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Suzanne Lehouillier   0:03
I see an excellent journey.
Thank you all for being here today. Now, to support the Clerk of the Privy Council's expectations for a more agile, innovative,
and responsive public service, Apex launched a series called Transforming Public Service Culture in collaboration with the Privy Council Office, or PCO. Now, during the first session, we explored public service renewal, accountability, and values-based leadership.
Today's session will examine how leaders can reduce complexity, accelerate decision making, and empower teams to focus on delivering value. And the 3rd and last session of this series will occur on November 5th. So mark your calendar. You can now register on the APEX website for that session.
The moderator for today's session is Gaveen Cadot, Assistant Secretary to the Cabinet, Public Service Renewal Secretariat, Privy Council Office, and our two panelists are Mona Luke, Senior Executive Director and Chief Financial Officer.
at the Pacific Economic Development Canada. And we have Alana McDougall, Director General, Service Policy and Design, Immigration, Refugee and Citizenship Canada. La biography, solicit web de la APEX, and Merci.
In our meme, a voutro de parmenu au jordui, a la simpletarde, and a parcel apparel and not moderatrice Gaveen.
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Cadotte, Gaveen   2:03
Merci beaucoup, Suzanne. First of all, I just want to echo the message that the Clerk has sent out to all public servants, just recognizing our personal gratitude for the military personnel, emergency responders, and our thoughts being with the injured and the families of the members of the Canadian Forces in the
the tragic events that happened. And it reminds us every day, I think, of just how, as the Clerk mentioned, the role we play in the public service, the service element of what we do and how important it is to the work that we do every day and to Canadians every day. And it's really my pleasure to be with you. And thank you, Apex, for hosting this second session.
in our Executive Learning Series, and to our two panelists who are joining us today for a very timely discussion. Sachin Mama, unique poet and leader in public, and a tan, Suzanne, the graffiti.
With a very location, the premier plan on set transformation and back new in the country be a better Avenue to Canada. She partly the the cat.
The reference responsibility personnel a la garde resulta either continue the create and function public inclusive.
With tool a function as a sound, Vallée is a certain new a habit say a com or contribute. A de print is a vent and do the graffiti. Pandre La Paulo Sommet de la Apex. We had the nouveau is stay so the necessity the change in natural culture. I find the natural culture.
Access to the result. So this transformation is ultimately about changing how organizations work so that we can deliver better outcomes for Canadians. We need to be.
ambitious and change how we work to become a high, to become that high performing public service that we endeavor to be every day. And so now we are looking at ways about how we do this. This is the year of implementation. This is a word the Clerk uses a lot, execution, the delivery, and we really need to seize this moment.
And this involves simplifying how work gets done. And this is not about lowering standards, but more about removing barriers that slow delivery and decision making and that crowds out the space for high value work. I'm going to repeat some of the words that Clerk mentioned at the Apex Summit, but it's really stuck with me that
And we know this, that Canadians don't experience plans and strategies. You know, to meet their expectations, we need to drive towards those outcomes and executions that they really actually feel and experience. And that means unlocking capacity and improving productivity. And as leaders, we play this critical role in removing the organizational friction, accelerating decision making, and managing
rather than avoiding risks. So change management can be delegated, right? The planning for change, the change milestones, all of the KPIs, but the change leadership, that's with us. That's our job to ensure that our teams understand what matters most, what outcomes we're trying to achieve,
and what will change and what will stay the same. So these conversations focus on the practical side of transformation. What are leaders doing today to simplify how work gets done, to shift their organizational culture, to use technology in a more effective way, and really empower people and move from the intention of
of change to the execution of change. So this discussion focuses on those real experiences and lessons that executives can apply in their own organizations. For the leadership,
So, you know, I've talked about, we've all talked about, you know, why transformation matters and the context. I think we all feel it every day, we see it, and that need to simplify how work gets done so we can focus on outcomes for Canadians.
But transformation is more meaningful when it moves from the theory to the practice. So I like to start by grounding our discussion in that real world experience. And I'll turn to Mona 1st to sort of talk to us a little bit about an overview of the transformation that you're leading in your own organization.
And what's that thing that you've stopped or simplified or changed that have really made a meaningful difference to execution?
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Luke, Mona (PacifiCan)   7:24
So Gaveen, thank you very much. And that's a great question. I think one of the hardest balances is moving quickly on things that need to happen now. With growing demands and the pace of technological change, we're also taking the time to build a real culture. And you talked about culture, Gaveen, and a culture of innovation.
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Cadotte, Gaveen   7:41
Mhm.
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Luke, Mona (PacifiCan)   7:43
learning, and then also new skills. That part is slower, but it really does matter. It means creating a space for training, for trial and error, lessons learned, and also bringing people along. So we're investing in our people for the long term. So that's a really tough balance for executives. We're being asked to deliver.
and the results this government is focused on right now, obviously, but while also making changes to the public service that are sustainable over the long term. So our president at Pacific Camp here, Nana Sloan, has really challenged us as an organization and challenged us to transform the way that we work and to be bold.
So each branch was asked to step back, take a look honestly at how we do things, and ask the question, why do we do it this way? From there, the challenge was to come back with something practical to try and then actually try it. So what's been interesting is that many of the ideas did not need a lot of money.
at all or high level approvals. They just needed permission or willingness to do things differently because we're always stuck in the status quo. We focused also, you mentioned there Gaveen the clerk's priorities, focus, simplify accountability. I know you've got inclusion there as well, obviously very important. And we built our own transformation strategy.
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Cadotte, Gaveen   9:00
Mm.
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Luke, Mona (PacifiCan)   9:03
So with that, we followed 4 pillars, which is simpler, faster, digital, and integrated. So these four pillars, ultimately, we used to lay out what we wanted our client experience to look like. We took stock of our resources that we had available to us, and we started turning our capacity and our processes towards achieving that goal at all levels and in all branches.
So we started to see momentum, I would say, six months after launching of this, the launch of this transformation initiative, we're already tracking nearly 40 projects. That's just within my branch. So 40 projects. So one example is a team that's testing AI to scan vendor invoices and also pre-fill financial
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Cadotte, Gaveen   9:39
Mm.
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Luke, Mona (PacifiCan)   9:48
financial approved forms. Early results are very promising at this stage. It could reduce the time it takes to complete the forms by more than 90%. So think about the efficiencies gained through that. And what I really liked about this is it's employee-led with strong support from our leadership team. So people are given the space to be creative, take ownership,
learn as they go, and build the confidence to try new things. So that's where, you know, I see change start, and that's just the beginning.
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Cadotte, Gaveen   10:17
That's amazing. I might dig into that a little bit more, but let's give Alana, I'd like to hear from you sort of the similar thing, like what's happening in your own organization, something you've stopped or simplified to really make that difference in execution.
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MacDougall, Alanna (IRCC/IRCC)   10:32
I hope the 47 people on this call appreciate the genius of the organizers for bringing Mona here and then myself, just the compare and contrast you're going to get. So like Mona, so interesting to hear about the opportunities that Pacific Hanna is using to kind of look at this is our business, this is what we do, what more can we do? Where can we insert digital? Where can we insert AI?
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Cadotte, Gaveen   10:40
Ess.
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MacDougall, Alanna (IRCC/IRCC)   10:56
So that compare and contrast with IRCC, we had a big billion dollar, billion with a B, transformation going on in the department. So the approach that we're needing to take for that is you'll get a flavor over the next hour is kind of a different nature and is exciting, in some ways less exciting, all for different ways than from what Mona just described.
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Cadotte, Gaveen   11:05
Mm.
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MacDougall, Alanna (IRCC/IRCC)   11:19
But in short, why do we get a billion dollars to start off with? I'll just give a bit of a context. So really the burning platform at IRCC was immigration refugee citizenship. We manage all temporary programs, permanent residents, people want to become citizens and manage the program for getting a passport, even though a lot of passports are actually issued by Service Canada.
So old aging technology that was, on the one hand, unstable. So on the one hand, you go to make changes and the thing could break down. But also when we wanted to make improvements to processes, even make policy changes, because of it, the stability issues, the department was really limited in being able to meet the needs and expectations of the government, find efficiency, et cetera.
And when the immigration system goes down, it has big impacts on the border. So people can't get on planes, you know, tourists can't get here, etc. So that was kind of the burning platform for the government saying, okay, we need to invest in IRCC getting off its old systems. At the same time, the burning opportunity from that
was with new platforms, with new systems, we can really rethink the way we do business and we can achieve policy nimbleness in a different kind of way than we have right now. If we think about how we set our programs up in a more capability, not to get too nerdy, but like a capability based approach and think about what are standard processes, what are the standard things that everybody who's going through the immigration continuum needs to do.
How could we set that up in a way that if the government then wants to make changes, it's much, much, much easier? So that's what triggered the launch of Digital Platform Modernization. You can see the acronym behind me. So I have been the business lead on the Digital Platform Modernization program at IRCC for about 5 years.
So Mona talking about how quickly and how fast they were able to come up with ideas and put together into a plan and actually start executing on things. Well, when you're dealing with that level of change of totally replacing foundational systems for an organization, foundational systems for a government who's trying to manage the border, who's trying to make sure people can still get in and out,
and also a significant amount of money. The level of governance, the level of planning that needs to be done, understandably, is significant. So I can say, where are we five years in? Like some pretty great benefits that we've seen already, but we, you know, went through our vision setting exercise. We were able to articulate what's the blueprint of the future that we're trying to get to.
We procured our new platforms. We got those platforms in place and started to make the connections to our old systems to be able to start moving stuff over. And we have actually started to roll stuff out to the public. So of the people on the call, I don't know if anyone has applied for a passport online to renew their online passport recently, but that was one of the big initiatives from digital platform modernization. And whether you liked it, whether you loved it, liked it,
I thought, oh, there's some CX stuff that could be better here. Regardless, you save the government $12 by applying online instead of going through an online paper process. So obviously, you can always improve on the CX, but that's like real tangible benefits that the transformations brought. We've also piloted digital visas to be able to start issuing visas digitally around the world instead of manual processes that we have.
[image: ]
Luke, Mona (PacifiCan)   14:29
Okay.
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I love it.
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MacDougall, Alanna (IRCC/IRCC)   14:47
We're underway, we're underway. But to your question, Gaveen, about what made a meaningful difference in kind of like the execution of where we are, big transformation, it's a marathon, it's not a sprint. There can be, when you're trying to do really, really big system changes, there can actually be risks to...
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Mhm.
Yeah.
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MacDougall, Alanna (IRCC/IRCC)   15:06
getting too far down a path that's not actually where you want to support for a longer term transformation. So, you know, there are lots of ways we can move faster, but also like lots of lots of reasons for why people are, you know, sober second thought is often happening. But at the same time, that like that
The primary driver always needs to be in the back of her head as we are doing and has been in the back of her head for as we're doing transformation. Client experience, client experience, client experience. We want clients to have a seamless experience. We want because we want them to choose online. We want them to choose a business process that's actually more efficient for the government.
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Mhm.
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MacDougall, Alanna (IRCC/IRCC)   15:44
as well as being much more logical and preferable for the clients, but also designing processes to be automated first. So if you can come up with a business process, even if it's for a million clients, even if only one client can actually make it through a full automated flow, if you manage to achieve that for one,
then you can work over time to adjust your risk styles, adjust your rules to get more and more through that automated flow. But starting your design process with what are the exception cases, oh, but what about the 3% of clients that are never going to be able to go through that process can really get you log jammed. So biggest accelerator for us really is having an automated first when you're doing your service and process design lens.
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This is great. And you're right, who put this great panel together? Ah, yes. So for everybody who's listening, for all our participants, and I'm looking at, I'm going to try and moderate for time so that we have time for Q&A after. But I think what we're seeing here is like some really, what we'll see throughout is
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Geniuses, geniuses.
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Ohh.
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you know, when you're, whether you're leading a massive mega change, it's billions of dollars, there's something in here around the execution, there's some principles that sort of transfer over and we can see what the differences are, or maybe that's going to be something that's in your next role or a future role. But there's also that every day sort of like we, there's things, there's
frictions in the system, and you can have a multitude of smaller, let's do it now projects, kind of like in Pacific Can. I know you guys also have the bigger projects too, but I know you have a mix in Pacific Can, but there's that element too around that permission space, and maybe we'll get back to that in another question as we're going.
talking about, you know, the digital space as well. I know that's going to be a question I have later on. So this has been a really great setup for sort of talking about as we go deeper with each question into the different elements of how do we make these transformations real, whether it's a large mega full department
You know, a system or, like, sort of smaller projects that all have impacts on client experience or our ability to move quickly and transform.
Plus, so my le le le processes, so they sort of in touch sort to le le person le compartment in a fashion don't let have it I complete of course at the end. Dog Jeremy met not explore a last spe mine de la transformation. La transformation a fundament.
The person, the culture, the processes of the technology.
Post that question.
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MacDougall, Alanna (IRCC/IRCC)   18:52
What's it for? OK, yeah, maybe. I've like MPN module function. Just don't change. I've like more allows. Beaucoup beaucoup.
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Cadotte, Gaveen   19:02
Yeah.
And.
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So getting that buy-in for what it is that you're trying to accomplish, it's not just about convincing people that you're doing the right thing. So key to that is people feeling like they've been heard and people feeling like they're part of what's going on. So as the business lead for DPM, like me saying that I've got the change management function and I'm super engaged in this.
I am always meeting constantly with unions, with external stakeholders, with settlement organizations, with lawyers, consultants, as well as like who are involved in the immigration processes, as well as with colleagues from across the department. And I think an important thing that I've learned through all that
Like when people come to you and they've got a concern, it's a data point that you need to think through what is the underlying point, pain point behind it. So it's not, we are not, we don't, as you know, public servants.
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Mhm.
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MacDougall, Alanna (IRCC/IRCC)   20:17
people that have issues. They're not all constituents with issues that need to be solved. They're not things that come to us. We have to figure out necessarily how to integrate, but really listening to folks and making sure that you understand what is it behind what is causing this, causing their concern, whether it's worry that something's going to get broken that works right now for them,
whether it's worried that they have an issue that's not going to get resolved or hasn't formed part of part of the initiative that you're working on. So just really listening and having that open mindset of that, like really a learning mindset. There's another thing I'd like to talk to you, talk about, about as we're like, we're all leaders as executives.
An important piece is also about how you build your team and kind of the skill sets that you have when you're building the team to get ready to drive a change. But maybe I'll let Mona jump in before I go off on a tirade about team building.
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Cadotte, Gaveen   21:12
The the the the the the the the employee.
À toi pour ajouter quelques points à cette discussion.
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Luke, Mona (PacifiCan)   21:36
Oui, merci. C'est une très bonne question Gavin et je suis d'accord avec ma collègue Alana. Selon moi, le personnel doit participer à l'amélioration des services à toutes les étapes, pas seulement après qu'une décision ait été prise.
Ce sont souvent les employés qui connaissent les réels points de friction, les expériences de client et ce qui fonctionne vraiment dans la pratique. Trop souvent, nous concevons des.
Solution sans consulter les spécialistes et spécialistes techniques et les personnes qui est en contact direct avec la clientèle. Et nous demandons ensuite pourquoi la solution ne fonctionne pas bien, alors nous essayons de devenir une organisation plus orientale.
à Pacific Camp, et avec plus de possibilités pour les décideurs, les décideurs et les spécialistes de travailler ensemble tout au long d'un projet, pas seulement à la fin. Et ce même principe s'applique au changement de culture,
La direction doit définir l'orientation, c'est la première chose, mais l'employé, les employés à tous les niveaux doit devenir responsable du changement a comme Alan a dit et nous soutenons des employés animés.
par la curiosité et l'innovation à titre de champion et championne de l'innovation et les étudiants pour faire progresser les idées au sein de de leurs équipes. Plusieurs de nos améliorations les plus marquantes sont venues de ces personnes.
Parce qu'elles sont plus proches du travail réalisé. Nous avons aussi appris qu'une transformation nécessite des ressources qui y sont consacrées. Les, le personnel doit déjà gérer des besoins opérationnels.
Alors nous avons nommé des conseillers et les conseillères en transformation à titre des agents et agents de changement, et ça, c'est pour créer des liens entre les personnes.
Ça, c'est très important. Éliminer les obstacles et transformer les idées en action. À Pacification, ces personnes ont tissé avec succès des liens entre les personnes de niveau opérationnel et la haute direction.
Nous avons aussi dès le début veillé à illustrer la valeur de la transformation parce que la valeur de la transformation est très importante. De petits gains significatifs ont donné lieu à des résultats concrets et en bâti de la confiance et en créer un élan pour un changement plus global.
Et un autre principe que nous nous efforçons d'appliquer est celui de 2 pour un. Et si nous mettons en place un processus, une étape ou un outil, celui-ci devrait en remplacer.
au moins 2 qui sont plus anciens ou plus fastidieux. L'objectif n'est pas de transformer un processus papier complexe en un processus numérique.
Tout aussi pénible pour tout le monde. Alors Cela étant dit, le l'un des défis de important est le rythme de changement lorsque les choses se transforment rapidement.
Il peut être difficile de tenir toutes les personnes informées et de s'assurer qu'elles obtiennent la formation dont elles ont besoin au moment opportun et le dernier élément.
Que j'aimerais ajouter et qu'au gouvernement, la confiance en public est aussi important et ça doit rester au cœur de tout ce que nous faisons et.
C'est particulièrement important en période de perturbation maintenant, et notamment avec un sujet comme l'IA qui peut susciter des réelles questions en préoccupation chez les gens, nous devons être aussi transparents.
Que possible sur ce que nous faisons comme nous le faisons, et notre processus de réflexion au sujet de la TIC aussi des risques, des répercussions et des sources.
La population canadienne, comme vous savez, doit comprendre le changement avant d'être prête à collaborer avec nous et nous faire part de ses réflexions. Ce type de transport peut prendre peu de temps au début.
Mais il fait gagner énormément de temps par la suite et de la confiance à un long terme. Et ça, c'est ça, c'est une chose très importante pour tout le processus aussi.
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Cadotte, Gaveen   26:55
Merci Mona et c'est vraiment important de intégrer ça et de être intentionnel quant à qui doit en faire partie de changement qu'elle voit n'entend de nous pas et des fois.
Oui, on rêverait à accélérer notre progrès, mais c'est important de vraiment organiser et planifier l'engagement avec les employés, les intervenants au début du processus.
Et de le faire d'une façon rapidement pour qu'on puisse avoir l'information au début de ce type de processus. Et comme l'a dit Alana, il faut, vraiment écouter la source pour la source pour trouver la source des préoccupations.
En posant la question alors que nous essayons de approfondir les problèmes qui se posent derrière les employés des intervenants concernés comme il y a quelques questions que quel besoin sous-jacent n'est pas satisfait?
Qui que c'était de protéger ou de accomplir quand il a levé des certaines questions donc merci pour ça parce que c'est une partie vraiment importante.
de la gestion de la de la transformation et peut être je vais commencer à peut être changer le côté à la technologie so we talk about people we talk about the other side Technology you both talked about.
m m m a a a a a a a a a in helping us work differently but technology alone doesn't transform an organization. We talked about the people side and digitizing can be a complicated process. Alana, you started to introduce us to.
Evelyne Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau Rouleau
Elle You know-how you incorporated technology into your transformation to enable a better way of working rather than simply digitizing an existing process that may not no longer be fit for purpose. So maybe I'll go to Mona on this one first.
Elle And you know, where has technology made that biggest difference and what did you have to simplify before introducing technology?
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Catherine Gillian, You're very attentionable about not starting technology and to avoid exactly what you just said, digitizing an old or redundant process, right? Like many organizations.
We were seeing a tremendous amount of excitement around digital tools, automation, and now obviously AI. Everywhere we go, we're hearing about AI and how could we use AI, things would be much faster. So those technologies are incredibly powerful, as we all know.
Photography Info de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée de la Vallée
We started with the knowledge aspect of things and really explain what is AI. So we had to come and talk about what is AI, what are some of the fundamentals, get some excitement in there and then off to the discovery workshops.
Ha We facilitated conversations across different functional areas, so different and all functional areas within Pacific Ann, and we documented, grouped our pain points from individuals and did mental mapping from an end-to-end process and end-to-end processes into a long, long list to understand
m m m a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a
m m m m a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a d a
Evelyne Lacroix: We identified a common issue that we all might be familiar with, which is three different groups of teams asking for hiring managers for similar information for onboarding new staff. So each of those teams, we're not talking to each other because everyone's busy.
Photography & Distribution Distribution Distribution Distribution Distribution Distribution Distribution Distribution Distribution Dist
Reps from each group.
needed, and now we're in the process of simplifying that process. So with smart forms, so not just the same common forms, but digitized, we don't want to make it painful or equally painful digitally, as I mentioned earlier, is to start with smart forms and add some AI to that. So as a result,
it was a much more seamless process where folks really felt a sense of support and a sense of appreciation for the new process.
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That's really good. Yeah. And I love that example about not about how you didn't sort of just take a process and digitize it, but really step back and look at like, where are those pin points across the broader areas? Alana, what have you sort of incorporated this in your own organization in terms of how you're digitizing, you know,
processes. You talked a little bit about the technology that you're introducing to really transform the way work is being done and how services can be delivered.
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MacDougall, Alanna (IRCC/IRCC)   33:00
Don't get me started. Don't get me started. This one I could take up the rest of the hour on, although then I wouldn't get to listen to Mona, who has all these other fabulous examples that's getting me thinking about things as well. Doing this big digital transformation, we certainly from the get-go had the, like an understanding across the whole department. I don't want to start quoting Eminem here, but
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And.
Yeah.
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We have one chance, don't miss this opportunity. As you're moving off of, once you have systems in place, they tie you to certain ways of doing things, just the way that they've been architected. So moving off to brand new platforms that are, that are, you know, that are architected in a much more modern way, although those things evolve over time, but.
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Yeah.
Yeah.
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just gave IRCC this opportunity to fundamentally rethink things, that there was definitely alignment across the organization that we didn't want to miss it. We wanted to make sure we harnessed it. So really the first thing that we did was come up with our business vision. Like we were very, very clear. We actually mapped out a series of client journeys. What is the client experience that we're looking for overall?
consistent for all of our lines of business. And then whether there are any differentials for visitors versus a foreign worker versus a citizenship applicant, et cetera. But mapping that up visually and going out and we dragon's den, we went to people outside government, to other departments and said, are we taking this far enough? Should we be pushing this even further and got great feedback on how to
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Mm.
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push that vision to be as integrated, not just not as far out, but even integrated for the government of Canada. Like, do you think you could get SIN issuance in there at that point? Oh, maybe the person can get access to their child tax benefit at that point, if you like make a data connection with CRA there. So that like future vision being really clear.
And then the next one was clearly identifying what are the benefits that we're going for. Like where do we think we're going to save money? Where do we think we're really going to move the needle on client experience and by how much? So we think this is going to improve. If we invest here, it'll improve the client experience by 2% client satisfaction, but this one's going to give us 20%.
Okay, well, when it comes time to prioritize what's more important, we're going to pick the 20% one. Thank you very much. This is going to save us $100, but this is going to save us $100 million. Okay, where does it sit in our priorities? And all of that was done. Again, I'm talking about a big transformation with big procurements that, you know, in and of themselves took over a year to go through. All of that was done before we even went to procurement. So when we went out to vendors,
years, we were able to very clearly say, this is the experience we're looking for, this is the employee experience we're looking for, and this is what we expect to get out of that. Can your platforms do that? The other piece, and I started to talk a little bit for the last question about as leaders, how we build our management tables, but I think that's an important one here as well, when you think about technology and making sure you're getting the right thing out of technology.
having spent five years now on a digital transformation business from a business perspective, but with all the digital stuff that goes along there, I have really lived the shift in mindset that's required amongst a table, going from the, for anybody who does human-centered design or even
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just creative thinking in general, that diverge period, and then you go into converge. So you're needing to start off with blue sky. Don't hold yourself back from all the things you could accomplish, but you can't do that forever or else you're never going to get anywhere. And so needing to tip over into converge, and the converge is where
decisions, priorities need to start getting made, good enough needs to start coming out. You don't want good enough when you're in diverge, but you absolutely need good enough where we can de-scope or de-prioritize that when you're into actually trying to get things out the door. So that, again, that importance of having a management team who's got the right mindset of change management,
but that you have the right folks who are thinking about vision because they love the diverge, but you have the people and now we're tipping into implementation that have the right skill set and can get into the converge and can make those hard calls to actually make sure the right stuff with the highest benefits are getting out the door.
[image: ]
Cadotte, Gaveen   37:15
I love that. And, you know, I was thinking about a few things as you both were talking and that word of ambition. I mean, the Clerk uses it a lot. I think the government uses it a lot. And there's a lot, you know, I think in this space, and you quoted Eminem, which was
I love that too. Is we, you know, I think the Clerk talked about this at Apex too, like, you know, we don't like to be in crisis, but if you're going to be in crisis, you can't waste this opportunity to make really big change. And the level of ambition that I'm seeing from the Privy Council offices is quite big. It's a large ambition. So.
There's different things on the table. You're thinking, are we going to go for this? Is anyone going to go for this? That there's such an opening to make changes that I really do encourage, you know, all executives that are listening to think that that could be on the table. And to your point, Alana, like you can scope it later. You can start off small.
As Mona mentioned, like, there's like you can just do something that's really like targeted and small, knowing that what you learn can be used for like a larger project down the road. So it's all the learning is transferable. I want to connect the two things we just talked about before going to my last question.
on, you know, the people side and the technology side. And, you know, what are, you know, what would you say, just looking back on your experience, is like, what's the role that, you know, senior leaders can play in creating the conditions you talked about, those the human-centered conditions, but also that conditions for
you know, adopting digital processes. So maybe I'll toss it to you, Mona, first on that one and then over to Alana.
[image: ]
Luke, Mona (PacifiCan)   39:05
Excellent, excellent. And you're absolutely right there, Gaveen. Leaders need to create the conditions for innovation by creating an environment where staff feel empowered to take initiative to make that change. So that is fundamental, absolutely. We need to also see success in fostering that culture by recognizing employees.
[image: ]
Cadotte, Gaveen   39:19
Mhm.
[image: ]
Luke, Mona (PacifiCan)   39:26
So, but not only for delivering on a successful experiment, but also those who have failed along the way and learning something valuable from that failure, because that could be a lot of successes down the road through that one failure. So being able to embrace that as leaders, being able to have the
[image: ]
Cadotte, Gaveen   39:40
Mhm.
Yeah.
[image: ]
Luke, Mona (PacifiCan)   39:45
backs of employees when they say, you know what, I've got an idea and I want to put that out and put that out there and make sure there are clear parameters, but the feeling is okay too. So by creating the space to be shared widely, the work in this space is shared widely.
[image: ]
Cadotte, Gaveen   39:46
Mm.
Yeah.
[image: ]
Luke, Mona (PacifiCan)   40:04
What we did within my branch is we had something called, we started something called Innovation Monthly, where one team or one person is asked to do like a quick 15 minute demo or a share on a small transformation project of what they've worked on. So through that sharing, they're learning themselves and at the same time.
[image: ]
Cadotte, Gaveen   40:21
Mmm, that's right.
[image: ]
Luke, Mona (PacifiCan)   40:23
Others are hearing that and others are asking questions either to inform themselves or to add more to that project or initiative to make it better. So it's a win-win.
[image: ]
Cadotte, Gaveen   40:36
I love that. And that's super practical. This is the whole point of this whole talk is like to get out of the theory into like, what are people actually doing that's working? And I love that monthly sort of check-in where employees can feature and they can talk about what they're learning, what went well, what went wrong, and it's all celebrated as long as there's learning and progress that way.
Alana, did you have anything to add to that just from your perspective as well?
[image: ]
MacDougall, Alanna (IRCC/IRCC)   40:59
Yeah, I love what Mona is saying and totally agree about that creating space for employees to be able to harness that innovation that's in them and the issues that they see where things are going wrong. So I'm going to say this other thing, and it's not contradictory, I swear. At the same time, for any of us, it can be hard to
[image: ]
Cadotte, Gaveen   41:01
Yeah.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   41:19
see how different things could be compared to our day-to-day. We can all get into just kind of like, oh, the funk of how things are and the mindset of well, if I just tweak one, this one thing a little bit, it could be a bit better and tweak at this other thing, it could be a little bit better. So the role, I think that there's a role that we can all play as, again, as leaders, we're all executives here.
[image: ]
Cadotte, Gaveen   41:23
Yeah.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   41:40
in really asking those probing questions to our staff who recognize they have a pain point, they recognize something isn't working, but asking them, have you taken that as far as it can? Have you pushed that idea to be as transformational as it could be? Have you talked to other folks about how it's working for them to see, like, are there other issues that could be solved at the same time?
Again, not solving, not telling people how to do things, but just asking those probing questions to help staff get the ideas to a point that really is, could have as big an impact as possible and have as many benefits as possible.
[image: ]
Cadotte, Gaveen   42:05
Mhm.
I think this ties into something that Mona mentioned before, which is, I love this word because I use it all the time when I'm out talking with leaders, is that permission space. Like what you're both talking about is actively and being explicit and then backing it up with action around being
[image: ]
Luke, Mona (PacifiCan)   42:24
Mm.
[image: ]
Cadotte, Gaveen   42:32
so clear and repeating that employees have their permission to change something. They have your permission to propose an idea and within the parameters you give them to push that idea to the nth degree. And we can't just say it. I love what
you, both you, Mona and Alana have said, you've actually come up with practical ways to reinforce that you re-encourage this. And so by asking those probing questions, as you mentioned, Alana or Mona, having that innovation, 15 minute check-in at the team meeting, both are like, not only am I giving permission,
but I'm backing it up by actually showing it through these actions. So there's really practical things that we can do every, like right now as leaders, which actually takes me to my last question. So colleagues who have been listening to our talk, our discussion here, sort of podcast version,
is really going to be around that execution, that practical piece. So colleagues, this is my last question. So we're going to be turning it over to you after. So get your questions ready. This is your opportunity to talk to executives who are in it right now, who've got that practical piece to say, like, how do I do this? Help me.
think of another way or an idea. So before we get to questions from the audience, my last question is around those lessons learned. Like what have you learned that could help other executives move from intention, like we want to change, we know these things aren't working,
[image: ]
Lachapelle, Dominic   43:58
Thank you.
[image: ]
Cadotte, Gaveen   44:15
to like actually executing on that and seeing the outcomes of that intention. So if you could give executives, you know, one thing they could do differently tomorrow, what would that be? So I'll throw it to you, Alana 1st and then to Mona.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   44:30
I'm just gonna reiterate some themes that I talked about already, so I'll be a little bit boring, but...
[image: ]
Cadotte, Gaveen   44:36
Do your recap. I love it. Give us your to-do list.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   44:39
Non AI related ECAP, not using Chatgpt to get my recap. So the first one is really having that vision to start with, know what it is that you're trying to accomplish, like what it is that you're trying to get out of a change and even better if it's grounded in benefits with metrics. Like I know I want to reduce calls by 20%. I know that I want.
[image: ]
Cadotte, Gaveen   44:49
Mm.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   45:00
clients who have a 50% client satisfaction rate on process X to get up to 75. So that grounding in what your vision is and don't lose track of it. The second one, as leaders, making sure you are purposefully building your management table around the different skill sets and the different approaches that you need from whether it's change management, whether it is a
mix of people who are know departmental processes really well, old timers who like know where the bodies are buried as well as out as new thinkers who are maybe from the outside. If it's all new thinkers, they're not going to have St. cred. If it's all people who've been around forever, they won't, they'll have a lot of much harder time moving into a really transformational transformation.
transformative space. So being very purposeful in how you're building that management team. And then the last one, me talking about having been in this role for five years and really felt the change and changing nature of a big digital initiative over time. Make sure you know where you are in the process. Are you in a diverge part of the process or are you in the converge?
Because if you're in converge and you start bringing a diverge mindset, not only are you going to slow things down, you're going to drive everyone insane. But if you are still in the diverge and you're thinking about, no, how can we get practical here, you're going to be missing out on how far you could take things. So just being aware of where you are in the initiative and making sure you're bringing that right energy to where you are.
[image: ]
Cadotte, Gaveen   46:26
That's great. Over to you, Mona. What would you add to that?
[image: ]
Luke, Mona (PacifiCan)   46:32
Yeah, like great points, Alana. We see a lot of that in our organization, and you know, you're giving me a lot of food for thought there, I'm going to say, and how we could integrate that within PacificCand. And I'll add one more thing to that, which is we talk a lot about this, and it sounds obvious, but it's prioritization.
It's probably one of the most important skills in executive leadership, I'm going to say. It's also a skill that you build over time. So it depends a lot on the environment itself around you. So one question I keep asking is, are our organizations actually set up to support fast
difficult decision making. And are we helping new executives learn how to do that exactly? So as the world gets more complicated and the role of public service keeps expanding, we have to get better at choosing projects and how we choose our investments as well. So
[image: ]
Cadotte, Gaveen   47:17
Mm.
[image: ]
Luke, Mona (PacifiCan)   47:30
It's doing more than one thing at a time, but it's not just about picking the right projects. It's not about, it's also about sequencing them properly. So it's the prioritization aspect, but it's also the sequencing aspect as well, and making sure that work lines up across portfolios instead of happening in silos.
So for us, that means on initiatives that have staffed benefits, things that advance more than one priority at a time, that would have a greater priority. For example, that would be our mandate, our clerk's priority, or what we are hearing from stakeholders or partners or the public.
So we want to be able to pull all of those elements together. And we also have to be honest about what needs to come first, right? There's always a temptation to jump right straight into that big, exciting technological solution or talk about transformation with a big T before all the basics are put in place.
But the foundations are, if they're not solid, it's harder to build trust. And I talked about trust early on, like public trust, public perception. And trust is both inside the organization as well, as much as it is with the public.
[image: ]
Lachapelle, Dominic   48:39
Yeah.
[image: ]
Luke, Mona (PacifiCan)   48:44
So I'll give you an example at Pacific Can. We've been prioritizing the reform of our, I'm going to say, project assessment process. And one of the most time consuming parts of our grants and contributions lifecycle for both our clients and our internal teams. So if we can get funding decisions made faster, we can be more responsive to industry changes, things like
tariffs, and we can also free up internal capacity for other priorities that serve Canadians. So that is 1 priority that we've drawn a lot of attention to. And the last thing I'm going to say about prioritizing is also accepting that not everything will be done. I know this is very difficult to hear. It's even a little difficult for me to say,
[image: ]
Lachapelle, Dominic   49:10
I should.
[image: ]
Luke, Mona (PacifiCan)   49:26
But we simply cannot do more with less. We have to do things differently. And what does that mean? So some things will stay at the bottom of the pile. Not that it's gone, but it's at the bottom of the pile. And we need to make hard choices. So work feels manageable for our teams, but also ourselves as executives.
Sometimes it's not about doing both things. It's this and then that with the sequencing, or sometimes it's this instead of that in terms of really needing to make some of those really important priorities.
[image: ]
Cadotte, Gaveen   50:01
Oh, I love that. My whole executive career, I've always told my teams that I don't do doing more with less. It's just not, I don't do that. What we do less with less or we do different with less, right? And prioritization is so, so, so important. And we have to make those hard choices or we have to be explored.
explicit with our team when we're delegating work about what level of effort is really needed. Sometimes I'm like, if you spend more than, you have to be explicit, if you spend more than two hours on it, it's too much time. On my priority list, this is like handing in a C-level paper is, it's 100% in my books. And be explicit with that so that they feel good going home with this, knowing that they handed in a C-level paper, but it met.
[image: ]
Luke, Mona (PacifiCan)   50:39
Good.
[image: ]
Cadotte, Gaveen   50:46
Your expectations, and you know, building a team and looking at what energizes your team, you're gonna have. I remember doing this back when I was ECCC or ADM at the time, put us through this sort of training of what type of what is your preference when it comes to innovation.
And so we had sort of like, is your preference to be the clarifier, like getting the problem right, is your preference, not like you can't do it all as an executive, you have to kind of weave through all these things, but is your preference to be the ideator to really kind of like think about the big ideas? Or is your preference to be the developer and really like test it out and go, okay, that's a great idea, but how do we refine it and make it better?
And then you got your implementers. And so I was so lucky because I was an ideator implementer. And so I was like, great idea, let's go big and do it. And then, and a developer on my team's like, well, let's just think about how, right? And so looking back, you know, looking at how we used each other's preferences and strengths, if you will.
really helped in terms of like pushing the envelope and some of the innovative things that we did on that team. So without further ado, colleagues, this has been great. I want to use this time to turn it back to our colleagues online to ask any questions that they might have. So, Suzanne, you're back with us.
[image: ]
Suzanne Lehouillier   52:10
Yes.
[image: ]
Cadotte, Gaveen   52:10
Um, why don't you, I'll let you do your thing.
[image: ]
Suzanne Lehouillier   52:15
Thank you very much. It was so interesting for someone who's worked on projects and love transformation. This is resonating with me. It was great. Now we're opening it up for questions. If you have questions, you can either type it in the chat or
Simply raise your little hand.
And we have great folks here that can help answer some questions.
[image: ]
Cadotte, Gaveen   52:44
Don't be shy, there's always got to be a first one.
[image: ]
Suzanne Lehouillier   52:51
Perhaps I can break the ice. How about that? Let's say there's a new executive, but you know, there's a lot of retirements right now. People are changing roles, perhaps, or inheriting other work. What advice would you give to executives who have inherited the transformation?
[image: ]
Cadotte, Gaveen   52:53
Go ahead, Suzanne, you break the ice.
[image: ]
Suzanne Lehouillier   53:12
That's already underway.
[image: ]
Cadotte, Gaveen   53:14
Mm.
It's a good question.
[image: ]
Suzanne Lehouillier   53:18
Sfu.
Who wants to start?
[image: ]
MacDougall, Alanna (IRCC/IRCC)   53:24
I can certainly start talking about big transformation and then Mona can talk about in the hundreds of transformations that are simultaneously going on in Pacific Can. And we absolutely, we have a number of the key leadership folks within the Digital Platform Modernization Initiative that are retiring, ERI and retiring for other reasons. So
[image: ]
Cadotte, Gaveen   53:34
The.
Okay.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   53:46
It is, and not slowing things down, really finding that sweet spot on, like, you've got new, you're joining, you've got new thinking, asking questions.
[image: ]
Cadotte, Gaveen   54:06
But.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   54:11
questions. Absolutely making sure that you like you might you might see new risks that you're that people had that hadn't noticed, bringing that new energy and that new thinking to the role, while at the same time understanding kind of where the where the large transformation is. We're talking about if we're in a transformation that's multi-year, maybe it's going to take a decade.
If you're in a doing something that might be, you know, an initiative a few months long, there's much more opportunity for pivots. But talking over a really long period of time, understanding where it is and not inadvertently ending up slowing things down or ending up causing, you know, causing questions about some decisions that were taken for very purposeful reasons in previous years.
that like we're on a path. This is the path that we're on. So we kind of have to move forward like that.
[image: ]
Cadotte, Gaveen   55:06
That's great.
[image: ]
Suzanne Lehouillier   55:06
Awesome.
[image: ]
Luke, Mona (PacifiCan)   55:08
Yeah, just to jump in there, I absolutely agree with Alana there. It's maybe I'll add just something here, which is if you take on a new transformations in everything that we do. And I do see a question there from Nancy Baker there as leader. What did you personally have to learn or
unlearn, change, or let go of to make this transformation possible. So just to link that in there as well. If someone brings me an idea or a new idea, because transformation is always evolving. First, I want to know what, have they thought through the full life cycle of the idea and not just the launch of it?
[image: ]
Cadotte, Gaveen   55:44
Mm.
[image: ]
Luke, Mona (PacifiCan)   55:46
But if they're saying things like, well, we'll review it annually. And to me, that's not good enough. I want to understand who is going to be part of that review. How will we hear from users or clients? And what do we expect that we may need? And how would that change over time?
And how would we capture any of the lessons learned in real time, not to make it onerous, but for me, it's a project that's not really finished until we close something off properly or we know the full life cycle and we look back at what worked well and what didn't work well. And then we could put it into the next version. The second thing I like to look at
is if there's good balance between planning ahead and leaving room to adapt. Because with change, with transformation, there's always that room to adapt and always room to figure things out as we move forward. We should think through the points where we need to pivot, because that pivot is going to be key.
and have some options in our mind in terms of, you know, what can pivot, what can pivot. There's some things that we cannot change or cannot modify, but there are others that we can. We also have to leave space for creativity and problem solving. I know we talked about creativity earlier and creativity is really important, especially creativity as it relates to staff who are bringing us these
brilliant ideas and how we're problem solving along the way. We can't predict everything that might go wrong. We can do as best as we can, but we shouldn't treat that as a failure as well. In many ways, it's figuring things out as you go. That's part of the innovation process. The third thing that I look for is kind of interesting. It's commitment, but it's also passion.
If someone's bringing forward an idea that they genuinely believe in, and they've looked at it carefully from all different angles, that really matters to me. And the reason is their energy tells me that they're invested in it. They're invested in the actual project, they're invested in the outcome as well, and they will bring others along as well. So that is really key.
So in simple terms, I ask myself, have they thought through the entire piece, whether they started it, they inherited it? Are they ready to problem solve along the way, individually, also as a team? And do they believe in this initiative? So that's the passion that they bring.
And if the answer is yes to all of that, my next question to them is usually, okay, what do you need from me to help you make this successful? And then I will support that as a leader.
[image: ]
Cadotte, Gaveen   58:26
It's a great answer.
[image: ]
Suzanne Lehouillier   58:29
Thank you. Thank you so much. Rebecca.
[image: ]
Cadotte, Gaveen   58:30
Yeah.
[image: ]
St-Amour, Rébecca (SSC/SPC)   58:39
Yes, hello. Thank you so much for the very interesting chat today. Rebecca Santanu. I work for the AAACT program within SCC, but transforming into Digital Transformation Canada. So there's a lot of movement within our organization, I would say, at all levels, in addition to
you know, changes in senior management and such. I would say what I'm sensing from my team and being sort of that middle ground executive and not necessarily being part of the higher level strategic change discussions, but knowing that there's a lot of that happening, we're tuning into certain things right here and there,
But my question, given the, I would say, pretty fundamental structural changes that are taking place anyways within our organization, how do you manage, I would say, more of the people angle of things? Like our staff are quite stressed. They've been through a number of different changes over the last couple of years.
And this is a pretty significant transformation in trying to manage sort of the expectations where they do have a lot of ideas and potential ways forward, but that vision piece is still not fully clarified. And so how do you sort of mitigate that?
that being in the middle of that and managing staff expectations on what things could look like in the future when that global vision is still not clarified.
[image: ]
Suzanne Lehouillier   1:00:18
Thank you so much for the question. Who wants to give it a go?
[image: ]
Luke, Mona (PacifiCan)   1:00:23
Since Alana started with the first Q&A, Alana, I'm going to take this and start and then I'll pass it over to you. I do have to say, Rebecca, that is a fabulous question because you're absolutely right. We start off with a vision, as you know, across government, whether it's a vision,
for a specific project or a larger transformation agenda. And it's not always clear. And even if it is clear when we start, the nature of the transformational initiative is it changes. You know, as things move, it changes. So that is fundamental to all things. And it's the realization
I think first of all, it's to communicate that to the staff. You know, this is what we know, and just to share what you know, share what you don't know. And as you know information, you're sharing it, and the parts that you don't know clearly say that you do not know, because it's not just being on the same page, it's also building trust.
And I find building trust within a team is essential. And as you have that trust from your team and they have that trust with each other, you have a very strong foundation in terms of where you can bring the team. And as new, I'm going to say, parts of the vision come or it shifts or changes, you know that.
they'll have your back and they also know that you have their backs as well. So that aspect of things is very important. I'd say as much as we focus on the tangible deliverables in the workplace, which is key and fundamental, it's also focusing on what does it mean to people.
like we're talking about people, their livelihoods, not just focusing on organizational objectives, but who they are. So their physical, mental, emotional well-being is equally as important because they bring their whole selves to the workplace. And what we put in place within Pacificat is something called
the mindful warriors. So something that we started, I'd say probably about three years ago. We take about 5 to 10 minutes in our meetings, all staff meetings, it's all staff. So we make sure we focus on an element of mental, physical, emotional health. It's employee-led, employee-driven as well.
in terms of what they'd like to bring. It's part of the agenda. It's part of the standing agenda. And it could be one day, a 5 to 10 minute guided yoga session, virtually and in person through a video. Everyone works through the same thing. You know, you can laugh together. You could do it at your own pace. It could be modified, fairly simple.
Or it could be something that's maybe not so physical, but something a bit more mentally emotional. It could be a coloring, for example. Large coloring sheets, and let's just color, then we share what we've colored. So it only takes, I'm going to say, 5 to 10 minutes. But what I found within the team is folks actually look
forward to that slot on the agenda when we go through our meetings. But it's also a signal, it's a strong signal from leadership saying, you know, we don't just want you to come and deliver on our objectives, but we want you to come as a whole person. We want to see you as.
you know, the person who delivers on our commitments, we want to see you as a person who comes, you know, as who you are, and we're invested in your wellness. So I'm just going to take pause there, Rebecca, hopefully that helps a little bit, and then I'll let Alana take it the full way.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:03:56
That was beautiful. I've got nothing to add in terms of like strategies and things that you can actually do practically speaking, but I just want to say, Rebecca, like I am very sorry for you. You are in the thick of things. All of us have lived like machinery of government or like different kinds of changes, but when you are in the thick of it, like you are, that is a very tough place to be.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:03:56
Yes, thank you, Mona.
[image: ]
Cadotte, Gaveen   1:04:07
And.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:04:11
Yes.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:04:16
And of course, one of the biggest challenges is navigating, finding that right balance between sharing with staff to a level that will give them confidence that, okay, I'm going to be okay. The seniors know generally what's going on, but no, not so much that it creates additional anxiety. And often sharing as everything that you know,
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:04:23
Exactly.
Exactly.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:04:36
can create more anxiety than sharing the right amount of what you know. So it's a really hard, hard balance to try to navigate. So good luck. And the, I don't know if there's anyone from Canada School on, Canada School has some great little like refresher, how to lead in a time of change, making sure you're okay and you're feeling grounded and you're feeling equipped for this like very difficult thing that you're trying to help your staff navigate is really important. So look after yourself.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:04:44
Thank you.
Yes.
A 100%. Yes. Thank you, Alana. Appreciate that. Thank you.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:05:02
When is my boo?
[image: ]
Cadotte, Gaveen   1:05:05
I'm not a panelist, but I'll add my little echo to what my colleagues have said. Rebecca, I've been through so many machinery changes in my career. I've got the badge. I thought we had, I know, right? And so I would say, you know, it is exactly what my colleagues were saying and just add to that.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:05:14
Yeah, this is not my first either, but yeah.
[image: ]
Cadotte, Gaveen   1:05:24
And giving teams a sense of control is also really important. When everything else seems a little bit out of their own control, that can create some anxiety. And so what is something that can focus their attention that gives them that sense of control? Whether it's like, you know, this is what I know, this is what I don't know.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:05:27
Mhm.
Correct.
[image: ]
Cadotte, Gaveen   1:05:44
But if we're asked for our best ideas, let's work on that. And that gives them a sense of control. You know, like today for the next month, like let's see if we can't, you know, improve this aspect of our delivery. This is already within our own mandate. This is ours. Let's see how we can drive this. So I would look for those things that really sort of focus people around.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:05:47
Yeah.
[image: ]
Cadotte, Gaveen   1:06:05
what's already in their mandate, what's already in expectation, which I'm sure you're already doing, but it's just so complex and it's so hard when people want to get to the far future, which is still, you know, not being defined and trying to bring their attention back to, you know, the next month, the next two months, the next three months. And that's,
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:06:07
Yeah.
Uncertain a little bit. Yeah, exactly.
Exactly.
[image: ]
Cadotte, Gaveen   1:06:26
You know, that's definitely the challenge.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:06:28
very helpful. Thank you all for your feedback. I appreciate it.
[image: ]
Cadotte, Gaveen   1:06:31
We're with you, Rebecca.
[image: ]
Suzanne Lehouillier   1:06:32
Great, great question. And we, and as Executive, I think we need to step back sometimes and take the time to listen to what our staff are experiencing, because we have to put ourselves in their shoes at some point, and then it allows us to get
[image: ]
Cadotte, Gaveen   1:06:34
Yeah.
[image: ]
Suzanne Lehouillier   1:06:50
A different perspective sometimes.
And we have someone from SSCSPC who's put in the comments that at SSCSPC they have a great change management center of expertise, lots of resources available, et cetera. So that's good information. I wanted to get back perhaps to Nancy's question. We briefly touched on it, but perhaps not.
[image: ]
Cadotte, Gaveen   1:07:12
Mm.
[image: ]
Suzanne Lehouillier   1:07:14
as much as you probably have something to say about it as a leader. I find that question interesting. What did you personally have to unlearn or change or let go to make a transformation possible?
Who wants to go?
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:07:37
You, maybe I'll start this one, Mona.
[image: ]
Luke, Mona (PacifiCan)   1:07:40
Sounds good.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:07:41
I think starting off having had the privilege of starting the at the very beginning of digital platform modernization and setting that vision and working with stakeholders all over Canada to get to a vision that was as aspirational as we could.
as we could be. It was hard for me then tipping into the real world of now we got to make calls about we can't do it all, what's the most important thing? We got to make calls, what's the thing we're going to do first versus the thing that might get bumped for three, four or even years beyond. But that is the reality of getting things done. Anyone who's done a renovation in their house knows you start off with like glorious of ideas about how our
architectural digest, it's all going to be. And then when the costs start coming in or the amount of time it's going to take starts coming in, you got to make those calls. So I will say as someone who likes to be on the vision side, it was something that I had to learn to do, but it was good learning. I appreciate that I learned it.
[image: ]
Suzanne Lehouillier   1:08:47
Awesome.
Anything to add, Mona?
[image: ]
Luke, Mona (PacifiCan)   1:08:51
Just on petite shows, it's something that I had to unlearn.
Because you work through your career, you need to know the answers. As a supervisor, as a team leader, you go through, yes, you know the answer, you know the answer, you know the answer to that, because you're helping troubleshoot. But to unlearn that or to hold on to that and not to share that right at the onset, so you do get the best ideas from the team.
And then obviously to integrate your thoughts, your experiences into that, that was a really, I would say, difficult, but also essential part.
[image: ]
Cadotte, Gaveen   1:09:41
Hey Suzanne.
[image: ]
Suzanne Lehouillier   1:09:42
Thank you. We.
[image: ]
Cadotte, Gaveen   1:10:02
So it's a trap to sometimes think that we got to move fast. And so there's not time to engage. We just got to plow through. And I think maybe not something that I ever had to let go, but to fight the temptation that that's ever true. And it goes back to what Mona talked about, prioritization.
And there's always a way to sort of quickly bring people in a room, which means dropping other things to get those broader perspectives, to test out an idea, and to engage. So getting that planned in and worked into a transformation is really important, even when you're trying to sort of
Work quickly on something.
[image: ]
Suzanne Lehouillier   1:10:41
Yep, the collaboration and connection is so key.
[image: ]
Cadotte, Gaveen   1:10:45
Mm-hmm.
[image: ]
Suzanne Lehouillier   1:10:46
Right, yeah.
Any other questions?
Esdc.
Ah, in old Gestion.
Nancy.
[image: ]
Nancy Baker (She/Her/Hers/Elle)   1:11:07
So, what was your experience as a leader that was the most useful in that?
as a person, because it's challenging, it's a very hard implementing transformation. So you must go deep into your leadership. So I think that would help a personal reflection for everyone.
And thank you, by the way, for the other one. I really like the answer.
[image: ]
Cadotte, Gaveen   1:11:48
Yeah.
[image: ]
Suzanne Lehouillier   1:11:48
Merci, Nancy, great question.
Who wants to go first?
Mona.
[image: ]
Luke, Mona (PacifiCan)   1:11:59
And the reason why I say that is as leaders,
It's to come with honesty. And that builds trust. And that's important for your team. That's important for anyone to see, whether it's your internal team, colleagues, clients. It's to start with that. And when you start with that, it gets you on a really, really strong footing.
and to really tell it like it is. It's important. Sometimes messages are very, very hard to deliver, but they need to be delivered, but delivered in the most careful way. Someone might provide an idea to you and you think, oh gosh, that will not work. It's happened. We went through it through experience. But it's tough.
find the best parts of the idea to help move those parts forward and to really tell them the truth about the elements that do not and will not work and the reasons why, but make sure that we treat it with honesty and also to build a trust through that process. Every opportunity is an opportunity for us to build that.
And then I'll pass it over to Alana to add.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:13:19
I'll build on with a bit of a personal piece in terms of what I have learned. So I've worked in a few different departments, but I've worked at immigration at IRCC for the largest part of my career. And I am extremely passionate about the mandate of the department and what it does for building Canada and bringing people with experience and
and like knowledge and families from all over the world to Canada and help them establish and help them settle that's making Canada stronger and the economy better and everything. I could go on and on, very passionate about it. So when I have a hard day on this digital transformation, when I'm not quite sure which direction to go, when there's a hard call to be made, and I'm, you know, having a hard time thinking through what the different thing.
things are regrounding myself and my, not to get to Simon Sinek, but my, like my why, like regrounding myself in why is it that I love my job and I love the government and I love the role that I have to play really helps inform, like why are we doing this digital transformation? It's for Canadians and those people who are coming to join Canada.
and it can just help ground it. So coming back to what is the why behind what you're doing can be an important learning when days are hard.
[image: ]
Suzanne Lehouillier   1:14:32
And it makes it real for people, right?
Yeah.
Awesome. Thank you.
And I think to add Gaveen or...
[image: ]
Cadotte, Gaveen   1:14:44
You know, it's funny, like I was, I loved, like I don't dare add on to Mona and Alana's thing. I think one thing, an experience that really tested me, and like you hear this a lot when, you know, on leadership development courses or talks or whatnot, but doing something outside my comfort zone at some point, like earlier in my career,
Oh my goodness. You want to test your leadership competencies. You really want to stretch and rely on your competencies, but also build a sense of confidence for the hardest of hard things. I think looking back, I didn't do it on purpose. I was trying to avoid this.
leadership advice and by accident, I got into a job I thought I knew and I did not understand half of it, so more than half of it. So, but having had done that, all the harder things I had to do after that job really,
gave me a sense of confidence and understanding of myself that has carried through. So don't do what I did and try to avoid it. Just lean into that experience if you get a chance to work outside your comfort zone.
[image: ]
Suzanne Lehouillier   1:16:03
Awesome.
[image: ]
Nancy Baker (She/Her/Hers/Elle)   1:16:04
Thank you. It means a lot to me. Thank you.
[image: ]
Suzanne Lehouillier   1:16:08
Yeah, it's a great conversation. Any question?
Perhaps I'll ask one.
What leadership capabilities or competencies do you think will be the most important over the next three to five years?
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:16:33
I can't remember who started the last one, Mona. Was it me?
[image: ]
Suzanne Lehouillier   1:16:35
Hey.
[image: ]
Luke, Mona (PacifiCan)   1:16:35
I know, same thing. I was thinking the same Alana.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:16:38
I think it was me, so you go.
[image: ]
Suzanne Lehouillier   1:16:39
Yeah.
[image: ]
Cadotte, Gaveen   1:16:40
Yeah.
[image: ]
Luke, Mona (PacifiCan)   1:16:42
Sounds good. I love it how you pass the ball to me. Got it.
Obviously, you know, Suzanne, it's the federal public service key leadership competencies. Those are key. You know, those are fundamental. So I'm going to start with those. Those are the fundamental ones that we need to take a look at. But more than that, as we build and as we move along, I'm finding the need. So if I take a look at my own learning plan,
And I usually have quite a bit of my own learning plan, but I'm seeing a lot of digital learning. I'm seeing a lot of digital learning as it relates to strategic digital learning as well. So I would say we don't need to be as leaders, the subject matter expert, because we have those subject matter experts we rely on.
But to know how do we navigate that environment and how do we have those conversations with people who thrive in that space? Because as things become more digital and as we adopt AI, we're going to need to at least have a level of competence to be able to.
speak that language, be able to understand how we're going to integrate that into our workplace. So in terms of competencies, I'd add to it a strong curiosity for learning and really a strong competence in terms of being able to have an open mind as we approach any possibility within the workplace. And the reason why these two aspects are important is
If you rewind the clock and we take a look at 10 years ago, like I would never have thought I'd be taking an AI training course or how do we implement this? And I would think, wow, automation, that's the thing, right? That's the way of the future. We can automate these things. Yay. And you know, with
my skills in Excel, you know, I could do Power BI and I thought that was the magic. And now like, what the heck, there's something better than Power BI. We can use AI to do this different functionality. So it certainly blew my mind. So as I think through this, we have to make sure we bend our minds to that and be able to
to leave an open mind, to learn new skills and be able to have those conversations and talking to folks who are able to transfer the technology from technological speak to things that we can implement. I think that's a really key aspect. So passing the ball over to you, Alana.
[image: ]
MacDougall, Alanna (IRCC/IRCC)   1:19:12
Those are fabulous. Those are fabulous. I will add to that, like the skill set or the mindset of not being siloed. Here we've got Gaveen from Pco can talk about it. Rebecca and her new experience with the DTC and the number of SCC folks on the call now part of DTC.
I think the expectation, even a few years ago, there's going to be 1 departmental lead for something or that's in somebody else's mandate, so I don't have to have anything to do with it. That mindset is just not on now. If you're an executive and you don't at least have a couple other executives in different departments and different ministries, whatever that you're talking to on a weekly basis, then you're probably not as
connected in as you should be in what's going on government as a whole. And the number of times that I have been now asked to work on to support something that CRA is doing that might have a lead on, but it's a, you know, the joint client group that it's going to have an impact for, ETSCS, DTC, CBSA.
So just that, not being siloed by authorities, mandates, even like pieces of legislation, that's not my leg, that's not my act. That mindset is not on anymore. Make friends in other departments.
[image: ]
Cadotte, Gaveen   1:20:34
Can I add to that too? I love, I love, this is so good. It's like almost like we planned it. We didn't. I love that. I love that you said that because, you know, when you think about that mindset of that you talked about, like not being siloed on my little list of the clerk's priorities, he talks about personal accountability. And sometimes when people say the accountability word, they're thinking, okay,
[image: ]
Suzanne Lehouillier   1:20:35
Ohh.
[image: ]
Cadotte, Gaveen   1:20:58
like the who to blame, you know, word. But that's not what he's talking about when he talks about personal accountability. What he's talking about is that each public servant, and particularly us as leaders, get really, really, really attached to the outcome.
the result that we're aiming for. And that means not just being concerned of what's in my box, but who do I need to connect to? Who needs to be part of this when we get to the result? So my actions connect with their actions. And at the end of the day, Canadians experience the outcome that we're driving for.
And so not being just so concentrated on my part of the process and like, you know, the process piece, and I've done my part of the process, but are you connected to the outcome? Are you involved in driving and working with others towards that outcome? And I think that requires a couple of things. One, I think, and they all map on to the, to the.
[image: ]
Suzanne Lehouillier   1:21:42
Mhm.
[image: ]
Cadotte, Gaveen   1:21:59
to the KLC. So they're not separate from the key leadership competencies, but courage, right? That's part of upholding integrity and respect, speaking candidly about the risk and opportunities, being able to foster that transparency and that psychological safety and address uncertainty with honesty and accountability. So Mona has talked about those things and that came up in an
in our back and forth when we're talking with Rebecca from SSC, right, that, you know, saying what you know and don't know, that takes a lot of courage. And that empathy, right, that's connected back to mobilizing people, understanding and responding to individuals and team needs, fostering that inclusion and well-being and belonging, and supporting colleagues through change and uncertainty really requires
that we tap into the empathy side of our leadership. And then adaptability, which connects back to promoting innovation and change, that embracing new ways of thinking. Mona talked about being curious and being a learner. So this is all going to help us respond effectively to changing circumstances and helping our teams navigate ambiguity and transformation.
[image: ]
Suzanne Lehouillier   1:23:05
Awesome. Thank you very much. Merci.
The Bell perspective leadership.
I'm just to slightly recap, I've highlighted a few things here on my desktop. So change leadership, we mentioned this is our job as executives and the need to question.
Why do we do it this way? And there needs to be some willingness to do things differently. We talked about the human aspect of the transformation, get the buy-in early for whatever you want to accomplish. We talk about engage your staff early.
Create the space for your staff to innovate, ask those
to your staff. Prioritize and sequencing. We talked about that. We have to do things differently, but we need to make those hard choices because we cannot just do more with less. We talk about managing expectations. We talk the vision piece changes over time.
of the transformation. So we need to keep that in mind. We talked a lot about building trust. This is so key, especially when we do transformations, big transformations, we need to build that trust because that's how we can bring people along in our transformation journey.
[image: ]
Cadotte, Gaveen   1:24:32
Mhm.
[image: ]
Suzanne Lehouillier   1:24:48
Really, really good conversation. And at the end, Gaveen talked about key concepts of courage, empathy, inclusion, wellbeing, belonging. Those are all key things that as executive, we need to remember when we lead transformations like this.
So I wanted to thank you very, very much for your generous sharing today, generous sharing of your experiences. And I know Jennifer from PCO has put in also the G&C Exchange QR code or the link.
We welcome you all to take a look and join. It's meant for cross-departmental chat, file sharing, community building. So do have a look in there. It's a way for executives to connect together with colleagues across
the GC. And lastly, from an Apex perspective, we're going to send you a questionnaire. We'd love your feedback. Did you like this session? What do you want to get from Apex that would help you in your day-to-day executive functions?
And there's also some key takeaways that registered Executives will get following this session, which will capture some important leadership insights. So thank you again. Thank you, Gaveen. Thank you, Mona and Elena. This was a fantastic session. And thank you, everyone.
For your participation today, so have a great afternoon.
Bye.
[image: ]
St-Amour, Rébecca (SSC/SPC)   1:26:35
Thank you. Take care. Bye bye.
[image: ]
Cadotte, Gaveen   1:26:36
Thank you. Bye, everyone.
[image: ]
Brittnay Del Guidice stopped transcription
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