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1 Executive Summary 

1.1 Background and Context 
 

As an agent of Parliament, the Office of the Commissioner of Official Languages (OCOL) is a relatively 
small federal government organization that has a mandate to promote the Official Languages Act and 
oversee its full implementation, protect the language rights of Canadians and promote linguistic duality 
and bilingualism in Canada. The Commissioner ensures that the three key objectives of the Act are 
achieved and takes all necessary measures in this respect. These objectives are: 

• the equality of English and French in Parliament, the Government of Canada, the federal 
administration and the institutions subject to the Act;  

• the development and vitality of official language minority communities in Canada; and,  
• the equal status of English and French in Canadian society.  

A pilot project was initiated in the Ontario Region with the goal of enhancing the strategic and promotional 
roles of regional staff and improving the way OCOL meets its priorities and fulfills its mandate.  The pilot 
project is currently scheduled to be completed by December 2011.  The timing of the audit was aligned 
with the near completion of the pilot project, in order to allow management to implement audit findings 
before the pilot project is extended to other regional offices. 

The objective of the audit was to determine if OCOL has an effective management control framework to 
govern and manage the regional pilot project. The audit also assessed the adequacy of the strategy and 
plans to roll-out the pilot project to other regions. Detailed audit criteria can be found in Appendix B. 

1.2 Summary of Observations 
The key observations with regards to the audit are provided below.  

Summary of Strengths Noted 
1. The Regional Pilot Project Working Group was given responsibility for all matters pertaining to the 

regional pilot project. 
2. The Regional Pilot Project Working Group met regularly and received sufficient information to allow 

for effective monitoring of project objectives, strategies and results. 
3. The regional pilot project change management approach did consider employee workload and 

training needs. 
4. The regional pilot project change management approach did consider opportunities for collaboration, 

synergy and interactions between regional offices and headquarters, and between the organization’s 
branches. 

5. The regional pilot project management approach properly dealt with arising issues through the 
Regional Pilot Project Working Group. 

Summary of Recommendations 

1. We recommend that the Regional Pilot Project Working Group define key measurable performance 
indicators and targets based on project goals and success criteria, before the project’s completion in 
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December 2011. Performance should then be assessed to ensure that benefits of the project 
continue to justify the costs, and corrective measures should be defined and implemented prior to 
rolling-out the project to other regions.  

Should OCOL decide to roll-out the pilot project to other regions: 

2. We recommend that a concerted effort be made to ensure that key documents supporting this 
regional re-organization project be updated, formally approved and properly communicated to key 
stakeholders before the project is rolled-out in other regions. This approach will increase project 
awareness, reduce confusion with regards to the project’s objectives and potential impacts, and will 
increase stakeholder buy-in. 

3. We recommend that OCOL consider taking advantage of the experience gained by staff in the 
Ontario regional office during this regional pilot project by including these individuals in the 
subsequent roll-out communication strategy. For example, staff members from the Ontario regional 
office could be asked to share their experience with this project with staff in other regional offices. 
This approach could provide an opportunity to reassure regional staff with regards to project 
objectives and increase the chances of project buy-in, therefore facilitating roll-out in these regions. 

4. We recommend that OCOL’s project management process include more rigorous information 
management procedures to ensure that key document version controls and approvals are in place. 
This would include the proper documentation of final versions, as well as the documentation of 
approvals obtained for key documents. 

5. We recommend that the structure of meetings of the Project Working Group (or the group replacing it 
during the roll-out phase) be reviewed to ensure that discussions are focused on key project-related 
matters, and to ensure that items needing follow-up are systematically discussed during subsequent 
meetings. 

6. We recommend that risks identified in the project business charter, along with mitigating strategies, 
be addressed directly in the regional operational plan, to ensure that they will be considered while 
conducting daily activities. These risks, as well as identified mitigation strategies, should also be 
included in discussions of the Regional Pilot Project Working Group (or the group replacing it during 
the roll-out phase) on a regular basis.  

1.3 Conclusion 
Based on the aforementioned observations and overall scope of the audit, OCOL has moderate issues 
related to the effectiveness of the management control framework to govern and manage the regional 
pilot project. OCOL also has moderate issues related to the adequacy of the strategy and plans to roll-out 
the pilot project to other regions. 

The recommendations included in this report are intended to help OCOL management strengthen the 
effectiveness of the organization’s management control framework to govern and manage future projects 
similar to the regional pilot project. They will also help OCOL management strengthen the adequacy of 
the strategy and plans to roll-out the pilot project to other regions. 

Based on our professional judgment as auditors, sufficient and appropriate audit procedures have been 
conducted in accordance with the Treasury Board (TB) Policy on Internal Audit, and evidence gathered 
supports the accuracy of the conclusions contained in this report. The conclusion is based on a 
comparison of the conditions, as they existed at the time, against pre-established audit criteria that were 
agreed to with management. The evidence has been gathered to provide senior management with 
reasonable assurance of the accuracy of the conclusions drawn from this audit. This report and audit 
were conducted for OCOL management purposes. Use of this report for other purposes may not be 
appropriate.  
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2 Audit Objective, Scope and 
Approach 

2.1 Overview of Regional Pilot Project 
Currently, the Office of the Commissioner of Official Languages (OCOL) has, in addition to headquarters 
in Ottawa, 5 regional offices (Moncton, Montreal, Toronto/Sudbury, Winnipeg/Regina, and 
Edmonton/Vancouver). Each of these regional offices has between two to six staff members that report 
through the Compliance Assurance Branch and the Policy and Communications Branch.   

The Executive Committee identified the need to modify the regional operational model in order to: 

• better align the roles and responsibilities of regional offices and headquarters;  
• ensure that the regional promotion and intervention opportunities are optimized; and, 
• ensure that the Commissioner’s role as ombudsman is strengthened on two levels; promotion 

and prevention. 

Under this new operational model, it is expected that regional offices will only report through the Policy 
and Communications Branch. 

Following a 2009 study that identified regional roles, responsibilities and lines of accountability, OCOL 
undertook a pilot project to implement a new operational model in its regional offices. The project’s 
working group was established in August 2010 and the pilot project started in the Ontario region in 
December 2010. The target end date for the project was July 2011 but was postponed to the end of 
December 2011 to ensure that results and outcomes could be properly assessed. The timing of the audit 
was aligned with the near completion of the pilot project, in order to allow management to implement audit 
findings before the pilot project is extended to other regional offices. 

With this project, OCOL seeks to develop new approaches and more effective means to meet its mandate 
of language ombudsman and resolve problems in a more proactive and preventive way. Management 
believes that this new approach to protection and promotion needs to be effectively implemented at all 
levels to help meet OCOL’s mandate, and resources need to be organized to deliver the greatest impact.  

The first goal of the pilot project is to enhance the strategic and promotional roles of regional staff so that 
the organization can improve the way it meets its priorities and fulfills its mandate. The second goal is to 
create structures that strengthen collaboration between branches, regional offices and headquarters in 
Ottawa. Thirdly, this pilot project is an opportunity to gather feedback on how the business model works 
and how it can be improved. It will achieve these goals by ensuring that: 

• regional and headquarter roles and responsibilities are clear, documented, accepted and 
understood by all; 

• work is logically organized and efficiently allocated; 
• no work is orphaned or left in uncertain or disputed ownership; 
• authorities and lines of accountabilities are clear; 
• opportunities for collaboration, synergy and effective interaction between branches are identified 

and exploited; and, 
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• wherever independence and separation of work are appropriate and required that these are 
achieved.  

The pilot project is expected to maximize OCOL’s profile, visibility and impact at the regional level by 
focusing on three areas:  

• federal institutions, including those serving the travelling public;  
• outreach to majority language populations; and  
• support for official language minority communities.  

This process will also help the organization to strengthen collaboration, synergy and interaction between 
branches, to clarify roles in support of the Commissioner’s renewed ombudsman role, and to ensure 
better compliance.  The following success criteria have been identified by the project’s working group:  

• Alignment of interventions with the main priorities of the organization. 
• Evidence of a spirit of collaboration between branches and internal synergy. 
• Validation of the pilot model in terms of lessons learned. 
• Achievement of the results within the prescribed resources. 
• Improvement of the understanding of the roles and responsibilities within the organization. 

2.2 Audit Objective 
The objective of the audit was to determine if OCOL has an effective management control framework to 
govern and manage the regional pilot project. The audit also assessed the adequacy of the strategy and 
plan to roll-out the pilot project to other regions. 

2.3 Audit Scope 
The scope of the audit included project governance and management practices of the regional pilot 
project for the Ontario Region. 

2.4 Audit Approach  
The approach and methodology used for the audit were consistent with the Internal Audit standards as 
outlined by the Institute of Internal Auditors, and were aligned with the Internal Audit Policy for the 
Government of Canada. 

OCOL strives to maintain effective management practices that are reflective of industry leading practices. 
Consequently, the following control frameworks were leveraged for the audit: 

• Framework of Core Management Controls and Audit Criteria (CMC – May 2010) established by 
the Office of the Comptroller General of Canada (OCG); 

• Management Accountability Framework (MAF VIII) that sets out the Treasury Board's 
expectations of senior public service managers for good public service management; and, 

• Other criteria were also included to ensure appropriate coverage of the aforementioned audit 
scope. 

A risk-based audit program was developed (see Appendix B) to provide more details on how the various 
audit areas were addressed, and makes reference to specific audit procedures including: 

• Review of the project charter, communication plans, management action plans, and operational 
strategies related to the regional pilot project;   

• Review of management meeting minutes, job descriptions and lessons learned reports; and, 
• Interviews with key stakeholders in headquarters and regions.   
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The list of interviewees can be found in Appendix A.   

The audit was conducted within the following timelines:  

• Planning Phase : May – August 2011 
• Examination Phase: September – October 2011 
• Reporting Phase: October – November 2011 
• Presentations to the Executive Committee and the Audit and Evaluation Committee: November 

2011 

The audit’s observations and recommendations were made in accordance with the rating table described 
below:  

Higher Priority Significant deficiencies related to the objective of the audit; should be dealt with 
in the short-term. 

Medium Priority Moderate deficiencies related to the objective of the audit; should be dealt with 
in the medium term. 

Lower Priority Deficiency related to the objective of the audit is considered minimal, and/or this 
represents a best practice consideration. 
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3 Findings and Recommendations 

3.1 Project Performance Measurement 

Higher Priority Significant deficiencies related to the objective of the audit; should be dealt with in 
the short-term. 

We expected to find key elements of a documented and implemented performance measurement 
strategy for the regional pilot project. 

We found that goals and critical success factors for the project were identified in the project business 
charter; however, the goals and success factors focus on high level results and cannot be readily 
measured as they were not supported by measurable targets or any method of gathering objective 
performance information. While lessons learned exercises were conducted, they were based on the 
opinions of project participants and not supported by more objective and/or quantitative information.  
Discussions with internal stakeholders also revealed that many of them still wonder how the pilot project’s 
success will be assessed before it is rolled out to other regions. 

The lack of measurable performance indicators and targets for the regional pilot project does not readily 
permit the objective assessment of the project’s success, and increases the risk that corrective actions 
will not be identified and implemented before the project is rolled-out in other regions.  A more objective 
assessment of the project’s success will also increase its buy-in as it is being rolled out in other regions. 

Recommendations 

1) We recommend that the Regional Pilot Project Working Group define key measurable performance 
indicators and targets based on project goals and success criteria, before the project’s completion in 
December 2011. Performance should then be assessed to ensure that benefits of the project 
continue to justify the costs, and corrective measures should be defined and implemented prior to 
rolling-out the project to other regions.  

Management Response 
Accepted:  
1) Given the results of the audit, based on the corporate measurable performance indicators, the 

Working Group is examining what should be considered “measurable performance indicators” and 
how they should be assessed and communicated for both Regional Operational Plan and Project 
Business Plan. (2011-12 Q-4) 

3.2 Information Management and Communications Strategy 

Medium Priority Moderate deficiencies related to the objective of the audit; should be dealt with in 
the medium term. 

We expected to find key documents supporting the project’s governance structure that were approved by 
the project’s oversight body prior to the project start. These documents would include a cost-benefits 
analysis that considered project costs, benefits, risks, and organizational capacity, prepared with input 
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from both internal and external stakeholders where relevant; a project charter based on a comprehensive 
risk analysis; roles and responsibilities for the oversight body members, the project manager and regional 
staff; measurable performance indicators; and a communication strategy that ensures proper 
dissemination of these documents to key stakeholders, based on a thorough analysis of the project’s 
potential impact on them. 

We understand that the re-organization of the Ontario regional office was conducted in the context of a 
pilot project, designed to provide an opportunity to adjust the approach, based on lessons learned and 
arising issues, before rolling-out this new structure in other regional offices. As such, it is understandable 
and expected that some aspects of project governance included a fair amount of uncertainty and 
informality during its initial stage.  

We found that key documents supporting the regional pilot project, such as a cost-benefits analysis, a 
project charter, roles and responsibilities, success criteria, and a communication strategy, were prepared; 
however, clear evidence of approval of these documents prior to pilot project start could not be provided. 
Through discussions with several internal stakeholders, we noted that the general consensus was that 
most key documents supporting this initiative were finalized and/or approved well after the start of the 
regional pilot project. 

We also noted that some of these key documents did not provide sufficient depth to ensure that important 
risks and opportunities were properly considered. For example, the cost-benefits analysis was described 
by many stakeholders as being incomplete, as it was based on internal input only and did not provide 
sufficient details with regards to project costs, benefits, risks, and organizational capacity. It was also 
noted that roles and responsibilities for Working Group members were not consistently understood, and 
that roles and responsibilities for regional staff were not documented in formal work descriptions. 

Finally, it was noted that the communication strategy was high level and did not address the specific 
impacts or requirements of the various internal and external project stakeholders. We found that project-
related communications intended for internal stakeholders were frequent and sufficient, but were 
sometimes conflicting and not consistently understood across the organization. 

As a result, the lack of a thoroughly documented and approved project governance structure increases 
the risk of confusion amongst internal stakeholders and reduces the chances of them buying into the 
project. This situation also increases the risk that proper analysis is not conducted prior to the project’s 
starting date and that key risks or arising issues will not be dealt with effectively, therefore compromising 
the achievement of project objectives. 

Recommendations 
Should OCOL decide to roll-out the pilot project to other regions: 

2) We recommend that a concerted effort be made to ensure that key documents supporting this 
regional re-organization project be updated, formally approved and properly communicated to key 
stakeholders before the project is rolled-out in other regions. This approach will increase project 
awareness, reduce confusion with regards to the project’s objectives and potential impacts, and will 
increase stakeholder buy-in. This includes the following documents: 

a) Roles and Responsibilities: It should provide clear definitions of roles and responsibilities for the 
Working Group members and the Project Manager. This document should also be clearly 
communicated to internal stakeholders to ensure they understand the role they are expected to 
play. 

b) Communication Strategy: It should include an analysis of potential impacts of the project on all 
key stakeholders. Communication strategies can then be adjusted to address each stakeholder’s 
needs. 

3) We recommend that OCOL consider taking advantage of the experience gained by staff in the 
Ontario regional office during this regional pilot project by including these individuals in the 
subsequent roll-out communication strategy. For example, staff members from the Ontario regional 
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office could be asked to share their experience with this project with staff in other regional offices. 
This approach could provide an opportunity to reassure regional staff with regards to project 
objectives and increase the chances of project buy-in, therefore facilitating roll-out in these regions. 

Management Response 
Accepted:   

2) Going forward, key documents supporting this regional re-organization project will be updated, 
formally approved and communicated to key stakeholders before the launch of the model with the 
next region.  

a)  Regional representatives will continue to be briefed during PCB management meetings, however, 
specific tele/videoconferences on the subject will be held with them as required.  

b) The deck on roles and responsibilities and the Communication Plan, approved by EXCOM in 
December 2010, will be updated and shared extensively with all staff, as will the Project Charter 
and the job descriptions as they are updated (2011-12, Q4). 

3) The Ontario regional staff will be consulted and involved in the subsequent roll-out of the 
communication strategy. They will be invited to share their experience with this project with staff in 
other regional offices. (2011-12, Q4). 

3.3 Risk Management and Working Group Effectiveness 

Medium Priority Moderate deficiencies related to the objective of the audit; should be dealt with in 
the medium term. 

We expected to find an established and effective regional pilot project management process to monitor 
progress and ensure that mitigating actions are taken, as needed. 

We found that the Regional Pilot Project Working Group was given responsibility for all matters pertaining 
to the regional pilot project. As such, the working group was provided with monthly updates and provided 
feedback on potential mitigation strategies when issues arose. The working group also reviewed key 
project documents, as needed.  

A review of meeting notes for the Regional Pilot Project Working Group revealed that action items were 
not always documented, and that items needing follow-up were not systematically included in subsequent 
meetings for discussion. It was also noted that the approval of key project documents, and subsequent 
iterations, was not always documented in meeting notes.  

Through a series of discussions with internal project stakeholders, it was noted that meetings of the 
Regional Pilot Project Working Group were not sufficiently structured and that some of its members did 
not always understand their role. Members of the working group generally agreed that meetings were not 
sufficiently structured to ensure that their time was used efficiently. 

Finally, it was noted that risks identified in the project business charter were not directly addressed in 
Regional Pilot Project Working Group discussions or in any other document pertaining to the regional pilot 
project.  Risk mitigation plans could not be found. 

This increases the risk that action items not followed up will not be completed, and increases the risk that 
the Working Group will not carry out its mandate efficiently. 

Recommendations 
Should OCOL decide to roll-out the pilot project to other regions: 

4) We recommend that OCOL’s project management process include more rigorous information 
management procedures to ensure that key document version controls and approvals are in place.  
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This would include the proper documentation of final versions, as well as the documentation of 
approvals obtained for key documents. 

5) We recommend that the structure of meetings of the Project Working Group (or the group replacing it 
during the roll-out phase) be reviewed to ensure that discussions are focused on key project-related 
matters, and to ensure that items needing follow-up are systematically discussed during subsequent 
meetings. 

6) We recommend that risks identified in the project business charter, along with mitigating strategies, 
be addressed directly in the regional operational plan, to ensure that they will be considered while 
conducting daily activities. These risks, as well as identified mitigation strategies, should also be 
included in discussions of the Regional Pilot Project Working Group (or the group replacing it during 
the roll-out phase) on a regular basis.  

Management Response 

Accepted:  

4) Documents have now been transferred to a shared drive to which employees have access.  

5) In an endeavour to ensure that the dialogue is focused and remains on task, follow-up to action items 
from previous minutes will be rigorously reviewed.  Options will also be presented to the Project 
Working Group regarding its present role and composition. The addition of a support capacity in the 
form of an intern for the administrative organization of the pilot during this last quarter will greatly 
facilitate logistics (2011-12, Q4). 

6) The risks identified in the project business charter will be reviewed with attached mitigating strategies.  
The regional work plan will be amended to update the performance assessment criteria as they relate 
to the Regional Pilot Project Working Group (2011-12, Q4). 
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Appendix A – Interviewees 

The following individuals were interviewed as part of the audit process: 

• Francoise Albert, Acting Commissioner’s Representative, Atlantic Region 
• Carole Beauvais, Director, Security and Transport Portfolio / Investigations, Compliance Assurance 

Branch 
• Suzanne Bélanger-Fontaine, Commissioner’s Representative, Ontario Region 
• Ghislaine Charlebois, Assistant Commissioner, Compliance Assurance Branch 
• Roger Davidson, Senior Analyst, Compliance Assurance Branch 
• Michelle Freynet, Commissioner’s Representative, Manitoba and Saskatchewan Region 
• Sylvain Giguère, Assistant Commissioner, Policy and Communications Branch 
• Corita Harty, Director, Operational Integration Initiatives and International Relations, Policy and 

Communications Branch 
• Catherine Kuong, Administrative Assistant, Ontario Regional Office 
• Mathieu Labine, ATIP Coordinator, Corporate Management Branch 
• Denis Lorieau, Commissioner’s Representative, Alberta, British Columbia, Northwest Territories and 

Yukon Region 
• Eva Ludvig, Commissioner’s Representative, Quebec Region 
• Mike McGuire, Chief of Staff, Office of the Commissioner of Official Languages 
• Antonia Papadakou, Acting Production Manager, Policy and Communications Branch 
• Mario Séguin, Director of Human Resources, Corporate Management Branch 
• JoHanne Verrier, Director of Information Management and Information Technology, Corporate 

Management Branch 
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Appendix B - Audit Criteria 

The audit criteria within this audit program define the expectations against which the management control 
framework to govern and manage the regional pilot project were assessed. The audit criteria were 
designed to enable an assessment of key practices, procedures and controls in place within OCOL. The 
criteria have been linked to the Framework of Core Management Controls and Audit Criteria (CMC – May 
2010) and the Management Accountability Framework (MAF VIII). 

Audit Criteria Audit Sub-Criteria Frameworks 
References 

Regional Pilot Project Governance 

1.1 Effective oversight bodies 
and practices are 
established. 

a. An oversight body has oversight for all matters 
pertaining to the regional pilot project. 

b. The oversight body meets regularly and 
receives key information to allow for effective 
monitoring of project objectives, strategies 
and results. 

c. The oversight body approves all project-
related key documents (e.g. project charter, 
operational plan, roles and responsibilities, 
performance measures, etc.). 

d. The oversight body is informed of lessons 
learned and ensures that weaknesses are 
addressed before rolling-out the project in 
other regional offices. 
 

CMC: G-1, G-2, 
G-6, RP-3 
 
MAF VIII: 3, 15 
 

1.2 A regional pilot project 
business case or cost-
benefit analysis has been 
thoroughly conducted and 
recommendations have 
been approved prior to the 
project’s starting date. 

a. A regional pilot project business case or cost-
benefit analysis has been conducted prior to 
the project’s start date. The analysis included 
a review of project costs, benefits, risks, 
organizational capacity and potential impacts 
on the organization’s resources (e.g. finance, 
HR, IM/IT, etc.). 

b. The regional pilot project business case or 
cost-benefit analysis considered all key 
stakeholders (e.g. regional and headquarters 
staff, external associations, etc.). 

c. Results of the regional pilot project business 
case or cost-benefit analysis were approved 
by the project oversight body and then shared 
with all key stakeholders in order to provide 
transparency to the project. 
 

CMC: RM-2, 
RM-6, CFS-1, 
CFS-2, PPL-1 
 
MAF VIII: 3, 4 
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Audit Criteria Audit Sub-Criteria Frameworks 
References 

1.3 Plans, objectives and 
performance measures for 
the regional pilot project 
have been established and 
communicated, and are 
linked to OCOL’s mandate 
to support the 
Commissioner’s renewed 
ombudsman role. 

a. The regional pilot project plan (e.g. regional 
operational plan or work group plan) 
appropriately considers organizational 
capacity and constraints (e.g. finance, HR, 
IM/IT, etc.), identified risks and organizational 
objectives. 

b. Appropriate performance measures for the 
regional pilot project were defined, 
documented and communicated. 

c. The regional pilot project plan (e.g. regional 
operational plan or work group plan) has been 
communicated to all internal stakeholders. 
 

CMC: CFS-2, G-
3, G-4, ST-1, 
RP-1, RP-2 
 
 
MAF VIII: 2, 3 
 

1.4 Roles and responsibilities 
with regards to the regional 
pilot project are well 
defined, clearly 
communicated and 
effective. 

a. Roles and responsibilities of all key 
stakeholders (e.g. Project Manager, working 
group members, project champions, regional 
staff, etc.) for the regional pilot project have 
been clearly defined and communicated. 

b. Roles and responsibilities for the regional pilot 
project are clearly understood by OCOL staff 
and are deemed to be effective to achieve the 
project’s objectives. 
 

CMC: AC-1, AC-
3, PPL-4 
 
MAF VIII: 10 
 

Regional Pilot Project Management 

2.1 A regional pilot project 
management process is in 
place to monitor progress 
and ensure that mitigating 
actions are taken, as 
needed. 

a. The regional pilot project change management 
approach ensures proper communication with 
key project stakeholders.  

b. The regional pilot project management 
approach considers employee workload and 
training needs. 

CMC: G-5, G-6, 
CFS-1 
ST-16,ST-17, 
LICM-1, LICM-2, 
LICM-3, PPL-4 
 
MAF VIII: 15 

2.2 Project-related risks, 
budget, calendar, 
opportunities for 
improvement and issues 
were considered and 
properly managed. 

a. The regional pilot project management 
approach ensures proper project risk, budget 
and calendar management. 

b. The regional pilot project management 
approach considers opportunities for 
collaboration, synergy and interactions 
between regional offices and headquarters, 
and between the organization’s branches. 

c. The regional pilot project management 
approach properly deals with arising issues. 
 

CMC: CFS-1 
CFS-2, RM-1 
RM-2, RM-7 
 
MAF VIII: 9, 15 
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