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Capacity Assessment Methodology 

The nature of the support provided by Kelly Sears will depend on each assignment.  We 
typically use our capacity assessment methodology as the basis for determining the 
program baseline and assessing resource levels.  This assessment is based on 
information collected through interviews/workshops with managers and stakeholders, 
documentation review as well as benchmarking with other comparable organizations. 

A. Overall objective  

The project objective is to complete a comprehensive review of the programs, resources 
and activities across the organization to ensure that resources are best aligned to achieve 
the organizationôs mandate, deliver on key priorities and achieve results and expected 
outcomes. The capacity assessments and development of program baselines typically 
have the following  objectives: 

Á Confirm the program baseline required to meet mandate and/or 
legislative or regulatory requirements.  Develop a baseline of current 
activities, resources and performance levels of key programme areas that 
must be in place to fulfill the organizationôs mandate and/or legislation; and 
review existing and future capacity requirements (e.g., resource levels, skills 
and competencies) based on government priorities and future strategic 
directions. 

Á Identify opportunities and options.  Based on the analysis of current 
costs, performance and gaps, identify opportunities and  options for cost 
reduction  and greater efficiency for each programme, including alternate 
forms of program delivery and shared service arrangements as applicable. 

Á Confirm resource requirements.  Identify potential cost reductions or 
opportunities to reallocate resources to other higher priority program areas.  
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B. Benefits and risks  

Potential benefits that the capacity assessment could provide are: 

Á A better utilization of resources aligned with highest priority needs  

Á More efficient and less costly delivery models 

Á Reduction in costs through alternative delivery arrangements  or shared services 

Á Simplifying and streamlining proc esses that are overly complex or time 
consuming 

Á Providing managers improved access to more specialized expertise  

Á Reducing overlap in the provision of services, potentially through greater 
centralization or consolidation of services 

Á Addressing gaps in current capabilities  

Á Providing staff better access to tools to facilitate their work  

Á More funding available to invest in program delivery tools and systems. 

The greatest risks to the organization are: 

Á Deterioration in some service standards 

Á Impact on staff and union relations  

Á Perceived loss of control by managers over resources 

Á Potential security risks in the case of alternative delivery arrangements 

C. Types of opportunities 

Types of opportunities that could be identified as part of the assessment include:  

Á Re-allocations of funding to new emerging areas requiring investment or 
development 

Á Horizontal process improvements, for example, with functions that cross 
organizational boundaries  

Á Changes to the delivery model, for example, through greater centralization of 
services 

Á Cost efficiencies 

Á Organizational streamlining  

Á Aligning services to reduced demand 

Á Reductions in the scope of services and service levels 

Á Elimination of non added value activities  

Á Reviewing service arrangements with other departments 

Á Review of risk levels 

Á Greater standardization  of processes or organization 

Á Better management tools  
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Á Improved information  

Á Reducing infrastructure  

Á Outsourcing 

Á Cost recovery or alternate funding arrangements 

Á Improved management practices 

Á Gaps in capabilities where service levels need to be improved. 

In considering the various delivery models, a number of factors will need to be 
considered in assessing the potential for streamlining : 

Á The need for consistency in processes and tools used regardless of the extent of 
centralization/consolidation.  

Á Distinguishing  between program support and support of enterprise-wide 
processes, platforms and applications.  

Á Where the service delivery functions should reside as opposed to corporate 
services and management where there is a greater risk of duplication.  

Á Where the functional specialists should reside. 

Á The potential risk to client service and the need for service standards. 

Á Issues of client relationship management and the impact of centralization.  
Managers will understandably have concerns about deterioration in service levels 
if the delivery model is changed. 

Á Employees may need to accept a lower service standard in some cases. 

D. Guiding principles 

We have highlighted below guiding principles in order to clarify what we consider to be 
of most importance in conducting zero-based reviews in a public sector context: 

Á Align functions with the strategic directions and priorities of the 
organization and government-wide.  Best position the organization for the 
future.   Identify where re -allocations of resources may be required to support 
strategic priorities.  

Á Identify process improvements taking a horizontal view. Include all key 
elements of the organization at the corporate, branch and area level that are 
involved in the delivery of each function.  Strive to assess the value added of each 
activity or step of the process; and eliminate, to the extent possible, coordination 
functions where these do not add value.   

Á Compare with best practices.  Identify best practices in developing options 
for consideration, and compare delivery processes to these best practices. 

Á Consider external benchmarks.  In order to compare resource levels to other 
federal departments or similar enforcement agencies in other countries, and 
provide adequate evidence to support any resource changes.  Although t his is 
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only one line of evidence amongst others, the overall premise is that the relative 
cost of the organization  should not exceed that of other similar  organizations of 
comparable size and/or with a similar mandate.  

Á Establish clear resource targets for the organization as a whole.  For 
example, striving for an x% reduction in overall expenditures, or spending on 
internal services not exceeding x% of overall departmental expenditures.   

Á Review service expectations of internal and external stakeholders and 
service standards.  To relate the costs of services to the service expectations of 
clients and stakeholders and the extent to which these standards are being met.  
Consider stakeholder concerns about existing service issues or gaps.  Conduct 
interviews with stakeholders inside and outside of the organization. 

Á Consider performance of programs/services.  Examine performance 
levels achieved in relation to resources with a view to improving performance or 
shifting resources to or away from non-performing services.   

Á Assess acceptable level of risk.  Assess the implications of changes to service 
delivery on achievement of the organizationôs mandate, and reach agreement to 
the extent possible on acceptable risks (e.g., security). 

Á Assess existing and future capabilities of the organization.  Consider the 
full range of capabilities in terms of processes, competencies, tools and systems. 

Á Build on existing strategic directions and initiatives.  Take advantage of 
the results of previous improvement initiatives undertaken by the organization . 

Á Consider the change management and communications implications.  
For example, the implications on staff, the feasibility of implementing the options 
identified, and any barriers to implementation.   A clear communications plan is 
necessary to clarify what will be communicated to staff and when. 

Á Engage management. Through the deputy head, executive committee and 
ideally a steering/working group to oversee the work and guide/support the 
project team carrying out the work.  

Á Seek dialogue with managers and staff.  Through interviews and 
workshops to validate the findings and encourage a meaningful discussion about 
opportunities. Working -level staff often have excellent ideas for improving 
processes, for example. 

Á Ensure the project team has the required expertise. Ensure that the 
project team (consultant and/or internal team members )  have the expertise to 
enable opportunities to be identified quickly  based on prior experience. 
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E. Governance and validation 

Governance is a key element to consider in zero-based reviews: 

Á Project Working Group.  If not already in place, the organization  should 
create a Working Group that would meet on an ongoing basis with the Project 
Manager and team in order to provide guidance and feedback.  This group 
typically would meet with the Project Manager on a weekly basis (or every second 
week) to discuss the overall approach and methodology, review the status of the 
project, and suggest interviewees.  This Working Group would also provide the 
lead consultants for each baseline assessment an initial validation of the baseline 
assessments and opportunity profiles, and hold periodic meetings with the team 
as a whole at the 3-4 critical stages of the project. 

Á Validation and employee feedback workshops.  Although not formally 
part of the governance structure, workshops would be held throughout the 
assessment to obtain employee feedback and validate the baseline assessments 
and the opportunities , particularly those  that have horizontal implica tions.  A 
clear strategy will need to be developed to ensure a successful and meaningful 
validation of the assessment findings and proposals, typically through a series of 
validation workshops with representation from both managers and specialists at 
various levels of the organization.  By validation, we do not necessarily mean 
endorsement, but rather that the options, pros, cons and risks have been 
identified and assessed in a comprehensive manner. 

Á Decision-making by the Executive Committee.  A clear process must be in 
place within the senior management structure to review, accept or reject 
opportunities that are identified.  Ideally, a representative of the Executive 
Committee should act as a champion for the assessment to ensure that senior 
management is engaged, comfortable with the overall approach, and prepared to 
make difficult decisions when the time comes (and that there are no surprises). 

The above elements are as critical (if not more) to the success of the assessment than the 
approach and methodology presented on the following pages. 
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F. Overall approach 

Baseline assessments are carried out for all programs and services.  A consistent 
approach will be used to assess each program and service. Each baseline assessment will 
identify a certain number o f opportunities for improvement or cost -efficiency.  Key 
considerations of each baseline assessment in identifying improvements and cost -
efficiencies, and reviewing resource levels are summarized in the chart below.   

High level performance 
assessment

Å Overall performance of 
internal service

Background service information

Å Strategic directions, government 
priorities and challenges

Å Legislative and regulatory framework

Å Program history and description

Å Risks

Å Existing organization and service 
delivery structure

Å Geographic location of services

Å Key skill requirements and gaps

Å Key tools and systems 

Å Key clients and stakeholders

Å Activities, tasks and FTEs

Å Summary description of key business 
processes

Å Workload trends

Å Analysis of cost information

Scope of service

Å Current service levels

Å Service standards and 
expectations

Å Service gaps

Å Client satisfaction levels

Workload trends

Å Historical trends (5 
years)

Å Demand

Benchmarking information

Å Comparisons with other 
federal depts

Opportunities

Å Process improvements

Å Cost-efficiencies

Å Changes in service levels

Å Realignment with demand

Å Capability gaps

Government/strategic priorities

Process/ organizational 
streamlining

Å Process improvement

Å Organizational restructuring

Å Best practices

 

The baseline assessments will 
generate some 30 or more 
opportunities  organization -wide.  
A profile is prepared for each 
opportunity.  This is to ensure 
that each opportunity is 
examined in sufficient depth  to 
ensure a common understanding 
of the scope of the changes 
proposed, their feasibili ty and an 
assessment of the pros, cons and 
risks of the options.  The 
opportunities will  then be 
validated with the lead for the 
functional area or through a 
workshop in the case of 
horizontal opportunities, and 
then be presented to senior 
management withi n the 
organization for a decision to 
pursue, reject or assess further.   

Opportunity Profile

Å Objective of the opportunity

Å Scope of the opportunity and case for 
change:

ÁScope of activities

ÁCurrent delivery model

ÁKey considerations

ÁResource implications

Å Potential scenarios/ options

ÁOptions under consideration

ÁPros, cons and risks of each option

Å Best practices

Å Improvement strategies

Å Key tasks/steps

Å Key deliverables/milestones

Å Implementation team

Å Key implementation risks

Å Implementation costs

Å Linkages or implications for other functions

Å Dependencies or linkages with other 
opportunities

Å Overall priority

Opportunity Profile

Å Objective of the opportunity

Å Scope of the opportunity and case for 
change:

ÁScope of activities

ÁCurrent delivery model

ÁKey considerations

ÁResource implications

Å Potential scenarios/ options

ÁOptions under consideration

ÁPros, cons and risks of each option

Å Best practices

Å Improvement strategies

Å Key tasks/steps

Å Key deliverables/milestones

Å Implementation team

Å Key implementation risks

Å Implementation costs

Å Linkages or implications for other functions

Å Dependencies or linkages with other 
opportunities

Å Overall priority

Opportunity Profile

Å Objective of the opportunity

Å Scope of the opportunity and case for 
change:

ÁScope of activities

ÁCurrent delivery model

ÁKey considerations

ÁResource implications

Å Potential scenarios/ options

ÁOptions under consideration

ÁPros, cons and risks of each option

Å Best practices

Å Improvement strategies

Å Key tasks/steps

Å Key deliverables/milestones

Å Implementation team

Å Key implementation risks

Å Implementation costs

Å Linkages or implications for other functions

Å Dependencies or linkages with other 
opportunities

Å Overall priority

Baseline 
assessments

Proposals
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G. Deliverables 

The key deliverables from this methodology are summarized below. 

Á Baseline assessment(s).  Baseline assessments may be carried out for one or 
many services.  As a first step, the organization  would need to review the 
proposed list of baseline assessments to ensure they are structured in the 
appropriate manner, and make adjustments as required.   

Á Opportunity list.  Opportunities identified in each baseline assessment will be 
reviewed and integrated into a single list of opportunities.  This opportunity list 
could include as many as 30 or more opportunities (both large and small), and 
would be updated on an ongoing basis.  Opportunities may include process 
improvements  or streamlining, changes to the delivery model, changes in the 
scope of services or service levels, elimination of non added value activities, 
review of risk levels, greater standardization of processes or organization, better 
technology, improved informa tion, centralization of services, streamlining, 
reducing infrastructure, outsourcing, cost recovery, greater cost-efficiency, etc.   

Á Opportunity profiles.   A profile would be prepared for each opportunity.  This 
is essentially a high level business case and becomes of the focus of management 
attention as the project advances. 

Á Summary report.  A summary report of the results of the baseline assessments 
and of the opportunities identified would be updated on an ongoing basis.  

Á Integrated plan.  Once a decision has been made by senior management on the 
opportunities to be pursued, an integrated work plan could be prepared that 
would highlight the timelines and the interrelationships as well as the resource 
implications.  This integrated plan would be based on the detailed work plans and 
timelines that have been prepared for each opportunity as part of the opportunity 
profiles.   

Á Implementation costs.  Estimates of the level of effort and costs would be 
included in the opportunity profiles.   Overall estimated implementation costs and 
savings would need to be assessed on an ongoing basis. 

We now describe the key elements that would be included in each baseline assessment as 
these provide the foundation for conducting the capacity assessment and ensure that a 
consistent approach is taken when reviewing all services. 
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H. Key elements of the baseline assessmentðthe Checklist 

The proposed methodology uses a checklist to guide the conduct of the capacity 
assessment.  A checklist of key considerations (or elements) to be examined when 
conducting baseline assessments is summarized in the chart on the following page.  
Taken individually, the elements are already well known to managers and reflect 
common sense.  Together, they provide an overall picture of a service or organization at a 
point in time.  Our experience is that each and every element needs to be examined as 
there are always surprises ð an activity may be much more time consuming or costly 
than expected when subjected to objective and quantitative analytics.  Examining each 
function  using the same checklist ensures more consistency in the analysis, subjects all 
services to the same level of review, and helps to develop a common language around 
opportunities for improvement or cost savings.  

Rationale and advantages of the proposed methodology.  Program reviews in 
the public sector have gone under many names over the years ï zero-based, 
comprehensive, a-base, resource, program integrity, strategic, operational, and most 
recently, spending reviews.   

These reviews are like going to the dentist ï something that needs to be done, with a lot 
of unease and potential short term pain. Timelines are usually tight .  They are stressful 
for the organization as no manager likes to have his or her activities and resources 
scrutiniz ed, and of course, employees fear the loss of their jobs.  Expenditure reviews 
also question the way things are done, and challenge managers to do the same (or more) 
with less funding, often in a context where delivery models have a long history and are 
supported by a strong organizational culture.  Often, processes have been established in 
response to government-wide policies and initiatives, all with good intentions but 
resulting in unintended and inefficient behaviour by program managers or functional 
specialists deep within the organization.  

Historically, some organizations have applied a uniform across-the-board reduction and 
let managers each work out their own reductions.  Although seen as more equitable, the 
downside of this approach is that high-pri ority activities are hit as hard as low priority 
activities, efficient organizations are penalized more than less efficient ones, and the 
focus is very short term.  This is basically a cop-out that evades public accountability and 
can create major issues in the long term. 

The premise of the proposed methodology is that it is more effective to do baseline 
assessments of the functions  across the organization using a standard methodology and 
a ñchecklist.ò  These assessments allow senior management to assess the implications of 
proposed changes to activities, processes and resources, and provide direction as to the 
appropriate resource targets for each function .  Baseline assessments also generate 
opportunities which can be assessed in depth, prioritized from an organization-wide 
perspective, and used to develop an action plan. 
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The checklist: 14 items to be assessed in the baseline assessments  

1. Strategic directions and priorities.  The objectives of the service, the legislation and 
regulations in place, program history, history, key challenges, and the overall context and 
pressures on the program or service.  

2. Risks.  Key risks being addressed, including level of risk, whether the risk is increasing, 
decreasing or stable, mitigation measures in place and gaps that exist.   

3. Current delivery model.  How the current service is delivered, key distinguishing features, 
and the organizational delivery structure . 

4. Stakeholders, expectations and satisfaction levels.  Stakeholder interviews and 
existing client surveys/evalu ations can be used to assess stakeholder satisfaction levels.   

5. Scope of clientele.  The number and type of clients served, external (e.g., provinces, other 
federal departments or levels of government, suppliers) or internal (managers, employees).   

6. Activities, FTEs and expenditures.  The main tasks, products and approximate full -time 
equivalents.   Expenditure information is reported by object, and over a three to five year 
period.     

7. Main business processes.  High level process maps for activities that are process oriented, 
identifying the key steps and the various organizations involved in delivering each service.   

8. Workload trends. Is workload increasing, decreasing or stable?  The number of 
transactions, ideally over a five year period.   

9. Skills.  Are there gaps in the skills and competencies required?  The main skill requirements 
for each activity and gaps or issues that may exist in terms of competencies.   

10. Tools and systems.   Key tools such as information systems, technologies, or reference 
guidelin es that are used to support the work and any gaps or issues that may exist. 

11. Performance assessment.  Performance levels achieved in relation to resources with a 
view to improving performance or shifting resources to or away from non -performing 
services.   

12. Benchmarking of resources, delivery models and best practices.  How resource 
levels compare with other similar organizations, other delivery models, and best practices.     

13. Opportunities for improvement and/or cost-efficiencies.  Considering strengths and 
weaknesses, risks, performance results and gaps, the benchmarking, and cost savings/gaps.   

14. Estimate of resources required.  Top-down (e.g., comparisons with other benchmark 
organizations) as well as bottom -up (e.g., based on activities that need to be carried out, 
stakeholder expectations, service standards, and workload trends).     
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I.  Typical issues, opportunities and lessons learnt 

The following table identifies the key questions associated with each checklist item, 
together with examples from actual expenditure/program  reviews across the federal 
government undertaken by Kelly Sears. 

Key questions Examples: issues, opportunities, lessons 
learnt 

1. Are the strategies and priorities aligned 
with government -wide priorities?   Are the 
objectives of the service clear and still 
relevant?    

Aligning resources with strategic priorities.  In one 
review, management committee is surprised that the 
majority of resources are devoted to what they had 
identified as lower priorities. 

2. Are risk mitigation measures in place 
adequate? 

Shifting resources to the highest risk areas.  Resources 
have been successful in addressing well known risks but 
have not been reallocated to address new emerging risks 
where mitigation measures in place are limited. 

3. What is the impact of the current delivery 
model on resources?  Could other delivery 
models be more cost-effective?   Are there 
organizational issues? 

Need for more flexible organizations.  In a number of 
reviews, a common issue is that matrix organizations are 
not quick and flexible enough to respond to todayôs 
context that has a high technology component, is ever 
changing and requires fluid project teams with highly 
specialized skills. 

4. Do stakeholders and/or clients have any 
major issues or concerns?  Are service 
standards/expectations being met?  Are they 
proposing different delivery models?  

Not keeping up with stakeholder expectations.  The 
responsibility for delivering many internal services has 
been transferred to managers. The result can be 
duplication of internal services at the corporate and 
branch level, and the perception by managers that they 
are ñdoing all the workò. 

5. Are resources aligned with the size of the 
clientele or sector supported? 

Consider the size and scope of the clientele.  Resource 
levels are perceived to be high but are in line with other 
departments given the nature of the business. 

6. Are FTE resources and expenditures 
aligned with the scope of activities carried 
out?  What is the trend in spending?  What 
proportion of spending is devoted to salaries 
versus other major objects?  Are high cost 
items being acquired in the most economical 
manner?  Has there been lapsing of funds? 

Outsourcing.  A high cost service can be acquired at a 
lower cost externally but managers resist due to the 
perceived higher risks in terms of quality control. 

New technologies.  In one assessment, major cost savings 
were identified by replacing traditional communications 
methods with new web based distribution models and 
media.   

7. What process improvements are 
possible?  Do the processes reflect best 
practices?   

Process streamlining.  By reducing hand-offs, more 
standardization, improving information flow, 
implementing best practices, more cross-functional and 
horizontal processes, and centralizing where this makes 
sense. 

8. Is workload increasing, decreasing or 
stable?  What are the key workload drivers?    

Using baseline forecasts as a planning tool.  Projected 
baseline volumes by type of service are used to reallocate 
resources and support the business case for additional 
resources when caseload volumes change. 

9. Are there gaps in the skills and 
competencies required?   How many 
vacancies are there?  Has staff retention been 
an issue? 

Mix of staff skills and expertise. For example, where 
benchmarking indicates that technical skills represent a 
much smaller proportion compared to similar 
organizations in other countries. 
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Key questions Examples: issues, opportunities, 

lessons learnt 

10. Do tools and systems reflect best 
practices?  Do the technologies need to be 
updated?  Are efficiencies possible?  Is the 
information being used to best manage 
resources? 

Inadequate information for resource planning.  
Discrepancies exist between corporate data sources 
as employees are involved in multiple activities, 
workload is counted and the time of staff is allocated 
in different ways, the data is collected through 
different types of time reporting.  As a result, 
managers do not trust basic information required for 
resource planning. 

11. Performance assessment.  How is the 
service performing on a range of 
performance indicators?  Are performance 
results related to resources or other 
considerations? 

Performance analysis in some functions reveals that 
the function has consistently not met targets.  Better 
triage is required up front to process lower risk 
activities more quickly and focus resources on higher 
risks. 

12. How do resource levels compare with 
other similar organizations, such as 
comparable agencies in other federal 
departments, provinces, or countries?  The 
overall premise is that the relative cost of 
services should not exceed that of other 
organizations of comparable size and/or with 
a similar mandate. 

What is affordable.  Resource targets are established 
for each area based on benchmark comparisons.  
Process improvements and service expectations of 
clients need to be aligned with the resource 
reductions.   

13. Are there opportunities for 
improvement and/or cost-efficiencies?  
Are the opportunities feasible or simply a 
ñwish-listò?  What is their relative priority?  
Do certain opportunities need to be 
implem ented first to enable others?  What 
are the dependencies?  Have these 
opportunities been pursued in the past with 
any success? 

Changes to delivery model.  An issue across many 
departments, as HR, financial and other internal 
services have expanded over the years at the 
corporate, sector and branch level, resulting in 
duplication, confusion, and competition within the 
organization despite resource constraints. 

14. What is the resource saving or gap 
compared to existing resource levels?  Salary 
or operating costs?  How accurate is the 
estimate?  What is the timeframe?  What is 
the probability of success? 

Implementation is always the biggest challenge as 
the implications of resource reallocations or 
reductions become clearer. 
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J. Methodological challenges 

Á Strategic directions and priorities.  Public organizations often struggle with 
developing a robust strategic planning process that is led by senior management, 
and therefore key external trends, internal issues and strategic priorities may not 
be documented. In this situation, interviews are required to capture the salient 
points. 

Á Risks. People have many different interpretations of what a risk is.  Typical risk 
profiles in the public sector have generally not proven to be very useful as the 
risks are often internally focused (e.g., high staff turnover, lack of resources) and 
have little or no relation to resource levels.  It is essential to distinguish between 
external and internal risks; to identify external risks that the organization  can 
influence and their re lationship with resource levels; and to determine the 
acceptable level of risk, the level of controls, and reach agreement to the extent 
possible on acceptable risks.   

Á Current delivery model. Often managers are reluctant to consider new 
delivery models. Evidence from benchmarking against other departments or 
governments can identify alternatives to be examined.  The key considerations in 
determining the appropriate level of centralization, decentralization, 
consolidation or standardization need to be clearly established when assessing 
delivery model options.  

Á Stakeholders, expectations and satisfaction levels.  The challenge is 
obtaining stakeholder feedback in the limited timeframe  of the baseline 
assessment.   Stakeholder interviews and existing client surveys/evaluations can 
be used to assess stakeholder satisfaction levels. We propose stakeholder 
interviews as part of each baseline assessment to help to identify any major issues 
or concerns of stakeholders. 

Á Scope of clientele. Not to be confused with work load, the clientele defines the 
universe, for example, the number of clients that are receiving services, the 
various types of clients, and the distinguishing features of this clientele compared 
to other cities.  Defining the key indicators of the size or scope of the clientele and 
demand (as opposed to workload) can be a challenge. 

Á Activities, FTEs & expenditures.  Depending on the scope of the program or 
service, the numbers of personnel (full-time equivalents) can be determined 
through interviews with ma nagers, completion of questionnaires by resource 
management staff, review of organizational charts (often unreliable) and 
telephone directories (more reliable), and reconciliation with expenditure 
information provided by finance.  This can be complicated where staff spend time 
on multiple activities.  Choosing a specific date to report all expenditure and 
resource information  will seem straightforward at the beginning of the review 
and become more controversial as time passes and changes occur. The quality of 
the expenditure information will depend on the reliability of the information in 
the corporate systems.   

Á Business processes.  Often business processes can be streamlined. The 
challenge is that preparing process maps and then analyzing them takes time, 
which is difficult within the typical short timeframe of an expenditure review.   
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Consequently, process reviews must be done at a high level and for key strategic 
business processes.  Existing information on processes is obviously critical. 

Á Workload trends.  Assessing workload trends can be difficult where several 
workload indicators are involved, the workload is not easily measured, some 
transactions require considerable more time than others, or workload 
information is simply not available.  

Á Skills.  Assessing current capabilities requires a combination of interviews with 
program/service providers coupled with stakeholder feedback. 

Á Tools and systems.   The focus needs to be on the key systems or technologies 
that are strategic in terms of decision-making or delivery. 

Á Performance assessment. Public organizations have made progress in 
implementing balanced scorecard measurement systems.  Ideally, performance 
indicators and information will  be available on process efficiency, employee 
satisfaction, client service, achievement of service standards, etc. Where no 
indicators or performance information exist, it may be necessary to identify the 
key indicators based on best practices and conduct a summary assessment (often 
qualitative) based on available information.  

Á Benchmarking of resources, delivery models and best practices.  Time 
consuming, this task is always controversial given the need to compare ñapples to 
applesò, and that people will always question the reliability of the comparisons.  
Comparing with a large number of organizations can help to minimize the margin 
of error but takes more work.  Potential data sources can include information 
from previous benchmarking studies, industry standards, or simply the telephone 
directory  or organizational charts .  The resource comparison is nevertheless key 
to establishing agreement on the appropriate resource target for each service.       

Á Opportunities for improvement and/or cost-efficiencies.    Managers 
and employees will have completely different understandings of the same 
opportunity.  Sufficient time must be allowed for managers and staff to 
understand the implications of opportunities, consider their merits and feasibility 
and chances of success.  Therefore the reason for the emphasis on an ongoing 
opportunity li st, detailed opportunity profiles and a validation process.  

Á Estimate of resources required and proposed changes.  This is generally 
done top-down (e.g., comparisons with other benchmark organizations) as well 
as bottom-up (e.g., based on activities that need to be carried out, stakeholder 
expectations, program/service standards, and workload trends).  The top-down 
comparison can be done in relation to the clientele or sector served, or as a 
percent target in relation to total resources.   The cost savings opportunities 
identified then need to be assessed as to whether they are sufficient to meet the 
agreed upon target resource level, and the risks assessed in pursuing the potential 
reductions identified.  Finally, the potential resource reductions or increas es need 
to be summarized by activity, in terms of the impact on FTEs and funding levels.  
The cost savings/increases can be estimated using an average salary per full-time 
equivalent including salaries and operating costs. 
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K. Templates  

We provide below examples of the templates that can be used as part of each baseline 
assessment and development of the opportunity profiles.  The templates are presented 
according to the checklist and are provided for illustrative purposes.  However, all the 
baseline assessments should follow a consistent format and use the same templates.  The 
information is typically collected through interviews and documentation review; in some 
cases, a questionnaire will be used to collect FTE information across several 
organizations however in person interviews are generally preferred in order to ensure 
consistency in the data collected.  We have also provided examples of interview guides 
for the manager and stakeholder interviews at the end of this section. 

Strategic directions and priorities.  It will be critical to confirm the  objectives of 
the business units/services, applicable legislation and policies (Internal Audit) , the 
history  and evolution of each function within the organization, key challenges, and 
strategic directions and pr iorities.   For example, challenges could include providing 
adequate resources to be able to maintain existing infrastructure; being able to respond 
appropriately to new client requests/requirements; or p rovid ing funding and time to 
train existing employees in new technologies, applications, methodologies, standards 
and  tools being implemented.   

Risks.  As much as we need to confirm the strategic priorities in the way ahead, we 
would also identify the key risks being addressed by each service, the extent to which 
these risks are currently being addressed, whether the risk mitigation measures are 
adequate, and whether existing resources are aligned with the highest risks.  These risks 
can be external (e.g., maintaining service levels) or internal (e.g., availability of 
specialized expertise, cost overruns).  We ideally strive to report information on the level 
of risk (if available),  whether the risk is increasing, decreasing or stable, mitigation 
measures in place and gaps that exist, and the overall level of priority of the risk.  An 
example is shown below. 

Risks Likelihood              
(high, med, low)

Impact             
(high, med, 

low)

Trend               
(increasing, 

decreasing, stable)

Priority             
(high, med, 

low)

Mitigation Measures

Lack of communications support 
can reduce Program success 

The communications function plays a key 
role in ensuring that Program initiatives 
are communicated in a timely and 
effective manner.  

high med increasing low

Á Communications advisors must 
maintain a close working 
relationship with Program 

Á Managers to ensure that they are 
involved in the development of 
communication plans and 
messaging .

Constantly in crisis mode

Crises or short term intensive projects 
require redeploying resources with short 
notice leaving gaps in routine service 
delivery

xxx xxx xxx xxx

Á Re-evaluate Communication priority 
services and service delivery 
methods in light of available  human 
resources

Inconsistent service offerings

Communications services are not offered 
equally to all partners and clients

xxx xxx xxx xxx

Á Provide training to allow an equal 
service offer to all Communications 
partners and clients

Á Ensure that partners and clients 
have an understanding of corporate 
services provided and funded by 
Communications and those 
involving cost recovery 

Other?

xxxx xxx xxx xxx xxx

Á Xxx
Á Xxx
Á Xxxx
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Current delivery model.  In reviewing the delivery model for each function, we would 
examine the level of centralization/ decentralization, use of external resources, the 
extent to which staff are embedded within sectors/branches, and whether synergies exist 
between the various services provided across the organization.  We would develop 
overall principles and considerations as to which functions should be centralized versus 
decentralized.  We would summarize the existing organization for each function from a 
functional perspective and identify key position types.  This assessment is used to 
identify organizational issues in terms of mixed accountabilities or the need for stronger 
horizontal relationshi ps, and whether overlap/duplication exists.  

Director Generalôs office

__ FTE

Director, 

Strategic Communications

Ç xxxx

__ FTE 

Director, 

Publications

Ç Social Media

Ç Graphic Design

__ FTE 

Director

Media & Writing Services

Ç Coordination of Coms products

Ç Media Monitoring & Issues 
Management

Ç Writing Services & Media 
Relations

__ FTEs

Total:  __ FTEs

Director, 

Internal Communications

Ç xxxxx

__ FTE 

 

Stakeholders, expectations and satisfaction levels.  We typically develop a 
stakeholder map identifying key partners and clients.  This is largely done based on our 
previous work in other departments but would be adjusted to reflect the organizationôs 
circumstances.  Based on manager/stakeholder interviews and drawing from client 
surveys/evaluations, we would summarize stakeholder expectations, and trends in 
stakeholder satisfaction levels.  An example is shown below. 

Communications Privy Council Office and 
Portfolio Agencies

Deputy Minister/Associated Deputy Minister

Minister(s)

Media

Other government departments/ domestic 
agencies

Corporate Services

Program Areas

Provincial/Territorial/Municipal 
Governments

Other Communications organizations 
across government

Departmental/agency clients

 
Stakeholders Expectations Level of satisfaction 

(high, med, low)
Issues/Gaps

Minister ÅEffective issues management
ÅStrategic communications advice
ÅEvent  planning and management

___

Åxxx

Deputy Minister (s) ÅEffective issues management
ÅStrategic communications advice ___

Åxxx

Programs ÅHigh quality communications products and 
advice

ÅTimely delivery of communications products 
and advice

___

Åxxx

Media ÅProvision of information ïensure access
ÅOpen and transparent communication
ÅProvide appropriate spokespersons
ÅAnswer questions on a timely basis

___

Åxxx

Departmental 
clients

ÅAccurate, timely information
___

Åxxx
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Scope of clientele.  This could include, for example, the number and type of clients 
served, both internal (managers, employees) as well as external (e.g., other government 
departments, NGOs); the number and scope of applications supported; the geographic 
dispersion of the operations.  We would show the trend over five years to the extent 
possible. 

Ç Workload drivers could include:

Á Number of new programs??

Á Number of ministerial events?? xxx

Á Public need for information??  Xxx

Á Need for risk communications with the public??  xxx

 
 

Activities and full-time equivalent (FTE).  We identify for each activity the main 
tasks, products and approximate full -time equivalent.  The focus of our interviews, 
documentation review and analysis would be on confirming the activities as well as the 
number of full -time equivalent supporting each activity and their organizational and 
physical location within the organization.  An example is shown below at a summary 
level where activities would be ranked from high to low by the number of FTEs so as to 
highlight those activities that consume the most resources. 

Activities Approx # / 
FTEs 

Approx %

Strategic communications advice .  Provide strategic communications advice to Branches/Sectors.  Manage communications 
projects, including announcements of new programs or initiatives, in collaboration with clients, communications colleagues, and other 
partners.   Manage strategic communications issues.  Develop communications strategies and plans.  Write editorials, news rel eases 
and media lines.

__ FTE __%

Regional communications.  Develop broad range of communications products and coordinate events at the regional level.  Involves 
activities such as: strategic communications advice, writing services, coordination of ministerial events.

__ FTE __%

Ministerial support. Events planning, coordination and management services, preparation of briefing books for the Ministers, 
managing ministerial correspondence relating to invitations to meetings and events.

__ FTE __%

Corporate communications.  Develop departmental corporate image and visibility, internal communications, and liaison with regional 
offices and central agencies.

__ FTE __%

Writing and editing services. Develop speeches and ministerial messages in accordance with departmental and governmental 
priorities, edit news releases, media advisories and other ministerial communications products. 

__ FTE __%

Issues and media monitoring.  Support the Department, the Ministers and the Privy Council Office by anticipating emerging issues 
and proposing mitigation strategies.

__ FTE __%

Coordination of communications products. Coordinate the approval of communications products, distribute final documents, and 
issue the approved material to the wire services, webmaster or other distribution services.

__ FTE __%

Media relations.  Support the Department and the Ministers through monitoring and assessment of the media environment and 
manage day-to-day communications issues and interaction with the media. 

__ FTE __%

Advertising.  Provide operational support in terms of advertising and promotion, publishing coordination, displays and special events, 
and audio and visual production.

__ FTE __%

Management and supportïIncludes management, office support, as well as internal services provided in areas such as finance, 
human resources, procurement, administration, contract management and information holdings.

__ FTE __%

Total __ FTE 100%
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Assessment of current delivery at the detailed activity level.  The activities 
would also be described at a more detailed level, showing the existing FTEs, required 
FTEs, key outputs and an assessment of the current funding level, gaps and 
opportunities for improvement. This information is typically collected through 
interviews with the res ponsible managers.  In some cases, a questionnaire may be used 
where the activities are highly standardized and there is not a high risk of inconsistency 
of interpretation in identifying the number of FTEs.  We will include FTEs for only 
funded positionsðthis can be an issue where managers include FTEs for vacant positions 
in the organizational chart that may be approved but not funded.  

Org Activities Description Existing 
FTEs

Proposed 
FTEs

Outputs Assessment of current delivery level

xxxx Advertising 
services

ÁManage corporate image, visibility and 
advertising. 

ÁEnsure that all communications products 
are developed in a consistent and 
coordinated manner. 

ÁCoordinate the annual advertising plan.

ÁCoordinate displays and special events. 
Manage purchasing and maintenance of 
equipment and materials for displays. 
Assist with logistics of program exhibits.

ÁManage audiovisual productions.  Liaise 
with clients and PWGSC when awarding 
contracts.

___ FTE ___ FTE ÁAdvice

ÁContract 
management

Åxxxx

xxxx Writing and 
editing services

ÁDevelop communications products such 
as speeches, statements and ministerial 
messages.

ÁEdit communications products, including 
news releases, media advisories, & other 
documents

___ FTE ___ FTE ÁSpeeches

ÁMinisterial 
Messages

ÅXxxx

xxxx Coordinate 
preparation of 
communications 
products

ÁCoordinate production of 
communications products

ÁManager the approval process for 
communications products

ÁDistribute final documents.

___ FTE ___ FTE ÁCommunications 
products

Åxxxx

xxxx Publishing ÁCoordinate publications. 

ÁProvide publishing advice

ÁManage printing of corporate publications

___ FTE ___ FTE ÁAdvice

ÁContract 
management

ÅXxxx

xxxx Social media ÁDevelop social networking strategy ___ FTE ___ FTE ÁAdvice

ÁContract 
management

ÅXxxx

 

Expenditures.  Cost information is typically reported by object, and over a three to 
five-year period, and by the major functions and organizations covered in the baseline 
assessments.  Expenditures may also be reported according to other attributes (e.g., by 
activity), depending on the availability of the information.  Typically, this analysis is 
done by an activity -based costing specialist using a download from your financial system, 
and repackaged using pivot tables.  The information from the financial system is 
restructured  to be aligned with the scope of activities and organizations covered by each 
of the baseline assessments.  We would be looking at the trend in overall expenditures, 
what major cost items exist, and the mix between salaries and operating costs.  If useful, 
we would examine actual spending versus budget, and lapsing of funds.   

Examples of the different 

perspectives from which non-salary 

cost information can be analyzed

Ç By function or activity, from high to low

Ç By organization/region

Ç By product (e.g., type of inspection)

Ç Whether discretionary or non-discretionary

Ç By line object (in the case of non-salary dollars) compared to departmental 
breakdown (from Part II Estimates)

Ç By stakeholder group (in the case of grants and contributions)

Ç By object (in the case of non-salary or operational expenditures)

Ç Lapsing (on a 5 year trend basis)

Different views of cost information
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Main business processes.  High level process maps for activities that are process 
oriented, identifying the key steps and the parties (internal and external) that are 
involved at each step.  This is a key input to identifying service improvement 
opportunities.  An example is pr ovided below for an IT project approval process.  High 
level process maps would typically be developed for the key 2-3 business processes in 
each functional area that cut across organizational boundaries, entail a high number of 
interdependencies, consume a high level of resources, and are strategic in terms of 
service delivery to the organization.  We would strive to use existing process 
documentation to the extent possible as we will not have sufficient time to do detailed 
process maps.  The focus would be on identifying potential improvement and 
streamlining opportunities.  

Request from 

Ministerôs Office
Drafting of 

Products
Approvals Distribution

 
Process Step Lead Timeframe

xxx xxx xxx

xxx xxx xxx

xxx xxx xxx

xxx xxx xxx

xxx xxx xxx

xxx xxx xxx

 
 

 

Workload trends. For transactional services, we would identify the number of 
transactions (e.g., service calls, projects).  The objective is to assess whether workload is 
increasing, decreasing or stable.  This information is also used to estimate the unit cost 
for key transactions such as service calls and how this compares with industry 
benchmark standards. 

Activity Workload indicators 2004 2005 2006 2007 2008 2009 Baseline

Writing Services Number of  speeches

Number of  speaking points

Number of  Ministerial Messages

Strategic 
Communications

Number of  press/news releases

Ministerial Events Number of  events

Number of  invitation responses

Media Relations Number of  media enquiries

Publications Electronic Publications

Printed Publications
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Skills.  We will identify the s kill requirements for the major activi ties and gaps or issues 
that may exist in terms of competencies at the organizational level.  The issue of 
comparability of classification levels is sometimes an issue that is addressed as part of 
the benchmarking.  We will also examine the vacancy rate, and whether there have been 
challenges in recruiting staff.  For example, in some reviews of activities with highly 
technical and specialized positions, the challenge for managers is not the level of 
resources available but the level of vacancies that can be as high as 40%.   

Activity Job Positions Key Competencies Gaps

Strategic 
Communications

Á Communications 
Advisor/Of ficer (IS-5, IS-4, 
IS-3. IS-2)

Á Knowledge of  structures and operation of  government

Á Research and Analysis

Á Strategic Planning 

Á Verbal and written communications

Á Negotiation skills

Á Calm under pressure/be able to work under pressure

Á Detail oriented

Á Able to adjust to constantly changing priorities

Á Time management

Á Fluent in both of f icial languages

Å xxx

Media Relations Á Media Relations Off icer (IS-
5 and IS-4)

Á Knowledge of  structures and operation of  government

Á Research and Analysis

Á Strategic Planning and Advice Environmental Scanning

Á Media relations

Á xxx

 

 

Tools and systems.   Key tools such as information systems, technologies, or reference 
guidelines that are used to support the work of the functions, and any gaps or issues that 
may exist. 

Activity Tools/Systems Issues/Gaps

xxxx Á xxxx Á xxxxx

Á xxxxx

xxxx Á xxxx Á xxxxx

Etc. Á Etc. Á Etc.
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Performance assessment.  We would confir m the service standards and performance 
indicators used for each internal service. We would rely on existing performance 
measurement frameworks.  We would strive to use the performance measurement 
framework and the key indicators in place for each function . An example of a 
performance measurement framework is shown below for communications . 

Sound management

ÅConformity to Government of 
Canada Communications Policy

ÅConformity to the Management 
Accountability Framework

Enhanced organizational positioning

ÅExtent to which communication activities xxxx departmental/ agency 
objective

Effectiveness of communication products and 

advice

ÅEffectiveness of communication delivery methods 

ÅQuality of communication products and advice

ÅTimeliness of communication products and advice

R
E
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Healthy and responsive 

workforce

ÅLearning organization

ÅWorkplace health
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Increased awareness and engagement of 

stakeholders and citizens

 

We would then do a high level performance assessment against these indicators, using 
quantitative or qualitative information that is available.  We would start with 
information on existing performance indicators.  Where no formal indicators or 
standards are in place, we would seek information on performance results achieved 
(perceived successes and performance gaps).  Quantifiable targets would  be used to the 
extent possible, although we will use anecdotal and qualitative feedback.  The 
performance results would be presented in tabular format as shown below, and rated as 
to whether they are at target, approaching target, major gap, above target, etc.  The 
performance assessment is intended to assess the extent to which service standards are 
being met, and to be aware of any improvement or deterioration in service levels over 
time, and more importantly, the causes.  An example is shown below. 

Performance Indicators Target/Service Standards Performance Assessment

Extent to which communication activities 
meet departmental/ agency objectives of 
xxx.  Based on stakeholder feedback.

Unknown.   xxx

Effectiveness of communication delivery 
methods.  Based on number of products 
available, range of target audiences reached, 
and size and scope of distribution databases

Unknown. xxx

Quality of communication products and 
advice.  Based on feedback from clients.

Below target. xxx

Timeliness of communication products 
and advice.  Based on feedback from clients.

Approaching target. xxx

Conformity to GoC Communications 
Policy. Percentage of activities undertaken 
by the Directorate that conform to the 31 
Policy Requirements outlined in the Policy.

Unknown. xxx

Management Accountability Framework 
Results.   Based on results of MAF 
assessments.

Unknown.

Learning organization. Level of 
documentation of processes, procedures, 
perceived quality of staff.

At target. xxx

Workplace health.    Turnover rates, 
employee satisfaction levels, vacant 
positions, results of exit interviews.

Unknown. xxx
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Benchmarking of resource levels.  We would compare resource levels to those of 
other organizations of similar size or with a similar mandate .  We would first compare 
resource levels from the electronic government directory for each function (see example 
below) for about 10-15 departments of similar size.  The information from the directory 
would be supplemented from information that has been collected from other federal 
benchmarking exercises or surveys. However, as the level of resources in other 
departments is constantly changing, we find the best way to update the information is 
simply to refer to the electronic directory.  To compensate for the margin of error in 
using this method, we obtain information from several departments.   

Communications benchmark comparison by percentage- HQ and Regions

Department/Agency Total no. of 

staff

Approx. no. in 

function %

CanadianHeritage 2,309 131 5.7%

Public Safety 1,071 60 5.6%

Canadian International Dev Agency 1,955 90 4.6%

Public Health 2,590 111 4.3%

Health Canada 9,745 363 3.7%

Immigration & Refugee Board 1,025 33 3.2%

Natural Resources Canada 4,571 144 3.2%

Library & Archives 1,109 36 3.2%

Transport Canada 5,360 168 3.1%

Industry Canada 5,279 159 3.0%

Indian and Northern Affairs Canada 5,202 149 2.9%

Agriculture and Agri-Food Canada 6,086 178 2.9%

Environment Canada 6,973 171 2.5%

Citizenship and Immigration 4,015 87 2.2%

Veterans Affairs 3,688 68 1.8%

Canadian Food Inspection Agency 6,717 108 1.6%

Fisheries and Oceans Canada 11,025 131 1.2%

National Research Council Canada 3,675 33 0.9%

Parks Canada 4,450 25 0.6%

average 106 3.0%

 

Depending on the benchmarking results at the higher functional level, and the extent of 
benchmarking information already available, interviews can be carried out with 3 -4 
selected benchmark organizations of comparable size to obtain more detailed 
information on the scope of their services and their resource levels compared to the 
organization.   

To the extent possible the results of previous benchmarking studies available to the 
organization would be used as well as general industry benchmarks.  

Best practices.  We would strive to identify best practices  that are most relevant to the 
organization. This information would be collected from a number of sources, including 
web search, interviews with managers and stakeholders, the results of previous studies, 
literature review.  Given that best practices can cover a very broad range of topics that 
may be of limited interest to the organization, the research would need to be focused on 
specific issues that are most relevant to the organizational  context and challenges that 
are identified as part of the baseline assessments.  For example, in the case of 
communications, such best practices could include the account executive model, the 
development of a standard service menu, etc. 
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Identification of opportunities for improvement and/or cost-efficiencies.  
Based on the information and analysis conducted above, we would identify performance 
gaps and improvement opportunities, considering the strengths and weaknesses, risks 
identified, performance results and gaps, and the benchmarking findings.  The 
improvement opportu nities could include issues with the current delivery strategy, or 
pursuing alternative delivery scenarios.  The resource implications of these performance 
gaps would be identified.   

It may also be appropriate to group the gaps by type, for example, mandate issues, 
achievement of program standards, process improvements, organizational realignment, 
and competencies, or by theme such as reviewing service levels, consolidating services,  
outsourcing, increasing cost recovery and  infrastructure improvements.  We would also 
estimate the cost implications of each opportunity and potential risks and tradeoffs.  A 
more detailed assessment would be carried out at the next step as part of the opportunity 
profile, assuming the opportunity is maintained following the validation of the baseline 
assessment. 

Themes Potential Opportunities to Explore/Assess Key Risks Cost / FTE 
implications

Confirm scope of 
services

xxx. xxx ÁXxx

Áxxx

$___ / ___ FTE

xxx xxx Áxxx $___ / ___ FTE

Total $___ / ___ FTE

 

Estimate of resources required.  We will review  resources required to carry out 
existing activities in relation to the benchmark comparisons and the performance gaps 
identified.  Determining the level of resources required is typically done using a mix of 
top-down approaches (e.g., comparisons with other organizations) and bottom-up 
approaches (e.g., based on activities that need to be carried out, program standards, and 
workload trends).  The approach used varies depending on the nature of the activities, 
for example, in the case of policy activities, where outputs are not easily quantified, we 
would review the resources required by type of activity, project or initiative, in light of 
current or expected delivery.  For activities that are more transactional, resource 
requirements can be reviewed taking into consideration the proposed efficiency 
improvements and benchmark standards. 

 

Activity

Forecasted baseline 

(number of units) Existing Future Existing Future

Effort per unit Number of FTEResource model
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Summarize resource changes.  Overall, we would also assess whether the current 
resources are properly aligned with the key risks, organization-wide strategic priorities, 
and the performance gaps identified.  This is where judgment is required in assessing the 
resource implications and the input of managers is critical.  Finally, we would summarize 
the resource proposals by activity, in terms of the impact on FTEs and funding levels.  
Recommendations would include the identification of resource savings from cost -
efficiencies in relation to the activities carried out. Different scenarios may  be considered 
based on the status quo or certain target reductions.  Senior management will need some 
time to digest the findings before making definitive conclusions regarding the priorities 
and cost saving opportunities.   

Org Activities Existing  
FTEs

Proposed  FTEs 
(assuming current 

funding)

Proposed  FTEs    
(assuming xx% target)

Rationale 

xxx xxxx ___ ___ xxxx

xxx xxxx ___ ___ xxxx

xxxx ___ ___ xxxx

xxxx ___ ___ xxxx

Total ___ ___ xxxx

 

We would also estimate the implications in terms of dollars, typically using an average 
salary per full -time equivalent including salaries and operating costs. 

xxxx--Estimated funding adjustment

Organization Existing Proposed Change Cost per FTE Gap

xxxx 0.0 0.0 0.0 $0 $0

xxxx 0.0 0.0 0.0 $0 $0

xxxx 0.0 0.0 0.0 $0

xxxx 0.0 0.0 0.0 $0

Total 0.0 0.0 0.0 $0

FY 2009-10 expenditures $0

Proposed expenditures $0

% adjustment 0.0%  
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Opportunity profiles 

As noted earlier, the validation of the baseline assessments would include a review of the 
opportun ities identified.  As part of the next stage, a profile  would be prepared for each 
opportunity to ensure there is a common understanding of the opportunity , and to 
provide the high level case for change.  An example of the template is shown below.  I t is 
useful to validate these opportunity profiles, particularly the more strategic and 
horizontal ones,  in workshops with managers and key stakeholders affected.   

Opportunity profile template 

A. Objective 

What is intended by the opportunity  

B. Scope of the opportunity and case for change 

Á Activities covered 

Á Description of the opportunity  

Á Potential benefits of opportunity  

Á Potential disadvantages of opportunity  

Á Time required to implement  

Á The high level business case that is being made for this opportunity  

C. Potential scenarios/options 

Á Scenarios/ options that are under consideration (if applicable)  

Á Pros/cons of each option 

D. Best practices 

Best practices identified as part of the baseline assessment that are applicable to this opportunityé. 

E Improvement strategy 

Key strategies or changes to the delivery model that are being proposedé. 

F. Key tasks/steps  

Á Description of tasks required to implement the opportunity  
Á Expected timeline 

G. Key deliverables/milestones 

Á Listing of deliverables 

H. Implementation team 

Á Key organizations that would need to be involved in implementing this opportunityé 

Á Identify who would be the leadé 

I. Key implementation risks 

Á Description of the potential risks related to this opportunityé 

J. Implementation costs 

Á Estimate of implementation cost s 

K. Linkages or implications on other functions 

Á HR 
Á Finance 
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Managers Interview Guide (Baseline Assessment)  

A. Background 

A capacity assessment is being undertaken to review of the efficiency and cost-effectiveness of the 
communications function of the Agency.  This review applies to all  services provided by headquarters as 
well as at the branch and regional level. The objectives of the review are as follows: 

Á Conduct a baseline assessment of the xxx service.  Develop a baseline of current activities, 
resources and performance levels. 

Á Consider alternative options or scenarios.  Based on government-wide and departmental 
priorities, best practices, and service/process improvement initiatives currently underway. 

Á Identify opportunities for improvement.  Based on the analysis of current activities and processes, 
costs and performance, identify opportunities for greater cost-effectiveness and efficiency and where 
resources need to be realigned to meet new strategic priorities. 

B. Questions  

Please review the following questions in advance of your interview.  If you have no information or 
opinion on a particular question, feel free to skip it. 

1) Background and context.  What are the objectives of your service? What do you see as the direction 
of your service in the way ahead?  What are the key challenges? 

2) Legislation and regulatory framework. What are the key laws, regulations and policies governing 
your service?   

3) Key stakeholders and expectations. What stakeholders do you interact with?  What are their needs 
and expectations? Are stakeholders satisfied with the existing service arrangements? 

4) Scope of clientele.  Who are your clients?  How many are there?  How does this affect your workload? 

5) Activities and resources.  What services do you provide?  What activities are carried out?  What is the 
level of resources (full-time equivalent) associated with these activities? 

6) Key processes.  What are the main processes in place?  How many resources (FTEs) are involved 
with each?  What are the key steps in each process?  Are any other parties involved in the delivery of 
your service? 

7) Expenditures.  What is the overall level of expenditures of your service?  Has this changed during the 
last three to five years?  What is the split between salaries and O&M?  Has there been any significant 
lapsing of funds? 

8) Risks.  What are the key risks that your service addresses?  Does information exist on the level of risk?   

9) Organization/service delivery structure.  What are the key organizational units and position types 
involved in your service? Where are they located?  What are the reporting relationships? 

10) Service standards.  What are the service standards and/or performance targets in place for your 
service?  

11) Results and performance. What performance results do you track?  What are the key performance 
indicators?  What is the current level of performance?  

12) Workload trends. How do you measure workload (i.e., workload indicators)? What are the key drivers 
of workload? Has workload been stable, increasing or decreasing? Are there any areas where you are 
struggling to keep up with demand?  Are there areas where demand for the service is decreasing?  

13) Skill requirements and gaps.  What skills and competencies do staff require?  What gaps exist (in 
any) in relation to current skills and competencies of staff?  

14) Technologies and tools.  What technologies/tools are you currently using?  Do you anticipate a 
resource impact as a result of the introduction of any new technology/tools?  

15) Benchmarking.  What particular organizations (e.g., other federal departments) are useful 
comparisons?  How do your resource levels compare with those of other departments? 

16) Best practices.  What best practices or service innovations have become more prevalent in your 
service?  Have these been introduced at RCMP? Which organizations are known for their best 
practices?   

17) Current initiatives.  What key initiatives do you currently have underway?  Will these result in cost 
savings?  

18) Opportunities. What suggestions do you have for improving the overall cost-effectiveness and 
efficiency of your service?  What cost savings would you propose to meet budget reduction targets?  

19) Other comments. Finally, do you have any other comments that have not been covered above? 
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Stakeholders Interview Guide (Baseline Assessment) 

The agency is undertaking a capacity assessment to assess of the efficiency and cost-effectiveness of the 
xxx function, and identify opportunities for improvement.  As part of this review, we are seeking the views of 
stakeholders on the effectiveness and efficiency of these services.  This interview guide can apply to one or 
more services (to be clarified at the outset of the interview). 

Please review the following questions in advance of your interview.  If you have no information or 
opinion on a particular question, feel free to skip it. 

1. Please briefly describe your organizationôs roles and responsibilities. 

2. What is your organizationôs level and frequency of interaction with these service(s)?   

3. Who currently delivers the service(s)?  In your view, what are their main roles and responsibilities? 

4. What are the strengths and weaknesses of the service(s) currently provided? 

5. What is your level of satisfaction with the service(s) currently provided? 

6. What should be the strategic direction and priorities in the way ahead?  What services should be 
provided as a first priority?  

7. What are some of the key challenges facing each service? 

8. What are the key risks that the internal service(s) should be addressing?  

9. What results should each service strive to achieve?  How would you measure performance levels? 

10. Are you aware of any service standards and/or performance targets in place?  

11. Are you aware of any areas where each service is either under/over capacity?   

12. Do you have any comments on the level of resources within each service? 

13. What skills and competencies do staff providing the service(s) require?  Are there currently 
competency gaps? 

14. Are you familiar with the current technology used by the service(s)?  Does this technology reflect 
industry standards? 

15. Do you have any suggestions for improving the overall cost-effectiveness and efficiency of the 
service(s)?  

16. Are there any other issues, concerns or comments about the service(s) that you would like to 
mention? 
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L. Work plan  

The project would be divided into four main phases: planning, preparation  of the 
baseline assessments, the preparation of the opportunity profiles, and then the 
opportunity selection and implementation plan (including the summary report).  

The planning stage is typically done with the project authority and working group 
(assuming one exists) and is done over a one to two week period. 

Each of the  baseline assessments follows the same approach as described in the 
preceding section.  In addition to document review and web search, each assessment 
would involve:  

Á About 6-12 interviews with managers responsible for the delivery of the function.  
In doing so, we would strive to cover all the key branches involved. 

Á About 4-6 interviews with stakeholders (inside or outside the organization) who 
are recipients of the services or have an interest in the service.  These interviews 
are normally done after the manager interviews. 

Á Potentially some interviews with 2 -3 benchmark organizations as required. 

Á Validation of the baseline assessment with the functional authority or process 
owner, and other specialists/managers as appropriate in workshops. 

In parallel to the baseline assessments, we would repackage the expenditure 
information so that it is aligned with the activities and organizations covered by each 
assessment.  The expenditure reports would be included in each baseline. 

As noted earlier, the opportunity profiles would reviewed either in validation 
workshops (for the major horizontal ones) or with the functional authority (for minor 
opportunities that are specific to a single organization  or group). 

The final stage--opportunity selection and implementation planðinvolves senior 
management either through the Executive Committee or a component thereof.  This also 
involves completing all the project deliverables, including the summary report whi ch 
would have been updated at the various stages of the project. 

The proposed work plan is presented on the following page. 
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Proposed work plan  

Phase I--
Planning  

1. Present methodology and approach to Project Authority.  Agree on 
the proposed methodology, review the scope of activities within each baseline 
assessment, and adjust the work plan and schedule accordingly.  Present the 
overall approach to overview committees as desired. 

Phase II--
Baseline 
assessments (12 
in total) 

2. Conduct interviews of managers delivering the services.  Conduct in-
person interviews of managers to collect baseline information.  

3. Prepare preliminary ñas isò baselines of functions.  Collect 
information on  primary activities and resources, service standards and 
performance indicators , workload, risks,  and prepare stakeholder map, as per 
the standard methodology, checklist and templates.  Review current 
performance, based on service standards, and performance indicators and 
results.   

4. Prepare analysis and reports of existing expenditures by function, 
organized by baseline assessment. 

5. (If required).  Prepare and distribute questionnaire to collect 
information on FTE resources by activity.  We will assess whether 
further data collection on FTEs is required by questionnaire over and above 
the interviews. 

6. Conduct stakeholder interviews.  Assess stakeholder expectations.  
Confirm stakeholder expectations, satisfaction levels, and service levels.  
Based on stakeholder interviews or the results of previous client/stakeholder 
surveys. 

7. Collect and assess benchmark information.  Compare scope of 
activities, delivery model and resource levels to those of other similar 
organizations. 

8. Identify opportunities.  Identify opportunities for cost efficiency  or service 
improvement, or realignment of resources . 

9. Prepare baseline assessment reports.  For each functional area and 
region.  About 12 baseline reports in total. 

10. Validate baseline assessments and opportunities identified.  With 
the functional authority or a workshop as appropriate.  

11. Prepare preliminary summary report.  Consolidating the findings and 
opportunities identified in a summary format, including opportunity list and 
summaries of the opportunities identified in the baseline assessments. 

Phase III--
Opportunity 
profiles (could 
be 30 or more) 

12. Develop opportunity profiles.  Prepare profile for each opportunity 
providing high level business case and implementation plan. 

13. Validate opportunities.  Hold workshops with managers and staff to 
validate feasibility of opportunities.  

Phase IV--
opportunity 
selection and 
implementation 
plan  

14. Prepare roll-up and draft summary report. Summarize findings by 
functional area, as well as opportunities, options, risks and potential cost 
implications.  

15. Review opportunities with senior management.  Group opportunities 
by type, and assess overall feasibility, potential savings and risks.  Seek 
decision from senior management on opportunities to pursue.  

16. Develop overall implementation plan.  Based on decisions made above.  

17. Finalize summary report, including overall implementati on plan. 
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M. Schedule  

The schedule for each service review would need to be developed according to the steps 
of the work plan.  A possible template is provided below.  The timeframes would need to 
be adjusted depending on the results of the study. 

Proposed schedule (xx weeks in total) 

Phase Step Start Date Complete 
Date 

Detailed project 

planning (2 
weeks) 

1. Present methodology and approach 
to Project Authority  

May 00  May xx 

Deliverable: Detailed work plan  May xx 

Baseline 
assessments (8 
weeks) 

2. Conduct int erviews of  managers May 00  June xx 

3. Prepare preliminary ñas isò baselines 
of services 

May 00  June xx 

4. Prepare analysis and reports of 
existing expenditures by function  

May 00  June xx 

5. (If required).  Prepare and distribute 
questionnaire to collect info rmation 
on FTE resources by activity 

May 00  June xx 

6. Conduct stakeholder interviews  May 00  June xx 

7. Collect and assess benchmark 
information  

May 00  June xx 

8. Identify opportunities  May 00  June xx 

9. Prepare baseline assessment  reports May 00  June xx 

10. Validate baseline assessments and 
opportunities identified  

May 00  June xx 

11. Prepare preliminary summary report  May 00  June xx 

Deliverable: Baseline assessments, preliminary summary report and preliminary 
list of opportunities  

June xx 

Opportunity 
profiles (4 
weeks) 

12. Develop opportunity profiles  June xx July xx 

13. Validate opportunities  June xx July xx 

Deliverable: Opportunity list and opportunity profiles  July xx 

Opportunity 

selection and 
implementation 
plan (4 weeks) 

14. Prepare roll-up and draft summary 
report  

July xx August xx 

15. Review opportunities with senior 
management 

July xx August xx 

16. Develop overall implementation plan   July xx August xx 

17. Finalize summary report  July xx August xx 

Deliverable: Final report and implementation plan  August xx 
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N. Status reporting 

A written status report will be submitted each week that includes for each baseline 
assessment a summary of achievements to date, upcoming activities, issues, a report of 
the work steps completed and outstanding, and the status of the manager and 
stakeholder interviews.    

Weekly meetings can be held with the Review Working Group to present the status 
report  and ensure the project is meeting expectations.    

An outline of the contents of this status report is provided below.  

Summary Status Report #__,  Date 

Á Achievements to date 

Á Upcoming activities  

Á Project related issues 

Á Project schedule (as is versus target) 

Á Status of each baseline assessment 

Á Status of opportunity profiles  

Status Reports by service 

Á Achievements to date 

Á Upcoming activities  

Á Project related issues 

Á Status of interviews: 

ü Managers 

ü Stakeholders 

Á Status of benchmarking 

Á Status of each baseline assessment 

Á Status of opportunity profiles  

In addition to the above status reports, presentations would be made to the Working 
Group at critical stages of the Review, including the validation of the baseline 
assessments, the completion of the opportunity profiles, confirmation of the proposed 
validation strategy, review of the preliminary and final draft summary report, and 
ongoing review of the opportunity list.  

Finally, a presentation would be made to senior management at the outset of the Review 
as well as periodically at key stages of the project. 
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O. Project management and quality control 

Potential challenges.  We have summarized below potential challenges and 
mitigation solutions in carrying out this project, with a view to meeting the project 
objectives and target dates. 

Summary of potential problems and proposed solutions 
Problem Type Potential Problems Proposed Solutions 

Project delivery 
Project falling behind 
schedule 

Á Ongoing tracking of project deliverables 

Á Weekly  client reporting and communications 

Á Dedicated staff to support analysis in each 
service area (maximum of 3 baseline 
assessments per staff) 

Inconsistent quality of 
analysis 

Á Orientation at outset of project 

Á Provision of knowledgeable and experienced 
consultants to support analysis 

Resistance to 
change 

Tendency of managers to 
want to protect own 
resources within 
organizational silos 

Á Focus on end-to-end processes and horizontal 
relationships across the organization 

Á Use of validation workshops to challenge 
findings and conclusions 

Á Overall broad and open discussion of options 

Á Use of benchmark information 

Á Development of resource targets as the project 
progresses 

Determining the 
appropriate level of risk 
(for example, control 
activities established as a 
result of past incidents) 

Á Identification of risks and mitigation measures 
in place 

Á Consultation with senior management and 
stakeholders 

Á Analysis of performance results 

Obtaining 
information on 
external 
benchmarks 

Obtaining access to 
information on 
benchmarks/ best practices 

Á Involve managers in the collection of 
information 

Á Use existing available information to the extent 
possible 

 

 


