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ACRONYMS

2SLGBTQIA+ 2S: at the front, recognizes Two-Spirit people as the first 2SLGBTQI+ communities;
L: Lesbian; G: Gay; B: Bisexual; T: Transgender; Q: Queers; I: Intersex, considers sex
characteristics beyond sexual orientation, gender identity and gender expression; +:
is inclusive of people who identify as part of sexual and gender diverse communities,
who use additional terminologies.

ARADS Anti-Racism and Anti-Discrimination Secretariat
EBP Employee Benefit Plan

EDI Equity, diversity and inclusion

EE Employment Equity

EWG Evaluation Working Group

FTEs Full-Time Equivalents

FY Fiscal Year

GBA Plus Gender Based Analysis Plus

HR Human Resources

ICMS Informal Conflict Management System
O&M Operations and Maintenance

PWD Persons with Disabilities

SOGIE Sexual orientation, gender identity and expression
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EXECUTIVE SUMMARY

Introduction

The Evaluation of the Anti-Racism and Anti-Discrimination Secretariat (ARADS) was part of the
Department of Justice Canada (Justice Canada)’s 2021-22 to 2024-25 Integrated Audit and Evaluation
Plan and was conducted in accordance with the Treasury Board’s Policy on Results (2016). The
evaluation examined the continued relevance, design and delivery and effectiveness of the activities
of ARADS.

Program Description

ARADS was established in 2020 to address issues of systemic racism and discrimination at Justice
Canada and is considered an umbrella group for equity, diversity and inclusion (EDI) matters in the
Department. ARADS is responsible for:

e Providing strategic advice on approaches to anti-racism and EDI and on human resources
policies, initiatives, and strategies.

e Creating and delivering Justice Canada’s Anti-Racism and Anti-Discrimination Results
Framework (Results Framework) and Employment Equity Plan (EE Plan).

o Co-ordinating the work of five equity and diversity advisory committees.

e Organizing departmental learning and professional development activities and initiatives to
raise awareness and develop skills related to diversity, inclusion and other interrelated topics.

Findings
Relevance

ARADS and its activities are mostly perceived to be relevant as they reflect the increased focus on
EDI-related topics within the Government of Canada and society at large over the last few years.
Additionally, the environment in which ARADS operates is evolving, which has a direct impact on its
mandate and activities and may affect the future relevance of ARADS.

Design and Delivery

ARADS has implemented many activities aligned with the Results Framework but faced challenges
related to its organizational structure. ARADS’ activities and role were found to have expanded and
evolved in response to new expectations and increasing demands placed on ARADS. During the
evaluation period, the levels of coordination, communication and collaboration increased over time to
manage ongoing relationships between ARADS and other areas within Justice Canada. However, the
roles and responsibilities of ARADS are not clear, which together with increased demands placed on
ARADS have led to unmet needs and negatively affected the perceived relevance of ARADS.
Additional efforts are needed to clarify and communicate the roles and responsibilities of ARADS both
within ARADS and within Justice Canada.

Effectiveness

ARADS is effective in collecting and reporting on data and on tracking progress towards expected
results. No major data gaps were identified. Further, decision-making through the Department is
informed by the data and analytics collected by ARADS.



ARADS effectively contributed to Justice Canada’s response to anti-racism and EDI priorities through
each of its four main activities. However, the expanded role and increased number of requests made
to ARADS impacted its capacity to support activities in a timely and consistent fashion. This led to
challenges in coordinating consultations and in particular, providing administrative support to equity-
seeking and diversity advisory committees. Further, there is a need for ARADS to provide additional
support to these committees such as: providing strategic advice; supporting forward planning efforts;
and providing guidance to transitioning co-chairs of the committees.

Recommendations

Based on the evaluation findings described in this report, the evaluation offers the following two
recommendations:

o ARADS, in collaboration with its partners, should clarify and communicate its mandate, roles
and responsibilities to improve coordination and collaboration in the area of anti-racism and
EDI-related matters.

o ARADS should strengthen the support it provides to the equity-seeking and diversity advisory
committees and ensure it is consistently applied to enhance the Secretariat’s relevance and
effectiveness.



1 INTRODUCTION

1.1 Purpose of the Evaluation

This report presents the findings and recommendations for the Evaluation of the Anti-Racism and Anti-
Discrimination Secretariat (ARADS). The evaluation was conducted in accordance with the Treasury
Board Policy on Results (2016), which requires departments to measure and evaluate performance
and use the resulting information to manage and improve programs, policies and services. The
evaluation was undertaken by Justice Canada’s Evaluation Branch as per the 2021-22 to 2024-25
Departmental Integrated Audit and Evaluation Plan.

1.2 Evaluation Scope

The evaluation covers a period of five fiscal years (FY) from 2020-21 to 2024-25. This was the first
evaluation of ARADS. The evaluation’s primary focus was on assessing ARADS’ design and delivery
(including its approach to monitoring and measuring results and the consistency of design and delivery
with best practices). It also examined ARADS’ roles and responsibilities and the ongoing relevance of
ARADS. The extent to which the implementation of ARADS’ activities has contributed to Justice
Canada’s response to anti-racism, equity, diversity and inclusion (EDI) priorities, as well as in success
towards carrying out its mandate was also assessed, including the ongoing relevance of ARADS in
the context of alignment with government and department priorities and the ongoing need within
Justice.

Given the focus of the ARADS evaluation, Gender-based Analysis Plus (GBA Plus) was integrated at
the indicator level across the various evaluation questions to support improved outcomes for diverse
populations. GBA Plus is described as an analytical tool to support the development of responsive and
inclusive policies, programs and other initiatives.

The scope of the evaluation was determined based on a review of available information and informed
by consultations with partners regarding issues and questions of interest. The work of the evaluation
was guided by an Evaluation Working Group (EWG), consisting of key representatives from ARADS.



2 PROGRAM PROFILE

2.1 Description

ARADS was established in November 2020 to address issues of systemic racism and discrimination
at Justice Canada and carries out four main activities. It is responsible for providing strategic advice
on anti-racism, equity, diversity, and inclusion approaches, human resources policies, initiatives, and
strategies within Justice Canada. It is also responsible for coordinating the efforts of Justice Canada’s
equity-seeking and diversity advisory committees. The five committees are as follows: Advisory
Committee on Racialized Persons, Advisory Committee on Indigenous Peoples, Advisory Committee
on Women at Justice Canada, Advisory Committee on Persons with Disabilities (PWD), and Advisory
Committee on Sexual Orientation, Gender Identity and Expression (SOGIE). In addition, ARADS
organizes departmental events to raise awareness on issues related to diversity, inclusion and other
interrelated topics, and promotes change in Justice Canada’s culture with regard to systemic racism
and discrimination.

ARADS is also responsible for delivering Justice Canada’s Anti-Racism and Anti-Discrimination
Results Framework (Results Framework) and Employment Equity (EE) Plan. The 2021-2025 Results
Framework is intended to enable fundamental changes to the behaviours, processes, policies, and
culture in the Department that perpetuate systemic racism and inhibit the full participation of several
groups. These groups include, but are not limited to, Indigenous Peoples, Black Canadians, and other
racialized groups, as well as PWD, Women and the SOGIE community within Justice Canada.

The Results Framework is aligned with the EE Plan (2022-2025). The EE Plan is meant to be a
complementary tool to the Results Framework. The two plans include initiatives, programs and
processes to enable departmental leaders to appoint, support, and recruit candidates from Indigenous
communities, Black and other racialized communities as well as PWD and Two-Spirit, Lesbian, Gay,
Bisexual, Transgender, Queer/Questioning, Intersex, Asexual, and people who identify as being part
of sexual or gender diverse communities (2SLGBTQIA+)/SOGIE communities across Canada.
ARADS oversees the implementation of both plans and liaises with other sectors within Justice
Canada to lead or support various components of the plans. ARADS prepares biennial progress
reports sharing results to date.

The work of ARADS supports Justice Canada’s commitment to answer the Clerk of the Privy Council
and the Secretary to the Cabinet’s Call to Action on Anti-Racism, Equity, and Inclusion in the Federal
Public Service.

ARADS is located within the Management Sector and its Director reports to the Chief Financial Officer
and Assistant Deputy Minister. For the duration of the evaluation, ARADS was comprised of two units:
one focused on implementing the requirements of the Employment Equity Act within Justice Canada;
and the other focused on supporting other initiatives such as data/data analytics, advice and planning.

2.2 Resources

When ARADS was created in 2020-21, there were approximately three full-time equivalents (FTEs).
That number increased over time. At the time of the evaluation, there were approximately 14 FTEs in



a variety of occupational groups (AS, CR, EC, EX, LC, LP, PE and PM)." The overall accountability
for ARADS rests with the Director. A majority of ARADS employees were staffed into the unit by way
of secondments or assignments.

From 2020-21 to 2024-25, the total combined salary, operations and maintenance (O&M) and
employee benefit plan (EBP) allocated resources for ARADS were $7.6M. The specific breakdown per

FY is presented in Table 1 below.

Table 1: ARADS’ Allocated Resources During the Evaluation Period’

Categories FY 202021  FY 202122  FY 202223 FY 202324  FY2024-25  ''ve-year
Salary $252,556 $941,500 $1,296,744 $1,497,529 $1,555,731 $5,544,060
O&M $19,041 $100,953 $113,872 $229,924 $102,723 $566,513
EBP2 $68,190 $254,205 $350,121 $404,333 $420,047 $1,496,896
Totals $339,787 $1,296,658 $1,760,737 $2,131,786 $2,078,501 $7,607,469
Notes

" Accommodation and Supply and Services Canada costs are excluded from this table as they go directly to their respective
departments, and they are not included in the Main Estimates.

2 Comprehensive EBP rate aligns with external reporting (Public Accounts). Exercises on or after April 1, 2019 were reported at a
27% comprehensive EBP rate (20% prior).

Source: Department of Justice Canada Financial Data

3 EVALUATION METHODOLOGY

The evaluation was guided by an evaluation matrix (evaluation questions, indicators, and data
sources) which was developed through the evaluation scoping and design process. Appendix A
contains the list of evaluation questions.

An EWG composed of ARADS representatives provided advice during the design and implementation
of the evaluation. The Group coordinated access to documents and data, and provided feedback on
evaluation products (i.e., the evaluation questions, preliminary findings and the draft evaluation report).

The evaluation included multiple lines of evidence and employed the data collection methods
described in the table below. A detailed description of the methodology can be found in Appendix B.

Table 2: Lines of Evidence

Line of Evidence
Document Review

Description

The document review included a review of internal documents (e.g.,
ARADS administrative documents, progress reports, planning and
policy documents, training documents, and advisory committee
documents), as well as publicly available departmental and other
government documents.

T Administrative Services (AS), Clerical and Regulatory (CR), Economics and Social Science Services (EC), Executive
(EX), Law Management (LC), Law Practitioner (LP), Personnel Administration (PE) and Program Administration (PM).



Line of Evidence \ Description
Administrative Data Review | The administrative data review included information obtained
through Justice Canada’s Integrated Financial and Material
System.

Environmental Scan An environmental scan was undertaken with six comparable
governmental initiatives operating in a similar context to ARADS.
The objective was to investigate the activities, approaches, and
organizational structures of similar initiatives in Canada. A total of
nine individuals from the comparable initiatives were interviewed
and documents were reviewed.

Key Informant Interviews A total of 41 Key Informants were interviewed for the evaluation.
Including 35 Justice Canada representatives and six
representatives from other government departments.

3.1 Limitations and Mitigation Strategies

Table 3 describes the main limitations related to the methodology, along with the mitigation strategies
that were implemented. Overall, the evaluation process did not encounter constraints or limitations
that prevented its ability to adequately address all evaluation issues and questions.

Table 3: Summary of Limitations and Mitigations Strategies

Line of Limitation Mitigation Strategy
Evidence

Key Informant The key informant interviews had the | This risk was mitigated by using multiple
Interviews possibility of introducing self-reported | lines of evidence, including objective
response bias and strategic response | sources of data, such as documents and
bias.? administrative data, to arrive at the overall
evaluation conclusions.
Key Informant Lack of knowledge of ARADS among | Interviewers focused on obtaining
Interviews some external interviewees (e.g., due | information around best practices,
to not being directly involved with emerging trends and issues, and other
ARADS or limited knowledge about relevant topics that these interviewees
ARADS activities). were able to speak to.
Environmental Lack of publicly available The evaluation team closely coordinated
Scan environmental scan documentation. with the EWG to determine which

organizations to include in the
environmental scan. Additionally, during
the interview process, the evaluators
asked interviewees from the comparator
organizations to share relevant

documents.
All lines of The role of ARADS has been The evaluation team integrated changes to
evidence evolving since its inception. As a ARADS in the data collection approach.
result, it is possible that some When interviewees from outside ARADS
interviewees outside ARADS could commented on a feature, role or gap of
have been commenting on an ARADS, the evaluation team ensured
outdated view of ARADS. those views were relevant given ARADS’

current roles, responsibilities and activities.

2 Self-reported response bias occurs when individuals are reporting on their own activities and so may want to portray
themselves in the best light. Strategic response bias occurs when the participants answer questions with the desire to
affect outcomes.



In addition, some changes were not The evaluators ensured that they were well
well documented and the evaluators’ | aware of those changes so that the
understanding depended on insights | analysis and reporting would be accurate.
from interviewees.

4.1 Relevance

4.1.1 Alignment with Government Priorities and Departmental Roles and Responsibilities

ARADS is aligned with the Government of Canada’s consistent prioritization of anti-racism,
diversity, and inclusion, as outlined in key documents such as the Clerk of the Privy Council’s Call
to Action, departmental mandate letters, and federal budgets.

The Secretariat’s role aligns with federal and departmental priorities. Over the evaluation period, the
Government of Canada consistently emphasized its commitment to anti-racism, diversity, and
inclusion as key priorities. This was primarily communicated through the Clerk of the Privy Council’s
Call to Action on Anti-Racism, Equity, and Inclusion in the Federal Public Service, as well as through
the Speeches from the Throne, federal budgets, and mandate letters. ARADS’ mandate is aligned
with these documents, as outlined in the 2021-2025 Results Framework. The Results Framework
states that the mission and role of ARADS is to support Justice Canada in becoming a representative,
diverse and inclusive organization and influence policy and process development to enable equitable
access to justice for all Canadians.

In January 2021, the Clerk of the Privy Council issued a Call to Action on Anti-Racism, Equity, and
Inclusion in the Federal Public Service, urging public service leaders to foster a diverse, equitable, and
inclusive workforce. The Clerk also directed these leaders to report on their efforts to address racism
and drive systemic change. Additionally, on May 9, 2023, the Clerk introduced a Forward Direction,
calling on all deputies to set specific goals, track progress, establish meaningful accountability, and
incorporate key success factors in the implementation of the Call to Action. The objectives of ARADS
align with this Call to Action, as outlined in its Results Framework. The Results Framework includes a
goal for the Department to be representative and inclusive of Indigenous communities, Black and other
racialized groups, persons with disabilities, and 2SLGBTQIA+ communities at all levels.

The mandate letters for the Minister of Justice and Attorney General of Canada highlight the
importance of ARADS' role in promoting diversity and inclusion. They stress the need to “engage with
and collaborate with diverse communities, actively seeking out and incorporating the diverse
perspectives of Canadians. This includes women, Indigenous Peoples, Black and racialized
Canadians, newcomers, faith-based communities, persons with disabilities, LGBTQ2 Canadians, and
both official languages.” (2021 Mandate Letter). The letters also call for the Minister to “uphold the
principles of equity, diversity, and inclusion” when implementing outreach and recruitment strategies
for federally appointed leadership positions and boards, aiming to “ensure that federal workplaces are
dynamic and reflective of the Canadians we serve.” (2021 Mandate Letter). Additionally, the 2023
mandate letter emphasizes the importance of addressing the deep systemic inequities and disparities
within Canada’s core institutions.



ARADS is also aligned with recent federal budgets and Speeches from the Throne, which consistently
highlight the government’s commitment to addressing systemic racism and promoting diversity and
inclusion. For example, the 2020 Speech from the Throne emphasized commitments to combat
systemic racism and discrimination, while the 2021 Speech included a focus on prioritizing efforts to
address systemic racism, sexism, and discrimination within core institutions. Similarly, the 2023
budget states that “federal Black and racialized people will benefit from budget investments”, including
the Action Plan for Black Employees in the Public Service. This Action Plan aims to provide targeted
support for Black federal public servants who have disproportionately faced harassment, racism, and
discrimination in the workplace.

These federal priorities are reflected in Justice Canada's annual Departmental Plans, Strategic Plan
and its Values and Ethics Code. The Values and Ethics Code emphasizes the principle of "Respect
for People", which includes valuing diversity and recognizing the benefits of combining the unique
qualities and strengths of a diverse workforce. It also stresses that public servants should work to
create and maintain safe, healthy workplaces free from harassment and discrimination. The 2022-23
Departmental Plan further reinforces the Department’s commitment to “improve equity, diversity, and
inclusion, and to address systemic discrimination in hiring, retention, and promotion affecting
Indigenous, Black and racialized employees, or employees with disabilities.” The 2024-25
Departmental Plan continues this focus, emphasizing the need to “address harassment,
discrimination, and other barriers in the federal workplace”. Furthermore, the Department of Justice’s
Strategic Plan 2022-2027 emphasizes diversity and inclusion, with one of the key strategic orientations
of the plan being to “Cultivate Diversity, Inclusion and a Healthy Work Environment”. As a part of this
strategic orientation, the Plan lists two objectives for the Department: “To advance and support an
anti-racism, anti-discrimination, and decolonization framework in policies, practices, processes, work
culture, and support to employees”; and “to adopt hiring practices that are more nimble to facilitate the
recruitment and development of a representative, accessible, diverse, and inclusive workforce”.

4.1.2 Relevance of ARADS Activities

Overall, ARADS is seen as relevant, particularly in promoting culture change and addressing
systemic barriers within the Department. However, the unclear roles and responsibilities of
ARADS, and growing demands, have led to unmet needs. This negatively affected ARADS’
perceived relevance.

Overall, the evaluation found that ARADS was perceived to be relevant and reflective of the increased
focus on EDI-related topics both within the Federal Public Service and society at large over the last
few years. In particular, many interviewees emphasized the relevance of ARADS in addressing
systemic barriers within the Department and in promoting a culture change. Several senior
management interviewees perceived ARADS as a “critical piece to the puzzle” in addressing anti-
racism and anti-discrimination within the Department, and interviewees emphasized the importance of
ARADS’ work in improving representation among employees and in management roles. As further
discussed in section 4.3 of this report, many interviewees underlined that initiatives around data
collection and monitoring progress within the Department were invaluable. For example, the self-
identification and self-declaration questionnaire and the culture change survey, coordinated by
ARADS, were particularly relevant and positioned Justice Canada as a leader within the federal
government.

However, there were some diverging views on the relevance of the mandate and activities of ARADS,
particularly among Justice employees, who had somewhat more mixed views than senior



management. As further discussed in section 4.2 of this report, unclear roles and responsibilities, and
along with the growing demands put on ARADS, may have led to unmet needs (e.g., requests that
were not responded to). This created, to some extent, a negative perception of the relevance of
ARADS activities.

4.1.3 Emerging Trends and Issues

ARADS operates in an evolving environment, which has a direct impact on its mandate and
activities. Emerging trends and issues may affect ARADS’ relevance in the future.

The evaluation identified emerging trends and issues that could impact ARADS’ relevance in the
future, with societal shifts away from anti-racism and EDI efforts both internationally and within Canada
being the most prominent. Interviewees, both internal to Justice Canada and external, voiced their
concerns that these societal shifts may result in changing priorities and decrease the focus on EDI. A
few interviewees pointed out that they have already witnessed waning interest in EDI and raised
concerns about implications for ARADS.

Despite these societal shifts, an environmental scan identified that a renewed focus on EDI and
recommendations for systemic change are resulting in an increasing need for the activities that
underpin ARADS’ work. The work linked to the modernization of the Employment Equity Act; the
development of the next departmental anti-racism and EE Plan; the influence of reports such as the
Dr. Zellars’ report and the Calls to Action established through the Truth and Reconciliation Commission
of Canada® demonstrate a need for continued departmental efforts around EDI. Additionally, the
environmental scan highlighted that there are rising expectations from equity-seeking group members
that may also impact ARADS’ work in the future (e.g., increased demands for data, results, and more
consultations).

Finally, the EDI sphere is rapidly evolving and the focus has shifted beyond Black and racialized
employees and is now also considering aspects such as ethno-religious conflicts, religious minority
groups, among others. This expanded focus has already started to impact ARADS in some ways (e.g.,
recognition of religious minorities as EE groups) and may continue to impact ARADS’ relevance in the
future.

4.2 Design and Delivery

4.2.1 Implementation of ARADS

ARADS has implemented as planned, many activities aligned with the Results Framework, despite
challenges with the organizational structure that arose when ARADS was established without
permanent funding.

Evolution of ARADS

ARADS was established in November 2020 to address issues of anti-Black and anti-Indigenous
racism, as well as discrimination against other racialized groups within Justice Canada. The
Secretariat was founded as a response to events such as the Black Lives Matter movement, the Calls

3 Truth and Reconciliation Commission of Canada. (2015). Truth and Reconciliation Commission of Canada: Calls to
Action. https://ehprnh2mwo3.exactdn.com/wp-content/uploads/2021/01/Calls_to_Action_English2.pdf
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to Action established through the Truth and Reconciliation Commission of Canada®, and the adoption
of the Accessible Canada Act. An important early output of ARADS was the development of an Anti-
Racism and Anti-Discrimination Results Framework for the Department. The Results Framework was
approved for implementation by Justice Canada’s Executive Committee on April 15, 2021. This multi-
year plan was created to enable fundamental changes to behaviors, processes, policies, and aspects
of culture in Justice Canada that perpetuate systemic racism and inhibit the full participation by
Indigenous, Black Canadians, other racialized groups. It also addresses systemic discrimination
against persons with disabilities and the SOGIE community within Justice Canada. The Results
Framework is structured around four pillars: representation; career development; anti-racism training
and culture change; and measurement and leadership accountability.

To support each pillar, the Results Framework outlines a series of planned actions and corresponding
results, as well as timelines. For example, in support of the ‘Measurement and Leadership
Accountability’ pillar, the Results Framework includes an action to improve inclusive leadership
competencies and behaviors through incorporating them as a part of performance measurement
agreements for Justice employees in the EX and LC groups. ARADS measures the progress of the
achievement of these action items through quantitative and qualitative measures in annual reports.

ARADS also has responsibility for the Department’s EE Plan. The Results Framework is aligned with
the EE Plan, which is meant to be a complementary tool to the Results Framework. Going forward,
the Results Framework and EE Plan will be integrated into one plan (2025 - 2028).

During the early part of its mandate, ARADS focused on some key initiatives that were closely aligned
to the Results Framework and EE Plan:

¢ Implementation of a Disaggregated Data Initiative to ensure that the Department has access
to the demographic data required to make informed decisions for representation and set
targets based on demographic workforce projections.

¢ Initiation of targeted staffing processes to fill key gaps (e.g., Black Canadians, Indigenous
Peoples and PWD) at EX/LC and feeder group levels.

e Support of a mentorship and sponsorship program focused on Indigenous Peoples, Black
Canadians, other racialized groups, and PWD.

e Training, including advocating for the establishment of a centralized Official Languages
Training Program and introducing a requirement for all departmental employees to take
unconscious bias training, departmental anti-racism/anti-oppression training and the Canada
School of Public Service Indigenous learning series.

Additional information about the activities ARADS undertook over the evaluation period is provided
in Figure 1, below.

4 Ibid.



Figure 1: ARADS’ Timeline of Activities

Creation of ARADS 2020-21 Accountability
2021-22 Measures Introduced

* Approval of the Anti-Racism and
Anti-Discrimination Results

Framework . * Implements a Self-Declaration

* Creation of the Advisory process to collect data for
Committee for 2SLGBTQIA+ and 2SLGBTQIA+/SOGIE communities
later bt?comes the Advisory * All EX/LC PMAs include actions
Committee on SOGIE targeting representation,

*+ Anti-Racism and Anti- inclusion, and related policy
Oppression Training launches 2 requirements

* The Sponsorship Program pilots » Advisory Committee on Visible
in the Senior Cadre Minorities becomes Advisory
Committee for Racialized Persons
* Employment System Review

Focus on Disaggregated
underway

Data and Training

ARADS Receives
Permanent Funding

* Launches the Self-ldentification
and Self-Declaration Questionnaire

* Diverse, inclusive and
representative talent pools are

* Launches the Anti-Racism,

created . . . i
E , Di d Incl
* Guidelines for Working with Elders C?ﬂg o é\:g:gg Ifln?ti a;:eusmn
under development « Planning for the 2025-2028
* Unconscious Bias Training and Results Framewark and EE Plan
underway begins
* Official Languages Training Strategy
expanded for EE groups

Staffing of ARADS

ARADS was established with temporary funding and many positions were staffed via assignments
from other parts of the Department. Many interviewees pointed out that this temporary funding and
staffing via assignment posed a challenge during the early implementation of ARADS. It was noted
that ARADS had difficulty recruiting staff because they could not offer permanent positions, which led
to staff turnover. These issues may have impacted the implementation of ARADS as well as its
achievement of outcomes. At the time of the evaluation, the majority of ARADS staff were still staffed
into the unit by way of assignment, secondment, acting appointments, or temporary term or casual
positions. Only a few ARADS positions were indeterminate (e.g., ARADS Director). It is also notable
that at the time of this evaluation, several positions, particularly on the EE team, were vacant or newly
staffed.

4.2.2 Changes to ARADS Activities and Role

ARADS’ activities and role have expanded and evolved to respond to new expectations. Overall,
demand for ARADS’ services has increased since it was established.

The volume of work ARADS handles has grown and ARADS staff and resources were being pulled in
an increasing number of directions. This expanded role was primarily seen as the result of increasing



demands and expectations. ARADS was originally established with a focus on racism, but it now
includes non-racialized groups within its mandate.

There is also a general trend of increased awareness of EDI, and ARADS has a reputation as the ‘go-
to’ place for all things related to EDI within the Department. This led to an increase in demand for
ARADS’ services, such as providing input into plans prepared by others in the Department; advice
(e.g., on speeches or other communications by the Minister or Deputy Minister and other senior
managers); and providing input on requests from central agencies and training. A common theme
among interviewees was that the current scale of activities and demands placed on ARADS outweighs
its resources.

Since its implementation, ARADS has also been implicated in or has undertaken several new
initiatives. These include:

e Providing input on the amendments to the Public Service Employment Act,

¢ Responding to calls for change and the recommendations made in: the Clerk’s Call to Action,
the Office of the Auditor General Audit, the global call for social justice for Black people in
North America, as well as the recommendations and priorities established by the Black
Executives Network Steering Committee to support Black executives working in the federal
public sector that were outlined in Dr. Zellars’ report “Study on the Black Executive Community
in the Federal Public Service”;

e Undertaking an Employment Systems Review and an Anti-Racism, Equity, Diversity &
Inclusion Culture Change Survey to develop long term measurement systems and processes
that provide insight into the systemic barriers facing equity groups as well as the resources
and services needed to foster EE; and,

e Preparing a quarterly newsletter to share information on equity, diversity and inclusion related
issues as well as to inform Justice Canada staff about the current activities and initiatives that
ARADS is undertaking.

Since its implementation, ARADS has also taken on activities intended to better meet needs within
Justice Canada through collaborations within the federal government, including: establishing a
partnership with Statistics Canada to develop Demosim modelling® to better capture workforce
availability data; and working on implementing actions that come out of collaboration with anti-racism
secretariats in other federal government departments, such as developing a joint accountability and
transparency framework.

The increased and broadened responsibilities since implementation have presented challenges for
ARADS. One key challenge is ARADS’ ability to prioritize and maintain focus on spearheading
strategic change within the Department. As discussed further in sub-section 4.2.3 of this report, the
lack of a clear and demarcated mandate presents difficulties for ARADS in turning down requests that
it may lack the capacity to respond to in a timely manner. For example, at times ARADS staff feel they
cannot definitively say that certain tasks are outside of their mandate. Finally, the lack of a permanent
structure has been a significant challenge for ARADS in meeting the increased demands since
implementation. Due to staff turnover and recruitment challenges arising from the absence of a
permanent structure, ARADS often had difficulty planning and assigning projects and tasks.

5 Demosim modelling has been used to establish benchmarks for Indigenous Peoples and racialized groups within
Justice Canada, as according to Statistics Canada’s demographic simulation tool, representation targets for these 2
equity groups, in particular, are significantly outdated when comparing to Workforce Availability from 2016.
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ARADS is currently developing a new Results Framework that may better reflect its demands and
tasks. This exercise could present an opportunity to prioritize and clarify activities and roles.
Additionally, at the time of the evaluation, a new organizational structure was being discussed,
highlighting that not only ARADS’ activities but also its design is evolving.

4.2.3 Clarity of ARADS Roles and Responsibilities

The level of coordination, communication and collaboration increased over time to manage
ongoing overlaps between the role of ARADS and other areas within Justice Canada, particularly
as it relates to activities of the Human Resources Branch. However, additional efforts are needed
to clarify and communicate the roles and responsibilities of ARADS both within ARADS and within
Justice Canada to reduce misunderstandings and better support the work.

Although ARADS is responsible for anti-racism and EDI matters within the Department, other groups
within Justice Canada are also involved, such as: the Human Resources (HR) Branch; the equity-
seeking and diversity advisory committees; the Ombuds and Informal Resolution Services
Office/Informal Conflict Management System (ICMS); the Centre for Workplace Access-Ability, Health
and Wellness; the GBA+ Unit; the Reconciliation Secretariat; and the Equity Champions. The
evaluation found that ARADS is making efforts to coordinate and communicate with their partners, for
example through regular meetings at the senior management level and via email.

Collaboration and communication increased over the evaluation period; however, misunderstanding
of ARADS'’ role was identified in multiple contexts. This issue was emphasized in the interviews with
most respondent groups noting a lack of clarity of roles. Interviewees also noted that ARADS could
take a greater role in integrating and coordinating anti-racism and EDI efforts at Justice Canada. In
particular, as it relates to providing strategic advice in areas under the purview of HR (e.g., recruitment,
staffing and professional development) and in relation to coordination and support for Justice Canada’s
equity-seeking and diversity advisory committees.

At the employee level, there have been cases where individuals with discrimination and racism
questions or complaints mistakenly go to ARADS to request advice on matters such as staffing
processes, duty to accommodate, and harassment and workplace violence prevention. For example,
on occasion, ARADS personnel were asked by individual employees to provide advice regarding
staffing actions to ensure they are representative and reflective of EE best practices. However, some
noted that ARADS’ role was not to provide advice on specific staffing actions. Similarly, instead of
utilizing the ICMS, ARADS has been approached by individual employees wishing to discuss
harassment they have experienced. ARADS has also been approached by employees seeking
accommodations (such as working from home), whereas this is a role believed to be under the purview
of the HR Branch. Providing advice in these areas may have contributed to ARADS capacity
challenges and led to a perceived lack of relevance since ARADS appears to be overlapping with
other partners within Justice Canada.

At the working/project level, the line between what ARADS advises on and what HR managers advise
on sometimes gets blurred in terms of who is the lead. However, the evaluation did find that, over time,
these issues were increasingly addressed through improved communications between ARADS and
the HR Branch. At the strategic level, ARADS is responsible for developing and reporting on the
Results Framework. In terms of delivering on the initiatives contained in the Results Framework, some
are the responsibility of ARADS and others are the responsibility of other groups within the HR Branch.
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There were capacity challenges and delays when consultations with partners were not held early and
regularly, thus ensuring that initiatives were feasible and budgeted and planned for accordingly.

The Policy Sector is another area within Justice Canada where there was some role confusion with
ARADS. There are instances where employees at the working/project level approached ARADS in
error about Justice Canada’s Anti-Racism Policy, the Canada Black Justice Strategy and the
Indigenous Justice Strategy because these policies are under the purview of the Policy Sector. ARADS
also works closely with the Reconciliation Secretariat and the GBA Plus unit, both of which were found
to work in a complementary fashion with ARADS and each according to their respective mandate.

As discussed further in sub-section 4.3.2 of this report, ARADS’ support for and collaboration with
Justice Canada’s equity-seeking and diversity advisory committees was found to be unclear and
inconsistent at times, depending on the committee, and during periods of staff turnover. This was
attributed to a misunderstanding of ARADS’ roles and responsibilities by both ARADS employees and
committee members.

A lack of clarity of ARADS’ roles can be attributed to a number of factors. For example, there were
some initial misunderstandings when ARADS was created such as confusion on what to do when a
request is made to ARADS in error. A lack of clarity also arose when moving the EE advisor positions
out of HR and into ARADS, the increased number of new types of requests made to ARADS (e.g.,
who should be involved and in what capacity), and high staff turnover rates. Clearly defined and
understood roles of ARADS is critical to the work because confusion led to employees receiving mixed
messages, experiencing long response times, and receiving varying levels of support, which also
resulted in some unmet needs.

4.2.4 Best Practices in Design and Delivery

ARADS reflects most of the best practices and approaches being used in other similar initiatives
for addressing anti-racism, equity, diversity and inclusion. ARADS is also leading the way for some
practices. It also actively works to assess and innovate on existing practices to be responsive to
changing needs and demands.

ARADS’ activities and themes of representation, career development, training and culture change,
and accountability, are consistent with those of other comparable initiatives across the Government of
Canada. Moreover, all initiatives reviewed in the environmental scan use similar approaches to
conduct their work. This includes pillar-based design frameworks with stated results; regular
engagement and collaboration with key partners, including HR, EE networks and senior leadership;
broad communications; and regular progress reporting.

A key difference was that ARADS is responsible for implementing the requirements of the Employment
Equity Act within Justice Canada, which used to be a HR function. While three out of six federal
government comparators also have this responsibility, all are housed within HR. A benchmarking
report prepared by Environment and Climate Change Canada® indicated that there are clear EDI and
accountability benefits to keeping anti-racism/EDI functions outside of HR. For example, organizations
external to HR display greater agility and are more trusted by equity-seeking employees.

8 Environment and Climate Change Canada. (2024). Review of the Implementation of ECCC'’s Diversity, Inclusion and
Employment Equity Strategy - Benchmarking Report.
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Interviewees also emphasized the importance of the separation between ARADS and HR and noted
that ARADS possessed greater autonomy and was able to play a more strategic role due to this
separation. Interviewees also mentioned that ARADS may be able to get things approved faster than
it could if it were housed within the HR Branch, due to the reporting relationship between ARADS and
the Chief Financial Officer and Assistant Deputy Minister of the Management Sector.

A number of activities show how ARADS is leading the way among other initiatives engaged in this
type of work, including: the implementation of the self-identification and self-declaration questionnaire;
the launch of the ARADS’ culture change survey; and recognition of religious minority groups (e.g.,
religion was added as a category in the self-identification and self-declaration questionnaire, and
ARADS regularly consults with minority religious groups).

In addition, ARADS incorporates best practices/promising approaches for addressing racism,
discrimination, equity, and inclusion in organizations such as early leadership engagement; ongoing
consultations with equity-seeking groups; enabling a learning environment; establishing accountability
frameworks; data transparency; and institutional integration.

Overall, ARADS not only implements emerging best practices but also actively works to assess and
innovate on existing practices to be responsive to changing needs and demands.

4.3 Effectiveness

4.3.1 Methods for Monitoring and Measurement in Achieving Expected Results

ARADS is effective in tracking progress and measuring achievement of expected results. ARADS
places a large focus on collecting and reporting on data to inform its own decision-making as well
as the decision-making of the Department. No major data gaps were identified.

ARADS gathers data and tracks and reports on its progress through multiple mechanisms as outlined
below. Furthermore, ARADS is actively implementing and updating data tools and processes to
monitor and measure progress in achieving expected results.

Overall, ARADS is seen as providing useful data that is used by multiple groups within Justice Canada
to inform decision-making processes. This includes decisions about representation, hiring, access to
language training, career development, talent development, etc. While this was identified as valuable
and important, some challenges accessing data held by ARADS were cited by a few interviewees. It
was noted that a few have received mixed messages around ARADS’ willingness to share data, which
has contributed to frustration. However, it was also stated that recent data sharing practices have
improved.
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Results Framework and Employment Equity Plan

ARADS and the HR Branch monitor progress on EE and diversity goals and initiatives, as outlined in
the Results Framework 2021-2025 and the EE Plan 2022-2025. Both plans are reported on together
and detail progress to date. At the time of the evaluation, two reports’ have been released.

The results outlined in the Results Framework 2021-2025 are reported through a Performance
Scorecard, which indicates whether given objectives are ‘on-track to be completed’, need ‘attention as
required’ or need to ‘stop’ due to unforeseen circumstances. A list of performance indicators shows
that ARADS has put data monitoring tools in place to capture EE representation, staff satisfaction with
Justice Canada's anti-racism efforts, and perceptions of EE-related tools.

The 2022-2025 EE Plan is supported by indicators that will identify and target gaps to eliminate barriers
restricting EE groups, as well as provide relevant tools and resources intended to address and mitigate
internal bias and foster supportive hiring practices. The EE Plan highlights ARADS’ recent revision
and implementation of the EE Questionnaire to include a self-declaration tab that can capture
disaggregated EE data within EE groups, such as within the 2SLGBTQIA+ community. The Plan also
monitors disaggregated departmental data, including recruitment, promotion tenure, and mobility
rates, to better understand the lived workplace experience of sub-groups, such as Black employees.

Self-ldentification and Voluntary Self-Declaration Questionnaire and EE
Dashboards

Through ARADS, Justice Canada launched the Self-Identification and Voluntary Self-Declaration
Questionnaire to all employees in July 2023, which has grown to a 98% completion rate. Of note, the
questionnaire represents the first time that employees who are not members of equity groups were
asked to participate in this type of data collection effort. A document outlining the Workforce
Representation and Availability Estimates and EE Progress Report dashboards shows how these
dashboards use data from the PeopleSoft Self-Identification and Voluntary Self-Declaration
Questionnaire to capture a meaningful representation of ARADS’ EE progress and results. ARADS
currently tracks internal representation by using different data sources, and the data is presented in
the EE progress report. The data is stored in the EE progress report dashboard, which contains
quarterly and year-end progress reports on quantitative EE goals pertaining to hires, departures and
promotions. Further, the reports include data relevant to equity groups, such as Indigenous Peoples,
racialized groups, PWD and Women. Information pertaining to the 2SLGBTQIA+/SOGIE equity group
began to be tracked and reported in 2024-25. Also, the data collected through the self-identification
and self-declaration questionnaire is used to inform Justice Canada’s HR programming (e.g., in
relation to language training, career development, talent management, etc.).

Culture Change Survey and Focus Groups

Perceptions of culture change are captured using the Justice Canada Anti-Racism, Equity, Diversity,
and Inclusion Culture Change Survey (the Survey) and focus groups. The Survey is designed to

7 Progress Report — Anti-Racism and Anti-Discrimination Results Framework 2021-2024 and Employment Equity Plan
2022-2025 and Progress Report - Anti-Racism and Anti-Discrimination Results Framework 2021-2024 and Employment
Equity Plan 2022-2025.
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assess culture change within the Department relative to anti-racism, equity, diversity, inclusion,
accessibility, and reconciliation. It also helps to identify the issues that matter to Justice Canada
employees and to highlight related challenges within the Department. The annual Survey was
launched in July 2024 to gather and track disaggregated data from employees at Justice Canada to
inform targeted, evidence-based actions. Staff focus groups with Survey respondents are scheduled
to take place in 2025-26; the goal is to expand on Survey responses and raise additional issues.
Results will be shared annually with all employees in a report that indicates the current status, progress
and next steps related to culture change. As of October 2024, the overall completion rate for the
Survey was 31% for employees and 34% for executives. At the time of writing, no report had been
released.

Demosim Modelling

To help Justice Canada prepare for upcoming trends in the labour market, ARADS worked alongside
Statistics Canada to use a Demosim modelling tool that identifies current Labour Market Availability
for specific EE groups and sub-groups. Demosim was developed by Statistics Canada and is a
demographic simulator tool that predicts current and future population growth with a high degree of
accuracy.® ARADS has used this tool to establish a benchmarking methodology that projects
workforce availability estimates for 2021 and every two years from thereon. This data will not only be
used to supplement Justice Canada’s existing information, but the data around workforce availability
will also support better representation of Justice Canada’s workforce. For example, this modeling tool
has been used to establish benchmarks for Indigenous and racialized groups, including Black
employees within Justice Canada. It is of note that representation targets for Black employees did not
previously exist.

Data Use and Gaps

ARADS actively assesses and implements data measurement processes that aim to capture staff's
authentic lived experiences, emerging workplace barriers and overall EE-related trends in the labour
market. Concrete examples of this include the self-identification and self-declaration survey and
Demosim benchmarking methodology. This data has been used, in part, to establish current
benchmarks for Indigenous Peoples and racialized groups as well as to update quantitative
commitments in EE plans and the Results Framework. A few interviewees underlined the importance
of implementing such data measurement processes by highlighting that ARADS has contributed to
addressing the lack of data that was needed to inform HR purposes and to increase representation
within Justice Canada. Since its inception, ARADS has been implementing and developing multiple
approaches for comprehensive data measurement, which resulted in valuable and useful data.
However, some opportunities for improvements were identified, such as:

e Improving access to disaggregated intersectional data;

e Including data from non-EE groups in dashboards and other data sources to allow for
comparisons;

o Collecting data related to retirement intentions broken down by EE groups to improve
succession planning and equitable representation in leadership roles;

8 Clerk’s progress report - Driving Accountability on the Forward Direction of the Call to Action on Anti-Racism, Equity, and
Inclusion in the Federal Public Service. 2024.
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e Providing a more in-depth analysis of the data that is collected (e.g., analyse trends, root
causes, or the effectiveness of current initiatives) to improve the strategic value of the data;
and,

¢ Collecting data based on the disproportionality index, particularly for classification purposes,
and data around attainment rates.

4.3.2 ARADS Contribution to Justice Canada’s Response to Anti-Racism, Equity,
Diversity and Inclusion Priorities

ARADS effectively contributed to Justice Canada’s response to anti-Racism, equity, diversity and
inclusion priorities through the provision of strategic advice, coordination of Equity-Seeking and
Diversity Advisory Committees, awareness raising and promotion of culture change. However, a
number of areas for improvement were identified.

Providing Strategic Advice

ARADS’ advice is informed by the data it collects and analyzes. ARADS makes this data and analytics
available for decision-makers. In particular, data dashboards and disaggregated data, the data from
the Self-Declaration Identification campaign, Demosim modelling, and the data from the Results
Framework tracking, all inform decision-making. For example, decisions regarding staffing and
representation, additions to strategies and plans, and responses to requests from central agencies
are all informed by data and advice from ARADS.

The evidence indicates that the advice ARADS provides to senior management on anti-racism, equity,
diversity and inclusion approaches, HR policies, initiatives, and strategies within Justice Canada is
valuable and useful. For example, ARADS has been successful in identifying existing gaps in
professional development opportunities for Indigenous employees and in providing advice on how to
address the gaps.

As indicated in sub-section 4.2.3, there is a lack of clarity on ARADS’ roles and responsibilities, and
their capacity to respond to requests, which has had an impact on the strategic advice function. For
example, some challenges were identified around a lack of clarity on who should provide strategic
advice on EDI-related HR issues (e.g., pertaining to staffing processes, harassment and workplace
violence complaints). These uncertainties contributed to confusion and inefficiencies. Another
example is that the timeliness for providing strategic advice varies due to ARADS’ capacity to respond
to an increasing number of requests. In addition, challenges were identified in terms of the advice
given to EE advisory committees and guidance provided to new EE advisory committee co-chairs
transitioning into the role.

Coordinating the Department’s Equity-Seeking and Diversity Advisory Committees

The EE advisory committees are comprised of volunteer employees within Justice Canada. These
committees advise Justice Canada on workplace issues faced by employees who are members of
marginalized groups. They plan and participate in a number of activities aligned with their EE groups
and are regularly consulted by employees and sectors within Justice Canada. The EE Champions also
provide advice to the advisory committees. The advisory committee members take on these roles in
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addition to their regular employment commitments. There are some concerns that increased rates of
consultations significantly impacts the workload of advisory committee members.

ARADS provides coordination and administrative support (e.g., establishing meeting agendas, taking
notes at meetings, identifying presenters, etc.) to the advisory committees. This support is critical to
the advisory committees; however, there has been some inconsistency in the support provided by
ARADS over time. This could be attributed in part to frequent staff turnover among ARADS EE
advisors. This challenges the consistency of support in terms of the timeliness, nature and quality of
support provided. It was also noted that frequent staff turnover made it challenging to develop effective
relationships between the EE advisors and the committees. There is also some indication that
additional support would be useful in terms of strategic advice, forward planning and regular
administrative support. Moreover, findings show that not all EE groups were given the same
opportunities to participate in some consultations.

In addition to the administrative support that ARADS provides to the EE advisory committees and their
collaboration, it works with the employee networks (i.e., the Black Employees’ Network and the EE
Managers’ Network within Justice as well as the Jewish Public Servants Network, the Muslim Federal
Employee Network and the Network of Asian Federal Employees across the Government of Canada)
to understand the progress that has been made on the Results Framework and to consult on the
Department’s equity plan as well as other relevant issues.

There is an evolution in the ecosystem that may bring additional complexities. For example, it has
been generally recognized that intersectionality is increasingly important. There is an increased
number of EE groups at Justice Canada: the four traditional EE groups (i.e., women, PWD, Indigenous
people and racialized individuals); and the additional group (i.e., 2SLGBTQIA+). Additionally, there
have been instances where committees advocated for opposing viewpoints on issues. This has made
it more challenging for ARADS to elaborate a departmental position on some topics that ensures that
all perspectives are considered and that these positions are respectful of all EE groups.

Raising Awareness and Knowledge on Anti-Racism, EDI and Interrelated Topics

ARADS has taken several steps that contributed to raising awareness and knowledge on anti-racism,
EDI and interrelated topics. Anti-racism and EDI training as well as outreach activities were identified
as important mechanisms for raising awareness and knowledge within Justice Canada.

Training

Since implementation, ARADS has facilitated several key training courses and educational events.
Some were mandatory Canada School of Public Service training such as the unconscious bias
recognition training (implemented January 2021) and the Indigenous Learning Series requirement
(implemented September 2021). The unconscious bias recognition training prompted staff to consider,
interrogate and overcome their unconscious bias, while the Indigenous learning requirement provided
staff an opportunity to reflect on cultural bias as well as to learn about Indigenous culture and Canada’s
colonial history. Staff have maintained high completion rates (over 90%) for the unconscious bias
training series and (over 86%) for the Indigenous learning series. ARADS, together with other partners,
developed supplementary anti-racism and anti-oppression training specifically for Justice Canada
employees, including:
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o A DEI Approach to Interpreting and Applying the Law;
e Advancing Organizational DEI: A Roadmap for Leaders;
¢ Anti-Black Racism: An Intersectional Approach;

e Anti-Racism and Anti-Oppression Training;

e Antisemitism Awareness Sessions;

e Critical Race Theory;

o Essential Practice Points for Trans-Inclusivity;

o History of the LGBT Purge Awareness Session;

e Islamophobia Awareness Sessions;

¢ Moosehide Campaign; and,

¢ Neurodiversity Awareness Sessions.

These training sessions covered topics related to diversity frameworks, substantive equality and
inclusion, and reviewed existing EDI policies, programs, and practices. The sessions also discussed
amendments to the Employment Equity Act framework, how to provide legal advice through an EDI
lens, how to set and achieve measurable EDI goals, and how to identify and respond to systemic
barriers. Some post training feedback indicates that most of the participants found that the training
met their expectations, and they would recommend it to their colleagues. The evaluation findings
further supported the value of training and its contribution to raising knowledge and awareness of anti-
racism and EDI topics, although a few interviewees noted that the training could have been more
focused on real work applications.

Outreach Activities

Since its inception, ARADS’ need for communications support has grown. At the time of the evaluation,
a communications advisor from the Communications Branch was heavily integrated within ARADS,
which supported a more tailored communication strategy and addressed their growing
communications needs.

ARADS conducted many outreach activities, including email communications (such as all staff
messages), newsletters, promoting and organizing events or townhalls with guest speakers, sharing
information at senior management meetings and sector meetings, promoting the ARADS information
hub, etc. These outreach activities were used to share information about EDI issues and topics, current
initiatives, reports and data, and recognized commemorative dates. For example, ARADS has helped
to support the development and success of Latin American Heritage Month, Disability Pride Month,
Indigenous Peoples' Day, Indigenous History Month, 16 Days of Activism Against Gender-Based
Violence, the National Day of Remembrance and Action on Violence Against Women and the Advisory
Committee for Women at Justice's commemorative event and fundraiser for Maison d'amitié.

The ARADS quarterly newsletter is a recent outreach mechanism. The first newsletter was distributed
in May 2024 and provided, amongst other information, an overview of ARADS, project-specific
updates, upcoming commemorative dates, and multiple links to training and resources.

The evaluation did not directly assess the level of awareness of ARADS’ activities by employees.
However, interview data found that awareness levels varied within the Department. Awareness seems
to be higher amongst senior management and sectors of the Department directly working with ARADS.
Also, awareness amongst employees within EE groups appears to be higher. It seems to be lower
within middle-managers and other employees.
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Awareness of ARADS’ activities also depends on level of engagement and availability of time (e.g.,
while information is shared, employees may not have the time to read it all). There are challenges
associated with employing the right mix of communication channels to reach all employees across the
Department (e.g., traditional channels such as emails versus social media). Opportunities for more
active awareness raising activities were identified by a few interviewees although expansion into other
methods would require additional efforts within ARADS.

Promoting Culture Change within Justice

It is widely recognized that culture change, in an organizational context, is a lengthy process and the
approach often needs to be multi-faceted; for example, targeting the human aspects such as values,
beliefs and behaviours and the operational aspects such as processes, practices and standards. One
of the pillars of the Results Frameworks aims to transform the Department’s culture into an inclusive
workplace that addresses issues related to racism and systemic discrimination.

ARADS has contributed to promoting culture change within Justice Canada. More specifically,
successes such as increased awareness of EDI issues and incorporating EDI more routinely in work
processes (through open dialogue and intentional planning) as well as increased representation levels
among Justice Canada’s workforce were identified.

As indicated previously, ARADS has raised awareness and knowledge on anti-racism, EDI and
interrelated topics. This resulted in more employees and managers being aware of the issues and
incorporating supportive practices into their work on a more routine basis. Specific examples were
identified, such as employees feeling more empowered to discuss racism and EDI at work, leadership
being more receptive to anti-racism and EDI efforts, ARADS’ role in embedding anti-racism and EDI
into policies, plans, and performance management agreements, an increase in trans or non-binary
staff within Justice Canada, and the use of data to address gaps in representation.

ARADS also supported the inclusion of sub-groups’ considerations in decision-making processes,
including staffing processes. For example, Justice Canada has been one of the first federal
departments that included the 2SLGBTQIA+ community in their organizational needs statement;
recognizing the 2SLGBTQIA+/SOGIE community as an EE group and providing the same treatment
to this group as to other EE groups (e.g., career development, promotion, recruitment representation
based on benchmarks); introducing of the use of pronouns; and including 2SLGBTQIA+ language in
job advertisements.

Additionally, some gains have been made with regards to representation of EE groups among Justice
Canada’s workforce. However, there is still room to further improve representation, particularly among
management positions. The importance of increasing representation among management to further
advance culture change within the Department was emphasized.

Despite ARADS’ efforts dedicated to promoting culture change within the Department, a lot remains
to be accomplished. One of the challenges identified was the difficulty in measuring culture change.
However, the ARADS Culture Change Survey was seen as an important tool to help in this regard and
several interviewees stated that the Survey would help establish a baseline. This will allow ARADS to
track progress over time.
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5 CONCLUSIONS AND RECOMMENDATIONS

5.1 Conclusions
5.1.1 Relevance

The evaluation found that ARADS’ activities are highly relevant and closely aligned with government
priorities as well as departmental roles and responsibilities relating to anti-racism, diversity and
inclusion. ARADS is aligned with the Clerk of the Privy Council’s Call to Action on Anti-Racism, Equity,
and Inclusion in the Federal Public Service. ARADS and its activities are also mostly perceived to be
relevant as they reflect the increased focus on EDI-related topics within the Government of Canada
as well as society at large over the last few years.

The context within which ARADS operates is evolving. Some trends support the ongoing relevance of
ARADS, although others suggest that there are trends that may decrease its relevance. Some key
trends that may affect ARADS future relevance include a societal shift away from anti-racism and
equity, diversity, and inclusion efforts both in Canada and globally. However, some institutional
commitments such as the modernization of the Employment Equity Act and upcoming anti-racism
plans, could bolster ARADS’ role. Reports like the Dr. Zellars report and heightened expectations from
equity-seeking groups for data and engagement are also influencing ARADS’ direction. Furthermore,
the EDI landscape is broadening to include issues such as ethno-religious conflicts and religious
minority inclusion. This expanded focus is already shaping ARADS’ work and may further influence its
future relevance.

5.1.2 Design and Delivery

The evaluation found that ARADS was implemented as planned and has actively delivered several
activities aligned with its Results Framework. The Results Framework was created as an important
early output of ARADS to guide its efforts on anti-racism and anti-discrimination in the Department.
ARADS was established without permanent funding and many positions were staffed via assignments
from other parts of the Department. Since its implementation in November 2020, ARADS’ activities
and role have expanded and evolved to respond to new expectations and demands. ARADS has taken
on numerous initiatives and become a central hub for EDI within Justice Canada. This presented
challenges for ARADS, and the current scale of activities and demand placed on ARADS increased
pressure on its resources.

Increased coordination, communication and collaboration are used to manage ongoing relationships
between ARADS and other areas within Justice Canada, particularly as it relates to activities of the
HR Branch and the equity-seeking and diversity advisory committees. However, there are
misunderstandings of ARADS'’ role and responsibilities in multiple contexts. More work is needed to
define and communicate the role of ARADS both within ARADS and within Justice Canada to reduce
misunderstandings and better support their work.

ARADS’ activities and themes of representation, career development, training and culture change,
and accountability, as well as ARADS’ approach to carry out its work are similar to other comparable
initiatives across the Government of Canada. Additionally, ARADS incorporates many of the best
practices/promising approaches for addressing racism, discrimination, equity and inclusion and is
leading in some areas compared to similar initiatives.
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5.1.3 Effectiveness

ARADS is effective in tracking progress to measure achievement of expected results. ARADS focuses
on collecting and reporting on data to inform its own decision-making as well as the decision-making
of the Department. ARADS gathers data and tracks and reports on its progress through multiple
mechanisms and tools. No major data gaps were identified through the evaluation, though there were
some challenges accessing data held by ARADS.

Four outcomes were explored during the evaluation, and there is evidence that ARADS has made
good progress on all areas. First, ARADS provides strategic and useful advice to those who seek it.
ARADS also provides data to inform decision-making processes, which was identified as valuable and
important. However, there are some opportunities for improvement particularly relating to clarifying
roles and responsibilities of ARADS regarding the provision of advice on HR matters.

Second, ARADS provides coordination and administrative support for Justice Canada’s equity-seeking
and diversity advisory committees. Although this support is seen as critical, there are some challenges
in the consistency of the supports ARADS provides. These challenges were linked to a lack of capacity
and resources (e.g., frequent staff turnover) within ARADS. Also, additional support would be useful
in terms of strategic advice, forward planning and regular administrative support. ARADS also works
with employee networks to understand the progress that has been made on the Results Framework
and to consult on the Department’s equity plan as well as other relevant issues. This ecosystem in
which ARADS works brings additional complexities and creates challenges for ARADS to take
positions that are representative of all EE groups.

Third, ARADS has taken many steps to raise awareness and knowledge on EDI and interrelated
topics, including development and delivery of training, and conducting outreach activities. There is
some indication that awareness levels of ARADS vary within the Department.

Fourth, ARADS has a created a good foundation for culture change within the Department as a long-
term goal. ARADS’ efforts to raise awareness of the issues has been an important first step in
promoting culture change within Justice Canada. Specifically, increased awareness of EDI issues has
resulted in Justice Canada staff more routinely incorporating EDI in their work processes. Moreover,
increased representation levels among Justice Canada staff were identified as a success in advancing
culture change.

5.2 Recommendations

Based on the findings described in this report, the following recommendations are made:

Recommendation 1: ARADS, in collaboration with its partners, should clarify and communicate its
mandate, roles and responsibilities to improve coordination and collaboration in the area of anti-racism
and EDI-related matters.

Recommendation 2: ARADS should strengthen the support it provides to the equity-seeking and

diversity advisory committees and ensure it is consistently applied to enhance ARADS’ relevance and
effectiveness.
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APPENDIX A: Evaluation Issues and Questions

Relevance

1.1. To what extent are the main functions of ARADS consistent with government priorities and
departmental roles and responsibilities?

1.2. Has the need for ARADS’ support changed over the evaluation period and if so, how?

Design and Delivery

2.1 How effective is ARADS’ design and delivery model with respect to addressing issues of

systemic racism and discrimination in Justice?

o How did ARADS’ design and delivery of its activities change over time to align with its
evolving role?

e Are roles and responsibilities clearly defined and implemented?
Is there an overlap or duplication of activities between ARADS and other departmental
partners?

e Are there any activities not presently undertaken by ARADS that should be?

o Are ARADS activities, initiatives and messaging effectively communicated within Justice?

2.2 Inwhat way does ARADS'’ design and delivery of its activities facilitate orimpede its success?

o Are there any best practices and/or approaches in the design and delivery of similar

programs/initiatives in other federal departments, Canadian jurisdictions or
internationally?

2.3 How effective are the methods used to monitor and measure ARADS’ progress in achieving
expected results (e.g., the Results Framework and EE Plan)?

Effectiveness

3.1 How has ARADS contributed to Justice’s response to anti-racism, equity, diversity and
inclusion priorities (e.g., related to the Clerk’s Call to Action on Anti-racism, Equity, and
Inclusion in the Federal Public Service: to promote equity and inclusion in the public service
and to foster a diverse workforce that is truly representative of all Canadians)?

3.2 To what extent has ARADS been successful in:
e providing high quality strategic advice on anti-racism, equity, diversity, and inclusion
approaches, policies, initiatives and strategies within Justice?
e coordinating the Department’s equity and diversity advisory committees?
e raising awareness on issues related to diversity, inclusion, and other interrelated topics?
e promoting a change in Justice’s culture on systemic racism and discrimination?
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APPENDIX B: Lines of Evidence

Document and Data Review

The document and data review were initiated during the design phase of the evaluation, and continued throughout
the evaluation process, as additional information became available. It provided information to respond to the
evaluation questions related to relevance, design and delivery as well as effectiveness. The review included
internal documents and administrative data (e.g., program administration documents, progress reports, planning
and policy documents, training and survey data, advisory committee documents and data, financial reports, and
evaluation/research studies), as well as publicly available documents such as audit reports, budget speeches,
Calls to Action, Speeches from the Throne, Departmental Performance Reports and Reports on Plans and
Priorities.

Key Informant Interviews

Semi-structured interviews with key informants contributed to the in-depth understanding of ARADS. A total of 41
interviews were conducted with ARADS staff, Justice Canada employees, Justice Canada senior management,
and representatives of other government departments.

Environmental Scan

Six comparable initiatives were included in the environmental scan. Comparability was determined based on
these organizations operating in a similar context to ARADS (e.g., public sector organization, similar broad unit
objectives). The information used to complete the environmental scan was predominantly gathered through
interviews conducted with the staff of the related initiatives. A total of nine representatives from the initiatives
participated in the evaluation interviews. Interviewees were also asked to share documents about their initiatives
as well as resources on best practices for addressing racism and discrimination in organizations, when available.
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