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Brittnay Del Guidice started transcription
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Laurie Goldmann   0:03
Talks to JF regularly and I'm guessing she's combing our website.
[image: ]
Graham Flack   0:08
Page down.
[image: ]
Laurie Goldmann   0:09
Perfect. So Brittany, it is one o'clock. Do you want to let in the folks we have? OK.
[image: ]
Brittnay Del Guidice   0:12
I'm ready. Sounds good.
Good.
[image: ]
Laurie Goldmann   0:39
Hello everyone. We're just gonna give it a minute for some more people to join and we will start momentarily.
We will get started. So good day everyone. My name is Lori Goldman and I am the Apex Executive responsible for events and external partnerships. I am joining you today from Ottawa, which is situated on the unceded territory of the Anishinaabe Algonquin Nation.
We acknowledge that we live and work on lands that have been home to Indigenous people since time immemorial. As we meet, we recognize that our participants join us from many traditional territories across what is now Canada. We honour the diversity of Indigenous cultures and histories and commit to fostering respectful relationships as we move forward together.
I'd like to thank you all for joining us today. Before we begin, allow me to do a small plug for upcoming APEX events and remind you to please keep visiting the APEX website as we're always adding new events to the page. We are very pleased to be offering a three-part series next week on retirement, including another session on the member plan.
A session with Riley Moines on the four phases of retirement, concluding with a session with Desjardins on financial planning and knowing that we are heading into that time of year when we have to turn our attention back to PMAS, we will be posting a session shortly on our website with Craig Dowden on having performance conversations.
And most importantly, I'm very excited to share with you all that registration is now open for Apex's annual Leadership Summit and Awards of Excellence, which will be taking place on June 2nd to 3rd here in Ottawa with a virtual option. As you know, if you miss an event on our past events page, you can access them as well as other.
Resources and videos. Now for a few logistics for today's session. Subtitles and simultaneous interpretation are available through Wordly, and a link has been posted in the chat if you encounter technical difficulties.
Please use the chat function and a member of the team will assist you. We want this to be an interactive discussion, so if you have a question, I would ask that you raise your hand and wait to be called upon. Alternatively, please feel free to submit your questions using the Q&A function. We will try our best to address all questions at.
At the end of this by the end of the session. Please ensure that when you are not asking a question, you keep your microphone closed so that we can avoid any noise in the background.
So with that, I'm very pleased to welcome Graham Flack back for this continued discussion on what great leaders do differently, especially in times of transition and constraint. As you know, Graham is a recently retired federal public servant who has held who held.
City Minister roles in five different departments and is currently a Commissioner on the Judicial Compensation and Benefits Commission, as well as serving on the Board of the Public Policy Forum, Grand Challenges Canada and the University of King's College, as well as a Senior Fellow of the CD Health Institute.
So I know you can all read Graham's bio. Where we're very excited to have him back today is because he has always been a strong advocate for looking at change as an opportunity. So with that, Graham, I will turn it over to you.
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Graham Flack   5:12
Un impact sur vous-même, mais aussi que vous portez le fardeau de toute votre équipe. Alors je propose que aujourd'hui, au lieu de prendre le vingtaine de minutes que j'ai pris la dernière fois, je propose de juste faire un bref sommaire de ce que j'ai dit la dernière fois comme 5 Min.
Pour laisser le plus de temps possible à vous de poser des questions sur n'importe quoi de comment gérer la situation actuelle. So IM IM just going to try to reduce in the five minutes the essence of what I said The Last time.
Evelyne Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rou
Evelyne Lindsay: So last time I briefly covered the context, three main points I made. The first is that this dynamism and change and expectation for greater speed of adaptation is not transition. It is a permanent feature of the world we're living in. Indeed, the
Main Boardroom Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore Honore
Main Boardroom: Studies we did of past spanning reviews, they don't come in ones. So I think you should be doing your planning on the assumption that there will be additional reviews that will happen. The third piece of context though was that this is
A time of opportunity, as you know, guardian institutions like the public service are risk averse institutions and.
Qui est présente dans toute l'économie canadienne. La seule façon de s'adresser à ça, c'est l'innovation et je pense que ça devrait être au cœur de ce que vous faites. Et même le greffier ouvrir la porte à vous directement en termes de dire que vous devez questionner des règles.
En effet, il vous a donné une permission explicite de prendre des risques et de faire des choses de façon différente.
So I outlined five strategies last time I talked to you for operating in this kind of environment, where I think innovation is absolutely paramount. Productivity is a not about working ******.
Evelyne Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury Fleury You've just had operating budgets reduced and you're still expected to deliver
Evelyne Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sau
Innovation is not an individual sport, it's a team sport. I am glancing my eye on the third period of the hockey game, the Olympic hockey game right now, where I think there's nine players involved in the three points that have been or three goals that have been scored by Canada so far.
So I found in my career innovation comes at every level in the organization, there's no correlation between level and the amount of innovation. So this is a time to really open up your organization to get those ideas and inputs from from every level of it.
Catherine Aubin a continual part of what you're doing.
m m m m m m e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s e s ell
Et ça, leur force de poser des questions fondamentales en termes de on peut pas le faire comme on le fait maintenant, si on est à trouver un 50% de réduction, il faut vraiment.
Repenser toute notre façon de faire, toutes les règles qui nous touchent, c'est ça le type de questionnement qu'il faut faire. Troisièmement, il faut dans cet environnement qui change tout le temps, avoir une équipe qui est capable de travailler.
WFA, remember, we don't have a seniority-based system, we have a system that requires you to look at what are the skills you need in the team going forward.
lei and the select based on the individuals that are best able to meet those skills. That is always the approach we should take, but in a time of change now where we expect that the skills we're going to need going forward and the adaptability we're going to need going forward,
Is even greater. This is a time when you really need to focus in on what's the team I need for this change environment of tomorrow. Fourth point was driving AI relentlessly into absolutely everything you do. This is.
Evelyne Tanguay: A general purpose supercharge your technology where this isn't about taking off the shelf what other people have done. It's about liberating your team to try all kinds of different ways to deal with it. Yes, safely Tanguay Tanguay has some interesting
Guidelines that I think are helpful in framing how to approach these things, but this is going to be one of the most powerful tools you'll have to supercharge, I think maybe not on the timelines that the Prime Minister would like.
But I do believe over a more medium-term timeline will be truly transformational. And my last point, and I guess the plea I left everyone with was this is not some management consulting theory.
You have lived this experience during COVID, ask yourself, how many impossible things did you and your team do during the crisis that were impensable avant la crise, mais la façon dont on a livré la marchandise pour les Canadiens et Canadiennes était vraiment
Impressionnant partout dans le gouvernement. Alors qu'est-ce qui était la? cause de ça, c'était que on a dit, il faut absolument trouver des façons différentes d'agir pour prendre plus de risques. Puis on était vraiment comme fonction publique je pense. Impressionnant en termes.
Finances Kathryn Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin Aubin A
Evelyne Sauer, Sauer Sauer Sauer Thompson Sauer Thompson Sauer, Sauer Thompson Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer Sauer I think the challenge here is how to keep that elastic band continually stretched, how to
Evelyne Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tanguay Tan
Merci.
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Laurie Goldmann   13:20
Evelyne Wonderful. Thank you. So while people get their questions, I will break the ice like I did last time. And so my first question to you would be like based on your your points and and the importance of, you know,
Really, you know, testing. What do you do when you, as you know, an executive, hit an environment where not everyone has drunk the same kool-aid, as the expression goes in terms of, you know, you're getting either resistance from your team members, particularly those who are afraid that the idea of.
Technology is going to replace them, and then you're also perhaps getting resistance from more senior levels too, in terms of being innovative, thinking creatively outside the box.
[image: ]
Graham Flack   14:13
So a couple points to to start, Laurie. The 1st is like I I I think innovation is always is often treated in government as something that would be nice if we had time or if we had some extra resources.
What you tend to find in expenditure reduction periods, in crisis periods in government is innovation because it becomes a necessity because it's the only way we're going to be able to navigate through the situation. So I I think that's the first approach you take with your team and with senior executives.
Is there is no realistic possibility. We're going to be given additional resources to do what we're being asked to do. In fact, we're being asked to reduce the spending, but continue to deliver what we have. The only way we can do that is by doing things differently. Like there isn't another way. So I think the business case.
Pretty overwhelming for people and putting it to them like what would your alternative be? In this environment, the status quo just isn't an option. Like change is an absolute necessity to be able to do that. So that's the first is I think the business case is strong and I think you're getting signaling right up to the clerk about how we need.
To look at rules and rules are often one of the biggest limiters on innovation. But that's actually my second point, Laurie, is the most powerful question I had in my career that I found was when people would say, well, we can't do that, the question.
Well, show me the rule that says I can't do that. And in the vast majority of cases, you're going to find there isn't actually a rule. There may be a cultural norm in the organization. There may be some memory of a perceived rule or something. But actually, if you look at, and I did the full treasury board rule set, HR rule set.
But it's very rare that there's actually a rule that limits you from taking, taking action. So rather than accepting the response of somebody saying, look, I'm sure we can't do that or I'm sure we can't do that, I would just push, push, push, push and say where does it actually say we can't do this and I.
I find in in probably 80 or 85% of the cases that clears the way and in the other 10 or 15% you can then have a debate as the clerk is inviting you to do about whether we don't need to change the rules.
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Laurie Goldmann   16:49
Excellent. Thank you. So Alexandra Young has her hand up.
[image: ]
Alexandra Young   16:54
Thanks, Laurie, and thanks, Graham. So I am a long time, I would say executive, 15 years or so in the public service now with APEX in my 6th week and feel extremely privileged to be kind of watching what's happening a little bit from, you know, the exterior.
And you really, really feel for for all of our colleagues across the country and around the world that are dealing with this super challenging time. Obviously I'm really curious as to what you're hearing.
From your former colleagues at the deputy level in terms of like how they're experiencing within their own organizations, this change at that level and what they're doing, like where they're seeing the maybe some gaps already kind of appearing.
Where some of the challenges are and maybe some of the resistance is on kind of what fronts. What we're hearing, of course, from a well-being perspective is, you know, executives, we all know came into this already super pressured, super tired, whatever. Now they're dealing with the emotional strain like it's just.
Everything's heavy. And personally what I fear is that after this period that we're gonna see kind of, you know, increase sickly, that kind of stuff happening. Maybe we're seeing it already. I don't know. I haven't looked at the the stats.
But your insight on kind of what the, you know, very most senior public servants are are are seeing already at this juncture would be super helpful and maybe some actions that they're discussing.
[image: ]
Graham Flack   18:39
Thanks, Alexandra. Great, great question. So I am meeting with a lot of of current deputies. So the clerk actually asked a handful of us retired deputies if we would serve as a resource for the current deputy community specifically to deal with.
With the expenditure review issue and the reason, and this gets to your point on how folks are feeling, is with the exception of Bob Hamilton, none of the current deputies were in deputy roles during the last major expenditure review exercise, right? So I think anytime.
[image: ]
Alexandra Young   19:12
Mm.
[image: ]
Graham Flack   19:19
Any of us approach something that is got a lot of challenges associated with it. For the first time, there's a higher level of anxiety. And I think as good empathetic leaders, we don't just feel the anxiety for ourselves, but for everyone we work with, right?
So, so I've had a detailed look at all the numbers across the whole public service and this is one of the key messages as that I get to deputies is that if you look at the the HR reductions that that we're dealing with.
And you compare them to DRAP in proportional terms and size of the public service, they're relatively comparable. Now, is that going to give folks comfort? Not if you don't remember how DRAP played out, right? So.
28 to 30,000 people or positions were impacted in draft and I remember as a deputy at the time working, I talked to every single employee who was affected in my department individually, like the the level of stress and anxiety and uncertainty was enormous.
If you fast forwarded through the 18 months of the of the draft period, it ended up that there were 8000 individuals ultimately who left the public service. And in virtually all of those cases, they were voluntary departures. Not all, but virtually all.
So part of just working through this as executives, and even as deputies, is having an eye on the way our system operates. It creates an incredible amount of stress because we don't have a seniority system, so it's not a simple there's 20 positions.
And we know exactly who the 20 people are. We have a workforce adjustment program that's designed to focus on building the skills for the future. But if you work through that process and you take the number of people who are going to depart anyway.
You look at the number of people who are actually happy to take an education leave because that's an option they wanted to do to transition. And the new thing you have right now, this early retirement incentive, which I think is going to generate an awful lot of interest for the employees you have who want to stay in the public service.
My projection is a very, very, very high probability that they're going to be able to do that, right? Unfortunately, you're in the period of maximum stress now because if you had 100 positions, there might be 300 people who got letters, anxiety levels enormous. Everyone who's left feels I'm just going to have to end up doing.
The work that the people who left. So this is a super tough period emotionally to go through and deputies are feeling, you know, that pressure and that stress. But but again, I I I go through, we've been through these in the past with similar tools, in fact even better tools now with the ERI.
I project that, you know, you will be able to move through this in a way that will not have the impacts that I think a lot of people fear. Now what that leaves though is what will be, I think the more important question for deputies to address, which is.
In not all cases, was it true that the reduction was achieved by eliminating a program? If you're eliminating a whole program, it's relatively straightforward in that there's a function that ceases. In cases where you have general efficiencies, that places real pressure on an organization because you're you're being asked effectively to.
Do the same things, but to do them more efficiently. And I think a key lesson from past experiences on this is just reducing that overhead and hoping there's gonna be no impacts is not actually a strategy that you need to look at innovative.
Ways you can do things differently to actually be able to reduce the burden on what people are doing, right? And I go back to the point I made in the quick summary at the front end. I've often find found that in my career that the very, very best sources of that advice are the folks who are closest to the.
You just do a frustration check on what are the things that frustrate you most in terms of wasting effort and time and where it's going. So this is totally a time to tap into that. I think what's different this time, and I'm certainly hearing this from deputies, is.
In past reduction exercises, the big program review under Kretch and Martin draft under Harper, that was the dominant objective the public service had to deliver for that period of a year or two years.
What's different now is because of the context we're in, the public service is being asked not to simply find reductions and then keep doing all the things it's been doing, but to face the quite extraordinary challenges that's Canada's facing in the changed world. So it's both a putting.
A foot on the brake, but then also an accelerator at the same time that is particularly challenging and I think I have no doubt everyone's feeling that stress, but you're seeing their leaders are certainly feeling that pressure as well, which is it's delivering this in this.
To speak context, I'm not for a minute going to minimize how tired I know everyone is and the fatigue I know people people feel. But I I just, I just want to go back to COVID as an example where I assume most of you as executives were in the public service as executives during COVID.
We hadn't seen that big an increase and that high a score of the Canadian public's evaluation of the public service as we did during COVID. Canadians felt at a time of incredible stress.
Where they were feeling anxiety that the public service delivered for them in ways that were quite remarkable across the board. So I'm not saying this is going to be easy and I know how tired folks are, but I think.
Most of us join to have an impact on our on our country and to help our fellow citizens. And the situation is such right now that yet again, you're being called on to to to do impossible things. There's a limit on, you know, how much.
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Marie-Josée Beauchesne (elle, la | she, her)   25:48
OK.
[image: ]
Graham Flack   26:03
Energy, that's going to give you to focus on that. But this isn't a a manufactured crisis by a government. This is is real and our ability to respond to it is is really critical for Canadians. So for me in times of crisis that always helped.
Just knowing that you you push through the fatigue because you know it's it's it's necessary. And I think that that's one of the other things senior leaders very conscious of the fatigue, very worried about the fatigue in their organizations, but also aware of the fact that.
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Alexandra Young   26:21
1.
[image: ]
Graham Flack   26:39
This is a real set of interrelated crises the country's facing and we need the public service to be at its best to to to address it, right so.
That to me helps situate it, but but this is, you know, this is a challenging time to be a public servant, no question.
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Alexandra Young   26:58
Absolutely. I I know Lori, there's a follow up or a question, but I do have a quick follow up if I may. So, so Graham, that was super fascinating in terms of the gaps, like are you hearing that it's innovation because I've heard you talk about innovation a lot like is where is the risk? Maybe gaps not the right word is the.
Risk, the fact that we are not really necessarily good at innovating like we did during COVID, we do it specific crisis periods. Is that a gap? Is it, is it potentially that you know more junior executives will have more accountability that they're not necessarily used to? So maybe kind of a like where's the, where's the risk?
[image: ]
Graham Flack   27:35
Yeah.
4.
[image: ]
Alexandra Young   27:38
The biggest risk at this time?
[image: ]
Graham Flack   27:39
So, so risk in the public service is a four-letter word and what most public servants have been trained is what you ideally want is is if you're going to innovate, you want risk-free innovation. And as I've said before, that's like calorie-free poutine.
It'd be lovely and it doesn't exist, right? So I I don't accept that the public service is bad at innovation because I've had so many lived experiences which are accelerated during crisis of how it can do it.
[image: ]
Alexandra Young   28:10
OK.
[image: ]
Graham Flack   28:14
What I would say is as a guardian institution, it is by design. It's not a bug in the system, it's a design feature of the system. It's cautious and risk averse, right? But you have.
A clerk who appropriately has responded to the context for facing right now and saying I need you to question the rules. I need you to look at how we can like question the fundamental things, not just go faster and do, you know, without any risk, explicitly understanding that you need to question those rules and see if there's.
Still fit for purpose to be able to to to do that, right? So is the is the new environment that I think going to emerge one in which more junior executives are more empowered? Gosh, I hope so.
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Alexandra Young   28:49
Yeah.
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Graham Flack   29:04
That would be great, and I don't think people should fear that. I think I have been a huge believer throughout my career in in delegating power down as far as you can in the organization, well below the executive level to empower individuals.
[image: ]
Alexandra Young   29:04
Mhm.
OK.
[image: ]
Graham Flack   29:19
So I hear the reverse. I hear frustration from junior executives about how they don't feel they have enough space. And I think we're in an environment now where everyone's going to have to take more space if we're going to succeed.
And and I don't think that that's something scary. I think that's actually what most people want. They want to be able to focus less on following rules and more on delivering outcomes, and they want less on process.
And more on action. So if those are your guiding principles and you push to design your system to be able to do that, then I think that that will have positive outcomes in in in the end.
[image: ]
Alexandra Young   30:09
Thank you.
[image: ]
Laurie Goldmann   30:12
Perfect. Thank you. So we will go to Chantal now. Chantal, if you can start by introducing yourself and where you work.
[image: ]
Richard, Chantal   30:19
Sure. Thank you. Hi, Graham. Chantal Richard. I'm with the Office of the Commissioner of Canada Elections. I had a question about just a follow on from, I guess the first one that Laurie asked. What practical approaches or tools have you had the most success with in terms of getting teams?
To flex that innovation or creativity muscle to generate, I guess those when you talk about having a high standard for innovation. So to get them to the 50% gains as opposed to the 5% gains, you mentioned the frustration check maybe as one such approach, but I just wondered if you had any other practical suggestions on that front.
[image: ]
Graham Flack   30:54
Yeah, yeah. There's so many. And I wouldn't, you know, I I wouldn't say that there's a a defined toolkit you should focus on because I think there's so many different ways you can come at this. Here are some I've used in every department I was in, I would set up an innovation fund.
It might have been smaller, like a Canadian heritage where you put $100,000 aside and any employee could put forward proposals that were going to change approaches for better outcomes. And if you set that up in the right democratic way, which often involves.
not having six layers of authority look at the proposals, actually have peer judging of the proposals in terms of what it is, um and you empower those outcomes, then what I find is over time the fund actually stops being used because senior executives are kind of
We have embarrassed about the fact that they hadn't funded the innovation themselves in their organization, so we don't even need to use the fund, right? Another tool I used was I offered lunch to the team who had the first failure. Not the first success, but the first failure. Because if we don't as executives, explicitly create space for.
People to fail like true innovation. If all your innovations are working, look under the hood. They're not really that innovative. If people are truly innovating, there's going to be failures, and you need to create the space to allow those failures, right?
There are other cases where it helps if you set up a a specific design hub innovation team that can help supercharge the practices around that. But honestly I found one of the most back to the the point you raised about frustration.
I have found if you want to generate innovation in the organization, tapping into that frustration is one of the most powerful tools. I'll give a trivial example and Laurie will laugh because she knows the executive assistant I'm talking to who I had for most of my career.
At Public Safety, we did an open competition for innovation proposals and employees got to vote on which were the ones that they thought were the most important. So the one that came second was to move away from letterhead. We had all these different letterheads that ministers had towards electronic letterhead and I made the mistake of saying to my assistant, Angie.
Like, what? How important is this? And like, she tore my head off. Do you know how stressful it is when it's always you're in a rush to get this thing to the minister and we've got six different letterheads and you have to manually feed it and the printer always jams? And you know how expensive this stuff is? It's a complete waste of time. It's a complete.
It's a complete waste of effort. I would not have had insight into that because I had never printed onto the letterhead, right? But your frontline folks are going like, this is a crazy kind of, and I've got a better way to do it. You create a culture in which there's empowerment of that kind of action.
And and and and against a backdrop of this isn't just the nice to have like the alternative is we're magically somehow all going to have to deliver the same amount with 10% less like that doesn't work. I think that that that's how you that's how you really engender that in the.
And in some cases, it's not by putting a big label of innovation around it. Some people find that a big, fancy, scary kind of word. It's just are there ways like innovation fundamentally is about how can we do things differently to get better outcomes?
So are there ways you think we could improve that don't involve more resources? My point around that 50% is drawn from the experience in in COVID. Actually Laurie and I were at the SDC together. If you go into any design exercise and you say we want to make something more efficient, the.
Mindset people will tend to bring to that is OK, like maybe we could speed this up a little bit, maybe we could tweak this a bit. You kind of get 5% outcomes, right? Like that's the most you can imagine because you're optimizing. If you go into the exercise with a as we had to in COVID, what if we had to deliver these new benefits 90?
Percent faster than we ever did before. And that causes a change in thinking where people go, well, we couldn't have checks for this and we couldn't do that and we and you go, yes, we couldn't, but you know, how could we still deliver it in a way that would achieve?
Oh well, we might have to do back-end checks in terms of this. So we meant like it changes the mindset for folks in a way that because we are all creatures of the rules we've gotten used to, right. So if you if you fundamentally challenge those precepts and that opens people's minds to say.
Well, you know, maybe we don't actually need that to do it that way or that rule. We can do this in a different way and then that would revolutionize how we do this. So those are some of the strategies. But I I really find this is a space that is as creative as the innovators that you you all are and have on the team. So there's lots of ways to come at this.
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Suzanne Drouin   36:14
Thank you so much.
[image: ]
Graham Flack   36:16
Just shut that.
[image: ]
Laurie Goldmann   36:19
Thank you. So Graham, we do have another question, but before we go to, we have two more. I just want to ask you quickly. I want to flush out a little bit. You said we need to create room for failure and that is a word like that's a dirty word, right? Like there is no room for failure. People fear saying no. I remember being a junior analyst and knowing I couldn't do what my boss had asked.
And was shaking in my boots to be able to go back and say I can't, but here's what I could do instead. So what would be, you know, if you were off your top three tips and tricks for creating that kind of environment where we as executives are letting our teams know it is OK, you can come up with different ideas.
Things may not work.
[image: ]
Graham Flack   37:00
Yes. So I I think it's a it's a key point. I probably went deepest on this when I was at Canadian Heritage and you know, some folks because I had started there as a summer student many, many decades before. And so I knew some people well enough that they'd come up and say like I might.
You might even think that you're going to back me if something goes wrong, but you're not going to be around. So like, why should I take this risk and what should I do? So I think what that revealed for me is it's important not that just what we use words.
But that we're quite explicit in what we document about innovation. So in the case of Canadian heritage, the departmental plans.
Built every single one of the experiments because we required all of our many grants and contributions programs to have experiments. They built the experiments deliberately in the public facing document we sent to Parliament saying this is what we're planning to do and we built in minimum failure rates.
You heard me right. Minimum failure rates. That is, we wanted at least a 20 or 25% failure rate among the innovations we were trying because if we had lower than that, it was a sign that we weren't pushing the envelope far enough. So we were quite explicit about the failure rates and then as I mentioned earlier.
Earlier, the prize I offered was for the first team to fail, that they would have the lunch. So there are techniques you can do where instead of just saying it explicitly in an oral setting, you actually are quite deliberate with your team and with your bosses.
We're going to experiment with a portfolio of things. We're going to try 10 different things. If we get two big successes out of this, this will be fabulous. There'll be some failures in here as well. We're going to be delivered in measuring what the results are, and then we're going to accelerate the ones that work and we're going to shut down the ones that don't.
So that's that's where you are quite deliberate in creating the environment and and I think in this environment it's easy to explain why you need to do that because the only way we're actually going to achieve those kind of innovations, the only way we're going to achieve the better productivity we need to is if we drive these.
These innovations, but you're explicit in the framework you set out so that nobody can say, Oh my gosh, I didn't know anything about this and why didn't you do it?
[image: ]
Laurie Goldmann   39:29
Perfect. Excellent. Thank you. So we will go to Timothy next.
[image: ]
Graham Flack   39:40
Bless you.
Ouais.
[image: ]
Timothée Labelle (il, lui | he, him)   39:58
D'accord, d'accord, d'accord. Alors tu as présenté le défi auquel on fait face aujourd'hui comme de devoir faire face à un contexte géopolitique, technologique qui est en changement constant, transformationnel avec cette variable-là de devoir réduire les ressources.
De nos équipes. Mon inquiétude qui s'ajoute à ça, c'est dans cet environnement là de ressources réduites, est ce qu'on va être capable de retenir et de garder toutes les améliorations qu'on a accompli dans la fonction publique en termes de diversité, inclusion dans les 10 dernières années?
Et en termes de valeurs et éthiques, dans les 3, 4 dernières années, il y a eu des gros pushs sur ces fronts-là là, on tourne notre attention collective vers efficacité, les gains d'efficience. Mais comment retenir un peu des bons coups et comment?
Moi, je sais qu'il y a encore des efforts à faire au sein de mon équipe pour la diversifier encore plus. Je sais qu'on peut toujours améliorer nos processus pour viser plus d'excellence, plus d'intégrité. Comment continuer à pousser ces conversations-là qui ont eu tellement de momentum dans les dernières années dans le contexte actuel?
[image: ]
Graham Flack   41:07
Et tout d'abord, je dirais que c'est actuellement dans les périodes de réduction des dépenses où typiquement on voit un un augmentation de l'appétit pour l'innovation.
Alors c'est pas que si la réalité dans la fonction publique c'est que il y a une forte amélioration de réduction dans 2 contextes, un c'est quand il y a des coupures parce qu'il y a pas de choix, puis la 2e C'est que.
Quand on fait face à une crise, puis il y a pas de choix que de faire de l'innovation, alors je ne vois pas le à cause de fait de la réduction qu'il y a un risque à l'innovation, mais pour la question de diversité.
Je pense que.
Ça devrait être traité comme toutes nos autres objectifs essentiels dans la fonction publique. Alors juste comme moi je vois pas l'innovation comme quelque chose que si peut-être on a un peu d'argent additionnel et un peu de temps additionnel, on va en louer un peu de temps à ça. La diversité.
Inclusion, ça devrait pas être quelque chose qui est pas importante, quelque chose qu'on fait à côté. Si on a un peu de temps, puis un peu d'argent, ça devrait être parmi toutes les autres buts essentiels de la fonction publique. Puis le but devrait être comment?
Avancer ce que nous devons avancer dans cette période avec toutes ces éléments, alors c'est de rendre plus mainstream en effet, toutes ces efforts parce que c'est pas une ajout notre capacité de bien servir les Canadiens et canadiennes.
Ça nous force d'avoir des programmes qui reflètent et qui comprend la diversité et inclusion de toutes nos systèmes. Je donne un exemple que sans doute tu m'as dit, Vous êtes au courant, mais ou t'es au courant? Mais.
Il y a des autres qui sont peut-être pas qui est un mariage de ces 2 choses, OK? Alors à patrimoine, un des innovations qui étaient introduit ou proposé par un des programmes dans les programmes des arts étaient-ils ont vu que la participation des personnes autochtones.
En termes de pourcentage de personnes qui ont gagné des prix et des bourses de que patrimoine a donné était beaucoup plus bas que on aurait imaginé avec le pourcentage de la population. Puis l'analyse qui était faite par l'équipe était que.
Notre système est très lourd en terme de papier. En effet, il y a des artistes qui payent des personnes à remplir toutes ces choses parce que la paperasse est si compliquée que ça. Et c'est surtout quelque chose pour les personnes autochtones qui.
Que qui le feedback qu'il nous donne, c'est que c'est très lourd, puis sur ça compliqué. Alors l'innovation qui était proposée était donc au lieu de faire une longue application en papier que on pourrait soumettre un vidéo.
Avec votre proposition ?
Là, et c'était juste un pilote projet pilote pour des personnes autochtones, mais là ça a changé des règles du jeu de façon important. Puis là soudainement, tu as eu des résultats différents en termes de le pourcentage des personnes qui ont gagné des prix qui étaient des personnes autochtones.
Mais la vraie innovation était pas de dire alors juste pour les personnes autochtones, on va avoir cette option de soumettre des choses par vidéo, on a ouvrir ça à toutes les personnes.
Puis là ça, à la fin, il y avait toutes sortes de personnes qui étaient pas bon à remplir de paperasse mais étaient très bon à exprimer en vidéo ou autre format leurs œuvres, leurs idées, et cetera. Alors ça c'est un bon exemple.
Le but au début, c'était de s'adresser à une question de diversité inclusion. Mais le résultat à la fin était un meilleur système pour tout le monde qui a aussi avancé la diversité d'inclusion. Pour moi, c'est un exemple.
Parfait de comment nous ne devons prêter.
Diversité inclusion comme un ajout, mais vraiment quelque chose qui est central, j'espère que ça répond à ta question.
[image: ]
Timothée Labelle (il, lui | he, him)   45:43
Oui, absolument merci.
[image: ]
Graham Flack   45:45
Puis dis Bonjour à toutes mes amies là-bas.
[image: ]
Timothée Labelle (il, lui | he, him)   45:47
Absolument.
[image: ]
Laurie Goldmann   45:49
Perfect. Thank you, Tristan, over to you.
[image: ]
Tristan Hovey   45:53
Feniak Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis Tanis
Y I'm wondering if you can share how we navigate ultimately as things get paired back, how we maintain the right level of energy and resourcing on the continuous improvement and I'll maybe introduce a subset sort of
Evolving from our legacy systems where some of that discretionary resourcing that might have been used now is less available, how do we do it at a department or even at a horizontal level to ensure that we can continue creating the foundation
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Graham Flack   46:28
Dia.
Yeah.
Chiara.
Y.
Chia.
And not an area I had gone deep until I went to ESDC where we had a pension system that was almost old enough to qualify for old age security in terms of the code running the system.
And you know, early brief was that that system was not reliably backed up, had never been tested and back up. And if it went down, you know, we there there was not a clear strategy for how to deal with that and there have been failed efforts to kind of move to a new one, right. So I feel the pain and I know.
Many of the systems face these challenges, so let me divide this in two. The first is.
I think there is now, in a way that was less true four or five years ago, real potential for some customer facing, citizen facing gains by bolting on some of these A I tools to the interface we use with students, with citizens, even with legacies.
System in a way I was much more skeptical of four or five years ago. So I don't think it's a it's it's it is an and and not an either or in that I think there are in areas potential to achieve gains even with the the deeply challenged.
Legacy systems we have to get the continuous improvement you you talked about, the ability to test more quickly, to get to code more quickly, to get feedback from our own folks using the system more quickly is there.
But I say and and because we have to fundamentally replace these legacy systems. And if we are successful in replacing those legacy systems with new modern systems, the ability to supercharge them and supercharge the power of our employees to continually improve them.
Is at least an order of magnitude better. So I think and I hope the government has recognized that that the type of gains that they're hoping to get from technology, that a big chunk of that is going to come from the.
Successful replacement of of the big legacy systems across government and all of our major systems. The biggest systems are the income support systems, largely at ESDC, the immigration systems, the border systems and the tax systems.
The successful transition of those to modern systems, which is not easy having lived it, and when you successfully do that, the acceleration is really there. And again, back to my point about how the stuff I'm talking about is not theory, it's reality. We had started on the.
Of the legacy system transformations at ESDC when I was there, which was old age security and that system is now successfully been ported and everyone is being paid on a brand new.
Flexible dynamic system that can do that. So I think there needs to be efforts on both fronts. In terms of that improvement you're talking about, we have to drive down hard on the replacement of the legacy systems because the new system will provide a foundation.
That is far more dynamic and flexible than the ones we have. But I also am firmly of the view that the speed with which particularly AI coding can happen allows us to bolt on.
Some early improvements that tether into the the the legacy system, but to the client present a kind of more dynamic front face and more efficiency. So I think it's proceeding on on on on both fronts, but.
If we can get to the point where those legacy systems are replaced, the ability to use these new tools to more dynamically adjust to what our frontline people are saying they want and need is is quite radical. And again, not theory.
We did a deep study of, for example, the Universal Credit system in the UK where they're doing updates on their system every two weeks. When you see one of those dynamic modern systems in play, the the front line folks working on them are.
Very empowered. Rather than spending time on three different screens, cutting and pasting things, much easier to move things and much easier to get feedback. They're the dominant sources of feedback on what should change in the system, but the clients ultimately believe in them as well. So I think this is a huge part of the agenda we need to focus on, but one of my points.
What AI was, I was pretty skeptical of what I was seeing five or six years ago in terms of what AI was giving us on this full to fancy API onto the back end interface that is legacy. Now I'm seeing real dynamism there, so I think there's possibility.
Even in that near to medium term to get gains. I hope that was OK, Trus.
[image: ]
   52:07
Yeah.
[image: ]
Tristan Hovey   52:09
No, that's good. Thank you.
[image: ]
Laurie Goldmann   52:12
Perfect. Thank you. So picking up on that, Graham, so you're talking a lot about the innovation using AI, the outward facing systems, right? You know, I was at ESDC with you and I know what the story was of how quickly the system might have gone down. How do like, what is your?
Advice thoughts around the internal to government systems because we still live in a very antiquated world, right? Like my biggest pet peeve is you move from one department to the other and you have to hand back your computer and hand back your phone and get a new e-mail address and lose everything. And to me that.
[image: ]
Graham Flack   52:44
Get a different security clearance, yeah.
[image: ]
Laurie Goldmann   52:46
Exactly. And and that is, is slowing us down, right? Like that's a lot of noise in the background. So what are your thoughts on that?
[image: ]
Graham Flack   52:51
Absolutely.
And so the analysis is almost identical to the one I just walked through with Tristan, which is in some cases you need reform of the legacy system. And an example where we were on a path to success on that was the one e-mail to rule them all.
So I did. I was in one of the pilot part departments and had a Graham dot flag at canada.ca and my mom was thrilled that she would never have to ever change my e-mail address again because she'd have one that would work. But then there was a a failure.
In the project, I think Bell was the major partner that ultimately did not proceed, but that's an example of where you need to fix the legacy system there. If you're going to get the big game, you're going to be able to do, but there are other areas where you can make significant improvements.
Without at lower cost than you would have five or six years ago because of the new technology, you can imagine building something super efficiently that allows greater portability, right? So like you, I had e-mail, pet peeve, security clearances, super high on my list. Don't understand why you need a different one in different departments.
The ease of moving technology that is surmountable and I have surmounted it in cases, but how to make that easier and more flexible? Again, some of these tools should allow a instant journal voucher transfer between departments so you don't.
Don't have the same kind of issues, right? So if the cost of those things are high because you have to put a big system in place and people tend not to invest in them as the costs come down. And in some cases AI is actually driving things in a way where we could imagine spooling up one of these systems.
Over.
As opposed to over a year, then I think you can get real gains, but the same drives for efficiency. In fact, I think you'll find if you go to employees and ask them about the frustrations, it's the internal inefficiencies that are going to drive them as crazy as the external inefficiencies. And we need to go with those just as well because those are equally.
If you're spending 10% of your time on internal service inefficiencies, that is just as much an impact on your productivity as if you're working on the EI system and it's inefficiencies and having to move information around the screen. So I think we need to go at all the and again.
It's not always you have an environment where there is a cost imperative to do this, but also linked to that the clerk with an explicit call to action about questioning the rules and looking at how we can, how we can do things.
More efficiently, I would be jumping into that space.
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Laurie Goldmann   56:00
Excellent. Wonderful. Thank you. I am cognizant. We have 4 minutes left and I'm guessing we will start to lose some people. So I want to ask you like if you were to give people, you know, you've given a lot of really good messages here, but if you were to sum it up in like the the one key take away that they're gonna take back and they're gonna.
Use with their teams, they're going to use with their management. What? What would that be?
If you're giving them the one liner.
[image: ]
Graham Flack   56:27
Yeah, changing the way we do things. Innovation, if you want the fancy label, is the only way you are possibly going to be able to meet the necessity that we change at an ever greater pace.
That we do things with fewer resources and that we are more adaptable and nimble in response to this changing environment. There is no other pathway to doing that and.
And this is not something that I find you can outsource to somebody else. Your best sources of advice on how to do this are you and your team members, all of your team members at all levels. So to me, this is an imperative I don't know.
What the other strategy would be in this environment to trying to address what you're doing. Innovation has to be at the core of it and and I and I guess that that if I have a second message I'm allowed to leave. It's that you've all done this. You've all done this in crises. Think about all the impossible things you did as we.
Transformed in so many ways, and in many cases we then went back to the way we did things before because we thought the rules kind of compressed back in. So to me, these are environments where you can seize the opportunity to do things better, but I think innovation has to be central.
to what you're doing.
[image: ]
Laurie Goldmann   58:04
Awesome. So does that mean we all get to go back and say Graham told us to? Perfect. So with that, oh, somebody's applauding that idea.
[image: ]
Graham Flack   58:09
Absolutely. Blame me.
[image: ]
Laurie Goldmann   58:19
So with that, Graham, I want to say a huge thank you. This was session #2. This was amazing and it is always very inspirational to to hear from you and to sometimes we just need someone to tell us it's OK. And I I think this is this session has done that. We really do, right? Like everybody has innovative ideas.
But you need to know it's OK to bring them forward and that it's OK to fail. Um And so I really, really appreciate your time. On behalf of everyone who participated today, I want to say a huge thank you.
[image: ]
Graham Flack   58:52
Thank you, Laurie, and thank you to all of you Canadians. We are all very fortunate to have you working for Canadians in this challenging time. I know this is not easy, but you're needed now more than ever.
[image: ]
Laurie Goldmann   59:07
Wonderful. Well, with that, we will wish everyone a very lovely rest of your day. Thank you so much.
[image: ]
Graham Flack   59:11
Wait, wait for Mercy.
[image: ]
Brittnay Del Guidice stopped transcription
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