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Report Highlights

1

increased Indigenous participation p.3

- Some consistent
= key findings in both
D departments:
e Measures and targets were not identified for all

programs or existing measures not always assessed for
continued appropriateness

e Formal processes were not in place to monitor programs

and perform detailed results analysis of needs, planned
results and effective placement of funds

e Internal and external reporting informed program
outputs but lacked details of why those results were
achieved, the lessons learned and how that will impact
future program planning

e One-time detailed program evaluations were completed,

but resulting recommendations have not been
implemented
p.11&15

In 2000, the Government of Alberta set the goal: “To support Aboriginal People and
governments in achieving self-reliance and enhanced well-being” which has continued as
a desired outcome of the government each year since. To supplement federal programs
that facilitate economic participation, the Government of Alberta has delivered both
business development and workforce development programs designed to support

Based on our audit criteria, we conclude
the departments of Indigenous Relations
and Labour and Immigration have processes
to assess and report on the results of their
programs designed to support economic
self-reliance and increased participation by
Indigenous Peoples in Alberta's economy,
but not all these processes were effective and
improvements can be made p. 8

We recommend

that the departments of Indigenous V
Relations and Labour and Immigration

improve their performance reporting

processes for their programs to achieve

increased Indigenous economic

participation or training by:

e implementing (Indigenous Relations) or
updating (Labour and Immigration) performance
measures and targets for all programs

e analyzing program performance, including the
reporting it receives from funding recipients,
to compare to user needs, planned results and
program costs

e reporting its analysis of program results and
achievement of the ministry desired outcome,
including lessons learned

p.9

Why this conclusion matters to Albertans

With robust performance reporting processes, the departments may better demonstrate how
their programs contribute to achieving the government's desired outcome to support economic
self-reliance and improve economic participation for Indigenous Peoples in Alberta p. 9
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Some First Nations and Métis communities in Alberta
have experienced economic success unlike anywhere
else in Canada. They have achieved success in businesses
including First Nation gaming and resort development, oil
and natural gas servicing, large-scale farming and other
retail operations. These businesses compete nationally
and internationally with Indigenous and non-Indigenous
businesses. But the success story is incomplete.
Indigenous Peoples are underrepresented in the labour
market, have lower economic participation rates than the
non-Indigenous population and are more likely to face
barriers to employment.

The Government of Alberta’s goal for many years has
been to improve the economic security and prosperity
of Indigenous People in Alberta. The departments of
Indigenous Relations and Labour and Immigration offer
programs directly related to supporting Indigenous
Peoples’ business development and labour market
development.

We found the departments of Indigenous Relations

and Labour and Immigration have processes to assess
and report on the results of their programs designed

to support economic self-reliance and increased
participation by Indigenous Peoples in Alberta’s economy,
but not all of these processes were effective and
improvements can be made.

The departments report to Albertans success stories of
where funding has had a positive impact on Indigenous
communities. However, the departments have not
explained to Albertans how these program results were
achieved and how they contribute to each ministry’s
desired outcome.

To better demonstrate how these programs help improve
the economic security and prosperity of Indigenous
Peoples in Alberta, each program needs up-to-date
measures and targeted results showing what the
departments plan to achieve. Analysis is needed of what
the programs delivered compared to user needs, planned
results and program costs, and lessons learned. Such
analysis can help to inform both the departments and
Albertans about what is working well and what can be
improved.

Effective performance reporting assists management in
making decisions, setting future targets and goals, and
demonstrating accountability to Albertans by showing
that their tax dollars are being used effectively.

With robust performance reporting processes, the
departments may better demonstrate how their programs
contribute to achieving the government’s desired
outcome to support increased self-reliance and economic
participation of Indigenous Peoples in Alberta.
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Background

The Government’s Desired
Outcome

Alberta is home to over 250,000 Indigenous Peoples,

the third largest among the provinces in Canada. First
Nation, Métis and Inuit populations make up 6.5 per cent
of Alberta’s total population.’ In 2000, the Government
of Alberta set the goal: “To support Aboriginal People and
governments in achieving self-reliance and enhanced
well-being.”? This has continued as a desired outcome of
the government, and more specifically of the Department
of Indigenous Relations each year since. In 2020,
Indigenous Relations articulated the goal as: “Improved
economic security and prosperity of Indigenous Peoples
in Alberta.”® Over the years the language used to describe
this goal has been modified but it has remained the first
outcome identified and reported in Indigenous Relations’
business plans and annual reports. For consistency, we
will refer to this desired outcome as supporting economic
self-reliance and increased economic participation of
Indigenous Peoples in Alberta.

The Alberta Government seeks to improve economic
participation in two ways. One is developing the workforce
through skills and employment training. The second

is increasing workforce demand by supporting the
development of job-creating businesses.

Provincial Programs

The federal government has the primary role in supporting
First Nations economic development and labour

market participation, as defined by treaty rights, federal
legislation, and program delivery.* Over the years, the
provincial government has developed programs to support
its relations with Indigenous communities in Alberta in

an effort to provide equitable programs and services to all
people in Alberta.

To supplement federal programs that facilitate economic
participation, the Government of Alberta has delivered
both business development and workforce development
programs designed to support increased Indigenous
participation. The departments of Indigenous Relations
and Labour and Immigration offer programs directly
related to supporting business development and labour
market development.

1 2016 Census of Canada - Aboriginal People, accessed from: https://open.alberta.ca/dataset/0c91afae-9640-4ef7-8fd9-140e80b59497/

resource/7d5fa9fa-0525-4619-9d3e-1b5a5145b6a3/download/2016-census-aboriginal-people.pdf

2 International and Intergovernmental Relations Annual Report 2000-2001, page 20.

3 Indigenous Relations Annual Report 2020-21, page 21.

Federal programs include the Indigenous Skills and Employment Training program and the Skills and Partnership Fund delivered by

Employment and Social Development Canada; and the Strategic Partnerships Initiative and Aboriginal Entrepreneurship Program delivered by
Indigenous Services Canada. Western Economic Diversification Canada also supports Indigenous economic development.
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Programs administered by the Department of Indigenous Relations during our audit period:®

Aboriginal Business Employment Partnerships
Investment Fund (ABIF) Program (EPP)

e Partially or fully fund capital costs e Provides skills training and
for Indigenous community-owned employment supports for Indigenous
economic development projects Peoples in Alberta
e The program is intended for projects e Funds projects based on three
close to starting operations (typically identified priorities:
breaking ground within the fiscal year >  Provide direct training and

following funding) employment supports

Program Objective > Foster industry partnerships
to expand the availability,

accessibility, and quality of
Indigenous employment
opportunities

> Inform organizational priorities
with labour market information
to better meet skills needs and
market demand

Grants in the amount of between $150,000 | Grants up to a maximum of $100,000 up
9 and $500,000 (previously $750,000) to a to a total program funding in 2019-2020

Funding and delivery total annual funding of $5 million of $3.1 million

method

2016-2017 8 S$5M 2016-2017 44 $6.5M

@ | 2017-2018 8 S$5M 2017-2018 21 $21M

2018-2019 7 S5M 2018-2019 30 $2.3M
Number of grants and
total program funding: | 2019-2020° 0 SOM 2019-2020 28 S3.1M
™
E e number of jobs created e number of people trained, hired, or
e number of spin-off businesses attending a job fair

Program performance
assessed based on

B Noted that our examination included the Aboriginal Economic Partnerships Program (AEPP) and the Aboriginal Business Development
Services (ABDS) Program. However, we have not included them in the following chart because funding for these programs was suspended in
October 2019 as part of the government’s 2019-2020 budget.

6 ABIF program funding was paused during the 2019-2020 year; funding resumed in 2020-2021.
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Programs administered at the Department of Labour and Immigration:

Program Objective

-

Funding and delivery
method

)]

Number of grants and
total program funding:

i

Program performance
assessed based on

First Nation Training to
Employment (FNTE)

support First Nations members (mainly
on reserve) to obtain and maintain
long-term, sustainable employment

create workplace training opportunities
for First Nations members in
occupations that are in labour market
demand

support the development of
partnerships between First Nations,
industry and government

FNTE funding contribution can only

be used to support direct training (e.g.
instructor fees, training materials,
equipment rental, tutors, etc.) and
project management/coordinator costs

funding cannot be used to support
living allowance costs, nor to purchase
equipment or any other form of
permanent asset

2016-2017 54 $41M
2017-2018 26 $43M
2018-2019 59 $59M
2019-2020 50 $46M

total funds approved
number of grants approved
number of partners

number of participants, and the
number of participants who completed
the programs (target 70%)

participants placed with employment
after training (target 70%)

Aboriginal Training to
Employment (ATE)

support Indigenous people to obtain
and maintain long-term, sustainable
employment

create workplace training opportunities
for Indigenous people in occupations
that are in labour market demand

support the development of
partnerships between Indigenous
organizations, industry and
government

ATE funding contribution can only be
used to support direct training (e.g.
instructor fees, training materials,
equipment rental, tutors, etc.) and
project management/coordinator costs

funding cannot be used to support
living allowance costs, nor to purchase
equipment or any other form of
permanent asset

2016-2017 8 $23M
2017-2018 8 $41M
2018-2019 15 $1.0M
2019-2020 10 $.69M

total funds approved
number of grants approved
number of partners

number of participants, and the
number of participants who completed
the programs (target 70%)

participants placed with employment
after training (target 70%)
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Performance reporting

The purpose of government programs is to provide
services that will help achieve a particular government
outcome. To determine if a program is successful in
contributing to the achievement of a ministry desired
outcome, an entity must analyze and report on the
program’s performance. The Department of Treasury
Board and Finance provides performance reporting
guidance for ministries to prepare business plans and
annual reports. Ministry business plans identify the results
the ministry plans to achieve and the key initiatives and
programs they will deliver to achieve desired outcomes.
Ministry annual reports detail progress in achieving
desired outcomes.

Effective performance reporting requires departments to
apply processes to:

e define the objectives of their programs to
demonstrate how the programs are designed to
achieve the ministry desired outcomes

e develop measurable planned results for the program
and align those to the ministry desired outcomes

e set performance targets of what is to be achieved
over a specified time

Performance reporting provides Albertans, legislators, and
government managers with the information they require
to assess if ministry programs are contributing towards
achieving ministry desired outcomes. Internal reporting
provides government managers the information they need
to understand what is working well, and what is not, so
they can monitor progress throughout the year.

Outcomes

Outputs

are the goods and
services an organization
actually delivers to
achieve outcomes and
show “how much” or
“how many”

Outcomes

are the results an
organization tries to
achieve based on its goals

Performance Reporting Cycle

Performance reporting is reporting on financial
and non-financial performance compared with
plans and targets. Organizations demonstrate their
accountability for results achieved through their
use of public resources in the context of fair and
agreed on expectations. To demonstrate value

for money for Albertans, all those who use public
resources must:

e set desired outcomes and select strategies to
achieve the outcomes

e select relevant performance measures and
targets to achieve the desired outcomes

e align program objectives, measures and
targets to achieving desired outcomes

e monitor and analyze the current results
against the targets and the cost of achieving
the results

e identify lessons learned of why the results
were achieved

e report, internally and externally, analyzed
results including lessons learned

Set Desired
Outcomes
& Select
Strategies

Select
Measures &
Targets

Performance
Reporting

Cycle Align

Programs
to Desired
Outcomes

Identify
Lessons
Learned

Monitor &
Analyze Results
& Costs

® Business planning process
@ Results analysis process

Reporting process
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About This Audit

We conducted this audit because the government’s
objective to support economic self-reliance and increased
participation of Indigenous Peoples in Alberta’s economy
stands to benefit Indigenous and non-Indigenous
Albertans alike. As the government’s objective has

been a long-term strategy, it is important for Albertans

to understand the progress achieved to date, what is

still needed and when that objective is expected to be
achieved.

Our audit focused on the programs within the departments
of Indigenous Relations and Labour and Immigration that
are designed to collectively achieve the government’s
overall desired outcome.

Objective and Scope

Our audit examined whether the departments of
Indigenous Relations and Labour and Immigration have
effective processes to assess and report on the results
of their programs designed to support economic self-
reliance and increased participation by Indigenous
Peoples in Alberta’s economy.

We examined processes at the departments between
April 2016 and December 2019. This was the time period
that the programs we examined were managed by the
respective ministries.

Criteria

To determine whether the departments have effective
processes to assess and report on the results of their
programs we established certain criteria.

Each department should have processes to:

e establish the results it seeks to achieve and develop
measures of performance and targets to track its
progress towards the planned results

e set measures of performance that are clearly and
compellingly linked to the successful achievement of
planned results

e measure, monitor and report information on the
effectiveness of program delivery in achieving
planned results

e evaluate results in order to identify and implement
needed changes over time

These criteria are based on the Office of the Auditor
General's Results Management Framework.”

Management of the Department of Indigenous Relations
acknowledged the suitability of the audit criteria on
June 5, 2020.

Management of the Department of Labour and
Immigration acknowledged the suitability of the audit
criteria on August 17, 2020.

7 Results Management Framework, Report of the Auditor General of Alberta-July 2014, page 24.
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What We Examined

This audit focused on the performance reporting for
programs at the departments of Indigenous Relations

and Labour and Immigration.® We examined whether
each department has established planned results; if

they measure, monitor and report on program results;
and if results analysis demonstrated to the departments
how well their programs performed. We also examined
whether management used the information it collected to
improve programs to meet program objectives.

To help us understand the complexities experienced by
Indigenous communities and the range of economic
successes and challenges they have had, we met with
several key Indigenous community and business leaders.
Understanding the factors that led to the successes of
many First Nation and Métis communities and businesses
helped inform our work and our understanding of the
impact of government programs designed to achieve
increased economic participation by Indigenous people.
We provide a summary of our discussions with Indigenous
community and business leaders in our First Nations and
Meétis Leaders’ Insights document (May 2022).

Our audit included the following procedures:

e inquiry with corporate planning and reporting
staff, program area directors/managers, executive
directors, and assistant deputy ministers

e examination of documentary evidence, including
annual reports, business plans, operational plans,
results reporting, program evaluations, and meeting
minutes and agendas

e examination of grant recipient applications,
approvals and required reporting

e analysis of results management information and
performance measures

e testing results management processes, data, and
results reporting

We conducted our fieldwork between June and
December 2020. We completed our audit on
September 2, 2021 at Alberta Labour and Immigration
and September 13, 2021 at Alberta Indigenous
Relations.

Conclusion

Based on our audit criteria, we conclude the departments
of Indigenous Relations and Labour and Immigration
have processes to assess and report on the results of their
programs designed to support economic self-reliance and
increased participation by Indigenous Peoples in Alberta’s
economy, but not all these processes were effective and
improvements can be made.

_10

Why This Conclusion
Matters to Albertans

With robust performance reporting processes, the
departments may better demonstrate how their
programs contribute to achieving the government’s
desired outcome to support economic self-reliance
and improve economic participation for Indigenous
Peoples in Alberta.

Labour and Immigration and Indigenous Relations work with Advanced Education and Community and Social Services to deliver programs
funded through Alberta’s Labour Market Transfer Agreements with the federal government. We did not include Advanced Education and
Community and Social Services program in our audit scope. Programs delivered under the Indigenous Climate Leadership Initiative were also
not included in our audit, as these programs ended when the government repealed the Climate Leadership Act on May 30, 2019.
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Summary of
Recommendations

Alberta Indigenous Relations

RECOMMENDATION:

Improve performance reporting process

We recommend that the Department of Indigenous
Relations improve its performance reporting process for
its programs to achieve increased Indigenous economic
participation by:

implementing performance measures and targets for
all programs

analyzing program performance, including the
reporting it receives from funding recipients, to
compare to user needs, planned results and program
costs

reporting its analysis of program results and
achievement of the ministry desired outcome,
including lessons learned

Alberta Labour
and Immigration

RECOMMENDATION:

Improve performance reporting process

We recommend that the Department of Labour and
Immigration improve its performance reporting process
for its First Nations Training to Employment and
Aboriginal Training to Employment programs by:

updating program performance measures and
targets

analyzing program performance, including the
reporting it receives from funding recipients, to
compare to user needs, planned results and program
costs

reporting its analysis of program results and
achievement of the ministry desired outcome,
including lessons learned

Report of the Auditor General—May 2022 9



Detailed Findings

and Recommendations

Indigenous Relations—
Demonstrating Program
Effectiveness for Indigenous
Economic Development and
Employment Programs

Context

Indigenous Relations takes a lead role in building
relationships with Indigenous governments, groups

and organizations, industry partners, other levels

of governments, and other departments across the
Government of Alberta. Through its relationships,

the department delivers programs and initiatives to
support the economic development and employment of
Indigenous Peoples in Alberta.

In fiscal years 2017-2020, Indigenous Relations had four
programs to support increased economic participation of
Indigenous communities and people.

Employment Partnership Program (EPP)

e Provides grants up to $100,000 to Indigenous
communities and Indigenous serving organizations.
Grants are based on the availability of funding,
alignment to program priorities, and ability of
partners to make financial or in-kind contributions.

Aboriginal Business Investment Fund (ABIF)

e Provides grants of $150,000 to $500,000 (previously
$750,000°) for mid-sized economic development
projects. Funding is for capital projects and may be
used to fund the entire project or combined with
other funding sources to complete a larger project.

Aboriginal Economic Partnership Program (AEPP)

e Provided grants up to $100,000 for capacity building
projects such as feasibility studies, business plans or
economic development plans. The deliverables from
these projects could be used to apply for ABIF and
other funding programs for larger capital projects.

Aboriginal Business Development Services (ABDS)

e Provided grants to five Aboriginal Financial
Institutions to fund capacity building training,
workshops and other supports designed to develop
stronger financial skills and tools required to assist
Indigenous entrepreneurs and community-owned
businesses obtain financial capital.

The department ceased the AEPP and ABDS programs in
2019-2020. It suspended the ABIF program for one year
and resumed funding in 2020-2021'°—see page four for
additional information on the EPP and ABIF programs.

Criteria

Indigenous Relations should have processes for its
programs to:

e establish the results it seeks to achieve and develop
measures of performance and targets to track its
progress towards planned results

e set measures of performance that are clearly and
compellingly linked to the successful achievement of
planned results

e measure, monitor and report information on the
effectiveness of program delivery in achieving
planned results

evaluate program results in order to identify and
implement changes over time

°  The upper funding limit for the ABIF program was changed from $750,000 to $500,000 effective April 1, 2020.

10 Indigenous Relations, Annual Report, 2019-2020, page 47.
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Our findings

Indigenous Relations identified its
planned result to increase Indigenous
workforce participation, but did not
analyze how chosen programs could
achieve it

Indigenous Relation's management followed guidance
provided by Treasury Board and Finance in developing

its ministry annual business plan. For example, in its
2019-2023 Business Plan, management defined the
ministry’s desired outcome to increase indigenous
economic participation as “Improved economic

security and prosperity of Indigenous Peoples in

Alberta.” Management identified and linked programs
and strategies designed to achieve that outcome.
Management also defined the objective of each program.

We did not see evidence of how management determined
the types of programs that would most effectively and
efficiently achieve the ministry desired outcome. Such

an analysis would assist management in assessing the
performance of each program and the effectiveness

of program objectives in reaching the ministry desired
outcome.

Measures and targets were not
identified for all programs

Indigenous Relations identified one measure and

target for its overall planned result. However, it did not
determine what each program would need to achieve and
by when.

From 2016 to 2019, Indigenous Relation's measure to
achieve the ministry desired outcome was the number of
approved Indigenous economic development initiatives in
the year. The data used to calculate this measure was the
number of approved AEPP program projects.

We found no documentation for why the department
focused on only one of the four programs linked to

the achievement of the desired ministry outcome.
Management should have documented its rationale for
why the results of one program were more significant
than the others. Management should have also
documented this rationale in the ministry’s annual
report to inform stakeholders and support the integrity
and reliability of the performance reporting information.
Indigenous Relation's annual report did not describe the
methodology for the measure, but only which program
the data came from.

When the AEPP ceased in 2019-2020, the department
changed its measure to the number of employment
initiatives in the remaining EPP program. A target was set
for how many project approvals the department planned
for the program.

Measuring the number of approved projects for one
program does not provide information about the success
or impact of that program. A project count doesn’t provide
sufficient information to allow readers to assess if or

how the number of projects impacts the desired level of
economic participation. It also provides no information
about the impact of the other programs linked to the
desired ministry result.

In addition to the measure and target in its business
plan, Indigenous Relations tracked information about
the projects funded in each program, such as number
of jobs created and number of people trained. However,
the department did not set targets or timelines for

this information or indicate how it aligned with the
achievement of the ministry desired outcome.

Report of the Auditor General—May 2022 11



Management made limited use of the
information it requested from program
participants

Indigenous Relations management analyzed the results
of its programs by examining the outputs achieved by
program participants. This data helped management
assess if individual program activities and outputs were
consistent with the program objectives and generally
achieving positive results for the communities. To do this,
Indigenous Relations required grant recipients to provide
financial and non-financial reporting at the completion of
each project.”

However, we found Indigenous Relations did not provide
clear guidance on performance reporting to grant
recipients. Reporting by grant recipients varied in the level
of detail and consistency. Recipients often identified their
planned results and measures of success in their grant
application, but Indigenous Relations did not require
recipients to report on actual results compared to planned
results.

Collecting consistent information would have enhanced
the ability of Indigenous Relations to identify lessons
learned and report on overall program success. As a
result of the variability of the data it collected, Indigenous
Relations made limited use of this information, resulting
in a potential missed opportunity.

Formal processes were not in place to
analyze user needs, planned results and
effective placement of funds

Indigenous Relations did not analyze the results of funded
projects with respect to program user needs, planned
results and the dollars spent. Analysis of the results can
provide lessons learned on the effectiveness of program
objectives and help in making future operational and
strategic decisions. Two of the programs, ABIF and AEPP,
were over-subscribed for multiple years, and analysis
would have been useful in assessing funding gaps and
whether there were ways to better meet the needs of
program users.

The comparison of actual program and project results

to planned results is fundamental to good performance
assessment. Quantification of the planned result ensures
a clear understanding of project expectations and the
required contribution to achieving the ministry desired
result. Use of project outputs can provide a positive
indicator of success, but rarely a benchmark to decide if
a program is effective and the most appropriate use of
available dollars.

We found management did not analyze the cost of
programs when assessing program performance. Analysis
of program costs to the benefits generated provides
information on where best to allocate resources to
achieve results cost effectively. Results analysis can also
demonstrate the significance of the opportunity costs of
program funding decisions—they impact both program
delivery and the achievement of the department’s overall
desired outcome of increased Indigenous economic
participation.

Indigenous Relations delivers its programs within

a complex environment of multiple stakeholders.
Management recognizes that definitions of success
and the path to sustainable economic development are
individual to each First Nation and Métis community.

Indigenous Relations has identified this spectrum of
needs. But it had not formalized processes to assess
those needs or incorporated that analysis into an annual
assessment of the effectiveness of its programs.

With no assessment of the range of needs and limited
reporting on program results, we found Indigenous
Relations made recent changes to its program mix with
limited analysis of the impact on program users and
program cost.

For example, after being over-subscribed for multiple
years, funding for the ABIF program was paused, and the
department did not accept applications for the program
in 2019-2020. We found limited analysis of the impact
this may have had on program applicants or on the
department’s progress in achieving its overall desired
outcome.

" In the case of the Aboriginal Business Investment Fund program, interim reporting is also required, as the capital projects approved under this

program take longer to complete.
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For the period 2017-2019, the ABIF program outputs were as follows:'?

Projects Approved  ABIF Funding Total Project Funding ABIF Funding as a
Percentage of Total
Project
2016-2017 8 $ 5,000,000 $14,724,475 34.0%
2017-2018 8 $ 5,000,000 $24,942,234 20.0%
2018-2019 7 $ 5,000,000 $15,232,721 32.8%
Total 23 $15,000,000 $54,899,430 27.3%

During this three-year period, an additional 48 eligible
projects were submitted. If the projects funded are
representative of all eligible projects, the additional

48 projects could have resulted an additional
$100,000,000' in Indigenous capital projects to support
Indigenous economic development.

We found no analysis of how these results compared

to the results and cost of the cancelled AEPP and ABDS
programs during this time or the EPP program which ran
the entire 2017-2020 period.

Internal and external reporting
informed program outputs but lacked
details of why those results were
achieved, the lessons learned and how
those learnings will impact future
program planning

Internal and external reporting on the programs focused
on outputs' and did not clearly demonstrate to Albertans
to what extent results were achieved, that resources
dedicated to those programs were well placed, and the
results were achieved cost effectively.

We found that internal reporting was ad hoc, typically
based on a specific purpose and at the request of the
deputy minister or the minister. There was no regular
internal reporting on program results.

Specific program information provided in the internal
reporting to the minister typically included the number of
jobs created by the ABIF program, based on information
provided in grant applications. Given Indigenous Relations
had not applied a process to ensure it received consistent

and complete information from program recipients,
there was a higher risk this reported information could
be inaccurate or incomplete. We did not see evidence of
other project reporting from grant recipients being used
to help the department assess and report on program
results to the minister. In particular, we saw no regular
reporting on the AEPP except at year end. As noted
previously, AEPP was the program used as the basis for
the 2017-2019 business plan measure for the ministry
desired outcome.

Indigenous Relations’ annual reports for fiscal 2017-2020
compared actual results to the target for the performance
measure established in the ministry business plan. These
annual reports also provided information on the range

of program activities and provided specific examples of
successful projects funded under different programs. No
detailed analysis was reported assessing if the program
efforts were a success both in the short and long-term
and why.

There was no additional public reporting on these
Indigenous Relations programs or the lessons learned
from what the programs accomplished.

2 Indigenous Relations ABIF and AEPP Evaluation and Outcomes Measurement Framework Project, Summative Evaluation Report, March 26,

2019, page 10.

3 Estimated $100,000,000 calculated as 48 projects x $650,000 (3-year average ABIF funding/project)/27.3% (3 year average leverage of

ABIF/total project value) = $114,285,714.

4 See diagram on outputs versus outcomes on page 6.
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One-time detailed program evaluations
were completed in 2019, but resulting
recommendations have not been
implemented

In March 2019, Indigenous Relations took steps to
improve its performance management processes. It
worked with a third-party service provider to complete
program evaluations of its economic development

and employment partnership programs. Indigenous
Relations has not yet decided whether to implement the
recommendations identified from this evaluation.

The evaluation process included:

e meeting with past funding recipients

e mapping out each program’s inputs, activities,
outputs and immediate, intermediate and ultimate
outcomes (which linked to the ministry desired
outcome)

e developing a framework to measure outcomes,
including suggested measures for each immediate
and intermediate outcome for each program

Similar to our findings, the evaluations identified that
Indigenous Relations is unable to demonstrate the impact
the programs have over time because it lacks a formal
performance measurement framework. At the time of our
writing, Indigenous Relations has not yet decided if it will
implement any of the suggested program performance
measures to its remaining programs.

Other recommendations made to Indigenous Relations for
improvement across the programs included:

e Standardize the data collected from grant recipients.
This would simplify the process of rolling up
information to an aggregate level to demonstrate the
program’s value.

e  Measure the impact. An evaluation plan for each
program was provided which identified key
information to collect from grant recipients to be
better able to “tell the story” about the impact the
funding was having in the communities accessing
them.

e Assess the impact of unfunded opportunities. The AEPP
and ABIF programs were oversubscribed each year
by an amount ranging from two to four times the
annual program budget. The evaluation suggested
“the economic impact of delaying a good project
would be useful in further demonstrating the value
of the program.”

e Communicate the results. The impact the programs
were having within Indigenous communities should
be communicated to other Indigenous communities,
within the ministry, and across ministries. When
results are better quantified, they could be used to
calculate a return on investment.

The evaluations concluded, at least anecdotally, that
the programs were meeting their objectives and having
a positive impact on the Indigenous communities and
businesses they funded. This is consistent with what we
found in the project reporting we examined and what
we heard in our discussions with leaders in Indigenous
communities.’

RECOMMENDATION:

Improve performance reporting process

We recommend that the Department of Indigenous
Relations improve its performance reporting process for
its programs to achieve increased Indigenous economic
participation by:

e implementing performance measures and targets for
all programs

analyzing program performance, including the
reporting it receives from funding recipients, to
compare to user needs, planned results and program
costs

reporting its analysis of program results and
achievement of the ministry desired outcome,
including lessons learned

> First Nations and Métis Leaders' Insights, Office of the Auditor General (May 2022).

14 Report of the Auditor General—May 2022



Consequences of not taking action

Without effective processes to monitor progress and
report on results of its economic development and
training programs, Indigenous Relations risks not
achieving planned results and not demonstrating value
for taxpayer money spent. Long-term planned results
may succumb to short-term considerations. Information
necessary to make decisions that support what is working
well, and that identify the changes needed for what is not
working well, will not be available.

Labour and Immigration—
Demonstrating Program
Effectiveness for Indigenous
Labour Market Programs

Context

Labour and Immigration’s First Nations Training

to Employment (FNTE) and Aboriginal Training to
Employment (ATE) programs are grant programs designed
to:

e support Indigenous long-term, sustainable
employment

e create workplace training opportunities in labour
market high demand occupations

e support partnerships between Indigenous
communities and organizations, industry and
government

The FNTE program provides grants primarily to First
Nation communities for training on reserve. The ATE
program provides grants to Metis Settlements and urban
Indigenous Peoples. The programs require an industry or

employer partner for each approved project and a steering

committee made up of stakeholders. The inclusion of
employer partners helps to ensure the training aligns with
employer needs and leads to employment for participants
at the conclusion of training.

Funding for FNTE and ATE, and the Employment
Partnership Program in Indigenous Relations, is through
two labour market transfer agreements between Alberta
and the federal government. These agreements fund
skill development and employment programs in several
ministries.

See page five for additional information on the FNTE and
ATE programs.

Criteria

Labour and Immigration should have processes to:

e establish the results it seeks to achieve and develop
measures of performance and targets to track it
progress towards planned results

e set measures of performance that are clearly and
compellingly linked to the successful achievement of
planned results

e measure, monitor and report information on the
effectiveness of program delivery in achieving
planned results

e evaluate results in order to identify and implement
needed changes over time

Our findings
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Program objectives were linked to a
Ministry of Labour and Immigration
desired outcome. The programs were
not directly linked to the government’s
desired outcome on the increased
economic participation of Indigenous
Peoples

Labour and Immigration’s FNTE and ATE program
objectives were not directly linked to the government’s
desired outcome of improved economic participation
of Indigenous Peoples in Alberta. Only the programs
identified in Indigenous Relations were designed to
achieve that outcome. However, these programs still
indirectly contributed to that government desired
outcome.

When preparing its business plan, Labour and
Immigration included a planned outcome that “Albertans
have the skills demanded by Alberta’s labour market

now and in the future.”’® One of the key strategies to
achieve the outcome was: Labour and Immigration will
“partner with Indigenous communities and organizations
to support the participation of Indigenous People in the
labour market”.'”” Management linked the FNTE and ATE
programs to this strategy.

As the programs’ objectives did not directly align to the
government’s desired outcome, government did not
use these program measures and targets to assess the
achievement of the government’s desired outcome.

Program measures and targets were
not regularly assessed for continued
appropriateness

Labour and Immigration had measures and targets for
their programs, but they lacked information to assist
management in performing a complete assessment

of program performance. Without this information,
management cannot demonstrate program effectiveness
and accountability for the results relative to dollars spent.

The FNTE and ATE programs have two internal
performance measures which were in place when the
Ministry of Community and Social Services transferred the
programs in 2016.

6 Labour and Immigration, Annual Report, 20719-2020, page 22.
7 Labour and Immigration, Annual Report, 2019-2020, page 28.
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These measures are:

e program completion rate, with a target of
70 per cent

e employment placement at the end of training,
with a target of 70 per cent

We found that Labour and Immigration:

e has not reviewed or analyzed the appropriateness of
the measures or the 70 per cent targets in the four
years it has delivered the programs

e collects information on program completion rates
and employment placements, but does not assess
actual results compared to targets

e does not have measures to assess key program
objectives, such as whether:

> employment opportunities are long-term and
sustainable

> workplace training opportunities are in
occupations experiencing labour market demand

> effective partnerships are created between First
Nations and other Indigenous organizations,
industry and government

Program monitoring was informal
and no detailed results analysis were
completed

Labour and Immigration does not have a formal program
monitoring process and information collected limits
performance management assessments. Without regularly
monitoring progress, management cannot know if the
program is delivering results in both the short and long-term.

Management monitors program delivery informally
through ongoing relationships between department
staff, training providers and Indigenous communities
and groups. While important, it is equally important
the department formally document these monitoring
processes and analyze the data gathered.

Informal processes increase the risk to Labour and
Immigration that current and historical information relies
on the learned knowledge of current staff. As program
staff and management change over time, important
program information and why or how certain program
decisions were made, may be lost.



Informal processes also increase the potential for
subjective assessments by individuals, rather than
the application of pre-determined processes and
methodologies to measure and assess performance.

Because measures have not been developed for all key
program objectives, management does not have the
complete information required to assess the effectiveness
of the programs over time. Historically, levels of
unemployment are higher in economic downturns,

and often particularly impact Indigenous communities.
While the expectation would be an increased need for
Indigenous employment training during the recent
economic downturn, the number of grants and the total
program funding for both FNTE and ATE have declined.
We found no analysis to examine and determine why.

Without the data it needs, the department is unable

to analyze key aspects of the programs to determine if
changes are required to better meet current and future
needs of Indigenous communities and employers.
Potential areas for such analysis include assessing
whether:

e requirements for partner contributions and/or
the administration of a steering committee are
prohibiting training opportunities

e there are sectors or occupations where demand is
still strong despite the downturn

e the focus on training to employment remains
appropriate. There is a continuum relative to one’s
preparedness for employment. If programming for
those at more preliminary phases of preparedness
is not adequate (areas such as literacy, language
and foundational skills and adult basic education),
it may result in a lower demand for the training to
employment programs.

Program reporting was internal and
focused on program outputs

Labour and Immigration internal program reporting helps
in making operational decisions, but it does not link

back to the program objectives. Without processes to
report on program results using meaningful measures of
performance, program managers do not know whether
the program is meeting the employment training needs of
Indigenous communities and employers.

Labour and Immigration prepares monthly internal
reporting on the FNTE and ATE programs. This reporting
includes statistics on the number of grants and total
grant funds approved, the number of partners involved
in approved training programs, and the total number

of participants who started and completed training
programs.

However, no analysis of these statistics is completed.
Management does not know if the programs are training
people in occupations in demand by the labour market
and with long-term, sustainable employment. This
reporting would help Labour and Immigration develop
future program offerings. It would also help potential
program applicants know where potential opportunities
are available.

Labour and Immigration also prepares a quarterly
internal performance report to monitor progress towards
meeting the key strategies in its business plans. This
reporting included the FNTE and ATE programs until
December 2018 when a more condensed reporting
format removed the FNTE and ATE programs.

Recommendations from internal
program reviews have not been
implemented

Labour and Immigration performed two internal
reviews of its FNTE and ATE programs in recent years
that recommended improvements similar to some
of our findings. At the time of our writing, Labour
and Immigration has not implemented any of the
recommendations.

In 2019, Labour and Immigration conducted a review of
its programs and made two recommendations:

e create and implement performance measurement
frameworks for several programs, including FNTE
and ATE

e conduct periodic reviews to ensure that programs
and services continue to reflect current government
priorities

As of December 2020, neither recommendation had been

approved or implemented. Since we completed our audit,

Labour and Immigration has updated its annual work

plan to further evaluate its FNTE and ATE programs in

2021-2022.
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In 2018, Labour and Immigration interviewed past
funding recipients of FNTE and ATE about how the
programs provide cultural relevancy and wrap-around
services for Indigenous participants, and if those
components could be strengthened. The resulting report
made 25 recommendations for improvement but none of
those recommendations have been formally considered,
approved or acted upon. Management told us they have
informally incorporated some of the suggested practice
changes, such as inclusion of Elders, cultural aspects and
traditional languages into recent programs.

RECOMMENDATION:
Improve performance reporting process

We recommend that the Department of Labour and
Immigration improve its performance reporting process
for its First Nations Training to Employment and
Aboriginal Training to Employment programs by:

e updating program performance measures and
targets

e analyzing program performance including the
reporting it receives from funding recipients, to
compare to user needs, planned results and program
costs

e reporting its analysis of program results and
achievement of the ministry desired outcome,
including lessons learned

Consequences of not taking action

Without robust processes to measure, monitor and report
on program results, management and stakeholders may
not have the information they need to assess whether
the programs are achieving planned results and to make
decisions that support what’s working well and identify
the changes needed for what’s not working well.

Audit Responsibilities
and Quality Assurance
Statement

Management of the departments of Indigenous Relations
and Labour and Immigration are responsible for their
respective department's results management processes.

Our responsibility is to
express an independent
conclusion on whether the
departments have effective
processes to assess and
report on the results of their
programs designed to support
economic self-reliance and
increased participation

by Indigenous Peoples in
Alberta’s economy.

We conducted our audit in accordance with Canadian
Standard on Assurance Engagements 30071 issued by
the Auditing and Assurance Standards Board (Canada).
The Office of the Auditor General applies Canadian
Standard on Quality Control 1 and, accordingly,
maintains a comprehensive system of quality control,
including documented policies and procedures regarding
compliance with ethical requirements, professional
standards and applicable legal and regulatory
requirements. The office complies with the independence
and other ethical requirements of the Chartered
Professional Accountants of Alberta Rules of Professional
Conduct, which are founded on fundamental principles
of integrity and due care, objectivity, professional
competence, confidentiality and professional behaviour.
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