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Executive Summary

VAC’s Commemoration Division pays tribute to the achievements and sacrifices made
by those who served Canada and promotes an understanding of the significance of
these efforts in Canadian life as we know it today. The Canada Remembers Program
achieves this through the presentation and perpetual care of memorials, cemeteries and
grave markers, providing funding for community led commemorative initiatives, leading
and supporting ceremonies and events, and the presentation of honours and awards.

The Canada Remembers Program has two key audiences: Veterans and the Canadian
public. Each program component contributes to reaching the audiences by offering
and/or providing support to commemorative and remembrance initiatives and activities
throughout the year. Veterans’ Week, held every November, is a key commemorative
initiative led by VAC, with many organizations contributing and patrticipating.

The department has developed a Strategic Plan to guide the future of commemoration
for 2020-2030. Four goals outlined in the plan are:

1. Help Canadians understand how those who served our country have helped
advance peace and security around the world.

2. Inspire Canadians to actively recognize the service and sacrifices of all who have
served our country in uniform.

3. Preserve and maintain Government of Canada memorials, including the Books of
Remembrance and Veteran grave markers in a sustainable and dignified way.

4. Align departmental resources to better serve Canadians.

Evaluation Findings

The evaluation team confirmed through interviews, analysis of public opinion research,
educator feedback evaluations and program intake that the Program continues to
address a need, with opportunities to evolve to reach more Veterans and Canadians.
The program aligns with Government of Canada goals and priorities and also with
VAC’s mandate to “promote recognition and remembrance of the achievements and
sacrifices of those who served Canada in times of war, military conflict, and peace”.

To support the evolution of the Canada Remembers Program a costed operational plan
connected to the strategic vision needs to be developed. The plan should clearly identify
key priorities (e.g., 3 to 5), roles and responsibilities, resources required, and oversight
and monitoring needs to be developed. Designating initiatives as departmental projects
would allow for project management oversight and support.

Performance measures in the Performance Information Profile (PIP) for the program are
being collected and key measures are publicly reported in the annual Departmental
Results Report. Although progress towards outcomes is measured and overall is being
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achieved the PIP needs updating to better reflect the program and its evolution. For
example, the Program can incorporate GBA plus and align measures to the future
direction of commemorative programming.

VAC is responsible for the stewardship of 14 national historic sites in Europe (nine in
France, four in Belgium and one in the United Kingdom). Two of the sites in France, the
Canadian National Vimy Memorial and the Beaumont-Hamel Newfoundland Memorial
off programming for visitors. Before the COVID-19 pandemic, Vimy and Beaumont-
Hamel ranked in the top ten most visited Canadian National Historic Sites. Vimy was
second only to the Quebec Fortifications and Beaumont-Hamel was ranked seventh.
Together these sites attracted an annual average of 932,349 visitors over the time
period under evaluation (2017-18 to 2020-21).

European Operations’ roles, responsibilities and core functions include:

» Preserving and conserving the memorials, 290 acres of forest, battlefields,
original First World War tunnels and trenches;

» Curating the experience of close to 900,000 visitors — continual rotation of
museum-grade exhibits; and

* Managing real property of 18 buildings, 10 fleet vehicles, 60-year old septic
fields, IT infrastructure, etc.

The evaluation team compared full-time equivalent staffing levels at VAC’s two national
historic sites Vimy and Beaumont Hamel with two Parks national historic sites that had
similar visitation rates (Halifax Citadel in Nova Scotia and Fort Langley in British
Columbia). Maintenance workers and students were excluded from the comparison as
they are typically part-time or under contract as in the case of maintenance work for
VAC. This comparison used the VAC organizational chart for European Operations and
the Government Electronic Directory site for Parks. Overall VAC has sevenfull time
equivalent (FTE) staff focused on their two national historic sites while Parks Canada
has 27." Additionally, Parks Canada has regional field units that offer further support
and expertise to the sites, another 75 staff.

VAC’s 2018 Overarching Commemoration Evaluation stated there is a need for “stable
long-term funding to allow for efficient planning and implementation . . . to ensure the
ongoing commemorative integrity of the Canadian National Vimy Memorial and the
Beaumont-Hamel Newfoundland Memorial.” The evaluation team learned from key
informant interviews that ongoing stable funding remains a challenge as noted in the
last departmental evaluation. Capital investments are needed to conserve the
memorials and support infrastructure.

The Commemoration Division relies heavily on operating funds to deliver core elements
of the Canada Remembers Program, including European Operations. This presents a
risk that core programming could be affected if departmental operating funds are
reduced. Also, since operating funds are requested through annual internal integrated

"There are eight Fulltime Employees (FTEs) in the European Operations (EO) division: seven work FTEs focus on the
two national historic sites of significance while the remaining FTEs focus on other duties.

Evaluation of Canada Remembers Program 5 Final June 2022



business planning, funding levels to meet conservation and visitor experience objectives
could be re-allocated based on other departmental needs.

Recommendation #1
The Assistant Deputy Minister, Commemoration and Public Affairs Branch:

1) Develop a costed operational plan that clearly identifies resources and technical
tools/enhancements required to support the delivery of initiatives within the
Commemoration strategic plan or vision. The plan should include European
Operations requirements for conservation and visitor experience.

2) Implement the operational plan and where required, pursue:
a) increasing physical and technical capacity to better manage and deliver
projects and initiatives; and
b) securing stable long-term funding to efficiently plan and implement day-to-day
work in Canada Remembers including European Operations.

Recommendation #2

The Director General, Commemoration Division review and revise the Canada
Remembers Program Performance Information Profile (including the logic model) to
ensure:

a) Activities, outcomes, targets, tools and data sources are updated, and align to
the strategic vision for Commemoration;

b) Outcomes and performance indicators are developed specific to overseas
memorial sites (National Historic Sites), including cultural integrity, conservation
and visitor experience; and

c) Performance indicators measure the program’s success in supporting
reconciliation efforts and incorporate Gender Based Analysis plus.

Recommendation #3

The Director General, Commemoration Division strengthen internal partnerships (Real
Property, Procurement, IT, and Policy) to establish clear roles, responsibilities and
accountabilities to better support the Commemoration Division, including the European
Operations Directorate.
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1.0 Introduction

Veterans Affairs Canada's (VAC’s) mandate is to support the well-being of Veterans and
their families, and to promote recognition and remembrance of the achievements and
sacrifices of those who served Canada in times of war, military conflict and peace.
VAC’s Commemoration Division pays tribute to the achievements and sacrifices made
by those who served Canada and promotes an understanding of the significance of
these efforts in Canadian life as we know it today. It consists of two overarching
programs: the Canada Remembers Program and the Funeral and Burial Program. Sub-
components of the Canada Remembers Program include:

» Cemetery and Grave Marker Maintenance Program;
» Commemorative Partnership Program;
Commemorative Ceremonies and Events;

» Honours and Awards Program;

» Learning and Public Information; and

* Memorials (including European Operations).

Four goals for the Commemoration Division are set in the department’s 2020-2030
Strategic Plan for Commemoration, which is yet to be finalized:

1. Help Canadians understand how those who served our country have helped
advance peace and security around the world.

2. Inspire Canadians to actively recognize the service and sacrifices of all who have
served our country in uniform.

3. Preserve and maintain Government of Canada memorials, including the Books of
Remembrance and Veteran grave markers in a sustainable and dignified way.

4. Align departmental resources to better serve Canadians.

This evaluation looked at VAC’s commitment to support recognition and remembrance
through the Commemorative Partnership Program, Commemorative Ceremonies and
Events, Learning and Public Information, and Memorials. An evaluation of the Funeral
and Burial Program and the Cemetery and Grave Marker Maintenance Program was
completed in March 2022.
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1.1 Overview of the Canada Remembers Program
1.1.1 Commemorative Partnership Program

Through the Commemorative Partnership Program (CPP), VAC provides grants? and
contributions® to support community and third-party organizations as they carry out
remembrance initiatives. CPP has two components:

- Community Engagement (CE) funds organizations to create and manage
remembrance projects, events and initiatives or to develop commemorative
materials; and

- Community War Memorial (CWM) provides funds for the construction, restoration
or expansion of a community war memorial.

Funding is available to non-profit and for-profit organizations, in Canada or abroad, as
well as to Canadian provinces, territories and municipalities. To be eligible, the project
must commemorate the achievements and sacrifices of those who served Canada post-
Confederation (post-1867). The program typically funds more than 200 projects every
year. However, in 2020-21, due to the COVID-19 pandemic 158 projects were funded.

1.1.2 Commemorative Ceremonies and Events

VAC organizes both in-person and virtual ceremonies and events throughout the year
within Canada and internationally. These include formal significant military milestones,
Veterans Week, and smaller community partnered events in Canada and internationally.
In 2019-20 there were 82 international events and 356 events in Canada. VAC works
closely with not-for profit, quasi-governmental and international organizations (foreign,
regional and local government institutions) on commemorative events, including
Veterans Week events and other commemorative initiatives.*

1.1.3 Learning and Public Information

VAC engages school aged children, youth, educators, and the general public through
learning and public information resources. These include Veterans’ Week print and
online materials. Canadian teachers can order print materials for their classrooms that
include lesson plans. As well, resources can be found on the VAC website, and VAC

2 A grant is a transfer payment subject to pre-established eligibility and other entitlement criteria. A grant is not subject
to being accounted for by a recipient nor normally subject to audit by the department. The recipient may be required to
report on results achieved.

3 A contribution is a transfer payment subject to performance conditions specified in a funding agreement. A
contribution is to be accounted for and is subject to audit.

4 Veterans' Week begins on November 5 each year and culminates with Remembrance Day ceremonies on November
11.
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social media channels. The VAC website features an online home learning space that
includes lesson plans, and an online library featuring personal recollections of those
who served (Heroes Remember).

1.1.4 Memorials (including European Operations)

VAC is responsible for 14 overseas battlefield memorials in Europe (nine in France, four
in Belgium and one in the United Kingdom) that commemorate the sacrifices and
achievements of Canadians and Newfoundlanders from the First and Second World
Wars (see Appendix A). Among these are two National Historic Sites of significance
outside of Canada: the Canadian National Vimy Memorial and the Beaumont-Hamel
Newfoundland Memorial, both of which are located in France. The Commemoration
Division’s European Operations directorate oversees day-to-day operations,
maintenance, conservation, real property management and overall visitor experience for
the 14 sites. VAC delivers its overseas responsibilities through rotational assignments of
Government of Canada employees and Canadian student guides. The guides provide
interpretative programming to visitors both in-person and virtually about Canadian
military history, points of interest in the region including the preserved battlefields,
trenches, underground tunnels and monuments.

VAC is also responsible for updating and maintaining the Books of Remembrance®
(located in the Peace Tower in Ottawa) and the Canadian Virtual War Memorial (an
online searchable version of the Books of Remembrance providing the ability to access
or contribute information about each person). In addition, VAC is a key partner in the
creation of new memorials, such as the National Monument to Canada’s Mission in
Afghanistan that is under development.

2.0 Scope and Methodology

The Canada Remembers Program was last evaluated in 2017 and 2018 as part of the
Evaluation of Public Recognition and Awareness and the Overarching Commemoration
Evaluation. The Cemetery and Grave Marker Maintenance Program was included in the
scope for the Evaluation of Funeral and Burial and Cemetery and Grave Marker
Maintenance Programs that was completed in March 2022. The Honours and Awards
component of the Canada Remembers Program was included in preliminary scoping for
the Evaluation of the Funeral and Burial and the Cemetery and Grave Marker
Maintenance Programs. Due to low risk (low yearly operating expenditures) and no
identified concerns, this component was not evaluated.

5 The eight Books of Remembrance contain the names of more than 120,000 Canadians who have given their lives in
service of Canada. Traditionally displayed in the Memorial Chamber of Canada’s Parliament Buildings, the books are
currently on view at Parliament Hill's Visitor Welcome Centre, in the Room of Remembrance, while Centre Block
undergoes a decade-long renovation.
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2.1 Evaluation Objective and Scope

This evaluation was conducted in accordance with VAC’s Evaluation Plan 2020-21 to
2024-25. The evaluation meets the Financial Administration Act requirement to evaluate
all grant and contribution spending every five years and fulfils the 2016 Treasury Board
Policy on Results to periodically evaluate program spending.

The evaluation covered Ceremonies and Events, the Commemorative Partnership
Program, Learning and Public Information, and Memorials.

VAC committed to consider the Métis Veterans Recognition Payment (MVRP) for review
during the evaluation of the Canada Remembers Program; however, the expected
timeline to achieve the outcomes of the Métis Veterans Recognition Payment is 2022-
23, which is outside the scope period of this evaluation. Therefore, the MVRP was not
part of this evaluation.

The evaluation covered the period April 1, 2017, to June 30, 2021. Some activities and
results that occurred outside the evaluation period are considered where relevant. The
past performance of the Program was reviewed, along with its current activities and
future plans.

2.2 Evaluation Questions

Evaluation questions were developed during the planning phase of the evaluation.
These questions help guide the review of program relevance and program performance
(including efficiency, economy, and effectiveness). A list of evaluation questions,
highlighting the key lines of inquiry, can be found in Table 1 below.

Table 1: Evaluation Questions

Evaluation Questions

Relevance

To what extent is the Canada Remembers Program responsive to the needs of Veterans, Canadians
and stakeholders?

To what extent does the Canada Remembers Program align with Government of Canada priorities
and with federal roles and responsibilities?

Performance

To what extent is the Canada Remembers Program achieving its objectives and outcomes?

Are there alternatives or modifications to the Canada Remembers Program that would help achieve
the outcomes?
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Are there opportunities to improve efficiencies and effectiveness within the Canada Remembers
Program?

Are there any unintended impacts (positive or negative) of the Canada Remembers Program?

2.3 Multiple Lines of Evidence

The research methodology incorporated multiple lines of evidence to ensure reliability
of collected information and reported results. Those used to evaluate the Program’s
relevance, performance, efficiency and economy are outlined below in Table 2.

Table 2: List of Methodologies

Methodology Source

Departmental Documentation and The following departmental documents/information were
Secondary Research Review reviewed to understand the Program, their authorities and
requirements and key issues: Legislation, Regulations and
Orders in Council, Memorandums to Cabinet, Central Agency
Documents, Minister Mandate Letters, previous VAC audits
and evaluations, policies, business processes, records of
decisions, strategic documents, performance reports,
research papers, and survey results.

Various non-departmental documents such as: Parliament

Non-departmental Document reports, Budget Speeches, Speeches from the Throne,

Review . : .
evaluations of commemoration programs in other federal
departments, and program literature from other countries.
Interviews Interviews were conducted with VAC senior management,
VAC employees involved in the delivery of the
programs/initiatives, and external subject matter experts.
Data Analysis Analysis was conducted on Canada Remembers Program
financial and operational data for the evaluation period.
Site Visits Virtual site visits took place to speak with employees, program

delivery partners and stakeholders, and to observe war
memorials and ceremonies. Members of the evaluation team
attended two ceremonies during Veterans Week 2021.
Further observation was not possible due to departmental
travel constraints related to COVID-19 pandemic safety
protocols
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2.4 Considerations and Limitations

The evaluation identified the following considerations and limitations:

* Restrictions due to COVID-19 impacted the team’s ability to conduct in-person
interviews and observations including site visits to memorials as in the last
evaluation.

e In spring 2021 the House of Commons Standing Committee on Veterans (ACVA)
held meetings and consultations on Commemoration. This committee provides
guidance and direction to VAC through studies, reports and government
responses. As of spring 2022 there has not been a report issued. Any
recommendations will require consideration by VAC.

« The above noted information should be taken into consideration when reading this evaluation report.

3.0 Relevance

There is a continued need to provide commemoration activities and resources
through the Canada Remembers Program. However, the evaluation finds the
program must evolve and expand to meet the needs and expectations of Veterans
and Canadians.

3.1 Continued Need

The evaluation team confirmed through interviews, analysis of public opinion research,
educator feedback evaluations, and program intake that the Program continues to
address a need.

The Canada Remembers Program has two key audiences: Veterans and the Canadian
public. Each program component contributes to reaching these audiences by offering
and providing support to commemorative and remembrance initiatives and activities
throughout the year. Veterans’ Week, held every November, is a key commemorative
initiative led by VAC, with many organizations contributing and patrticipating.

The Attitudes Towards Remembrance and Veterans’ Week Survey® 2020 found that

87% of Canadians believe it is important for Veterans’ Week to be held each year. The
survey results from 2017-18 to 2020-21 consistently report that over 70% of Canadians
make an effort to appreciate Veterans and those who died in service. Activities include

6 The Attitudes Towards Remembrance and Veterans Week Survey is conducted annually by VAC's Canada
Remembers Division. The survey is designed to measure Canadians' level of participation in remembrance activities,
their attitudes toward those who served in Canada's military and their level of support for VAC's work related to
remembrance.
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wearing a poppy, observing a moment of silence, watching a ceremony on television,
and attending a community ceremony.

Every year, VAC sees a significant increase in remembrance participation during
Veterans’ Week, and in the lead up to it (i.e., September to November). Increased
participation is evidenced in several ways, including:

» Visits to VAC’s Commemoration related web pages usually double in the months
of October to December (to over two million visits, with nearly a million to the
Canadian Virtual War Memorial).”

» Ceremonies and events are hosted national, locally and internationally;

* Nearly four million educational materials are distributed to school-aged children;
and

» Approximately 45% of CPP funded community engagement initiatives in 2020-21
took place in September to November, with November being the month with the
most initiatives.

When asked what is important to them in terms of remembrance programming,
Canadians and Veterans indicated they strongly support raising awareness amongst
youth as a top priority. Evidence to support this includes:

- 91% of Canadians attributed importance to providing educational materials for
schools in the 2020 Attitudes Towards Remembrance and Veterans’ Week
Survey; and

- 2020 VAC Client Survey reported promotion to youth through schools as a
priority for raising awareness.

The COVID-19 pandemic impacted Veterans’ Week activities in 2020. The 2020
Veterans’ Week survey revealed a drop from 91% participation in 2019 to 72% in 2020
COVID-19 also significantly impacted the number of visitors to the Canadian National
Vimy Memorial and Beaumont-Hamel Newfoundland Memorial in France. Pre-COVID-
19, approximately 900,000 people annually visited these two sites. This dropped to
168,000 in 2020-21.

The 2020 Attitudes Towards Remembrance and Veterans Weeks survey asked
Canadians to rate the level of priority the Government of Canada should place on the
remembrance initiatives outlined below. In the rating below, respondents chose either
very important or somewhat important:

*  91% - Providing educational materials for schools.

* 85% - Supporting and leading commemorative events in Canada.
* 74% - Posting remembrance-related content on social media.

* 73% - Providing funding for commemorative projects.

e 70% - Creating remembrance-related ads.

7 The Canadian Virtual War Memorial (CVWM) is a registry to honour and remember the sacrifices of the more than
118,000 Canadians and Newfoundlanders who, since Confederation, have given their lives serving in uniform.
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¢ 69% - Creating virtual or online remembrance ceremonies.
*  62% - Providing promotional materials, such as posters and pins
* 46% - Supporting and leading commemorative events outside of Canada.

In addition, the continued need for the learning and public information component was
highlighted in interviews with VAC staff and feedback from educators. Each year, the
Canada Remembers Learning Unit sends a survey to educators who order
remembrance materials. In 2019, 1,850 educators completed the survey, 1,300
responded in 2020, and 2,110 responded in 2021. Over the three years, an average of
99% of those surveyed planned to use VAC-produced learning resources again.

The results of the Attitudes Towards Remembrance and Veterans Week Survey and the
survey of educators demonstrate that Canadians feel Canada Remembers Program
initiatives are important and need to continue.

3.1.1 2020-2030 Strategic Plan for Commemoration

In response to a recommendation in the 2018 Overarching Commemoration Evaluation,
VAC developed the 2020-2030 Strategic Plan for Commemoration to inform future
remembrance programming. VAC consulted with Veterans, stakeholders, staff and the
Canadian public to develop the plan. The vision for Commemoration as outlined in the
2020-30 Strategic Plan for Commemoration is Canadians understand and appreciate
the contributions and sacrifices made by those in uniform. All Veterans and their
families feel recognized.

As stated in Section 1.0 of this report, the plan outlines four goals. The plan also
identifies actions to achieve each goal and sets objectives and timelines for completion.
The plan indicates all proposed actions will begin within the first five years of the plan.
However, due to the development and implementation of new commemorative content,
partnerships and approaches, the plan states that it will take at least 10 years for the
strategic plan to be stable and mature enough to achieve full implementation.

The evaluation team noted from a review of documentation, a review of feedback from
the Let’s Talk Veterans consultation online platform, surveys and from key informant
interviews that changing demographics, advances in technology, and how Canadians
are accessing and consuming information means VAC must evolve its programming
and delivery to engage with all Canadians.

These factors are recognized in the 2020-2030 Strategic Plan, which notes that:

» Canadian youth are more digitally connected and educated than previous
generations. As a result, VAC must continue to embrace new trends and
technologies.

* Over 20% of Canadians were born in another country and may have limited or no
connection to Canada’s military history.
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* Programming needs to adapt to reach more segments of the Canadian
population in a way that is relevant to them.

Using the Let’s Talk Veterans online platform, VAC consulted with Canadians, Veterans
and their families, stakeholders and others on the future of commemoration and
recognition. Questions were generally focused on meaningful ways to recognize
Veterans; the commemoration of security; peacekeeping; and humanitarian operations;
representing diversity in commemorative programs; and feedback on a CAF Around the
World approach. Three key themes from the results emerged:

» Expand scope of remembrance to place greater emphasis on more modern
missions and service;

» Highlight diversity as well as shared experiences in service; and

» Educate Canadians, especially youth, through personal and compelling Veteran
stories and interactive digital experiences.

The results of these surveys and consultations will assist in refining the 2020-2030
Strategic Plan for Commemoration.

To support the evolution of the Canada Remembers Program, a costed operational plan
connected to the strategic vision needs to be developed. The plan should clearly identify
key priorities (e.g., 3 to 5), roles and responsibilities, resources required, and oversight
and monitoring. Designating key initiatives as departmental projects would allow for
project management oversight and support.

3.2 Alignment with Government Priorities and Federal Roles and Responsibilities

The Canada Remembers Program is aligned with Government of Canada priorities
and the roles and responsibilities of the department.

3.2.1 Alignment with Government of Canada Priorities

The Government of Canada continues to emphasize its support to Veterans in its
commitments to the Canadian public. The 2020-21 and 2021-22 VAC Departmental
Plans highlighted priorities that are linked to the following departmental results:

* Veterans and those who died in service are honoured; and
« Canadians remember and appreciate Veterans and those who died in service.
The highlighted activities that are linked to these results included:

» As stewards of Canada’s memorials overseas, including two National Historic
Sites of significance (the Canadian National Vimy Memorial and the Beaumont
Hamel Newfoundland Memorial), continue to make the necessary investments to
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ensure the preservation and presentation of these memorials for future
generations;

* Continue funding groups that lead commemorative initiatives honouring those
who served;

» Begin to base our approach to commemoration on the concept of “Canadian
Armed Forces (CAF) Around the World,” to be more inclusive of the service of
younger Veterans;

» Engage Veterans and still-serving members in conversation to better understand
how they would like to be recognized and how they want their service
remembered; and

* In order to identify new and interesting ways to inspire Canadians to express
their appreciation to all those who served Canada, VAC will consult with
Canadians to gather a variety of views.

The December 2021 mandate letter to the Minister of Veterans Affairs included a
commitment related to commemoration:

Ensure that modern Veterans, as well as women, Indigenous, racialized
and LGBT2Q Veterans from all conflicts are recognized and
commemorated and that we recognize the valuable contributions of
Canadian Armed Forces Veterans who have served our country in
domestic operations such as wildfires, ice storms and floods.

The evaluation finds that the Canada Remembers Program helps fulfill VAC’s roles and
responsibilities through its commemorative efforts and education of Canadians.

3.2.2 Alignment with Federal Roles and Responsibilities

Under Section 5 of the Department of Veterans Affairs Act and the authority of Privy
Council Order 1965-688, the Minister of Veterans Affairs is entrusted with the primary
responsibility for all matters relating to the commemoration of the war dead and
recognition of the achievements of all Veterans. In October 1951, through Privy Council
Order 5371, the Government of Canada assigned VAC responsibility for Canadian
Overseas Memorials and Vimy Park. Also, VAC directly supports its commemorative
responsibilities through the provision of funding and services to ensure the sacrifices of
those who served Canada in war, military conflict and peace are not forgotten. The
evaluation team, through document review and interviews confirms that VAC continues
to deliver on its mandate through the Canada Remembers Program and that the
Program contributes to the department fulfilling its responsibilities.
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4.0 Performance and Efficiency/Economy

Progress towards outcomes is measured. Overall, outcomes are being achieved;
however, the Performance Information Profile (PIP) needs to better reflect the
Program and its evolution. Revisions should include the addition of outcomes and
indicators relating to European Operations, GBA plus and goals of the Strategic Plan.

4.1 Achievement of Expected Outcomes

The Performance Information Profile (PIP)2 for the Canada Remembers Program was
revised in 2020 and presented to the Performance Measurement and Evaluation
Committee (PMEC) in November 2020. The performance measures in the PIP are
being collected by the Commemoration Division and key measures are publicly reported
in the Departmental Results Reports.

The information presented in the PIP comes from internal data and the following two
surveys that collect VAC client satisfaction and Canadians’ opinions:

. VAC National Client Survey (survey of representative sample of VAC clients, last
conducted in 2020); and
. Attitudes Towards Remembrance and Veterans Week (survey of general

Canadian population, conducted annually).

4.1.1 Program Effectiveness

The objective of the Canada Remembers Program is to ensure those who served in
Canada’s military efforts are honoured and the memory of their sacrifices and
achievements is preserved.

The 2020 Attitudes Towards Remembrance and Veterans’ Week survey noted 92% of
Canadians considered it important that VAC recognize and honour Canadian Veterans
and those who died in service through the presentation and care of memorials,
cemeteries, and grave markers. Table 3 below depicts one of the indicators for this
outcome (the remaining indicators relate to the time it takes VAC to issue and ship

8 Performance Information Profiles (PIPs) are documents that identify the performance information for each Program
within a department’s program inventory. A PIP documents the expect program outcomes, indicators of success, and
methods that will be used to measure success.
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medals through the Honours and Awards component of the program and were not in
scope of this evaluation).

Table 3: Immediate Outcome Performance Measure

2017-2018 2018-2019 2019-2020 2020-2021

% of Canadians who are satisfied with how VAC
recognizes and honours Canadian Veterans and those
who died in service through the presentation and care 63% 59% 61% 64%
of memorials, cemeteries and grave markers (Target —
65%)

Source: Attitudes Towards Remembrance and Veterans’ Week Surveys 2017, 2018, 2019, and 2020

The target satisfaction level of 65% has not been met over the past four years. The
indicator is broad and encompasses multiple components. It is difficult to determine
what Canadians are not satisfied with in relation to memorials, cemeteries and grave
markers and determining what is needed to improve the level of satisfaction.

There is evidence this immediate outcome is being achieved. There are several
indicators to measure this immediate outcome. Table 4 below presents the results of the
measures for this outcome.

Table 4: Immediate Outcome Performance Measures — survey results

2017-2018  2018-2019  2019-2020  2020-2021

% of Canadians who agree that Canada’s

Veterans and those who died in service should
be recognized for their service to Canada 96% 96% 95% 95%
(Target — 95%)

% of Canadians who agree Veterans and those
who died in service have made major . . . .
contributions to our country (Target — 90%) 92% 93% 93% 92%

# of orders received for learning and historical

resources and products (Target — 15,000) 14,070 17,673 14,429 9.887

% of educators using VAC educational
resources who report increased youth
knowledge and understanding of the sacrifices
and achievements of Canadian Veterans and 99% 99% 99% 99%
those who died in service (Target — 90%)
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# of Canadians who participated in
commemorative initiatives funded per year
through the Commemorative Partnership
Program (CPP) (Target — 700,000)

Sources: Attitudes Towards Remembrance and Veterans’ Week Surveys 2017, 2018, 2019, and 2020, and internal
reporting.
*Impacted by COVID-19

958,716 896,933 792,417 | 2,015,650°

The performance measures show there is strong support for Veterans and that their
contributions and sacrifices are valued by Canadians. The only indicator that did not
meet its target each year was the orders for learning and historical resources and
products (target is 15,000). In 2020-21, orders for learning and historical resources were
impacted by COVID-19. Key informant interviews and a review of documents indicated
many orders for large groups were not made in 2020 as public gatherings were not
permitted (including some educators who were teaching remotely). Also, Veterans’
Week sample packs (promotional envelope containing a copy of each Veterans’ Week
resource) were not distributed to schools in 2020 which, in turn, impacted demand for
products.

The Attitudes Towards Remembrance and Veterans’ Week Survey is used to measure
two indicators related to this outcome. A measure of youth participation in Encounters
with Canada’s Canada Remembers Theme Week and visits to VAC’s main memorial
and cemetery web pages are the other indicators used. The Encounters with Canada
indicator is in the process of being removed from the PIP as Encounters with Canada
permanently shut down its operation in January 2021 as a result of the impacts from
COVID-19.

The survey asks two questions to Canadians: one being the extent to which Canadians
say they are proud of the role that Canada’s military has played in peacekeeping
missions and conflicts like the World Wars, the Korean War, and the war in Afghanistan.
In 2020, 81% of Canadians responded they were proud of the role of Canada’s military.
The second question asked Canadians how much they agreed or disagreed with the
statement, “Veterans Affairs Canada's remembrance program effectively honours
Veterans and those who died in service and preserves the memory of their
achievements and sacrifices.” Over the period of the evaluation scope, 70 to 74% of
Canadians surveyed agreed with this statement. The performance target for this

9 1n 2020-21 VAC provided funding to the Vancouver Symphony to support a television program called 75 Years Later:
The Sound of Freedom. This program was aired on Global TV in British Columbia, Global TV in Edmonton, on the
Global YouTube channel and was broadcast on television in the Netherlands. 475,000 Canadians and 410,000 people
in the Netherlands are reported to have tuned in to the broadcast.
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indicator is 80%. Results increased with the age of the survey respondents, with 64% of
Canadians under 45 years of age in agreement and 83% over 65 .

There is an opportunity to review the indicators to ensure the most relevant ones are
used to assess outcome achievement with consideration of measures to better reach
younger Canadians.

All of the program activities and initiatives conducted by the Commemoration Division
contribute to the Ultimate Outcomes of the Canada Remembers Program. VAC uses
three indicators to measure achievement of this outcome.

The table below depicts the indicators, targets and results for this ultimate outcome.

Table 5: Ultimate Outcome Performance Measures

2017-2018 2018-2019 2019-2020 2020-2021

% of Canadians who indicate they make
an effort to appreciate Veterans and those . . . .
who died in service (Target — 75%) 73% 74% 75% 1%

Number of “Likes” on the Canada

Remembers Facebook page (Target — Av;\:Ic:bIe 1,059,735 1,060,007 1,054,318
1,000,000)

# of Canadians who participated in

community engagement activities 474,945 436,969 548,512 1,916,36710

financially supported by Veterans Affairs
Canada (Target — 200,000)

There is a high level of interest and participation by Canadians in commemorative
activities. The evaluation team noted through interviews and document review that there
is an opportunity for the Program to review the indicators to ensure the best measures
and targets are being used. For example, a measure that includes the full suite of social
media channels managed by VAC would better reflect the scope of Canadians engaged
in commemoration.

10 1n 2020-21 VAC provided funding to the Vancouver Symphony to support a television program called 75 Years Later:
The Sound of Freedom. This program was aired on Global TV in British Columbia, Global TV in Edmonton, on the
Global YouTube channel and was broadcast on television in the Netherlands. 475,000 Canadians and 410,000 people
in the Netherlands are reported to have tuned in to the broadcast.
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The instruments used to measure this outcome are the National Client Survey, visitation
statistics and visitor satisfaction surveys for the Vimy and Beaumont-Hamel memorials
sites, and web statistics for the National Virtual War Memorial. The results for the past
four years were:

Table 6: Results for the Ultimate Outcome “Veterans and those who died in
service are honoured”

2017-2018 2018-2019 2019-2020 2020-2021

National Client Survey satisfaction
with VAC’s commemorative 76% No Survey No Survey 71%
initiatives (Target - 80%)

# visitors to Vimy and Beaumont-

Hamel (Target — 900,000) 1,077,506 904,249 815,291 168,317
# web page views of the Canadian

Virtual War Memorial (Target - 2,548,041 2,175,446 2,659,840 2,261,122
2,000,000)

% of visitors to Vimy and

Beaumont-Hamel overseas

memorials who report they have a Not Not 97% Not
better understanding of the available** available** ° available**

sacrifice and contribution of those
who served (Target 95%)
*COVID-19 greatly impacted the number of visitors to Vimy and Beaumont-Hamel in 2020-21

**Indicator was added in 2019 but is not yet reflected in the PIP. Data is from visitor experience surveys that will be
conducted every 3 years at the Vimy and Beaumont-Hamel memorials

The decrease in client’s satisfaction with VAC’s commemorative initiatives should be
noted. The evaluation team analyzed data from the 2020 National Client Survey to get a
further breakdown of satisfaction with how VAC’s commemorative initiatives honour
those who served. The analysis of the question “/ am satisfied with the way VAC’s
commemorative initiatives honour those who served our country and preserve the
memory of their achievements and sacrifices” is presented in the following chart:
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Chart 1: 2020 National Client Survey Results: satisfaction with commemorative
initiatives

2020 Client Survey
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The target of 80% was reached only for Veterans who were age 90 and older.
Satisfaction is lower for younger Canadian Armed Forces Veterans, with a 60%
satisfaction rate for Veterans aged 18 to 39. The satisfaction rate for Indigenous
Veterans was 63%, lower than the 71% satisfaction rate for non-Indigenous Veterans.
The evaluation team recognizes the Program has taken steps to increase programming
and awareness of modern-day Veterans and underrepresented groups, through
increased promotion of their achievements and sacrifices. However, work remains to be
done to reach the target level of satisfaction for the above noted groups. The next client
survey (scheduled for summer 2022) will have further results to help inform decisions
and the direction and adjustments needed to for future programming.

The evaluation team also reviewed the 2019 Visitor Experience Survey report of visitors
to the Vimy and Beaumont-Hamel Memorials. Key findings from the report were:
* 22% at Vimy and 13% at Beaumont-Hamel were Canadians.
* Over 90% were very satisfied with their visit; and
* More than half felt smartphone self-guided tours or more interpretive panels were
important for future onsite experiences.

These results indicate very high satisfaction with European memorial sites. Also, they
support evidence that an expansion to offer more technology and interpretive signage is
desirable.
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4.1.2 GBA plus Considerations:

Gender-based analysis plus (GBA plus) is an analytical process used to assess how
different groups of women, men and gender-diverse people experience policies,
programs and services based on multiple factors including race, ethnicity, religion, age,
and mental or physical disability. According to Treasury Board Secretariat (TBS),
differential impacts on diverse groups of people are to be considered for policies and
programs'!. As of 2020 TBS requires the GBA plus indicators to be incorporated into
PIPs. With the exception of youth, the Canada Remembers Program PIP has yet to
reflect other demographic intersections and corresponding data specific to GBA plus. At
the same time the evaluation team understands VAC is working to collect more GBA
plus data through the client survey and the 2021 Census.

While performance information is being captured and recorded, there is an opportunity
to revise the measures, baselines and targets to incorporate GBA plus data. Also, the
PIP should reflect changes to programming that place greater emphasis on more
modern missions, highlight diversity in service and interactive digital experiences to
support VAC in meeting its outreach and diversity, equity and inclusion objectives.

4.2 Program Efficiency

CPP is moving online, from application to reporting to increase efficiency for
applicants and reduce manual processing. Further leverage the use of technology to
reach more Canadians. Better reflect European Operations conservation and visitor
experience objectives in performance indicators to solidify its departmental profile
and stabilize funding.

4.2.1 Commemorative Partnership Program

The CPP consistently has a high demand for funds. The table below outlines the
number of projects the CPP funded, as well as its expenditures and reach. Additional
funds were received in 2019-20 and 2020-21 to support the Highway of Heroes Tree
Campaign, and in 2020-21 additional funds were received to further support the Juno
Beach Centre.

" https://www.canada.ca/en/treasury-board-secretariat/corporate/reports/2019-20-departmental-results-
reports/gender-based-analysis-plus.html "In support of the Government’s obligations under the Canadian Gender
Budgeting Act, program-level GBA+ impacts are to be reported in a supplementary information table as part of the
2019-20 Departmental Results Report."
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Table 7: CPP Expenditures, Projects and Reach

2017-2018 2018-2019 2019-2020 2020-2021
CPP Expenditures $1.90M* $2.32M $3.35M $3.58M
# of projects funded through the
Commemorative Partnership Program
(Target — 225) 233 253 206 158
Total Program Reach (number of
participants in CPP funded initiatives) 958,916 896,933 792,417 1,646,142
(Target - 700,000)

* Excludes funding provided to the Invictus Games that was paid through the CPP.

A significant portion of the projects funded through the CPP are funded as grants,
especially projects funded through the Community Engagement portion of the program.
Grants are a more efficient way to administer a program. Projects funded as grants are
mostly lower dollar (e.g, $10,000 or less) and/or deemed lower risk. Data analyzed by
the evaluation team shows the majority of Community Engagement initiatives are
funded through grants and Community War Memorial initiatives through contributions.
See Tables 8 and 9 below for a break down of approved projects that were grants
versus contributions. There was a decrease in the number of grants in 2020-2021 as
more higher dollar projects were approved and funded as contributions. CPP staff noted
in interviews they receive applications for more higher dollar and more complex
initiatives (e.g., more digital and more technology) versus local community initiatives
than previously. More on this in section 4.2.3.

Table 8: Approved Community Engagement Projects - Grants and Contributions

2017-2018 2018-2019 2019-2020 2020-2021
Grants 87% 96% 91% 81%
Contributions 13% 4% 9% 19%
Total 100% 100% 100% 100%

Table 9: Approved Community War Memorial Projects — Grants and Contributions

2017-2018 2018-2019 2019-2020 2020-2021
Grants 34% 25% 38% 29%
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Contributions 66% 75% 62% 71%

Total 100% 100% 100% 100%

4.2.2 Service Standards

The Commemoration Division has committed to meeting service standards for making
application decisions. Service standards were met during the last two years of the
evaluation period. See Table 10 below for details.

Table 10: Application Decision Service Standards for the Commemorative
Partnership Program

Community Engagement: Community War Memorial:
. Decisions made within 12 Decisions made within 12
Fiscal Year . . L -
weeks of receiving a completed weeks of application deadline
application (standard is 80%) (standard is 80%)
2017-2018 45%* 23%*
2018-2019 86% 52%*
2019-2020 95% 100%
2020-2021 97% 87%

*For both program components the service standard was not met for 2017-18 and for the first three quarters of 2018-
19 the standard was not met for the Community War Memorial program. Demand for funding exceeded the resources
available. In an effort to manage this situation, decisions were delayed to allow time for a more thorough analysis of
applications and to determine how to maximize the funds available.

4.2.3 European Operations

VAC is responsible for the stewardship of 14 National Historic Sites in Europe (nine in
France, four in Belgium and one in the United Kingdom). These sites were created to
commemorate historical events of particular importance to Canadians and
Newfoundlanders, and to honour the sacrifices of those who served during the First and
Second World Wars. Two of the sites in France have been designated as Canadian
National Historic Sites—the Canadian National Vimy Memorial and the Beaumont-Hamel
Newfoundland Memorial. These sites are the only National Historic Sites of significance
outside of Canada, that is those with visitors and programming. Before the COVID-19
pandemic, Vimy and Beaumont-Hamel ranked in the top ten most visited National
Historic Sites. Vimy was second only to the Quebec Fortifications and Beaumont-Hamel
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was ranked seventh. Together, these sites attracted an annual average of 932,349
visitors over the time period under evaluation (See Appendix B for site visit data).'?

VAC’s 2020-21 Departmental Results Framework (DRF)'3 lays out European
Operations’ (Memorials) core responsibility as the conservation of Canada’s 14 war
memorials overseas which includes:

» Making ongoing capital investments for all 14 memorial sites;

» Developing a comprehensive visitor experience strategy; and

+ Developing a forest management plan for Vimy and Beaumont-Hamel.

Given the COVID-19 travel restrictions, the evaluation team did not visit the memorial
sites. Due to this limitation, the evaluation team relied on internal planning and
operational documents and key informant interviews to understand European
Operations’ roles, responsibilities and core functions, which include:

* Preserving and conserving the memorial sites, which encompass monuments as
well as nearly 150 hectares of forest, battlefields, and original First World War
tunnels and trenches;

» Curating the experience of close to 900,000 visitors, including continual rotation
of museum-grade exhibits and development and delivery of interpretive products
and experiences; and

* Managing real property that includes 18 buildings, horticulture and maintenance
equipment, 10 fleet vehicles, 60-year old septic fields, IT infrastructure, etc.

To ensure a global view of site needs, European Operations restructured its
organization. Previously, there were two managers, one for Vimy, and one for
Beaumont-Hamel and the other sites. The managers looked after both site maintenance
and visitor experience. There is now one manager for visitor experience and one for site
maintenance for all 14 sites. This organizational structure allows for a more global and
cohesive view of each of the key objectives— conservation and visitor experience.

4.2.3.1 European Operations Funding: Ongoing Capital Investments and
Conservation

VAC’s 2018 Overarching Commemoration Evaluation stated there is a need for “stable
long-term funding to allow for efficient planning and implementation . . . to ensure the
ongoing commemorative integrity of the Canadian National Vimy Memorial and the
Beaumont-Hamel Newfoundland Memorial.” The evaluation team learned from key
informant interviews that ongoing stable funding remains a challenge as noted in the
last departmental evaluation. Capital investments are needed to conserve the
memorials and support infrastructure.

12 Excludes 2020-21 as the sites were often closed due to COVID-19 restrictions. In 2020-21 Visitation rates for Vimy
and Beaumont-Hamel dropped to 168,317 due to the impact of the COVID-19 pandemic.
13 DRF 2020-21

Evaluation of Canada Remembers Program 26 Final June 2022



European Operations has taken measures to obtain some additional, necessary long-
term stable funding via an increase in the directorate’s budget. A long-term cost
analysis of operations, maintenance, and preservation requirements associated with the
14 overseas memorial sites has been completed. Also, they have completed detailed
conditional surveys and continue to conduct annual inspections of the sites.

European Operations has triaged site maintenance and interpretative requirements
across a five-year forward-looking maintenance cycle and manage a $4 million
operating budget for the maintenance, interpretation and administration of the memorial
sites. Key informants indicated this amount is not sufficient to maintain and conserve
the cultural integrity of the memorial sites, which also encompasses provision of a
positive, culturally rich and immersive visitor experience. A review of the European
Operations’ 2021-22 Operational Plan notes funding gaps remain. As a result,
maintaining standard operations while actioning other key priorities, will continue to be
difficult.

Key informants stated VAC needs to be planning 10 or 15 years in advance and that it
is hard to plan without secured capital investment. From a project management
standpoint, interviewees stated it is difficult to procure services, expertise, and
resources through the annual departmental business planning exercise. For European
Operations, the annual departmental funding approval cycle has the complication of
procuring international services and contracts. For such large scale and culturally
sensitive sites, key informants noted that planning two to three years out with secured
capital investment for 10 years would better enable conservation of the sites and, in
some instances allow for needed upgrades to the infrastructure.

Conservation of the memorials ensures their overall cultural integrity. This is outlined in
the Commemorative Integrity Statements (CIS) for Vimy Ridge (2005) and Beaumont-
Hamel (2019). For their purposes, Parks Canada considers any CIS older than 10 years
outdated.'* Signed-off by the Minister for VAC and the Minster responsible for Parks
Canada, these foundational documents were developed with the intent to guide the
management of these National Historic Sites. It was noted by the evaluation team that
the Management Plans for National Historic Sites under the administration of Parks
Canada are accessible online while VAC’s Management Plans are not online.'® The
evaluation team noted in reviewing Vimy’s Commemorative Integrity Statement the
historical value of the preserved trenches and tunnels are documented as significant
vestiges and evidence of the First World War.

There is a dual role in managing the memorial sites. It is important to balance both the
real property obligations with conservation of cultural resources as stated in the

14 Evaluation of National Historic Site Conservation (pc.gc.ca)
15 Management plans for National Parks and National Historic Sites - Library (pc.gc.ca)
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Commemorative Real Property and Other Holdings policy'6. Specifically, the policy
states that VAC must, “ensure maintenance, preservation and presentation of Canada’s
international monuments and memorials and battlefields.” Through key informant
interviews, the evaluation team noted that work is underway to strengthen working
relationships with VAC'’s real property group in head office. Also, the evaluation team
observed the importance of strengthening working relationships with other areas of the
department, including procurement, policy and IT to support commemorative and real
property initiatives.

Also, as stated VAC’s 2020-2030 Strategic Plan for Commemoration VAC plans to
strengthen relationships with federal partners to align programs, policies and
procedures for greater efficiency. For example, VAC can work more closely with:

- Parks Canada who is the Government of Canada expert in cultural resource
management and interpretation;

- Global Affairs Canada possesses expertise in the Foreign Service Directives for
public servants working outside Canada and is also the common service
organization for real property outside Canada;

- The Department of National Defence’s Directorate of History and Heritage
possesses expertise and delivers programming related to military history as well
as military medals and decorations; and

- The Department of Canadian Heritage leads the promotion of Canada’s heritage
and culture, including collections management for museums and the preservation
and conservation of cultural objects and artefacts.

4.2.3.2 Increasing Operating Costs for European Operations

European Operations relies heavily on operating funds and key informants noted that
for many years they have not a sufficient level of stable funding to meet operational
requirements. European Operations’ annual operating budget for VAC’s memorials in
Europe is approximately $4 million while spending levels for 2018-19 to 2020-21 have
averaged $4.6 million per year. The majority of the annual budget is committed to non-
discretionary expenses like utilities and sewage; information technology infrastructure;
vehicle and machinery maintenance; non-negotiable foreign service employee
allowances; security contracts, cleaning, maintenance and infrastructure repair. The
Government of Canada invested $5 million to construct a new Visitor Education Centre
at Vimy. This was completed in 2017 to coincide with the 100t year anniversary of the
battle of Vimy Ridge. VAC was not allocated any additional funds to operate the Centre
and maintain, upgrade or develop new exhibits.

The Commemoration Division also relies heavily on operating funds to deliver core
elements of the Canada Remembers Program, including European Operations. This
presents a risk that core programming could be affected if departmental operating funds
are reduced. Also, since operating funds are requested through annual internal

6 Government of Canada Remembrance Policy: Commemorative Real Property and Other Holdings
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integrated business planning, funding levels to meet conservation and visitor experience
objectives could be reduced based on other departmental needs.

4.2.3.3 Visitor Experience

A high-quality visitor experience is a key objective of VAC’s European Operations. A
strong visitor experience is recognized as an essential, baseline industry standard for
historically and culturally significant sites and museums in Canada and around the
world. At VAC’s two National Historic Sites, this encompasses everything from how
guests are greeted to signage, the exhibits and experiences they encounter during their
visit, as well as available special events, digital and multimedia supports, and
educational programming. At VAC’s smaller memorial sites it may be as simple as
ensuring bilingual interpretive signage is visible to explain the significance of the site.

In 2019, a visitor experience survey was implemented at the Vimy and Beaumont-
Hamel sites to gain knowledge about the people who visit and about their experiences.
Some highlights from visitors surveyed at Vimy are outlined in Table 11.

Table 11: 2019 Visitor Experience Survey Results — Vimy and Beaumont-Hamel

Vimy Beaumont-Hamel

Visitors from Canada 22% 13%
Visitors from France 50% 26%
Visitors from the United Kingdom 19% 42%
Visiting for the first time 63% 66%
Went to the visitor centre 79% 83%
Took a guided tour 44% 19%
81‘;?:?,':; i\:ery satisfied or satisfied with 100% 99%

The percentage of survey respondents who took a guided tour was further explored in
the survey. There was very high satisfaction for the tour content, length and delivery
(i.e., overall results were 4.9 out of 5). While the uptake on the guided tours is moderate
at Vimy and low at Beaumont-Hamel, there were a variety of reasons noted for this as
outlined in Table 12.
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Table 12: Reasons noted for not taking a guided tour

Vimy Beaumont-Hamel

Not enough time 38% 39%
Not aware they were available 24% 10%
Took one before 20% 12%
Not interested 9% 13%
Inconvenient times 7% 3%
Other 9% 26%

At both Vimy and Beaumont-Hamel, survey respondents had high levels of agreement
(i.e., Totally Agree) that as a result of their visit they had a better appreciation of the
sacrifice and contribution of those who served and of the significance of the sites: 84%
at Vimy and 86% at Beaumont-Hamel. This is evidence that the memorial sites are
offering a highly valuable experience and are important to bring awareness and
appreciation of the sacrifices and achievements of Canada’s military.

Visitors were also asked about ways to enhance their experience at the sites. The top
two responses for both Vimy and Beaumont-Hamel in terms of level of importance were
self-guided tours with smartphones, and more interpretive panels. These items were
also noted in the Innovation Hub’s work with European Operations in 2020 and in the
2020-2030 Strategic Plan for Commemoration. The evaluation team noted through a
review of other World War commemorative sites in France, such as the Sir John
Monash Centre (Australian National Memorial) and the British Normandy Memorial that
as a result of substantive investments these two locations now offer a visitor and
education experience that is modern, ever evolving and functional, including updated
interactive systems that guide and educate visitors as they make their way around the
sites. Without a new and continued investment, Vimy and Beaumont-Hamel is at risk of
falling behind for not having a more modern visitor education experience.

4.2.3.4 Forestry Management Plan

A forest management plan for Vimy has been an ongoing topic for departmental
discussion since 1985. In 2021, a partnership with Natural Resources Canada (NRCan)
was implemented to support the maintenance, replanting and long-term sustainability of
wooded areas and forests at Vimy and Beaumont-Hamel—290 acres. This partnership
with NRCan supports the project entitled, Forest Conservation — Canada’s FWW
Memorials in Europe and is guided by an inter departmental Memorandum of
Understanding. VAC will receive $2.1M from 2021-2022 to 2025-2026, with additional
funding of $1.6M to be tabled in Parliament in 2026. VAC and NRCan will revitalize the
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long-term stewardship of Canada’s First World War memorial sites in Europe through
the maintenance and conservation of forests and wooded areas. This will include the
maintenance, replanting and long-term sustainability of wooded areas and forests at
Vimy and Beaumont-Hamel according to best forestry practices. Key attention will be
given to the conservation of historic battlefields and commemorative view planes (ex:
treed alleys and lanes) as defined in the Commemorative Integrity Statements for each
memorial site.

Key informants stated the project is well underway:

» Forestry equipment has been purchased

» Inthe process of hiring the permanent team of foresters via the Commonwealth
War Graves Commission (CWGC)

» Developing the forest management plan for the next 30 years with partners
(CWGC and the Office national des foréts).

» Begun clearing small parcels at Vimy.

» Prepared the terrain and replanted more than 650 trees

» Hired a company to undertake a flora and fauna inventory of the Vimy site.

» Putin a place a five-year contract with a depollution (demining) company to work
in areas where there will be planting to ensure there are no unexploded
ordinances.

4.2.3.5 Comparison with Parks Canada

As of 2020, there are 999 designated National Historic Sites'” and of these Parks
Canada administers 174'8. The protection and presentation of these 174 sites are the
mandate for Parks Canada'®. The remainder of the more than 800 sites are
administered by various organizations including other federal government departments,
provinces, territories, and community groups. As mentioned above, VAC manages the
only two National Historic Sites outside of Canada—both rate amongst the top ten most
visited National Historic Sites when compared to those under Parks Canada
administration. At Parks Canada, they have organized administration of National
Historic Sites under two sub programs?°:

1) National Historic Site Conservation?!
2) National Historic Site Visitor Experience

17 National Historic Sites in Canada | The Canadian Encyclopedia

18 National Historic Sites (pc.gc.ca)

19 : On behalf of the people of Canada, we protect
and present nationally significant examples of Canada's natural and cultural heritage, and foster public understanding,
appreciation and enjoyment in ways that ensure the ecological and commemorative integrity of these places for
present and future generations.

20 Evaluation of National Historic Site Visitor Experience (pc.gc.ca) (Appendix A)

21 Evaluation of National Historic Site Conservation (pc.gc.ca)
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These organization of these two sub-programs reflect the same strategic priorities held
by VAC’s European Operations directorate. Each of the Parks’ National Historic Site
sub programs have logic models with outcomes and performance indicators specific to
the administration of National Historic Sites. This level of accountability that is built-in to
the governance of a sub-program maps how investments and resources are linked to
activities to achieve the desired results.??

The National Historic Site Conservation sub-program has aimed at ensuring that:

- interventions likely to impact on cultural resources are assessed and mitigated;

- condition of built assets at national historic sites is maintained or improved; and

- national historic sites administered by Parks Canada are managed in ways that
leave their commemorative integrity unimpaired.??

The National Historic Site Visitor Experience sub program has outcomes aimed at
ensuring that:

- anincrease in the number of Canadian and International visitors to National
Historic Sites;

- visitors to National Historic Sites connect to and learn about the cultural heritage
of the site; and

- Visitor Experience assets are maintained and improved.2*

Comparatively, VAC’s National Historic Sites fall under the overarching Canada
Remembers Program and just one PIP and logic model. There is only a single indicator
on visitation rates linked to its two National Historic Sites of significance. In 2020-21, an
outcome on visitor experience was added to the Departmental Results Framework with
results from the annual visitor survey included as an indicator. It has yet to be added to
the PIP. The evaluation team noted that there are no indicators specific to conservation.
The evaluation team compared full-time equivalent staffing levels at VAC’s two national
historic sites of significance (Vimy and Beaumont Hamel) with two Parks Canada
national historic sites with similar visitation rates (Halifax Citadel, Nova Scotia and Fort
Langley, British Columbia). Maintenance workers and students were excluded from the
comparison as they are typically part-time or under contract as in the case of
maintenance work for VAC. This comparison used the VAC organizational chart for
European Operations and the Government Electronic Directory site for Parks Canada.
Overall, VAC has seven? full time equivalent (FTE) staff focused on their two national
historic sites while Parks Canada has 22 at the two comparative sites. Additionally,

22 Enhancing Program Performance with Logic Models (uwex.edu)

23 Evaluation of National Historic Site Conservation (pc.gc.ca) (section 2.6, Logic Model)

24 Evaluation of National Historic Site Visitor Experience (pc.gc.ca)

25 There are eight FTEs in European Divison: seven work FTEs focus on the two national historic sites of significance
while the remaining FTE focuses on other duties.
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Parks Canada has regional field units that offer further support and expertise to the
sites, totaling an additional 65 staff.?6 See Table 13 below for details.

Table 13: Parks Canada and VAC National Historic Sites staffing comparison
based on similar visitation rates

Department/Agency VAC Parks VAC Parks
Natio_nal I*-Iistoric Site Vimy (29) Halifax rdCitadeI Beaumogt Fort L?hngley
(ranking) (39 Hamel (7'") (8'")
Visitor Rates (2019-20) 690,435 534,670 124,856 103,381
Dedicated FTE staff** 4 12 3 10

Per capita staffing
levels (with field unit
support)

1 FTE staff per | 1 FTE staff per | 1 FTE staff per | 1 FTE staff per
172,609 visitors | 44,556 visitors 41,619 visitors 10,338 visitors

*see Annex A for detailed list of most visited national historic sites.

**Additionally, these Parks' National Historic Sites have field unit staff that support them. For example, the Mainland
Nova Scotia field unit has 33 FTEs that supports a total of five parks and National Historic Sites which includes the
Halifax Citadel. The Coastal British Columbia field unit has 32 FTEs that supports a total of four parks and National
Historic Sites which includes Fort Langley.

4.2.4 Learning and Public Information

VAC engages school aged children, youth, educators, and the general public through
learning and public information resources. These include Veterans’ Week print and
online materials. Canadian teachers can order print materials for their classrooms that
include lesson plans. As well, resources can be found on the VAC website and VAC
social media channels. The VAC website features an online home learning space that
includes lesson plans, and an online library featuring personal recollections of those
who served (Heroes Remember).

The 2018 - 2020 Attitudes Towards Remembrance and Veterans’ Weeks surveys asked
Canadians to rate the level of priority the Government of Canada should place on
remembrance initiatives to engage Canadians. Table 14 outlines the results for several
initiatives that VAC undertakes annually.

Table 14: Public Information Related Survey Results

Percentage of Canadians who report it is

important/very important that the Government of 2018 Survey 2019 Survey 2020 Survey
Canada place priority on...

26 The Mainland Nova Scotia Regional Field unit supports five parks and national historic sites, and the Coastal British
Columbia Regional Field unit supports four parks and national historic sites.
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Creating and distributing education materials for 90% 89% 91%
schools
Creating remembrance related ads 72% 69% 70%
Provu;hng promotional materials such as posters 66% 67% 62%
and pins
rF:]c;?jtilgg remembrance-related content on social 74% 69% 249

Source: Attitudes Towards Remembrance and Veterans’ Week Surveys 2018, 2019, and 2020

The continued need for the learning and public information component was highlighted
in interviews with VAC staff and through feedback from educators. Annual educator
evaluation forms reported that 99% of those surveyed plan to use VAC-produced
learning resources again in the future. Table 15 depicts results from annual educators
surveys.

Table 15: Feedback from Educators on Veterans Week

2019 2020 2021
Feedback Feedback Feedback

Respondents agreed or strongly agreed that the
Veterans’ Week learning materials were well-received by 98% 99% 99%
students and appropriate

Respondents agreed or strongly agreed that the
Veterans’ Week learning materials increased youth
knowledge and understanding of the sacrifices and 98% 99% 99%
achievements of Canada's Veterans and those who died
in service

Respondents indicated they used our resources in a hard

copy format (i.e. printed) 82% 81% 82%
Respondents indicated that they are also using the o . .

Veterans Affairs Canada Web site as a resource 72% 76% 1%
Respondents indicated that they would use VAC’s 99% 98% 999%

materials again in the future
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The Learning and Public information section provides free, bilingual Veterans’ Week
learning materials for educators and youth. Table 16 shows the types of products

produced and the volume of each per year since 2019.

Table 16: Learning and Public Information Resources

2019 Veterans Week 2020 Veterans Week 2021 Veterans Week
Materials Materials Materials
Take Time to Remember
(Youth 5-8) 577,000 458,000 562,000
Tales of Animals in War
(Youth 5-11) 735,000 597,000 729,000
Canada Remembers
Times (Youth 12-18) 567,000 446,000 562,000
Postcards for Peace 773,000 501,000 782,000
Bookmarks 1.1 million 678,000 1.1 million
Posters 73,000 44, 000 85,000
Total 3.8 million 2.7 million 3.8 million

In interviews with staff who produce the learning and education content it was noted
advances have been made to improve the availability of content on VAC’s website,
including the addition of a Classroom Materials section on the Remembrance
homepage. Some materials are still only available via DVD. Teachers have consistently
responded that they want to continue with the printed education literature mailouts as it
is something that creates interest with the youth and something that can be shared with
their families.

4.2.4.1 Future Commemorative Programming for Learning and Public Information

The 2020-2030 Strategic Plan for Commemoration outlines an objective to provide
innovative learning materials to help educators teach youth about the role of Canada’s
military personnel in the world and their achievements and sacrifices. To meet this
objective, the plan identifies the following initiatives:

» Develop, test and release The Canadian Armed Forces around the World
multimedia learning resource. This tool will help teachers, students and the public
learn more about Canada’s military policing and humanitarian efforts during the past
seven decades;

» Conduct an environmental scan and user research to determine needs and priorities
of Canadian teachers. Best practices will be used to create learning products that
meet teachers’ current and anticipated needs;
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» Engage with education students in universities with the aim of instilling an interest in,
and capacity to integrate, remembrance activities into their future teaching activities.

» Design and test new learning products. VAC will work with partners to take
advantage of resources and expertise; design, develop and test of new products;
and share them for feedback from the broader community of educators;

» Partner with universities and leaders in science and technology to develop
innovative, experimental tools and approaches to bringing remembrance into
Canadian classrooms; and

» Expand the capacity for virtual tours of memorial sites as only a small percentage of
youth in Canada are able to visit sites in person.

To help refine the 2020-2030 Strategic Plan, in 2020 VAC consulted with educators
regarding the future of remembrance in the classroom. The report of the consultations
noted that educators practice traditional remembrance activities and mark major military
anniversaries on the dates they occur (e.g., Remembrance Day). The findings in the
report affirmed that most educators prefer printed materials (88%) and hands-on
learning activities (86%).

The report made several recommendations, including:

» Continue providing printed materials and other learning resources (either
hardcopy or downloadable) related to remembrance activities prior to
Remembrance Day and other meaningful dates throughout the year, while
introducing new technologies gradually.

» Consider simplifying, streamlining or providing options for customizing the
Canadian Armed Forces Around the World multimedia resource kit so that
educators can use the material in a wide variety of settings with different age
groups and/or abilities. Also, provide options for distributing learning materials to
communities and schools that do not have full access to all technologies and for
students who prefer a hands-on experience and/or are primary age.

* Promote learning activities that will engage students (e.g., animation, films,
media, short activities, the use of artefacts, activities with movement, photo
galleries, pedagogical games, tactile resources, infographics, escape room
activities, a remembrance app, etc.).

» Promote materials that teach children about the contributions of Indigenous
peoples, racialized peoples, LGBTQ2+, and other minorities.

» Develop materials for educators to help them teach students about sensitive
topics such as the Holocaust, the genocide in Rwanda and ethnic cleansing.
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Opportunity:

Prioritize and action the findings from consultations with educators to modernize and
update the educational content in line with the objectives in the 2020-2030 Strategic
Plan.

4.2.5 Innovation and Technology

In 2019 VAC established an Innovation Hub to lead the department in innovation and
human-centred design. The Commemoration Division worked with the Innovation Hub
on two projects related to CPP and to European Operations.

4.2.5.1 Commemorative Partnership Program

Innovation Hub work on CPP focused on ways to reduce the time and effort required to
process and report on applications and support the intake and assessment of “complex”
applications. This work resulted in the following recommendations:
- improve the application form to ensure applicants only submit complete
applications digitally
- implement a new software solution to manage application intake through to
evaluation and reporting
- triage applications to streamline time and effort to invest in the evaluation of
higher risk and higher cost applications
- streamline internal review process
- prioritize and consolidate Quality Control efforts for the most important content
and plan for one round of Quality Control early in the process so it can be easily
leveraged confidently later on, and
- streamline the decision-making process based on application risk to speed up
administration and reduce response times.

Since the completion of work with the Innovation Hub, the CPP team has been working
to move the program online, from application to reporting. This work is underway and is
expected to be completed by the end of 2022; therefore, the evaluation team was not
able to assess the improvement to the delivery of the CPP. Work to implement the other
recommendations remains outstanding.

Advances in innovation and technology are also occurring with regards to
commemorative initiatives that are supported throughout the CPP. In interviews with
staff, the evaluation team heard VAC is receiving more applications for CPP funding
that are using technology in their remembrance initiatives. Staff indicated that these are
often higher dollar initiatives and are more complex than traditional projects. This
presents an increased level of difficulty to assess for value and with a small budget to
work with this has added pressure to meet demand.
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4.2.5.2 European Operations

In completing work with the European Operations directorate, the Innovation Hub
recognized going to the sites in Europe where Canadians fought and are memorialized
is a powerful and important experience. However, many Canadians have not and will
not travel to Europe to see the sites in person. The 2019 Vimy and Beaumont-Hamel
Visitor Survey stated 22% of visitors to Vimy and Beaumont-Hamel are Canadian. As a
result, the Innovation Hub team, in collaboration with European Operations staff
recommended bringing the Vimy and Beaumont-Hamel experience home to more
Canadians through digital platforms. A second opportunity was validating a concept
involving the Student Guide Ambassador Program. This concept would engage former
guides in European Operations activities in support of bringing the commemorative sites
home to Canadians. This could include sharing past experiences, participating in live
Q&As, engaging with students in the classroom and joining online tours.

The Innovation Hub’s work was seen as first steps and key informants noted that further
discussion was needed before proceeding further. Key informants also noted that an
additional investment in resources and expertise would be needed to action these two
key recommendations.

4.2.5.3 Learning and Public Information

In interviews with staff who produce the learning and education content it was noted that
advances have been made to improve the availability of content on the department’s
website, including the addition of a Classroom Materials section on the Remembrance
homepage. During COVID-19 the ‘Home Learning Corner’ was created to assist
teachers, educators and parents who homeschool. There was an increase in orders
from homeschoolers, which typically involve requests for a small number of individual
copies of resources (as opposed to class packs of 25 or 30). The team pivoted to
smaller requests by reducing the size of the packages and they plan to continue to
provide these smaller packages.

Staff in the Learning group stated in interviews that they recognize the need for new
technology and to move things to the “cloud” for example. This would allow them to
provide more innovative content. Some materials are still only available via DVD, while
other materials are available on a USB stick. There is an opportunity for the Learning
and Education program to incorporate new and more technology in the delivery of
resources to schools and the Canadian public, while maintaining the print materials.

There is an opportunity for continued and new efforts to modernize and update
educational content in a format that is compatible with multi-media sources.

4.2.5.4 Ceremonies and Events

The COVID-19 pandemic led to significant changes in how VAC supported and led
commemorative events in Canada. Most in-person events were cancelled in 2020 and
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2021. Ceremonies and events staff, along with colleagues in Communications Division
adapted to deliver virtual events, both live and pre-recorded. Staff who led the events
worked with Information Technology staff to ensure major milestones and anniversaries
were commemorated and available for Canadians to view and participate in. Interviews
with staff noted that additional expertise was needed to conduct the virtual events (e.g.,
knowledge and expertise in the use of the technology). In 2021, smaller scale in-person
events were held in some provinces where permitted. Staff noted in interviews that if a
return to in-person events at the same level as before the pandemic was to happen and
that virtual events would also continue, then additional resources would be needed to
ensure success.

The 2020-2030 Strategic Plan for Commemoration states VAC must continue to
embrace new technologies to help meet the evolving needs and expectations of
Canadians. The Plan also recognizes improvements so VAC can be the first stop for
people seeking information on military history, planning a visit to an overseas memorial,
or planning a commemorative event. Staff noted in interviews that to meet these goals,
additional expertise in Information Technology and capacity to incorporate the new
technologies into existing programming will be required.

4.2.6 Commemoration Communications

4.2.6.1 Advertising and Social Media

VAC’s Communications Division has a significant role in promoting and communicating
remembrance to Veterans and Canadians.

VAC uses advertising in traditional media along with advertising across social media
platforms to reach Veterans and Canadians. Social media is being used to promote the
stories, sacrifices and achievements of all Veterans and those who died in service, and
has recently placed more emphasis on modern day and underrepresented Veterans.
Social media content that VAC produces consistently draws interest from the Canadian
public, especially during Veterans’ Week and other significant milestones that are
recognized.

VAC runs an advertising campaign each November focused on remembrance.
Communications Division leads this initiative with support from the Commemoration
Division. The evaluation team reviewed results of the 2020 advertising campaign. The
objectives of the campaign were to:

- engage Canadians of all ages in acts of remembrance;

- focus on younger Canadians and new Canadians; and

- drive target audiences to VAC'’s social media sites or the campaign landing page:

veterans.gc.ca/CanadaRemembers
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The target audiences were:
- Canadians aged 18 to 54 years, with emphasis on young Canadians (18 to 34),
- Canadian Veterans and their family members,
- CAF members and their families, and
- Canadian Veteran community stakeholders and partners.

The campaign included a variety of initiatives across several types of media, including:
- Television
- Digital media
o Advertising on popular Canadian websites
o YouTube homepage videos and ads before videos start
o Connected TV (i.e., device that supports video content streaming)
o Spotify
- Social media
o Twitter - brand reminders, promoted poll, website clicks, in-stream video
o Snapchat — commercials, filters, lens
o Facebook and Instagram - newsfeed and stories

Results for the 2020 Remembrance Day campaign indicated?’:
@, 155,000 visitors were brought to the VAC
remembrance website
O 33.7 million video views across all platforms

66 million impressions on Facebook and 174,000
clicks

18.4 million impressions from advertising on popular
Canadian websites

To support the advertising campaign, VAC also employed an outreach strategy in which
prominent Canadian organizations and individuals were engaged to share the campaign
message among their audiences and followers (for no cost).

Results indicate an increased appreciation and interest for the efforts of Canadian
Veterans and those who died in service to Canada. Through social media, VAC
engages Canadians and provides a forum for the public to show and share their
appreciation and interest in the efforts of Canadian Veterans. The evaluation team
reviewed VAC’s social media content. There is evidence of engagement by Canadians
through their comments, “likes” and sharing of the posts. VAC has been a leader in

27 Impressions — refers to each instance an ad is displayed on a social network. For example, a social media user may
have the same ad appear in their newsfeed several times over a certain period. Each instance is an impression. Metric
used by advertisers/marketers to track their distribution of an ad.
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terms of government departments using Facebook and Facebook is by far VAC’s most
popular social media platform with nearly 900,000 followers of the Canada Remembers
page. This compares to approximately 80,000 followers on Twitter and 23,000 on
Instagram. Comments on the Canada Remembers Facebook were reviewed and were
positive, respectful, and appreciative of Canadian Veterans and their sacrifices.

VAC’s Communications Division also collaborates with Commemoration Division for
ceremonies and events. During the COVID-19 pandemic, Communications Division
worked with Commemoration Division to implement virtual events and ceremonies and
to move more activities into the digital world, both live and pre-recorded. Interviews with
staff noted that the expansion into virtual events presented an opportunity to reach more
Canadians through new ways of promoting remembrance content. Staff also noted that
more Information Technology expertise is required to conduct high quality virtual and
digital events.

4.3 Program Economy

4.3.1 Operating Costs and Level of Administrative Effort

A breakdown of Canada Remembers funding by program/initiative is provided in Table
17 below:

Table 17: Canada Remembers Program Expenditures

2017-2018 2018-2019 2019-2020 2020-2021

Commemorative

Partnership Program $1.90M $2.32M $3.35M $3.58M

Commonwealth War
Graves Commission
Grant and United $10.72M $11.11M $11.07M $11.50M
Nations Memorial

Cemetery Korea™*

Advertising -

Remembrance $1.94M $2.14M $2.05M $2.15M
Operating and

Maintenance $16.43M $13.23M $19.51M $11.92M
Salary and Employee

Benefits $8.33M $7.27M $8.17M $6.97M
Total $39.32M $36.07M $44.15M $36.12M

* Excludes funding provided to the Invictus Games that was paid through the CPP.

Evaluation of Canada Remembers Program 41 Final June 2022



** Excludes the Métis Veterans Recognition Payment.

***In addition to the memorials managed directly by VAC, the preservation of memorials and maintenance of
cemeteries/graves of Canadian and the former Dominion of Newfoundland forces who died in the two World Wars
and who are buried outside of Canada is provided by the Commonwealth War Graves Commission (CWGC). Canada
is one of the six partner countries (Australia, India, New Zealand, South Africa and the United Kingdom) providing
funding to the CWGC. The funding provided is proportional to the number of graves with Canada sharing
approximately 10% of CWGC costs (currently this amounts to approximately $11 million). In addition, VAC has an
Agency Services Memorandum of Understanding with the CWGC for the horticultural and maintenance requirements
of VAC’s memorial sites in Europe. The Commission for the United Nations Memorial Cemetery Korea (UNMCK)
provides cemetery and grave maintenance for Canada's war dead buried in Korea. The Commission for the UNMCK
consists of 11 member nations (Australia, Canada, France, Netherlands, New Zealand, Norway, South Africa,
Turkey, UK, USA and Korea) whose fallen during the Korean War are interred at the UNMCK.

The table depicts fluctuations between operating and maintenance and human resource
expenditures. The evaluation team reviewed annual expenditures and found that in
2019-20 there was a significant increase in funding for cemetery and grave marker
maintenance and for overseas events commemorating the 75" anniversary of the
Second World War. In 2020-21 expenditures were impacted by the COVID-19
pandemic. The Commemoration Division relies heavily on operating funds to deliver
core elements of the Canada Remembers Program (e.g., overseas memorials,
ceremonies and events, learning and public information, and cemetery and grave
maintenance). This was noted in the 2018 Overarching Commemoration Evaluation,
and the situation remains. The previous evaluation also noted that this presents a risk
that core programming could be affected if departmental operating funds are reduced.
Further, to achieve the goals of the 2020-2030 Strategic Plan for Commemoration,
investments will be needed and stable long-term funding would help ensure the
Program is able to continue to meet its mandate.

Recommendation #1
The Assistant Deputy Minister, Commemoration and Public Affairs Branch:

1) Develop a costed operational plan that clearly identifies resources required and
technical tools/enhancements to support the delivery of initiatives within the
Commemoration Strategic Plan or Vision. The plan should include European
Operations requirements for conservation and visitor experience.

2) Implement the operational plan and where required, pursue:
a) increasing physical and technical capacity to better manage and deliver
projects and initiatives; and
b) securing stable long-term funding to efficiently plan and implement day-to-day
work in Canada Remembers including European Operations.

Management Response: Veterans Affairs Canada agrees with the recommendation.
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Action and Rationale

Expected
Completion/

Implementation
Date

ADM
Accountable
for Action

The Commemoration Division will develop a
costed 3-year operational plan for the
Canada Remembers Program to be
implemented for the period 2023-26. This
plan will align with the Government of
Canada’s priorities, the expectations of
Canada, and the continued needs of the
program. The plan will consider both day-to-
day operations and special projects that
deliver recognition programming, adequate
stewardship to conserve (preserve)
memorials and expand capacity to deliver
modern commemorative experiences
nationally and overseas at the National
Historic Sites, including Vimy and
Beaumont-Hamel. On 25 July 2022, the
Government of Canada secured longer term
funding and announced on 1 March, 2023
that $11.7 million will be invested over six
years and almost $300,000 annually to
maintain, modernize and enhance visitors’
experience at Canada’s overseas memorial
sites.

Plan — April 2023

Implemented by
March 2026

Assistant
Deputy Minister,
Commemoration
and Public
Affairs Branch

Recommendation #2

The Director General, Commemoration Division review and revise the Canada
Remembers Program Performance Information Profile (including the logic model) to

ensure:

a) Activities, outcomes, targets, tools and data sources are updated, and align to

the strategic vision for Commemoration;

b) Outcomes and performance indicators are developed specific to overseas
memorial sites (National Historic Sites), including cultural integrity, conservation

and visitor experience; and

c) Performance indicators measure the program’s success in supporting
reconciliation efforts and incorporate Gender Based Analysis plus.

Management Response: Veterans Affairs Canada agrees with the recommendation.
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Action and Rationale Expected ADM

Completion/ Accountable

Implementation for Action

Date
Commemoration Division will update the December 31, 2024 | Assistant
Canada Remembers’ performance Deputy Minister,
information profile (PIPs) and/or create Commemoration
separate PIPs to ensure performance and Public
outcomes align to and measure the full Affairs Branch

mandate of the program. This will include
recognition programming, conservation of
memorials (National Historic Sites), and
modern commemorative experiences that
engage key audiences with an aim to fully
integrate GBA plus intersections per TBS
requirements.

Recommendation #3

The Director General, Commemoration Division strengthen internal partnerships (real
property, procurement, IT, and policy) to establish clear roles, responsibilities and
accountabilities to better support the Commemoration Division, including the European
Operations Directorate.

Management Response: Veterans Affairs Canada agrees with the recommendation.

Action and Rationale Expected ADM

Completion/ Accountable

Implementation for Action

Date
The Commemoration Division will review the March 31,2024 Assistant
structure of the Division and develop clear Deputy Minister,
responsibilities and accountabilities to better Commemoration
support the work of the Commemoration and Public
Division, including the European Operations Affairs Branch,
Directorate. This review will also identify and Assistant
inter-departmental supports required (policy, Deputy Minister,
IT, procurement and real property) and Chief Financial
ensure Commemoration receives the same Officer and
supports provided to other areas within the Corporate
department. Services
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5.0 Conclusion

There is a continued need for the Canada Remembers Program. Commemorating the
achievements and sacrifices of Veterans and honouring the war dead is important to
Veterans and Canadians. Veterans and Canadians participate in remembrance in a
variety of ways throughout the year, with Veterans’ Week and Remembrance Day being
a time with increased awareness and participation. The department has undertaken
numerous consultations with Veterans, Canadians and key stakeholders to develop a
vision and strategy for the future of commemorative programming. Further measures
are needed to evolve programming and delivery to engage with all Canadians. The
Canada Remembers Program contributes to VAC’s mandate to recognize and
remember the achievements and sacrifices of those who served Canada in times of
war, military conflict and peace. The Program aligns with the role, responsibilities and
priorities of the federal government.

The Program has been collecting data to support its outputs and outcomes; however,
improvements should be made to provide better information to management to inform
decision-making. There is overlap in the Program’s outcomes and some indicators and
targets should be updated to better reflect the objectives of the program and align to the
2020-2030 Strategic Plan for Commemoration. Also, the importance of the Canadian
National Vimy Memorial and the Beaumont-Hamel Newfoundland Memorial is not
reflected in the PIP. Commemoration should track and measure the success of the
overseas memorials separately from the overall Canada Remembers Program.
Targeted information related to conservation and visitor experience would be helpful in
program management and decision making, as current measures are combined with
other measures and encompass overall remembrance initiatives. Outcomes and
performance indicators should be developed specific to overseas memorials.

The 2020-2030 Strategic Plan for Commemoration sets a new course and new
expectations for the future of commemoration. While progress has been made to action
items in the plan, additional support and focus are needed to ensure that modern day
Veterans are recognized and that Canadians remain engaged in remembrance.
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Appendices

Appendix A: Veterans Affairs Canada Memorial Sites in Europe

Memorial Location

Courtrai Newfoundland Memorial Belgium
Hill 62 Canadian Memorial Belgium
Passchendaele Canadian Memorial Belgium
St. Julien Canadian Memorial Belgium
Beaumont-Hamel Newfoundland Memorial France
Bourlon Wood Canadian Memorial France
Canadian National Vimy Memorial France
Courcellette Canadian Memorial France
Dury Canadian Memorial France
Guedecourt Newfoundland Memorial France
Le Quesnel Canadian Memorial France
Masniéres Newfoundland Memorial France
Monchy-le-Preux Newfoundland Memorial France

Canada Memorial at Green Park

United Kingdom

Source: VAC Commemoration Division
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Appendix B: Visitation Rates for Top 35 National Historic Sites: Fiscal Year 2019 -
20 - Parks Canada and Veterans Affairs Canada (excludes historic canals)

Rank  National Historic Sites Location Dept. Visitors
1 Fortifications of Québec Quebec PC 1,939,748
2 Canadian National Vimy Memorial France VAC 690,435
3 Rogers Pass British Columbia PC 543,552
4 Halifax Citadel Nova Scotia PC 534,670
5 Cave and Basin Alberta PC 201,114
6 Fort Chambly Quebec PC 144,523
7 Beaum_ont-HameI Newfoundland France VAC 124,856

Memorial
8 Fort Langley British Columbia PC 103,381
9 Fortress of Louisbourg Nova Scotia PC 87,249
10 Alexander Graham Bell Nova Scotia PC 86,816
11 The Forks Manitoba PC 73,841
12 Kejimkujik Nova Scotia PC 70,756
14 Fort George Ontario PC 66,499
15 Gulf of Georgia Cannery British Columbia PC 63,266
16 Fort Rodd Hill/Fisgard Lighthouse British Columbia PC 62,820
. Newfoundland and
17 Cape Spear Lighthouse Labrador PC 54,507
18 Klondike Yukon PC 49,938
19 S.S. Klondike Yukon PC 39,628
20 Grand-Pré Nova Scotia PC 39,612
21 Banff Park Museum Alberta PC 36,550
22 | L'Anse aux Meadows Newfoundiand and PC 36,060
Labrador
23 Skmagn—Port-la-Joye—Fort Amherst Prince Edward Island PC 33,268
24 Pointe-au-Pere Lighthouse Quebec PC 30,077
25 Fort Anne Nova Scotia PC 29,578
26 Fort Malden Ontario PC 25,476
27 Port-Royal Nova Scotia PC 22,126
28 Bar U Ranch Alberta PC 21,723
29 Rocky Mountain House Alberta PC 21,226
30 York Redoubt Nova Scotia PC 19,974
31 Grosse lle and the Irish Memorial Quebec PC 19,366
32 HMCS Haida Ontario PC 18,095
33 Bethune Memorial House Ontario PC 17,803
34 Cartier-Brébeuf Quebec PC 16,323
35 | Port au Choix Newfoundland and PC 14,493
Labrador
Sources: VAC Commemoration Division and Parks Canada
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