas of activities that the institution 
should withdraw from or in which it should have limited involvement. It was conveyed 
by interviewees that the preliminary analysis was somewhat rushed and that some 
working groups had difficulty reaching consensus. In addition the environmental analysis 
conducted by the groups focused on current trends and did not explore the possible 
impacts of future developments on LAC’s strategic direction. Furthermore the analysis 
did not provide argumentation as to why certain proposed options/ directions for LAC 
were better than others, whether they were feasible or what was their added value for the 
institution. Only one of the working groups noted in its report that further analysis and 
consultation were needed to ensure sustainable implementation of its proposed 
recommendations.  
 
There is no evidence in the documentation on the design of the initiative that formal risk 
analysis was conducted or considered. As a result an opportunity was missed to define 
what were the risks associated with the initiative, to identify respective mitigation 
measures and determine what the acceptable degree of risk was. Such an analysis could 
have also helped identify dependencies between the strategic choices and the results 
associated with each as well as the areas in need of immediate attention.  
 
Since no logic model was developed the assumptions of the Strategic Choices Framework 
were not tested and hence an opportunity was missed to improve the design and 
implementation. As a result important elements were overlooked such as the need for a 
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feedback and reporting mechanisms, the role of organizational culture as a catalyst or 
barrier to change and the need for more efficient integrated planning.  
 
 
4.2 Implementation of the Strategic Choices Initiative 
 
Observations 
 
Interviewees emphasised that considerable efforts were devoted to the implementation of 
the Strategic Choices Framework. The Sectors had different approaches to the realization 
of the results established under each of the five strategic objectives in the Framework 
which partially explains why implementation progress was uneven. Other contributing 
factors were the complexity and interdependency of the expected deliverables and the 
state of the internal culture in the respective sectors. For example the Documentary 
Heritage Collection (DHC) Sector was heavily dependent on Information Technology 
Branch (ITB) since most of its deliverables involved digital projects. As a result they 
transferred most of their resources to ITB. Certain deliverables such as the AMICAN 
system however required additional resources which were secured through a submission 
to Treasury Board Secretariat. At the same time ITB was faced with its own internal 
pressures i.e. lack of human resources and as a result progress on technology dependent 
DHC deliverables was slow. Government Records Branch was the sector the most 
advanced in the implementation of its Strategic Choices deliverables. They attribute their 
success to the following factors:  
 

 their senior leadership was committed to the strategic objectives set for 
their sector under the Strategic Choices initiative; 

 their leadership was able to establish a clear link between the priorities and 
the operations of the sector; 

 activities and processes that were not directly linked to the priorities were 
eliminated; 

 strong and dynamic management team and a good mix of staff 
competencies; 

 the priorities were clear and did not change; 
 availability of additional funding. 

 
A considerable barrier to the implementation of the Strategic Choices Framework 
according to interviewees was the lack of financial resources. Management Board was 
the sole decision-making body with regards to the reallocation of resources. A number of 
costing options for the implementation of the Strategic Choices Initiative were proposed 
to MB by Strategic Office and the DGs working group. The option chosen by MB was 
the use of a common reserve fund on a yearly basis to which the Sectors were required to 
contribute 5% of their (historical) budget. The reserve fund however was used to finance 
a number of different activities not all of which were related to the implementation of the 
Strategic Choices Framework. It was maintained by interviewees that actual reallocation 
of resources did not take place and that the new business model did not drive decision 

   18



making. Examination of financial data, presented in the table below, however revealed 
that significant reallocation did in fact occur.  
 
The table below shows the number of full-time equivalent and operational expenses for 
the sectors over the 2007-2009 period. There was a total increase in the number of FTEs 
at LAC equal to 26 FTEs, the Government Record Branch gained 29 FTEs, or 3 more 
than the overall total for the institution. Documentary Heritage Sector lost 7 FTEs and 
Program and Services Sector lost 5 FTEs. The operational expenses are exhibiting the 
same trend: GRB spent 68% more resources over the two years were DHC and PSS spent 
21% and 23% more respectively.  
 
Table 1. Sector operational expenses and full-time equivalent 
 FY 2006-07 FY 2007-08 FY 2008-09 
PAA 1.1- Government Information 
Management $6,0M $8,8M $10,1M 

% increase since 2006-2007  46.6% 68.0% 
FTEs and 

increase since 2006-2007  +29 FTEs or +22% 
PAA 1.2 – Documentary Heritage 
Collection $38,2M $45,6M $46,3M 

% increase since 2006-2007  19.5% 21.2% 
FTEs and 

increase since 2006-2007 
  -7 FTEs or -1% 

PAA 1.3 – Making DH known and 
accessible $19,8M $22,5M $24,4M 

% increase since 2006-2007  13.3% 23.1% 
FTEs and 

increase since 2006-2007   
-5 FTEs or -2% 

TOTAL $64,0M $76,9M $80,8M 
% increase since 2006-2007 20.1% 26.2% 

FTEs and 
% increase since 2006-2007  +26 FTEs or +2% 

Source: Financial Planning and Resource Management group; special report based on the LAC’s DPR and 
public accounts; the primary source of the data was the 2009 Strategic Review exercise. 
 
Departmental reports (RPP and DPR) for 2007-2009 constitute the only known progress 
reports on the Strategic Choices Framework. In subsequent years, however the 
importance of the initiative seemed to disappear slowly from the reports, although no new 
priorities for LAC were identified. This could be attributed to the fact that no formal 
accountability, monitoring and reporting mechanisms for the implementation of the 
initiative were established. Progress on delivery of results that were the responsibility of 
Strategic Office, Communication Office and Information Technology Branch could not 
be confirmed because the departmental reports reported mainly on LAC program and 
operations.  
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In addition it was noted that only two members of Management Board had included in 
their 2007- 2008 performance agreements some of the strategic choices results for which 
they were responsible. These findings further illustrate the loss of momentum and lack of 
commitment to the implementation of the initiative noted by interviewees.  
 
There was perception among interviewees that sticking to strategic priorities was 
challenging for MB and that the operational response was to continue with traditional 
business activities. In addition respondents indicated that there was a lack of consensus 
within the organization with respect to the results expressed in the Strategic Choices 
Framework and their implementation; however, the sectors had to deliver them just the 
same.  
 
Governance of Strategic Choices 
Because no formal governance structure for the Strategic Choices Initiative was defined, 
it was Management Board that was the oversight entity responsible for its 
implementation. It was expected that the DG of Strategic Office (also a member of the 
MB), as the head of the entity responsible for developing the Strategic Choices Initiative, 
was to keep MB informed on the state of implementation and to raise the subject when 
necessary at MB meetings. However SO did not have the capacity to provide extensive 
monitoring. Attempts were made to use the institution’s planning network resources to 
follow up on the implementation progress but were unsuccessful as those resources were 
dedicated to other activities on a priority basis. As a result early on in the implementation 
process the idea of monitoring was abandoned. A contributing factor was the inability of 
sector management to provide the requested information.  
 
 
There is little evidence in the documentation that MB held comprehensive discussions on 
the Strategic Choices Initiative with regards to its implementation progress, funding and 
other challenges or the need to readjust the priorities. Elements of the Strategic Choices 
Framework were discussed on a case-by-case basis and usually in response to a major 
problem. Over time, countless new projects were added to the list of those already 
defined. According to interviewees there was an absence of direction and of proper 
communication on the part of MB with regards to the implementation of the Strategic 
Choices Framework. 
 
4.3 Success of the Strategic Choices Initiative  
In order to determine the success-to-date of the initiative data was gathered on the 
progress of the short and medium-term results specified against each of the five strategic 
objectives defined in the Strategic Choices Framework. Respondents were asked to rate 
whether or not the results were achieved and what was the likelihood of achieving them 
within the timeframe (2006-2011) set for the initiative. Not all interviewees were able to 
provide rating to the entire questionnaire. The total number of completed questionnaires 
was nine and an average of seven interviewees was able to provide a rating for all 54 
questions. This indicates that apart from the results for which they were directly 
responsible interviewees lacked knowledge on the implementation progress of the 
Strategic Choices Framework in its entirety. Based on stakeholder’s responses, more than 
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60% of the tasks were completed over the period 2007-2009 and 55% of the results 
expected to be completed in 2010-2011 are likely to be achieved. The questionnaire used 
is provided in detail in appendix D. 
 
The table below provides the average results on a five-point scale for each of the five 
strategic choices and their associated tasks and results. The Strategic Choices Framework 
contained 29 tasks and 34 results (for the full list, please refer to appendix E).  
 
 
TABLE 2: Average for short-term and medium-term results and number of 
respondents per strategic choice 

 Key Sectors 
Responsible 

Tasks Results 
Number of 
Responses 

SC #1 – Adapt to the needs of the 
digital information environment 
7 tasks and 10 results 

Documentary 
Heritage 

Collection 
(DHC), Programs 

and Services 
Sector (PSS), 
Information 
Technology 

Branch (ITB) 

2.7 2.7 6 

SC #2 – Increase the relevance 
and accessibility of collections and 
expertise to all Canadians  
6 tasks and 5 results 

PSS, ITB, SO and 
DHC 

3.2 3.2 3 

SC #3 – Role in GoC information 
management, development of 
effective record keeping 
4 tasks and 8 results 

Government 
Information 

Management, 
DHC, and PSS 

4.0 3.8 6 

SC #4 – Make systematic use of 
collaborative arrangements to 
deliver on its mandate through or 
with others 5 tasks and 6 results 

SO, DHC and 
PSS 

3.2 3.4 5 

SC #5 – Make decisions based on 
citizen/client research and 
evaluation results  7 tasks and 66 
results 

Communication, 
PSS and SO 

3.5 2.6 3 

 
Strategic Choice #1, adapting and making use of the digital information environment, 
was the spearhead for LAC’s success in the digital environment and, in the view of most 
interviewees results thus far are the least advanced of all the strategic choices. Delays in 
the realization of this strategic choice were due to: the lack of resources, difficulties 
related to information technology as well as the number and scope of new priorities 
vested in the sector. Sector management further indicated that the implementation 
timetable for Strategic Choice #1 was too ambitious. 
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Strategic Choice #2, increasing the relevance and accessibility of LAC collections and 
expertise to Canadians outside the National Capital Region, contains elements that have 
been met with considerable success and acclaim both internally and externally: the 
genealogy program and Web services. An unintended outcome of the rationalization of 
services has been the creation of a much stronger and broader-based committee on 
services that groups all LAC users. 
 
Strategic Choice #3, development of effective record keeping, shows the best score in 
terms of both short-term and medium-term results: average score of 4 and 3.8 out of 5 
respectively. Most stakeholders were familiar with the activities for this strategic choice 
and recognized the success with which it has been met. Furthermore Strategic choice #3 
had proportionally more tasks within their control or in partnership with outside 
organizations. A contributing factor was the availability of considerable additional 
financial and human resources as shown in table 1 (p.18).  
 
Strategic Choice #4, making systematic use of collaborative arrangements, and Strategic 
Choice #5, build-in citizen/client research and evaluation results into management 
decision-making, unfolded with some success until the funds or efforts needed to move 
forward began to fail.  
 
Critical Success Factors 
The Strategic Choices Framework included two critical success factors: 1. Changing 
LAC management and operational practices to be reflective of LAC commitment to 
collaborative arrangements both internal and external; and 2. Systematic review and re-
engineering of LAC business practices and reallocation of resources to support 
implementation of the Strategic Framework. Interviewees did not refer to them unless 
prompted and did not appear to consider them as a central focus of their approaches to the 
implementation of the Framework. However interviewees appeared to be in agreement 
that the critical success factors, as the underlying principles of the Framework and the 
new business model, were not attained. The documentation review and data analysis 
further support this conclusion. Interviewees attribute that fact to the lack of internal 
collaboration and consensus on the operationalization of the Strategic Choices 
Framework. As a result, in their view, LAC embarked on the implementation of the 
Framework without actually changing its operational approaches or aiming at changing 
the business model.  
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5.0 Conclusions and Lessons Learned  
 
5.1 Design of the Strategic Choices Initiative 

 
The design of the Strategic Choices was sound in terms of recapturing LAC's mandate 
and providing internal consistency in terms of strategic direction. It was successful in 
providing strategic focus for the institution and in narrowing down the strategic priorities. 
However the design process did not give sufficient consideration to the environmental 
and organizational culture dimensions and their impact on both the priority setting and 
implementation processes. As a result the “Strategic Choices Framework” policy 
document did not provide enough clarity with respect to the actual means/methods by 
which the five organizational priorities were to be achieved. 
 
The Strategic Choices Initiative captured well the changes needed with respect to the 
overall strategic direction of LAC. As a result it was able to generate some organizational 
learning in terms of repositioning the institution in response to emerging trends in its 
environment. The value-added for decision-making that the Strategic Choices generated 
was in identifying the need for more horizontality in managing LAC’s operations. 
 
5.2 Implementation of the Strategic Choices Initiative 

 
The main factors that affected the implementation of the Strategic Choices Initiative 
were: 

 lack of formal governance structure; 
 lack of monitoring and reporting mechanisms; 
 lack of commitment on the part of LAC leadership; 
 capability discrepancies among the sectors; 
 lack of financial resources; 

In addition the number of tasks and expected results were too numerous and too 
ambitious for the timeframes set and the available resources.  
 
As a result the two critical success factors for the initiative were not met. These two 
factors required a longer time horizon which unfortunately was not taken into account 
during the design phase.  
 
The most progress was made with respect to Strategic Choice number three (development 
of effective record keeping), followed by Strategic Choice number four (making 
systematic use of collaborative arrangements), and Strategic Choice number two 
(increasing the relevance and accessibility of LAC collections and expertise to Canadians 
outside the National Capital Region).  
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5.4 Management response 
 
 The design process was successful in narrowing the mandate of LAC and 

providing a sense of focus but did not adequately consider contextual factors such 
as the organizational environment and culture, and how they might affect 
implementation. 

 
Management Response:  
 
We agree with Finding #1 of the report. The five strategic choices (as with the 
consultation process and cross-sector working groups that led to it) have served to 
identify targeted and unifying common objectives. However, the desired synergies 
between the two main sectors have not been fully achieved, since no mechanism for 
managing change at the ministerial level has been implemented and the traditional 
shortcomings have not been addressed. Some managers have been overwhelmed by the 
required changes. 
 
For the current LAC modernization process, a change management framework has been 
developed for which related strategies are under development. A rigorous governance 
structure (including a Directors General committee) has been implemented, to ensure the 
horizontality of objectives and the coordination and integration of actions. A management 
safety net has also been implemented (i.e. counseling, coaching, and group or individual 
well-being sessions, etc.). Moreover the continuous commitment of senior management 
to implement the changes is primary and will help ensure a clear commitment at all levels 
of the institution. 
 
 The implementation process was uneven and suffered from the lack of a formal 

governance structure, monitoring and reporting mechanisms and leadership from 
Management Board.   

 
Management Response:  
 
We agree with Finding #2 of the report. Management Board’s commitment to the 
strategic choices was evident, and clearly reflected in LAC’s 2008-2011 Business Plan. 
However, this has translated neither into concrete action by senior management, nor into 
support or clear guidelines in the sectors (which could have served to guide developments 
and changes in the institution’s traditional activities). 
 
In the current modernization process, the Librarian and Archivist himself has undertaken 
on several occasions to communicate his vision to LAC employees and outside partners. 
Pilot projects have been implemented to test assumptions and validate results, with a 
view to broader implementation where benefits are indicated. The reorganization at 
LAC’s management and executive level has also helped ensure greater horizontality, as 
well as the sharing of issues and search for solutions. A DG committee meets each week 
to continue the group dialogue and identify issues, while a finance committee (composed 
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of the three ADMs and the Chief Financial Officer) meets every month to ensure 
resources are consistent with modernization objectives. 
 
 The five choices met with mixed success with government record keeping being 

more successful than the others.  The two critical success factors were not 
achieved. 

 
Management Response:  
 
We agree with Finding #3 of the report, that the implementation of LAC’s Strategic 
Framework and strategic choices did not achieve the desired results. However, we need 
to remember that the implementation of eight horizontal initiatives in 2008-2009 diluted 
and ended up superseding the strategic choices – which created uncertainty among LAC 
managers, delayed the implementation of serious change, and acted as a constraint on 
both innovation and front-line operations. The fact that no resource redistribution 
mechanism was implemented has also hampered the achievement of results. A timid 
innovation funding initiative was implemented (i.e. a modest budget envelope, reserved 
for the start-up of pilot projects and overseen by an LAC horizontal committee), but was 
insufficient to bring about the desired changes. Nonetheless, some of these projects have 
been used for the current modernization process (i.e. Clearing the Path, etc.). Another 
determining factor has been the retirement of the Librarian and Archivist of Canada. His 
replacement brought to the job a new vision that initiated the modernization exercise, 
which took precedence over the Strategic Choices.  
 
Assistant Deputy Ministers are accountable for the results of the current modernization 
exercise, and for the changes stemming from LAC’s new vision. All LAC managers and 
executives are directly accountable for these results, which are included in their 
respective performance agreements. Cross-sector working groups are also tasked with 
defining and implementing actions to bring about permanent changes, in keeping with 
LAC’s new vision and based on the filters it has adopted. The aforementioned Finance 
Committee has also established a formal process for transferring resources from the 
traditionally favored sectors to those undergoing modernization (but at a slow enough 
pace not to put the traditional sectors at risk, while at a fast enough pace to bring about 
the desired changes). 
 
 Overall, the number of expected results and tasks chosen were too ambitious for 

the time frames involved and resources available. 
 
Management Response:  
 
We agree with Finding #4 of the report. The scope of LAC’s 2008-2011 Business Plan, 
geared toward results and based on strategic choices, is quite far-reaching. While the 
most important risks were raised, there is no evidence that they were factored into the 
plan’s development. The exercise was initiated, but did not last long enough to see the 
full engagement of senior management or to yield tangible results. 
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Daniel J Caron, Librarian and Archivist of Canada 
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Appendix C- Interview Questions 
 
 Based on your involvement in the process of developing of the Strategic Choices 

framework what worked well? 
 In your opinion is the Framework still relevant? 
 Does the Framework need to be updated?  
 In your opinion could the Framework be implemented fully? 
 At what stage is the implementation of the actionable items in the Framework for 

which you are responsible? 
 What factors might have helped or hindered the implementation process? 
 In your opinion did the Framework fulfill its objectives? 
 Did the Framework help LAC deliver on its mandate? 
 Based on your involvement in the development of the Framework and your 

experience with its implementation what would you do differently? 
 Was there a formal implementation approach? 
 How often was follow-up being done on the objectives and action plan set in the 

Framework? 
 Was there a formal reporting mechanism? 
 Who was overseeing the implementation of the Framework? 
 Has LAC achieved the two success factors embedded in the Framework? 
 Has proper alignment of resources and key results been achieved? 
 Based on you experience what are the lessons learened? 
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Appendix D- Pre-questionnaire results 
 
Pre- questionnaire results – by task and element for each strategic choice for each key 
respondent; average result and number of responses per task and element. In brackets are 
the names of the person(s) accountable for the task. 
 

Key respondents answer by Strategic 
Choices tasks and results 1 2 3 4 5 6 7 8 9 avg 

# ans 
wers 

1. LAC will adjust all aspects of its activities to adapt to the needs and benefit from the opportunities of 
the digital information environment.                  

Approve a first digital asset framework 
(Rimmer, Parent). 

1   2     2   3 3 2,2 5 

Develop and begin implementation of a 
strategic digitization plan for access and 
preservation (Rimmer, Parent). 

4   2   5 2   5 4 3,7 6 

Build a virtual loading dock for some of 
its digital collections (Bruce, Rimmer, 
and Parent). 

4   3   5 3   5 2 3,7 6 

Begin building the network of TDRs 
working with other Canadian 
institutions (MB without Ian Wilson). 

3   1   2 2   2 2 2,0 6 

 Work with others to organize a national 
committee to develop standards for 
digital documentary heritage creation 
(Rimmer, Parent). 

    1   4 1   2   2,0 4 

 Develop a sustainable corporate web 
(Rimmer). 

2   4   3 2     1 2,4 5 

Set up several projects to enable users to 
add information to our catalogues 
(Rimmer, Parent) 

4   3   2 2     2 2,6 5 

Overall average : 2,6 
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RESULTS                       

LAC’s acquisition capacity deals 
effectively with the annual production 
of digital documentary heritage. 

3       4 3   3 3 3,2 5 

LAC has a comprehensive digital asset 
framework that supports fully 
automated ingest, preservation, and 
access to digital documentary heritage 
objects in its collection: LAC is a 
Trusted Digital Repository. 

3   2   2 3   4 3 2,8 6 

Government departments can access 
records of their business activities. 

3   2   4 3     2 2,8 5 

LAC has negotiated several 
partnerships to build a network of 
TDRs in Canada. 

4   1   3 3   2 3 2,7 6 

Canadian content producers and 
memory institutions are using 
standards, tools and guidance 
developed by LAC and its partners to 
influence digital asset creation, 
packaging, transfer and curation. 

3   2   3 3   3 3 2,8 6 

A strategic digitization plan for access 
and preservation guides LAC as it 
undertakes a large scale digitization 
program on an annual basis. 

1       2 3   4 2 2,4 5 

Canadians use an LAC website that is 
easy to use, integrated, dynamic, and 
supports citizen dialogue. 

2       2 3     3 2,5 4 

Canadians can carry out online end-to-
end transactions with LAC, including 
requesting copies or loans and 
consulting an expert. 

2   2   3 3   2 2 2,3 6 

Users can contribute to LAC metadata 
and website and can personalize their 
experience of LAC. 

2   2   3 3   4 2 2,7 6 

LAC’s analogue collection is better 
managed through strategic use of IT. 

4       3 3   2 2 2,8 5 

   32



Overall average : 2,7  

2. LAC will increase the relevance and accessibility of LAC collections and expertise to Canadians 
outside the National Capital Region.  

Realign and implement the program 
strategy (Rimmer). 

    2           4 3,0 2 

Realign and implement the genealogy 
strategy (Rimmer, Bruce). 

5       5       4 4,7 3 

Develop and implement an institutional 
plan to follow up on the multi-cultural 
consultations (Berrigan). 

                3 3,0 1 

Work with networks to enhance 
delivery of the learning and genealogy 
strategies (Rimmer, Bruce, and 
Berrigan). 

3                 3,0 1 

Optimize the role of government 
record centres to support preservation 
and access (Caron, Parent, and 
Rimmer). 

4         3     1 2,7 3 

Develop partnerships with reference 
libraries to make LAC collection 
accessible. (Rimmer, Parent). 

4         1     3 2,7 3 

Overall average : 3,2 
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RESULTS                       

Genealogy on line has opened the door 
to more Canadians knowing and using 
the LAC. 

5       3 3     4 3,8 4 

Whether in a mediated fashion or 
directly, the LAC collection is often 
used by Canadians. 

5       4 3     3 3,8 4 

LAC has an institution wide approach 
to making its collection relevant to 
multi-cultural and aboriginal groups. 

2       3 2       2,3 3 

LAC and its partners have increased 
capacity to work together to increase 
access and awareness. 

4   2   3 2       2,8 4 

Teachers and students are frequent 
users of LAC collections, products and 
services. 

4       3 2       3,0 3 

Overall average: 3,1 
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3. LAC will focus its role in GoC Information Management on the development of effective record 
keeping.  

LAC will lead the development of an 
action plan out of the ADM’s round-
tables and participate in its 
implementation (Caron). 

5 5 4   4   5   4 4,5 6 

Develop a methodology to enable 
departments to identify records of 
business value (Caron). 

4 4 4   4   4   4 4,0 6 

Begin the implementation of a new 
storage model for legacy records of 
GoC (Caron, Parent, and Rimmer). 

5 4 3   3 3 4   4 3,7 7 

Develop and consult (GoC and 
beyond) draft functional specifications 
for digital record keeping (Caron). 

  4         4   4 4,0 3 

Overall average:  4,1 

   35



 

RESULTS                       

Government departments have 
methodology & processes in place to 
identify records of business value. 

4 4     4 3 4   4 3,8 6 

Government departments are 
committed to implementing record 
keeping. 

5 5     3 3 5   4 4,2 6 

Working with others, LAC has built a 
regulatory regime for record keeping in 
GoC. 

5 4     4 4 4   4 4,2 6 

LAC has standards, tool and incentives 
to encourage a culture of record 
keeping in government. 

4 4     4 4 4     4,0 5 

A GoC action plan to develop a TDR 
for records of long term business value 
is ready for implementation. 

1 3     4 3 3   3 2,8 6 

LAC is acting on a plan for the 
management and destruction of legacy 
business records of GoC. 

4 4     4 3 4     3,8 5 

Government departments are using the 
functional specifications for digital 
record keeping issued by LAC. 

  3     3 3 3     3,0 4 

LAC is embedded in the Management 
of Government Information Policy. 

5 5     4 4 5     4,6 5 

Overall average: 3,8 

   36



 

4. LAC will make systematic use of collaborative arrangements and will increasingly deliver on its 
mandate through or with others. 

Develop a partnership policy and 
framework (including model 
agreements, procedures, guidelines, 
competencies required, etc) and assess 
present situation and analyze results 
(Berrigan, Levick). 

4   3 4 3       4 3,6 5 

Set up a working group to design and 
build new capacity and infrastructure 
for systematic use of partnerships 
(Berrigan, Levick). 

      2 3       4 3,0 3 

Implement scalable pilot-projects using 
stakeholders and users to generate 
metadata (Parent, Rimmer). 

4 4   3 2 2 4   4 3,3 7 

Consult with federal partners 
(Berrigan, Caron, and Parent). 

4     3 2 2     4 3,0 5 

Initiate pilot projects to work in 
partnership on acquisition, 
preservation, access and/or making 
known projects, including creators, 
memory institutions or user groups as 
appropriate (Parent, Rimmer). 
 

3     2   2       2,3 3 

Overall average: 3,0 
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RESULTS                       

LAC has necessary infrastructure to 
negotiate and manage successful 
partnerships (knowledge of 
strengths/weaknesses of current LAC 
partnership practices). 

4     3 4 3     4 3,6 5 

Increased and more effective delivery 
of program and services through 
collaborative arrangements. 

4       3 3     2 3,0 4 

An increasing amount of descriptions 
is provided by stakeholders and users. 

3       4 3     3 3,3 4 

Agreement among federal partners for 
shared storage facility. 

4 4   4 4 2 4   3 3,6 7 

LAC has developed a partnership with 
stakeholders to preserve digital 
documentary heritage. 

2     3 3 3     3 2,8 5 

LAC has collaborative arrangements 
with government departments that 
facilitate record keeping. 

5 4   4 4 4 4   4 4,1 7 

Overall average: 3,4 
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5. LAC will ensure citizen/client research and evaluation results are built into management decision 
making  

Set up a working group to design and 
build the new capacity (Rimmer, 
Levick, and Caron). 

5     4 5         4,7 3 

Develop the capacity for citizen 
research and user evaluation (Rimmer, 
Levick). 

5     4 4         4,3 3 

Develop a workplan to do market 
segmentation analysis of LAC users 
and potential users (Levick). 

5     4 3         4,0 3 

Test or pilot a mechanism to conduct 
client research (Rimmer, Levick). 

3     4 4         3,7 3 

Set up a working group to develop 
solutions for interface with government 
clients (Caron, Parent, and Rimmer). 

2 2   4 4 2 2     2,7 6 

Establish an external user advisory 
group for on-going consultation 
(Rimmer, Berrigan). 

5     4 5 5     3 4,4 5 

Identify ways to work with other 
cultural memory institutions to develop 
and share knowledge of user needs 
(Rimmer, Berrigan). 

1       2         1,5 2 

Overall average:  3,6 
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RESULTS                       

LAC has a sophisticated understanding 
of our clients or potential clients, and 
their needs, making possible a market 
segmentation analysis of users; LAC 
also knows what gaps exist and what 
synergies are possible. 
 

1     3 2 3     3 2,4 5 

Service standards adjusted to reflect 
market segmentation are created to get 
a baseline, leading to enhanced 
performance reporting. 

2     3 2 3     3 2,6 5 

LAC has moved to a pro-active (and 
away from a reactive) service model. 

2 3   3 3 3 3   3 2,9 7 

Citizen research and user evaluation 
informs and shapes the delivery of the 
LAC mandate. 

2     3 3 2       2,5 4 

Clients believe that LAC listens, knows 
and acts on their needs. 

3     2 3 3     2 2,6 5 

AC management uses citizen research 
and user evaluation information 
effectively to make decisions as a GoC 
institution. 

2     2 3 3       2,5 4 

Overall average: 2,6 
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Appendix E- Strategic Choices Framework 
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