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1. The Context 
 
Library and Archives Canada 
Library and Archives Canada has a broad mandate to preserve Canada’s documentary 
heritage, to be a source of knowledge accessible to all, to cooperate with related 
institutions, and to serve as the memory of the Government of Canada.  LAC plays a 
major role as steward for that part of the documentary heritage which it acquires, 
describes and preserves so that it is accessible for present and future generations.  The 
LAC collection is, however, part of a national collection of cultural materials held by 
archives, libraries and museums across the country.  Since it is the whole body of 
cultural heritage that meets the needs of Canadians, LAC must take into account the 
work of other institutions to provide access and enable learning.   LAC also has a 
mandate to collaborate with other federal departments to ensure the effective 
management of government information. 
 
 
Realizing the Vision of Library and Archives Canada 
In 2004 Library and Archives Canada articulated a comprehensive, strategic vision for 
the new institution in Directions for Change.  Prior and subsequent work to transform 
the two predecessor organizations into one institution laid the foundations for 
implementing this strategic policy.  Now we are at another turning point.  Given the 
breadth of our mandate, LAC must make choices about where we are going and how 
we will position the institution.  To make and implement change across the organization, 
LAC has adopted a new Strategic Framework.  This sets out how we will rebalance our 
activities in light of the information and policy environments in which we operate.  The 
Strategic Framework defines the choices LAC will make in order to implement 
Directions for Change and identifies how we will change the way we do business.   
 
 
Environment 

Information: 
Over the last two decades, significant change has transformed the information 
and social environments in which LAC operates.  Electronic means of recording 
information are creating new activities and ways of doing business that will 
change the manner in which we fulfill our stewardship role.  At the same time, 
the Internet has transformed how Canadians find, use and share cultural 
information.  Our social environment has also shifted dramatically as the 
population of Canada ages and becomes more diverse in its cultural origins and 
practices.   

 
National institutions in other countries face similar challenges.  There is 
universal agreement that a new infrastructure is needed to guarantee the 
survival of electronic information and provision must be made for digital access 
for information, research and learning.  Leaders in the cultural domain 
emphasize putting customers first and underscore the fact that partnerships and 
collaboration are critical to every aspect of their strategic agenda.  National 
archives and libraries must also respond to a transformed information 
environment in government and to greater requirements for public 
accountability.  It is essential that LAC develop its capacity for learning from 
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others as well as articulate its leadership niche in both government and memory 
institutions.  

 
Policy: 
Public administration, in Canada as in the rest of the western world, has 
undergone a significant shift over the past decade.  Most obvious is the growing 
emphasis on clear results and accountability for the spending of public money.  
The Government of Canada is re-assessing programs to focus on what must be 
done by the federal government and to ensure that spending is controlled and 
efficient.  Government departments must re-assess the effectiveness of their 
business processes, develop mechanisms to reallocate from low to high 
priorities, and ensure spending is directed to measurable and realistic outcomes. 

 
Other long term changes to the conduct of government also have implications 
for LAC.  Departments are now expected to be client-centric in focus and to 
engage stakeholders and citizens in the development of policy and programs.  In 
addition, the Government of Canada is moving towards a whole-of-government 
approach that aligns and coordinates with other levels of government and with 
private and non-profit sectors.  Management practice has shifted towards 
networked service delivery, with the intention of removing jurisdictional borders 
and expanding service to Canadians.   

 
 
The Challenge 
LAC is well equipped to respond to the new policy and information environment with the 
strategic vision provided in Directions for Change; our challenge now is to identify how 
we will fulfill that vision.  We must find new ways of doing business, re-balance activities 
at LAC, and re-align our resources to support our choices. 
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2. The Strategic Framework 
 
Five Strategic Choices for 2006-2011 
Following a process of internal analysis and discussion, LAC has identified five strategic 
choices that will form the Strategic Framework of the institution and enable us to realize 
key elements of Directions for Change.  While the five choices vary in nature and 
complexity, each of them requires a significant re-balancing of the way we carry out our 
business.  Many LAC activities will need to be re-thought in relation to more than one of 
the choices.  We will ensure an integrated implementation of the Strategic Framework 
to ensure effective delivery of the LAC mandate in the information and policy 
environment in which we find ourselves. 
 
What we will do: 
 

I. LAC will adjust all aspects of its activities to adapt to the needs and benefit 
from the opportunities of the digital information environment. 

LAC will extend its efforts and increase its investments in acquiring and 
preserving the digital documentary heritage, and in making use of digital 
technologies – both to improve access and awareness and to rethink its 
business processes and operations. 
 
This objective will require the development of a comprehensive digital asset 
framework that will support fully automated ingest, preservation and access to 
digital documentary heritage.  LAC will increase its rate of digital acquisition to 
deal effectively with the annual production of documentary heritage; we will 
develop functional specifications for digital record keeping in government.  LAC 
will also begin working with partners to build a national network of Trusted 
Digital Repositories. 
 
LAC will work towards integrated access to its collection by means of a website 
that is easy to use, dynamic and interactive.  LAC will digitize for preservation 
and for use and will steadily build the volume of documentary heritage available 
on its website.  LAC will systematically re-think the services it delivers, to both 
content creators and content users, and the way in which it does business in 
order to respond to the demands and opportunities of the digital environment. 

 
Rebalance: 
While LAC has already made significant steps towards the stewardship of digital 
information and the use of digital technologies in its business, this choice will 
rebalance our capacity to deal with digital and digitized collections and favor  
on-going investment in communication and access via the website.  It will also 
favor re-engineering of business processes to take advantage of digital 
solutions. 

 
High Level Results: 
• Digital documentary heritage is acquired and preserved for future 

generations 
• In their homes, offices and on their PDAs, Canadians have more 

extensive and effective access to their documentary heritage  
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• LAC makes efficient and effective use of IT in all of its business 
activities 

 
Results of these choices in 2-4 years: 
1. LAC’s acquisition capacity deals effectively with the annual production of digital 

documentary heritage.   

2. LAC has a comprehensive digital asset framework that supports fully automated 
ingest, preservation, and access to digital documentary heritage objects in its 
collection: LAC is a Trusted Digital Repository (TDR). 

3. Government departments can access records of their business activities. 

4. LAC has negotiated several partnerships to build a network of TDRs in Canada. 

5. Canadian content producers and memory institutions are using standards, tools 
and guidance developed by LAC and its partners to influence digital asset 
creation, packaging, transfer and curation. 

6. A strategic digitization plan for access and preservation guides LAC as it 
undertakes a large scale digitization program on an annual basis. 

7. Canadians use an LAC website that is easy to use, integrated, dynamic, and 
supports citizen dialogue. 

8. Canadians can carry out online end-to-end transactions with LAC, including 
requesting copies or loans and consulting an expert. 

9. Users can contribute to LAC metadata and website and can personalize their 
experience of LAC. 

10. LAC’s analogue collection is better managed through strategic use of IT. 

 

To achieve the 2-4 year results, next year LAC will:  
1. Approve a first digital asset framework (Rimmer, Parent) 

2. Develop and begin implementation of a strategic digitization plan for access and 
preservation (Rimmer, Parent) 

3. Build a virtual loading dock for some of its digital collections (Bruce, Rimmer, 
Parent) 

4. Begin building the network of TDRs working with other Canadian institutions 
(MB without Ian WIlson) 

5. Work with others to organize a national committee to develop standards for 
digital documentary heritage creation (Rimmer, Parent) 

6. Develop a sustainable corporate web (Rimmer) 

7. Set up several projects to enable users to add information to our catalogues 
(Rimmer, Parent) 
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II. LAC will increase the relevance and accessibility of LAC collections and 
expertise to Canadians outside the National Capital Region. 

To make the documentary heritage of Canada known, LAC will focus on 
activities which demonstrate the relevance and increase the accessibility of its 
collections to Canadians beyond the NCR.   This shift in service horizon will 
build on a market segmentation of current and potential clientele to identify 
particular needs and interests.  LAC will increase the relevance and accessibility 
of its collections by increasing digital access and content and by working both 
with organizations that share custody of the documentary heritage and with 
targeted communities such as genealogists, multi-cultural communities and 
teachers.  LAC will make use of the expertise of its staff both to improve access 
and to develop content relevant to Canadians in all regions. 
 
Rebalance: 
LAC will actively work to make its collections and expertise accessible in the 
regions; this will involve examining the kinds of programming that best meet the 
needs of Canadians and how they can be delivered.  LAC will review the role of 
federal record centers in making our collection accessible. 
 
High Level Result:   
Canadians outside the NCR have improved access to LAC programs and 
services relevant to their needs 
 
Results of these choices in 2-4 years: 

 
1. Genealogy on line has opened the door to more Canadians knowing and using 

the LAC. 
2. Whether in a mediated fashion or directly, the LAC collection is more often used 

by Canadians 
3. LAC has an institution wide approach to making its collection relevant to multi-

cultural and aboriginal groups. 
4. LAC and its partners have increased capacity to work together to increase 

access and awareness 
5. Teachers and students are frequent users of LAC collections, products and 

services. 
 

 
To achieve the 2-4 year results, in 2007-2008 LAC will: 

 
1. Realign and implement the  program strategy (Rimmer) 

2. Realign and implement the genealogy strategy (Rimmer, Bruce) 

3. Develop and implement an institutional plan to follow up on the multi-cultural 
consultations (Berrigan) 

4. Work with networks to enhance delivery of the learning and genealogy 
strategies (Rimmer, Bruce, Berrigan) 

5. Optimize the role of government record centres to support preservation and 
access (Caron, Parent, Rimmer] 

6. Develop partnerships with reference libraries to make LAC collection accessible. 
(Rimmer, Parent) 
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III. LAC will focus its role in GoC Information Management on the development of 

effective record keeping. 
The capacity of federal agencies to operate effectively is currently threatened by 
their inability to create and maintain records of business value.  LAC will 
therefore focus its role in government IM in developing a recordkeeping 
regulatory regime that will facilitate the accountability and stewardship in which 
records are created, used, kept and preserved as vital business assets and 
knowledge resources to support effective decision making.   We will also assist 
the GoC in ensuring the searchability of its records of business value. 
 
Rebalance: 
LAC will move from a general concern with information management in 
government to focus attention on the need by departments to identify records of 
business value.  We will also re-visit our storage model for federal records. 
 
High Level Result:   

• GoC departments demonstrate increased capacity to keep and make use 
of their records of long-term business value 

 
Results of these choices in 2-4 years: 

 
1. Government departments have methodology & processes in place to identify 

records of business value. 
2. Government departments are committed to implementing record keeping 
3. Working with others, LAC has built a regulatory regime for record keeping in 

GoC 
4. LAC has standards, tool and incentives to encourage a culture of record 

keeping in government 
5. A GoC action plan to develop a TDR for records of long term business value 

is ready for implementation. 
6. LAC is acting on a plan for the management and destruction of legacy 

business records of GoC. 
7. Government departments are using the functional specifications for digital 

record keeping issued by LAC 
8. LAC is embedded in the Management of Government Information Policy 

 
 

To achieve the 2-4 year results, in 2007-2008 LAC will: 
 

1. LAC will lead the development of an action plan out of the ADMs round-
tables and participate in its implementation (Caron) 

2. Develop a methodology to enable departments to identify records of 
business value (Caron) 

3. Begin the implementation of a new storage model for legacy records of 
GoC (Caron, Parent, Rimmer) 

4. Develop and consult (GoC and beyond) draft functional specifications for 
digital record keeping (Caron) 
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How we will move ahead: 
 

IV. LAC will make systematic use of collaborative arrangements and will 
increasingly deliver on its mandate through or with others. 

If LAC continues to work alone as often as it has in the past, we will fail to 
deliver on our mandate.  More significantly LAC could benefit from the synergy 
and more effective results that working with or through others brings.  The model 
for this new way of doing business is evident on the web.  Distributed networks 
permit a variety of institutions to make contributions as each has the strength 
and capacity to do so.  By working together institutions can realize economies of 
scale, improve service levels and maximize investments in information and 
communication technologies and professional expertise. 
 
In order to realize this strategic choice, LAC will have to realize major cultural 
change.  We will shift attitudes from doing to collaborating or enabling, and 
develop the necessary capacity and infrastructure to negotiate and manage a 
wide range of partnerships.  LAC will actively seek opportunities to deliver on its 
mandate by working with or through others. 
 
Rebalance: 
LAC will move from being opportunistic to being more strategic, long-term and 
sustainable in its partnership practices.  We will systematically and 
comprehensively use collaborative arrangements as a means of delivering on 
our mandate.  
 
High Level Result:   
The LAC program is more efficiently and effectively delivered through 
extensive use of partnerships with others 
 
Results of these choices in 2-4 years: 
 
1. LAC has necessary infrastructure to negotiate and manage successful 

partnerships (knowledge of strengths/weaknesses of current LAC 
partnership practices) 

2. Increased and more effective delivery of program and services through 
collaborative arrangements 

3. An increasing amount of descriptions is provided by stakeholders and users 
4. Agreement among federal partners for shared storage facility 
5. LAC has developed a partnership with stakeholders to preserve digital 

documentary heritage 
6. LAC has collaborative arrangements with government departments that 

facilitate record keeping 
 
To achieve the 2-4 year results, next year we will: 
1. Develop a partnership policy and framework (including model agreements, 

procedures, guidelines, competencies required, etc) and assess present 
situation and analyze results  (Berrigan, Levick) 

2. Set up a working group to design and build new capacity and infrastructure 
for systematic use of partnerships  (Berrigan, Levick) 

3. Implement scalable pilot-projects using stakeholders and users to generate 
metadata  (Parent, Rimmer) 
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4. Consult with federal partners   (Berrigan, Caron, Parent) 
5. Initiate pilot projects to work in partnership on acquisition, preservation, 

access and/or making known projects, including creators, memory 
institutions or user groups as appropriate   (Parent, Rimmer) 

  
 
 

V.  LAC will ensure citizen/client research and evaluation results are built into     
management decision making 

As LAC moves beyond providing well-established services to a traditional 
clientele, the institution requires a user research and evaluation capacity.  The 
quantitative and qualitative evidence provided by such research will be a key 
contributor to effective decision making.  User research and evaluation will be 
critical in enabling LAC to identify Canadians’ changing needs and to serve new 
markets, as well as to meet its accountability requirements as a federal 
department. 
 
Rebalance: 
LAC will shift decision making by managers to include formal assessments of 
citizen or federal departmental needs and evaluations of user satisfaction 
 
High Level Results:   

• Canadians’ need for documentary heritage is understood and acted 
on in the planning and delivery of the LAC mandate 

• An integrated LAC approach provides federal departments the 
seamless access to the products and services they require 

 
Results of these choices in 2-4 years: 

 
1. LAC has a sophisticated understanding of our clients or potential clients, and 

their needs, making possible a market segmentation analysis of users; LAC 
also knows what gaps exist and what synergies are possible 

2. Service standards, adjusted to reflect market segmentation, are created to 
get a baseline, leading to enhanced performance reporting 

3. LAC has moved to a pro-active (and away from a reactive) service model 
4. Citizen research and user evaluation informs and shapes the delivery of the 

LAC mandate 
5. Clients believe that LAC listens, knows and acts on their needs 
6. LAC management uses citizen research and user evaluation information 

effectively to make decisions as a GoC institution 
 

 
To achieve the 2-4 year results, LAC will 
In year one: 
1. Set up a working group to design and build the new capacity  (Rimmer-

Levick, Caron) 

2. Develop the capacity for citizen research and user evaluation  (Rimmer-
Levick) 

3. Develop a workplan to do maket segmentation analysis of LAC users and 
potential users  (Levick) 
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4. Test or pilot a mechanism to conduct client research  (Rimmer, Levick) 

5. Set up a working group to develop solutions for interface with government 
clients  (Caron, Parent, Rimmer) 

In year two: 
6. Establish an external user advisory group for on-going consultation  

(Rimmer, Berrigan) 

7. Identify ways to work with other cultural memory institutions to develop and 
share knowledge of user needs  (Rimmer, Berrigan) 

 

 

3.  From Strategic Framework to Results 
 
Library and Archives Canada has a broad, national mandate that our institution must 
work strategically to fulfill.  We must adopt strategies that enable us to extend the reach 
of our activities and increase our effectiveness.  With the choices made in the Strategic 
Framework, LAC has begun to define how it will accomplish that mandate: 
• We will move from an institution that is primarily analogue to one that is primarily 

digital. 
• We will move from largely being an independent player to being principally a partner 

who works with or through others. 
• LAC will shift from being an institution whose function is primarily operational to 

become an institution whose role is a blend of operations, policy and enabling 
others. 

 
We have identified two critical success factors in accomplishing this strategic 
realignment of our institution.  The first is a sea change in our management and 
operational practice.  In parallel with our commitment to collaborative arrangements with 
other institutions, LAC will also transform its business practices to establish internal 
collaboration as the defining characteristic of our institutional culture.  We will favor 
interdisciplinary or inter-sectoral approaches and teams able to move strategic projects 
forward; we will look for leadership from our executive and managers in modeling 
collaboration to achieve corporate goals.  The second success factor requires the 
systematic review and re-engineering of our business practices, and re-allocation of 
resources to support implementation of the Strategic Framework.  
 
LAC has now embarked on the building of a new business model constructed on 
Directions for Change and the Strategic Framework.  We will change the way we work, 
difficult as that might be at times, and align our resources to the key results we wish to 
achieve for Canadians. 
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