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Presentation Notes

Three introductory presentations this afternoon, before we start the World Café.


Session Goals

 To address the implementation gap by:
— organizing and leading transformational change
— actualizing “next steps” for a particular problem

e To demonstrate:

— thinking about a problem in different ways leads to
better solutions

— the successful engagement of users in problem
diagnosis and innovations design

— different perspectives, experiences, and expertise are
critical to system reform and redesign
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Presentation Notes


The speaking notes in this presentation are cross-referenced to a PowerPoint presentation provided to us by the AG Saskatchewan on “Leadership, Culture and Change” and sent out to all registered participants by email.

We have abbreviated the cross-references.  “LCC 2” means the “Leadership, Culture and Change” presentation at slide 2.  


Safe Communities: Background

e Crime Reduction and Safe Communities Task
Force, 2007

e Safe Communities Initiative
— Premier-led
— 9 partnering ministries
— S$150 million initiative led by Justice

— 35 staff seconded from partnering ministries to
Safe Communities Secretariat
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In 2007, the Premier of Alberta established the Crime Reduction and Safe Communities Task Force to identify ways to reduce crime.

After meeting with hundreds of Albertans, the Task Force made 31 recommendations.
One of those recommendations was to develop a comprehensive, long term provincial crime prevention strategy.

The Premier-led initiative was assigned to the Justice Minister, not the Minister of Solicitor General.

Treasury Board assigned $150 million to the initiative and Deputies created the Safe Communities Secretariat in the Ministry of Justice comprised of 9 ministries:
Justice
Solicitor General
Health and Wellness
Education
Municipal Affairs
Aboriginal Relations
Children and Youth Services
Housing and Urban Affairs
Culture and Community Spirit
Secretariat had 35 staff seconded from these ministries


Rocky start

First year not meeting Premier’s expectation
DMs divided up the $150 million

— Secretariat
— Safe Communities Innovation Fund (SCIF)

No clear vision
Encroachment on SG mandate

Hundreds of committees, no common vision
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The first year the Safe Communities Initiative and Secretariat struggled.  

The Deputies would meet frequently but there was no common vision or understanding of the initiative, and SG was very concerned as crime prevention and reduction was that Ministry’s mandate.  The $150 million was split up in terms of more resources for police, corrections, prosecutions, leaving only the budget for the Secretariat ($3 million in staffing) and The Safe Communities Innovation Fund (SCIF), a $20 million – later $14 million/year grant program for innovative crime prevention projects.  

Staff were literally involved in hundreds of projects – the Secretariat was becoming the catch all of all work that involved public safety – further encroaching on the SG mandate.  



Toward a common vision and
governance

Strategic planning

— vision, mission and mandate

Clear objectives

— what needed to be done in three years
Governance

— issues mandate briefings

Focus on long-term strategy
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When I took the leadership of SafeCom on in 2008, we held:

Staff vision, mission and mandate exercise
Met with executives of the other ministries and held a joint planning retreat with SG executives.
Came up with a common vision of our mandate (in three years respond to all 31 recommendations of the task force, including the comprehensive long-term provincial crime prevention strategy), together with new governance and a way of working together:
Set up an ADM Committee of all partnering Ministries
Developed a common vision:  “Alberta is a leader in crime prevention and reduction and its communities are among the safest in the world” along with a common mission, mandate, roles and responsibilities.
Determined an issues mandate briefing process for staff to come to the ADM Committee with ideas prior to launching.
Decided to concentrate on the long-term strategy as a way to focus our work.  A number of political objectives were underway, including Alberta’s Gang Reduction Strategy without a clear indication of our objectives.

See LCC 4, 38, 41


Alberta’s Crime Prevention Framework

e Culture shift

— from “tough on crime” to “smart on crime”
e Engaged communities and stakeholders

 Developed clear outcomes and performance
measures
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It was clear that the literature on crime prevention demanded a cultural shift in terms of the traditional approach to crime prevention and reduction.  We needed to move away from a “tough on crime” approach that focused on punishment, toward an upstream approach that focused on prevention.  Moving to a “smart on crime” approach.  

Over a year we worked on the Crime Prevention Framework and held extensive consultation with justice system participants and stakeholders.  
We spent a year working on the outcomes and effective ways to measure those outcomes.  Over the short term, Risk factors for criminality would be reduced, and protective factors would be strengthened.  Over time, crime would be reduced, severity of crime would be reduced along with victimization, harm to victims and there would be an increased sense of personal safety and community safety.

These outcomes provided a lens for evaluating and prioritizing the projects we would do under the initiative.  It was a lens for determining which SCIF projects got accepted, and which got continued funding. 


Alberta Crime Prevention Framework/Action Plan

Alberta Gang Reduction Strategy

Crime Prevention Funding and Programs

Marijuana Grow Ops

Legislative Initiatives (Body Armour Control Act,

Missing Persons Act)

Mental Health and the Justice System

2017-03-20 DRAFT
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All of the existing and future safe communities work would now come under the goals, objectives, outcomes and strategies of the outward facing and government approved Crime Prevention Framework.  Gaps could be identified and filled with future projects.  

8 strategic directions:
Develop a comprehensive research and knowledge base regarding major risk and protective factors of criminality
Establish provincial crime prevention priorities based on research to create the greatest potential return on investment
Explore ways to align programs and services to target crime prevention priorities.
Develop strategies to address gaps in crime prevention programs and services.
Continue to engage communities in building capacity to address provincial crime prevention priorities.
Work with communities to prepare local crime prevention plans to achieve provincial priorities.
Examine ways to align future funding streams for crime prevention plans to achieve provincial priorities.
Measure outcomes and assess progress on a regular basis.

Initiatives led by others which supported the Framework, even though not led by SafeCom, were also put under the Framework and tracked toward outcomes.



Accomplishments

Alberta Gang Reduction Strategy developed

Crime Prevention Framework developed
e Community crime prevention plans developed in many ready communities
e Partnerships with indigenous communities

Integrated Justice Services Project
Marijuana Grow Ops Strategy

Legislation:
 Civil Forfeiture (Victims Restitution and Compensation Payment Act)
e Body Armour Control Act,
* Safe Communities and Neighbourhoods Act
* Amendments to the Gaming and Liquor Act
e Gunshot and Stab Wounds Mandatory Reporting Act
* Witness Security Act
* Missing Persons Act
SCIF Projects: 88 innovative crime prevention projects totaling $60

million funded with evaluations + encouraged partnerships in
communities
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Accomplishments:
Alberta Gang Reduction Strategy developed
Crime Prevention Framework developed
Community crime prevention plans developed in many ready communities
Partnerships with indigenous communities
Integrated Justice Services Project 
Marijuana Grow Ops 
Prescription Drug Misuse coalition.
Legislation:
Civil Forfeiture (Victims Restitution and Compensation Payment Act)
Body Armour Control Act,
Safe Communities and Neighbourhoods Act
Amendments to the Gaming and Liquor Act
Gunshot and Stab Wounds Mandatory Reporting Act
Witness Security Act
Missing Persons Act 
SCIF Projects:  88 innovative crime prevention projects totaling $60 million funded with evaluations + encouraged partnerships in communities




Assessment of Ron Hicks

1. Assign Responsibility and Accountability
— Communicate political, public service executive support

2. Enable Coordination
— Chose structures, paired with processes, to address pitfalls

3. Enable Coordination with Cultural Shifts
— Choose practices that will change the corporate culture
— From competition to collaboration
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Ron Hicks (former DM to the Premier Professor of Strategic Management and Organization, Alberta School of Business University of Alberta 
(in Information Bulletin, Number 157 (April 2012)) stated that SafeCom and one other Government of Alberta initiative were the only two cross-ministry initiatives he could point to as being successful.  He attributes the success of the initiative to the following strategies: 

1.	Assign Responsibility and Accountability

•	Chose practices that communicate political and public service executive support for cross-ministry initiatives.
o	the premier, together with his or her cabinet, is responsible for creating a strategic framework and/or conceiving of the right cross- ministry effort with clear goals, targets, and performance measures; 
o	the premier is responsible for championing the effort;
o	the premier, through his or her political and public service chiefs of staff, is responsible for insisting on consequences, whether punishments for those who failed or rewards for those who succeeded and even exceeded expectations.

2.	Enable Coordination by Pairing Structures and Processes
o	forming cabinet committees to coordinate specific cross-ministry initiatives identified and tracked through annual or semi-annual planning sessions;
o	enabling central agencies like policy units to support coordination by having them report to the Office of the Premier through the chief deputy minister;
o	funding cross-ministry initiatives independently of any ministry’s budget;
o	requiring all appropriate ministers to sign off on interdepartmental committee policy proposals; and
o	empowering advisory committees and task forces to engage interest groups, stakeholders, and the general public in the policy coordination process.

3.	Enable Coordination with Cultural Shifts

•	Choose practices that will change the corporate culture of the public service from one in which ministries are competitors to one in which they are encouraged to work together and coordinate their policies as appropriate. 
o	communicating to all public service professionals a unified government vision;
o	modelling a set of public service values that promote trust and teamwork;
o	investing in training and development, when necessary, to increase policy capacity, enable staff mobility across ministries, and develop additional teamwork skills;
o	taking a one-government, one-employer approach to recruitment and promotion; and
o	celebrating teamwork through rewards and recognition programs.

•	Choose similar practices to prompt this same shift from competition to cooperation at the political level.






B
Critical factors to promote innovation

In government:

e Premier led —in ministry mandates
e Common vision, mission and mandate

 An overarching Framework with clear outcomes, strategies
and evaluation framework established by all ministries,
community and stakeholders

e Good governance promoting relationship building and
shared governance and understanding

e Sound project management, action plans and tracking
e Extensive engagement of community and users

e Evaluation and evidence based policy

 Funds to promote innovation (SCIF)

e Cross-ministry funding envelopes
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Project Management played a critical role to the success of the initiative.  The Framework provided the lens for evaluation of all work under the initiative and the ADM Committee became the board of governors for the projects.  

Where the ADM committee had previously been an information sharing venue, the ADM Committee now needed to align all work done in all ministries under the Framework and begin looking at that work according to the outcomes.  New projects by other ministries would be launched at the ADM committee, and all the work of SafeCom and its partners were tracked in an Action Plan.  There was now substantial engagement at that table.

The staff in SafeCom also had extensive engagement with stakeholders and community in doing all of its work – including Aboriginal communities.

Social Innovation Funding (SCIF) – promotes new ways of working together in the community and ways to try new ideas.

Also key was relationship building among the ADMs – over two years a common vision toward prevention developed, causing all ministries to align toward the Framework.

In its last year, a shuffle of 23 ADMs took place and key partner ADMs moved on, being replaced by ADMs who did not understand their Ministry’s role in crime prevention.
Having achieved most of its mandate, in the last year the Premier directive to support SafeCom didn’t make the Minister mandate letters.  

The Premier was now Alison Redford who had been the lead of SafeCom and Justice Minister, and didn’t feel it necessary.
Engagement began to erode. 

As a parting word, even after SafeCom finished its mandate, its work had a lasting effect on the way government approached cross-ministry work.  The government began organizing Deputy Ministers into “pods” which replicated the cross-ministry collaboration experienced under SafeCom.  
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From Reform to Transformation

 Context: BC Justice Review Task Force Reports
— BC Supreme Court Rules reform
— Small Claim Pilot

e Early learning on the implementation gap:
— from reform to transformation: a new model
— navigating the culture of delay and complacency

— “no worthy problem is solved in the plane of its
original conception”
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JRTF:

BC Justice Review Task Force Reports: Civil, Family, Criminal
many reform recommendations - eg. Supreme Court Civil Rules Reform – that led to small change, or no measurable change for users

Learned from failure: 
team worked with visionary leaders like Chief Justice Don Brenner, Allan Seckel and Jerry McHale for years on initiatives like rules reform
on the positive side, 
helpful stories and mantras: “cut cost, complexity and delay” (the Narratives are key)
failing forward is critical (“we’re learning!”) 
- sadly, many of the projects:
much work resulted in no measurable impact on justice system users: e.g. three years on civil rules reform
much work product was “negotiated down” from initial vision to the reality imposed by our culture of silos, delay and complacency

Story: from Small Claims Pilot to Civil Resolution Tribunal / moving from pilot to program: 

Original Small Claims Pilot set up with Chief Judge Hugh Stansfield was quite successful
politically: Wally Oppal loved “Night Court”, etc.  
business case: mandatory mediation and speedy adjudications delivered $900,000 worth of services for $600,000
freed up two Provincial Court judges to go from the small claims court to criminal courts
BUT could not alter the pilot or expand it across the province

Summary:  

In a culture of complacency and delay, “reform” work was about:
small change or no measurable change for users; and
very little added value for taxpayers

Lessons learned:  

Shift from reform to transformation was essential:  

“You never change things by fighting the existing reality.  To change something, build a new model that makes the existing model obsolete.”  Buckminister Fuller 

 “No worthy problem is solved in the plane of its original conception” – Albert Einstein

Needed new allies to make the shift from reform to transformation… and allies appeared

Example: Let’s move from small claims court filing to resolution: 1 to 2 years) to an administrative tribunal that delivers fair results in 60 to 90 days

LCC 15










Transformational Change: the Drivers

e Leadership:
— What kind of leadership do we need and not need?
— Key challenge: next generation leadership

e Overcoming “culture of delay and complacency”

— The Narratives
e OCIO and TBS
e Justice
e Bench, Bar, PLEI organizations

— Toward the new culture
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How were we able to make the shift to transformational change?  

Personal leadership from Ministers  LCC 13, 17 
Wally Oppal: personal understanding of judges and lawyers; willingness to speak out
Shirley Bond: not a lawyer, no excuses for delay
Rich Coleman: opportunity – strata – gave us internal leverage
Suzanne Anton: focus on innovation, X-reference: article in The Advocate

Vision informed by outside leaders
Allan Seckel, DM to the Premier: Transformation and Technology funding
OCIO analysts empowered by DM Committee on Transformation and Technology
TB analysts: sick of “more of the same” from Justice

Team leadership qualities
Empowering ourselves by giving ourselves authority: e.g. launch of ODR pilot projects – “Just Do It” 
Ensuring alignment, but also speaking truth to power
Putting public interest above personal interest – “have we made anyone mad today?”
Key challenge now: building the next generations of leadership
must break down the traditional hierarchy-based pipelines; build greenhouses that help our flowers to bloom

The Narratives – NB: plural   LCC 16, 22, 24, 28
Enabled us to surf the culture of complacency and delay

OCIO and TBS: technology and business cases
(1) We can leverage the internet; the courts in BC cannot and will not
(2) The Business Case; transformation not reform – the new model 
Old model: PC judges = $314,000 annually and higher pay needed; Legal Services Society: more lawyers needed; BCers cannot afford average hourly rate for BC lawyer = $250 hourly; 
The new model changed the funding conversation: the bigger, the better – not just strata but small claims; not just CRT but Tribunal Transformation
Failed forward at first, but proven action orientation was key – just do it with no money!

Justice:  Access to Justice
The endless stream of reports and recommendations were helpful 	
	Cognitive dissonance between words and reality
	NAC report: naming the implementation gap; put public first
	Result: “we have to deliver on something tangible”
“It’s been done before”; one step at a time; it’s only a small step
Quebec Small Claims Court (self-representation) / Queensland Civil Resolution Tribunal / Ontario tribunal reform
Leverage the pathologies: “don’t worry, it’s just our little silo”
Re-allocation of internal resources from low value reform work to high value transformation work
Lead where you can, inside “our” silos – example of Court Mediation Program; Human Rights streamlining; PLEI funding
Embrace internal conflict – no conflict  bigger implementation gap

Bench, bar and PLEI organizations: unfairly perhaps, we framed as the heart of the old culture, focused on preserving their silos/monopolies; consult if necessary, but only if necessary – emphasize the cognitive dissonance between words and action (CBA(BC) vs. CBA); emphasize the user stories; focus on creating a new model for the next generation and the sheer fun of transformation

Communications stresses – true stories, but different stories for different audiences
	Our job as public servants: objective analysts or driven advocates?
	Attacks on monopoly culture  backlash from the hierarchies
	
Surfing the culture was essential for breakthroughs, but building the new culture is essential to sustainability
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Building the Transformation Culture (1)

One Team and One Project at a Time

* New values: what’s important and not important?
— Then: action

— Now: user focused design, development, and continuous
Improvement

— Next: holistic, end to end, integrated services for users

e Values drive priorities: “what’s important”
— measurably improve user experience and user satisfaction?
— cut cost, complexity and delay in big, measurable ways?
— only a priority if the answer to (1) and (2) is “Yes!”
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Building the new culture in the transformation team

Answering the hardest question first: “What’s important and what’s not important?” 

We need to empower ourselves to:
insist on transformational change and action
“stop doing stupid stuff” – or find ways to avoid it / manage it down
focus on users, design thinking, multi-disciplinary problem solving
		
meaningful work that achieves results  / “refuse to do the stupid stuff”
Projects: no gradual reform, no more studies, no more $50,000 evaluation frameworks, no more court rules!
Culture: can’t change the dominant culture; therefore, replace it 

project identification: 
for ourselves – meaningful work that makes a difference (first wave)
for users (second wave)
for integration (possibly, the  next wave) 

Key measures of what’s important: 

(1) will this project measurably improve the user experience and user satisfaction?
	mantras: “user focussed”, next: “user focussed, data driven”

(2) will this project cut cost, complexity and delay in fundamental, measurable ways?
	mantras: “add value for taxpayers” “digital services”, “internet-supported” “24/7 service” “globally scalable” “end-to-end, integrated service”

(3) to be transformative, a project must do (1) and (2) at the same time

LCC 21, 22, 28, 30, 31, 35
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Building the Transformation Culture (2)

One Team and One Project at a Time
 New attitude and vocabulary
— Linked to values and The Narratives
e Leveraging the best of other cultures
v ADR community; Tribunal community; public service
\/Technology community

v’ Office of the Chief Information Officer
v' DM Committee on Transformation and Technology

 Multi-disciplinary teams

— |led by innovators and project managed
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Building the new culture in the transformation team:  

New attitude – The Narratives, inside the team, day to day: 
Please note that this is (slowly) in transition, as we shift from an insurgency :) culture to a sustainability culture….	
	“Just do it” “Action, not words” (LCC 34, bullet one - wrong for BC)
	“We will not pave the cow path”  
	“We will not negotiate ourselves down”
	“Embrace failure”, “fail forward” 
	“Think big” but “Bite sized chunks” “Phases” “Agile” 	
	“Never ask; just inform and listen”
	“Quisling was a collaborator”  
	“One Team, One Vision” 
	“Simple Matter of Programming” “Faaaaantastic”  
	“What could possibly go wrong?”
	“Delay begets delay”  
		“That was just our target date – no one’s done this before” 	
Unfortunately, many aggressive analogies:
	“Silo busters”
	 “Find the wedge” (now, moving to “find the crack that lets in the light”)	
Generally, we adopted an aggressive us / them transformation culture: 
“We’re on the right track, we made X mad today!”
	- now, moving away from the mindful alienation of others
- moving toward “integration” “shared interests” and maybe even “collaboration” 

Leveraging culture change allies

AND build a broader human resources framework

LCC 35





Building the Transformation Culture (3)

One Team and One Project at a Time

Human resources model: Leadership is essential to transformational change

*  Recruitment:
— “fit” with multi-disciplinary team needs:
* business case, DR, legal, operations, subject matter, technology
— people who can problem unusual problems and isolation:
e drive the technology contractors; navigate bureaucracy; win legal battles
— “next generation leaders”
e ODR, big data, machine learning anyone?)
— people who will drive culture change by example
e technology people with project management expertise key to change
e business case developers essential to funding

e building our greenhouses
*  Retention:

— meaningful work

— high fun quotient, anyone works from home any time
— continuing education / new skills development

— please don’t stay!
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Human resources model:  

Leadership is more important than any other variable in bridging the implementation gape and transforming culture

PCO career accelerator model

Recruitment:
- key is “fit” with multi-disciplinary team : business case, legal, project management, subject matter, technology 
- people who can solve key problems and find ways around impediments to change: drive the technology contractors; navigate the bureaucracy; overcome legal impediments
- “next generation leaders” (big data, machine learning anyone?)
drives culture change  
technology people with deep project management expertise: key to team change
start with new minds: our greenhouses at UVic; Osgoode; Ottawa; TRU 
Enable young lawyers to transition from law to knowledge engineering

Retention: the leadership greenhouse
-   high fun quotient, anyone works from home any time, working in bite size chunks, 
continuing education is critical – one Ph.D and one LL.M from DRO
ODR; user engagement – key new skill 

BUT don’t stay – go forth and transform the world 

LCC 40




Technology and Transformation

e Technology community as a....

— culture change driver
e user focused service design, user testing (with real data)
* |ntegration, project management, Agile action orientation
e language
— narratives driver
e “ODR modelled on eBay and PayPal”
e “24/ 7 access to justice”
e “Agile, rolling wave implementation”
e “big data and machine learning”

— Tail that wags the dog: business transformation
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Leveraging technology: 

especially the culture of (the right kind) of technology people

User focus that is not just about words: it’s deeply embedded 
Integration – (“end to end services”,“scalable”)
this is going to be our key word for the next five years, especially in family
Project management and Agile: “flat” project teams and structures, strong governance, daily stand-ups, action orientation
Real team work, where the youngest team members are often the best
Multi-disciplinary thinking, avoiding “waterfalls”
Data-driven decisions


(2) new Narratives technology world provides

Online Dispute Resolution projects drove the early transformational change AND our Narratives
Property Assessment Appeal Board
-   Consumer Protection BC 
“24/7 service from the comfort of your own home or your smart phone” “automagical” “simple matter of programming”
Big data, machine learning, analytics and algorithms  the future of the justice system

(3) Wedge into business transformation – key to: 

Tribunal Transformation 
Family Justice Transformation
Scaling up Victorian Integrated Court





Key Tools — A Recap

e Culture change
— meeting user needs, as identified by users

e Story telling —the Narratives
— true stories, chapter after chapter
— told to the right people, at the right time
— must tie back to The Users

e Leadership: the start and the end
— system, silos, Transformation Teams
— enabling users to be leaders
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Key tools:

Culture change: 
- delay and complacency vs. meeting user needs
- user needs are the unifying concept => integration is the next step

The Narratives: 
needs to be told to the right people at the right time – that’s microtargetting
needs to be told over and over and over and …

Leadership:
without it, transformative change is very, very hard; with it, very hard to stop 
we need to empower innovators – Henry Ford’s “faster horses story”
-   AND we need to empower users to be our leaders
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Collaborating with Users on
Design and Justice Reform

 What different perspectives,
experiences, and expertise are
critical to system reform and
redesign?



The Judy Gayton Case

Overview/ summary



Adult Guardianship and Trusteeship
Act

Alberta Rules of Procedure s2.11(c)

 Judy must have a “litigation
representative” to act on her
behalf (including filing documents
and speaking in court).



The World Cafe

How could this situation have been avoided?
What are the possible solutions?

Or, what will be necessary to ensure that the
same problem is not faced in the future by
persons with disabilities —and in particular those
deemed “incompetent” — who also lack legal
representation?”

What “implementation gap” obstacles might be
anticipated here, and how can these be
overcome?



Next steps

Refining the most promising ideas

Making a plan that anticipates
implementation obstacles

Continuing to build dialogue with users
and ensuring ongoing consultation

ldentifying leadership
Using this model in other areas
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