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Building the New Paradigm for French-language Services Accountability, Leadership and Excellence in Ontario
As one of the funding people of this province, Francophones have the legal right to access provincial government services in their own language. The Office of Francophone Affairs (OFA) was created to ensure that Francophones’ concerns could be heard and addressed, and that ministries respect the French-language Services (FLS) Act requirements.

Over the years, however, the proportion of the Francophone population declined to approximately 580,000, or a little under 5% of the total Ontarian population. This demographic decline resulted in a parallel decline in accessibility and/or quality of FLS from ministries across the province. To address this situation, leveraging the momentum created by the 20th anniversary of the FLS Act in 2006, the OFA initiated and successfully implemented an integrated and innovative approach to strategically reposition FLS. 

This approach includes, but is not limited to, developing a new visual identity from a strategic communications perspective; creating the Office of the FLS Commissioner -responsible for investigating FLS-related complaints and providing advice to the Minister responsible for Francophone Affairs; or, more recently, launching an ambitious youth engagement initiative. 

Three policy initiatives, in particular, played a key role in the promotion of the government’s agenda of modernization and transformation of FLS. Each received awards in their own merit, and combined, they form a true paradigm shift for French-language services (FLS) in a minority setting in Ontario. 

Beyond FLS, this innovative - and low-cost - approach can easily be adapted and/or transferred to other Acts, by embedding new processes of accountability into existing ones; building capacity through the creation of communities of practice and innovative leadership training; and repositioning a once “watchdog” institution as a new Center of excellence, designed to enable change at the corporate level through the sharing of best practices and the development of new and creative resources. 

This innovative template for transformation received a Certificate of Recognition from the United Nations in June of 2009.
These three interconnected initiatives entailed the:

1. Design and implementation of an innovative accountability framework for FLS (“FLS Performance Measurement Framework”); 

2. Creation of an innovative leadership program for bilingual staff (“FLEX”); and the

3. Development of a new online Compendium of effective FLS practices (“Compendium”).

The OFA strategy has proven effective and beneficial on three complementary levels: strategic, tactical and technical.

On a strategic level, the FLS Performance Measurement Framework identified four “pillars” to support the vision for enhanced and improved FLS across the Ontario Public Service (OPS):

1. “FLS Knowledge and Awareness of the public and of public service staff”;

2. “FLS Capacity”, which speaks to ministries’ capacity to mobilize the resources (human, material, financial…), required to provide services to Francophones;

3. “Francophone participation”, which includes consultations, focus groups, engagement strategies and the creation of Francophone advisory committees for example; and 

4. “FLS integration”, which stresses the importance of factoring FLS considerations at the onset of any new policy or program making process, and is often key to help mitigate and prevent the risks of FLS-related complaints or litigations.

Each of these pillars was broken down into very specific applications and practices, which were matched with performance indicators. The framework also proposed FLS objectives for the short, medium and long terms. It was later adapted to a new format to better fit the RbP process led by the influential Ministry of Finance. 

This approach has resulted in a number of key benefits, including an increased accountability standard for FLS across the OPS; increased awareness of the need for improved FLS and the concept of “Active offer”; the formulation of short, medium and long term FLS objectives by all ministries; initiation of an ambitious, measurable, and results-oriented FLS capacity-building process; and calculation of a base-line for FLS, both at the ministry and OPS levels. 

The FLS Performance Measurement Framework received an Excellence award at the Public Service Quality Fair in 2007. 

On a tactical level, the French-language Excellence program (“FLEX”) received the Amethyst Award in 2008, the highest recognition of excellence given by the Premier of the province. FLEX is the first leadership training program developed and offered in French to bilingual staff from all ministries. It was designed to have a transformative impact on the government by building on the personal skills of the participants, and fostering the emergence of a new community of practice amongst bilingual staff in the Ontario Public Service. Overtime, the FLEX community will grow into a formidable and positive force of change and modernization. In this respect, FLEX was designed to feed directly the pillars of “staff FLS awareness” and “Integration” from the FLS Performance Measurement Framework.

On a technical level, finally, the Compendium is an interactive databank of exemplary FLS practices (templates; translations; presentations; lists of contacts; public engagement/consultation strategies; etc.). This client-centered application represents a great source of ideas, expertise and contacts for Ontario public servant interested in ensuring or improving the quality of FLS. In this respect, the Compendium feeds directly the two pillars of “FLS Capacity” and “Francophone participation” from the FLS Performance Measurement Framework. The Compendium was featured in 2008 in Showcase Ontario, an annual IT forum allowing ministries to showcase their most innovative projects.

The credit for this comprehensive long-term strategy is shared between the OFA, staff from other ministries who supported the three initiatives, and senior-management who provided the political leverage required to trigger change at the government level.

A key factor of success in all three initiatives was to secure the support, and influence, of “bigger” players than the OFA across government. Credits should therefore be given to the Ministry of Finance for the Performance Measurement Framework; to the Centre for Leadership for FLEX; and to the FLS Coordinators of all ministries, for sharing their practices and resources in the Compendium and being true champions of change.

The overriding objective of the OFA strategy is to raise both awareness levels for FLS and accountability standards across government. FLS, in this context, will become everyone’s business and responsibility. 
Administrative processes are the language of ministries and cannot be ignored…But without purpose and vision, they run the risk of becoming bureaucratic. 
People-oriented strategies– leadership training, recognition, creation of community of practices, e-course, etc. – help give meaning to change, create champions and embody the values of an agenda of transformation and progress. They are indispensable to change…But often not enough to secure it without a systemic approach.

Therein lays the true ingenuity of the OFA strategy: securing an administrative fulcrum to leverage a new paradigm of ministries’ accountability for FLS on the one hand, and triggering a chain-reaction of change and progress throughout the system by helping shift attitudes regarding FLS on the other hand. 
IPAC Award for Innovative Management

The IPAC Award for Innovative Management, established in 1990, recognizes exceptional management within the public sector in Canada. The theme of the 2009 competition was “Turn Around”. The award is sponsored by IBM Canada.
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