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EXECUTIVE SUMMARY

The Canada Revenue Agency (CRA) intends to capitalize on its uniqueness and further position itself as a truly national institution serving all levels of government in the administration of tax and benefit programs.  The Agency has developed new long-term mission and vision statements to reflect this position:

(
Mission:  To administer tax, benefits and related programs and ensure compliance on behalf of governments across Canada, thereby contributing to the ongoing economic and social well-being of Canadians

(
Vision:  The Canada Revenue Agency will be the preferred provider to deliver tax, benefit and related programs for governments across Canada

The Agency is now in the process of developing a comprehensive branding strategy.  Research with CRA employees was conducted to support the development of this strategy.  The purpose was to obtain input from CRA employees to help identify values and characteristics that need to be captured in the CRA brand going forward.  The research objectives included exploration of:

(
Current impressions that employees have of the CRA as an organization, and the challenges they believe the CRA will face related to achieving the Vision

(
Employee impressions of how clients/taxfilers perceive the CRA, and the challenges they believe the CRA will face in its relationships with clients and taxfilers related to achieving the Vision.

Ten employee focus groups were conducted March 16-23, 2006 in Halifax, Montréal, Toronto, Winnipeg and Vancouver.  Five of the focus groups were with managers, and five were with non-managers.

In the focus group sessions, participants identified a variety of current strengths the CRA has, such as the values of professionalism, respect, integrity and cooperation, a commitment to training and education, strong web-based services for taxfilers, well-run tax and benefit programs, and so forth.  However, the focus in the Executive Summary will be on the major suggested challenges that emerged with respect to the CRA achieving the vision.

Internally-Oriented Topics

(
Vision and Agency 2010:  Some participants in both the manager and non-manager groups said they were very concerned about the lack of reference to taxfilers in the vision.  In their minds, this absence raised questions about the CRA’s commitment to client service for taxfilers.

(
CRA relationship with its employees:  A number of participants felt that internal communication on corporate matters needs to be improved, to ensure employees are well-informed on a timely basis about changes and new business ventures.

(
Employee training and education:  Many participants said that as the CRA acquires business in new areas, it will be important to provide employees with the appropriate training.  The organization’s existing commitment and support for training will need to continue, and perhaps even expand.


Many participants had the impression that associated with the vision, individual employees will need to be knowledgeable about more programs than is currently the case.  This was perceived to further magnify the importance of training, but also led to questions about whether it will be feasible for employees to have both breadth and depth of knowledge that might be required.

(
Workforce age:  A number of manager participants, and some non-manager participants, believed the CRA has an aging workforce, and will be experiencing a large volume of retirements -- and hence loss of experienced staff -- during the time over which the vision will be implemented.

(
CRA IT capabilities:  While many participants perceived the CRA’s external web-based services for taxfilers as particular strengths for the organization, a number were critical of the internal computer systems.  They suggested the latter are not up-to-date, not sufficiently integrated, and that making changes to the system is time-consuming.

Program Delivery Topics

(
Quality of program delivery:  A number of participants in both the manager and non-manager focus groups expressed concerns about the possibility that as the CRA takes on more work, the quality of program delivery might suffer.

(
Dealing with change/new programs:  Some manager participants suggested the CRA will need faster decision-making processes, as they believe other government clients currently perceive the CRA as being “slow.”

Client-Oriented Topics

(
The CRA as a “federal” vs. “national” organization:  Participants believed the CRA is primarily perceived to be a “federal government” organization.  It was suggested that to avoid entanglement in perceived issues of “federal” vs. “provincial” jurisdiction, the CRA needs to be perceived as a “national” service-provider organization.

(
The CRA in Quebec:  Participants in the Montréal focus groups believed it is unlikely the CRA will have much success getting new business from the Quebec government, primarily for political reasons and because Quebec has a strong infrastructure in place for tax collection.

(
CRA relationships with other governments:  Participants flagged potential challenges related to the CRA being open and responsive to input from clients, being accountable to clients, and dealing with issues involving the client’s program administration employees.

(
Selling CRA services to other governments:  Some participants said provincial governments may not be aware of the full range of the CRA’s activities across the country, and as a result may underestimate the capabilities of the CRA.  It was suggested the CRA may need to do a better job of communicating its activities and successes.

(
Taxfiler access to services and information:  Associated with the CRA’s move away from providing walk-in counter service, there was strong and widespread concern that the CRA is not doing as good a job as it should in providing access to service for taxfilers who are not proficient Internet users.

(
Risk of the CRA being perceived as “Big Brother”:  A number of participants spontaneously mentioned a concern that as the CRA gets involved in more business areas, there is a risk it will be perceived as “Big Brother” -- e.g., as an overly powerful organization that knows more than is desirable about the lives of taxfilers.


DETAILED FINDINGS

REPORT ORGANIZATION

In the focus groups, discussion proceeded sequentially through the following topics:

(
CRA strengths as an organization, and CRA/employee values

(
Challenges the CRA will face related to achieving the vision

(
Client perceptions of the CRA, and challenges the CRA will face in its relationships with clients related to achieving the vision


Note that in the focus groups the term “client” was used broadly, to include both taxfilers and other governments.  The majority of manager participants were able to comment on other governments as clients based on some program-related contact they had with a provincial government, but most non-managers were not because of lack of direct contact with people in other governments.  The latter commented primarily on taxfilers as clients.

(
Brand persona, in the form of an exercise in which participants were asked to imagine “if the CRA was a person,” with particular emphasis on the type of “person” the CRA should be based on the vision.

Rather than summarize the results for each of the above components separately, the report integrates the results around various topic areas that emerged in the discussions.  It should be noted that the classification system used here was not one used in the discussion agenda, but it does have value in conveying various themes that emerged in the participants’ comments.

The following is an overview of the report organization:

(
Internally-oriented topics

--
Vision and Agency 2010

--
CRA relationship with its employees

--
Employee training and education

--
Workforce age

--
CRA IT (information technology) capabilities

(
Program delivery topics

--
Quality of program delivery

--
Dealing with change/new programs

(
Client-oriented topics

--
The CRA as a “federal” versus “national” organization

--
The CRA in Quebec

--
CRA relationships with other governments

--
“Selling” CRA services to other governments

--
Taxfiler access to services and information

--
Risk of the CRA being perceived as “Big Brother”

--
Fairness

--
Confidentiality of taxfiler information

INTERNALLY-ORIENTED TOPICS

VISION AND AGENCY 2010

It was not an objective of this research to explore opinions about the vision itself, but participants did nonetheless have some comments about the vision and the Agency 2010 initiative:

(
Agency 2010 video:  A video presenting the Agency 2010 initiative had recently been distributed.  Most of the manager participants had seen this video within the several weeks before the focus groups.  Not quite as many of the non-manager participants had seen the video, although the majority had.  The exception was in Halifax, where the majority of non-manager participants had not yet seen it.

(
Overall support for the vision:  Most participants appeared to be accepting or supportive of the vision, although it should be emphasized that this is an inference on our part, and that participants were not directly asked for their opinions in this area.

(
Issue -- taxfilers are not mentioned in the vision:  Some participants in both the manager and non-manager groups said they were very concerned about the lack of reference to taxfilers in the vision.  In their minds, this absence raised questions about the CRA’s commitment to client service for taxfilers.  Examples of participant comments in this regard included:

--
It looks like taxfilers are not on the CRA’s priority list anymore

--
Will service to taxfilers decline, as the CRA focuses its attention and resources more on getting new business

--
Is the CRA becoming more of a business and less of a service provider


Several non-manager participants commented that they found it hard to identify with the vision, because they worked in client service but could not see themselves in the vision.  In this context, one participant commented that with regard to branding, the CRA needs to “give us a brand we can believe in” -- by which they meant a brand that speaks more directly to the nature of the CRA’s commitment to client service.

(
Other issues:

--
Definition of “client”:  Some participants had heard that the term “client” was now going to be used to refer only to other governments, and that taxfilers were no longer to be called “clients.”  Managers were more likely to have heard of this possible change than non-managers.  In the focus groups the term “client” was used in the broad sense, although a distinction was made between other governments as “clients” and taxfilers as “clients.”

--
Employee buy-in:  Several participants suggested there might be a cynical reaction to the vision on the part of some employees because they may believe that this has been proposed in the past, with only limited impact on the organization.  As a result, these employees may question the seriousness of intent behind the vision.

--
Rationale for the vision:  It was our impression that some participants were not sure of the reasons for the new vision, although again it should be emphasized this was not an explicit area of discussion in the focus groups.  Related to this, a few participants said they would like to know what the criteria for success will be, in the sense that if the CRA does take on a particular piece of new business, how will the CRA assess whether or not it was worthwhile to have done so.

CRA RELATIONSHIP WITH ITS EMPLOYEES

Current Strengths

(
The CRA is perceived to be a progressive employer.  Examples given included the Employee Assistance Program, employment equity, workforce diversity, and anti-harassment policies.

(
The CRA has a good relationship with the union.

Values

(
Among both manager and non-manager participants there was widespread awareness of the four values currently promoted by the CRA -- e.g., professionalism, respect, integrity and cooperation, and participants believed these values do indeed characterize the CRA and its employees.  Of particular relevance here are the values of respect and professionalism.

(
Some participants also named employee values such as loyalty, pride, dedication, and commitment.

Challenges

A number of participants felt that internal communication on corporate matters needs to be improved.  This was mentioned by manager participants, and particularly by non-manager participants.  Examples given of issues in the past included:

(
Heard about corporate decisions/initiatives first from clients

(
Heard about corporate decisions/initiatives only days before implementation

(
Learn about new initiatives in other divisions only by meeting representatives of these other divisions “in the field”

It was felt good internal communication will be particularly important with the vision, given that the CRA will be initiating new business in a variety of areas.

EMPLOYEE TRAINING AND EDUCATION

Current Strengths

(
The CRA was widely perceived to be committed to providing training and education to employees:

--
Provides quality training programs

--
Supports learning throughout one’s career

(
Employees are well-trained, well-educated, and knowledgeable within their areas of responsibility

Challenges

(
Many participants, including both managers and non-managers, said that as the CRA acquires business in new areas it will be important to provide employees with the appropriate training.  The existing commitment and support for training will need to continue, and perhaps even expand.

(
Many participants had the impression, perhaps from the Agency 2010 video, that under the vision, individual employees will need to be knowledgeable about more programs than is currently the case.  That is, in a context of “one-stop shopping”, staff dealing with taxfilers will need to be generalists with knowledge about a lot of different programs, rather than specialists in one or a few programs.


This perceived requirement for individual employees was considered to represent a significant challenge:

--
Individual employees would need extensive training.

--
Some participants questioned whether this model of service provision is appropriate or feasible:  They wondered whether service to taxfilers might suffer because staff really cannot know “everything about everything.”


In this context, some participants noted that there are already issues with the consistency of information given to taxfilers (e.g., “can call four times and get four different answers”).  These issues would be amplified if individual staff are responsible for giving information about an even wider range of programs.

(
Some participants (mainly non-managers) said the perceived increased training requirements for individual staff could impact the hiring practices of the CRA.  Specifically, they questioned whether the level of training required would be consistent with the current level of usage of term/contract workers.  Their view was that these workers are not with the organization long enough to acquire the training that would appear to be necessary under the vision, and they suggested that it might be necessary to rely more on permanent employees.


In this context, a few non-manager participants were concerned that associated with the vision there will be a strong emphasis on cost-reduction, resulting in a trend towards greater use of term/contract staff.

(
Several participants suggested that if individual employees are expected to know more, then they should be paid more.

Desired Brand Persona

(
Knowledgeable

(
Well-educated, well-trained

WORKFORCE AGE

A number of the manager participants, and some of the non-manager participants, expressed a belief that the CRA has an aging workforce.  The results presented below are in the context of this belief.

Current Strengths

(
The CRA has a lot of experienced employees.

Challenges

It was believed the CRA will experience a large number of retirements over the next five to fifteen years -- the time period during which the vision will be implemented.  Perceived challenges included:

(
The CRA will lose a significant number of experienced, knowledgeable employees.

(
The CRA needs to implement knowledge retention programs.  Several participants suggested that while there has been some talk of such programs, they have not seen anything done yet.

(
The CRA will need to do a lot of hiring.  In this context, several participants said the CRA has a good hiring infrastructure, but some others described the hiring process as currently being “slow” and “expensive.”

(
The CRA will need to brand/position itself as a desirable employer, in order to attract the volume of qualified candidates that it will need.

(
Particularly in the Toronto and Vancouver focus groups, some participants said that salaries are too low in the major cities, particularly for entry-level positions, to attract well-qualified candidates.

(
The CRA will need to focus more on staff retention.

CRA IT CAPABILITIES

Current Strengths

(
Many participants commented that the CRA provides excellent electronic services and access to information via the Internet.

(
Primarily in connection with these electronic services -- which several described as the CRA’s “external” IT capability -- other comments included:  technology is up-to-date, strong, better than other departments, better than those in the provincial governments, and innovative.

(
The CRA is committed to using technology to improve programs and services.

Challenges

(
While many participants perceived the CRA’s “external” electronic services for taxfilers as a strength of the organization, a number were critical of the “internal” computer systems:

--
The internal systems are not up-to-date:  terms used included “antiquated” and “archaic.”

--
There is insufficient integration of different internal systems, with GST being given as an example.

--
The IT area is perceived to be slow:  slow to respond to requests, slow to change processes, and slow to respond to new requirements.

It was felt that these issues could pose a significant challenge to the CRA’s ability to implement the vision.

(
A few participants suggested that because of the perceived weakness of the CRA’s internal computer systems, integration of the CRA’s computer systems with other governments’ computer systems as part of taking on new business might be particularly challenging.

(
Several participants suggested it will be important to ensure employees have the knowledge and ability to use new technologies as these emerge, in order to maintain efficient operations.

(
Several participants said that salaries for IT staff are too low, particularly for entry-level positions, for the CRA to be competitive in attracting qualified candidates.

Client Perceptions

(
While participants were not sure how other governments perceive the CRA’s IT capabilities, they suspected that because of the CRA’s strong “external” electronic services, these clients may perceive the CRA as being stronger than it really is.

Desired Brand Persona

(
Technofile, techno-savvy, technologically-oriented

(
Uses the latest technology, keeps up with the trends

(
Innovative, creative

PROGRAM DELIVERY TOPICS

QUALITY OF PROGRAM DELIVERY

Current Strengths

Participants had positive views of the current quality of program delivery by the CRA.  Attributes mentioned included:

(
World leader in tax administration

(
Well-established/excellent procedures;  well-organized


One participant related this to the vision, saying these procedures can be adapted to the design of other programs, so that the CRA would not be starting from scratch as it acquires new business.

(
Efficient;  speed of processing;  ability to process large volumes quickly

(
Accurate

(
Good cooperation within the CRA

(
Strong presence across the country, with offices in major cities

(
Able to deliver programs nationally, with good consistency across the regions

(
Large;  extensive resources

Values

Among both manager and non-manager participants there was widespread awareness of the four values currently promoted by the CRA -- e.g., professionalism, respect, integrity and cooperation, and participants believed these values do indeed characterize the CRA and its employees.

Client Perceptions

Comments on the views of other governments as clients came primarily from the manager participants.  While the majority had some contact with provincial government counterparts on which to base their comments, it should be emphasized that this contact was typically limited to a specific program.  The participants themselves would admit they do not have the “big picture” on how other governments view the CRA, and do not always know how other governments view the CRA and its capabilities.  In this context, some suggested it would be advisable to ask other government clients directly about their views of the CRA.  Nonetheless, suggestions about other government perceptions of the CRA with regard to program delivery included the following:

(
The CRA has a lot of resources/capacity for running tax and benefit programs.

(
The CRA does a good job of administering programs.  Characteristics some suggested clients would attribute to the CRA included efficient and accurate.


However, several participants wondered if other governments might be influenced by the occasional reports in the media of amounts of uncollected tax, and as a result have a less than positive view of the CRA’s ability to collect all tax amounts owing.


One participant said that in the context of a particular business case they worked on involving the provincial government as a potential client, the CRA was viewed as not being cost-competitive for a small-scale project.  This was attributed to the CRA’s IT systems being too large to accommodate small programs in a cost-effective manner.

Challenges

(
A number of participants in both the manager and non-manager focus groups expressed concerns about the possibility that as the CRA takes on more work, the quality of program delivery might suffer.  Several different reasons were mentioned:

--
The quality of core programs might deteriorate because of the CRA focusing its attention and resources on new business.

--
The CRA may focus more on offering lots of services rather than on offering high quality services.  In this regard, a few participants used the expression, “jack of all trades and master of none.”

--
The speed of service may decline as the CRA administers more and more programs.

--
If front-line client service staff are expected to know about a larger number of different areas as the CRA takes on new business, the quality of service could decline if the staff do not have sufficient depth of knowledge in all of the areas (see the earlier section, Employee Training and Education, for additional discussion).

(
A few participants commented that provincial governments could be particularly sensitive, for political reasons, to the appearance of “screw-ups” or poor service to taxfilers.  That is, for a provincial government to get and keep public support for handing administration of a program over to the CRA, it would be important for the CRA to be viewed positively (or at least not negatively) by the taxfiler.

(
A few participants suggested that when taking over a revenue collection program, the CRA might well be better at collection than was the client government, and that this could lead to a risk of public backlash.

Desired Brand Persona

(
Knowledgeable, well-educated, well-trained

(
Competent, gets the job done

(
Hard working, energetic, intense, focused

(
Nimble, speedy, timely, fast

(
A fire fighter -- e.g., quick, effective, helpful, get the job done and move on

(
Well-organized

(
Reliable

(
Professional

DEALING WITH CHANGE/NEW PROGRAMS

Current Strengths

Overall, the CRA’s ability to deal with change and develop/implement new programs was the subject of mixed comments.  Some positive comments were made, but generally participants were somewhat more likely to make critical comments.

Positive comments included:

(
Some participants said the CRA has a good track record of taking on new programs, although as evident from the challenges outlined below, participants tended to be critical of the process of developing and implementing new programs.  Perhaps a way to summarize the predominant view is that in the end the CRA has done a good job of running new programs it has taken on, but the process of getting to that end point tends to be perceived as having issues.

(
As outlined earlier (see p. 5), participants perceive the CRA as having a strong commitment to employee training/education, and this is perceived to be particularly important when taking on new programs.  That said, as discussed in that earlier section, participants also saw challenges in this area associated with the vision.

Client Perceptions

(
Some participants believe other government clients perceive the CRA as being “slow”:

--
Slow decision-making processes, because the CRA is perceived to be a large organization with a lot of levels

--
Slow to deliver new programs, as one participant said, “They’ve come to us, and we’ve told them it will take 6 years.”

On the other hand, it was also noted there have been instances where the CRA acted very quickly, with the Alberta Resource Rebate being mentioned as an example.

Challenges

(
With regard to CRA staff, the following sorts of challenges were mentioned:

--
Some employees are resistant to change.

--
There needs to be more risk-taking, and rewards for taking risks.

--
When the vision refers to the CRA being the “preferred provider”, there is an implication that clients have choices of providers.  In this context, it was suggested CRA employees need a more “competitive” mindset.  It is worth noting that several participants expressed puzzlement over the “preferred provider” phrase, saying that they did not see any other options except for the CRA to be the provider.

--
As discussed earlier (see p. 5), many participants said that as the CRA takes on new business, training and education will become even more important.

(
Some manager participants said the CRA will need faster decision-making processes.  In this regard, several suggested the regional CRA offices are quick to respond to requests from the provincial governments, but that response times are slower at headquarters/Ottawa.


In this context, a few participants raised questions about the future role of CRA regional management relative to headquarters.  They suggested that regional management may need to play a more prominent role as the vision is implemented, because regions would increasingly be involved in delivering programs that are province-specific.

(
Several participants said it will be important to meet deadlines for delivery of new programs, as evidently there have been cases in the past where deadlines were missed.

(
Several participants suggested that where changes or new programs have been implemented quickly, there has not always been adequate preparation and planning.  That is, they said the speed of preparation and planning needs to keep up with the timetable for launch, so that everything is in place when a new program is launched.

(
As discussed earlier (see p. 5), a number of participants felt that internal communication needs to be improved, so that staff are aware of changes/new programs on a timely basis.

(
A few participants asked whether the CRA has done a good self-assessment of its capabilities for taking on new business, as they were not aware of any such assessment.

Desired Brand Persona

(
Multi-tasker, juggler, versatile

(
Nimble, speedy, timely, fast, “right now the CRA is the Incredible Hulk, but it needs to be Spiderman”

(
Flexible, adaptable, open to change

(
Innovative, creative, visionary

(
“Young” -- e.g., innovative, creative, high energy, open to change

(
Dynamic, go-getter, can-do attitude, confident

(
“Like Sean Connery in the old spy movies:  He gets the job done.  He knows a lot of stuff.  He is really adaptable if the situation changes.  He’s lightning-quick with his reactions.  He uses all the latest technology.  But, underneath it all, it’s still Sean Connery and he conveys this respectable integrity.”

CLIENT-ORIENTED TOPICS

THE CRA AS A “FEDERAL” VS. “NATIONAL” ORGANIZATION

Current Strengths

To a limited extent, the agency status of the CRA is beginning to result in it being seen as less politically influenced.

Client Perceptions

(
A number of participants believe that both taxfilers and other governments tend to perceive the CRA as a “federal government” organization.


A few participants went further, and suggested that some other government clients view the CRA as tightly associated with the federal Department of Finance -- essentially being seen as answering to the Department of Finance, and as being the administrative arm of the Department of Finance.

(
A number of participants commented that taxfilers tend not to make a distinction between the CRA and the rest of the federal government when the media reports on scandals in the federal government.  That is, they feel the reputation and perceptions of the CRA are influenced by this reporting.  This was true in all focus group locations, but was particularly so in Quebec, where there were comments on how the sponsorship scandal and the Gomery inquiry have negatively impacted taxfiler perceptions of the CRA.

Challenges

(
It was suggested that to avoid entanglement in perceived issues of “federal” vs. “provincial” jurisdiction, the CRA needs to be perceived as a “national” service-provider organization rather than as a “federal government” organization.

(
Several participants noted that CRA employees may see themselves as “federal government.”  Indeed, one non-manager participant explicitly objected to the idea that the CRA should move from being a “federal” organization to being a “national” organization.

THE CRA IN QUEBEC

Client Perceptions

(
The manager participants believe the Quebec government views the CRA as being professional, competent, experienced, and having a lot of resources to draw on.

(
It was felt taxfilers in Quebec tend to have a positive image of the CRA, and perhaps even a better image than Revenu Quebec.


That said, it was also suggested that trust and confidence in the CRA has declined because of the sponsorship scandal, and that this has not helped the image of the CRA for federal fund collection and management.

Challenges

The Montréal participants believed it is unlikely the CRA will have much success getting new business from the Quebec government:

(
Quebec wants to collect and control tax and benefits in areas where it has jurisdiction.

(
Quebec has a strong infrastructure in place for tax collection.

(
The CRA is perceived in Quebec as a client (in the case of GST collection), or even as a competitor.

(
The CRA is perceived as a federal government institution.

CRA RELATIONSHIPS WITH OTHER GOVERNMENTS

Current Strengths

(
Most manager participants who had working relationships with a provincial government felt these were good relationships, and that the provincial counterpart was generally satisfied with the service they were receiving from the region.

(
Manager participants in the Halifax focus group suggested that CRA relationships with provincial governments in the Atlantic region may be stronger than in other parts of the country.

Client Perceptions

As noted, manager participants with working relationships with a province generally felt the provincial client was satisfied with the working relationship.  They felt the client perceived their CRA counterparts in the relationship as being helpful, responsive, efficient, professional, and cooperative.  However, in terms of the broader relationship between the CRA and other governments, there were some more critical views of how these clients may view the CRA:

(
The CRA is not always perceived as being understanding of, or responsive to, provincial government interests.


A few participants suggested clients may make a distinction between the regional CRA office and CRA headquarters:  clients may perceive the regional CRA staff as being understanding and responsive based on working relationships that exist, but be less likely to perceive CRA headquarters in Ottawa in this way.

(
The CRA is perceived as not being very open to input on how to do things.  As one participant suggested, the client perception of the CRA’s attitude can be, “We’ll do it for you and this is how it has to be done.”

(
The CRA may be perceived as not particularly interested in providing service -- e.g., it was suggested the CRA may be perceived as having more an attitude of “we can accommodate you” rather than the attitude “we want to do this for you.”

(
The CRA may be perceived as slow and reluctant to share information, which can adversely affect the perception of the CRA as willing to be accountable for the quality of service it is providing.

(
Employees in the other government may view the CRA as a threat to their jobs, should the CRA take over administration of a program currently being handled by the other government.  

Challenges

(
Participants suggested the CRA needs to be more of an equal partner than a dominant partner in its relationships with other government clients.  It needs to be responsive and open to input, and respectful of the needs, interests, and ideas of the client.


A few participants noted there is also a risk that the other government client may try to be the “dominant” partner.  That is, in the case of a provincial program, the provincial client may have expectations for a level of control over what the CRA will do as the service provider that does not match with the CRA’s expectations for degree of autonomy.

(
The CRA will need to be able to offer accountability -- e.g., the ability to assure a client the CRA is doing what it is supposed to do, and that the appropriate revenue is being collected or that benefits are being appropriately distributed.  In this context, it was suggested the CRA will need to improve its information sharing practices, both in terms of what is shared, and the speed of sharing.


Several participants were also concerned about how privacy regulations might impact on information sharing with a client.

(
Both manager and non-manager participants said that when taking over program administration for a client, there are several challenges involving the client’s employees who had been administering the program:

--
There could be concerns about loss of jobs in the other government’s geographic area that could hinder agreement to let the CRA handle the work, or that could affect client preferences for where the CRA employees handling the program would live.

--
There could be concerns over job security.

--
The other government’s employees who are shifted to the CRA may be concerned about being treated as “second class citizens” within the CRA.  One non-manager participant said this has in fact been an issue in the past.

--
There could be issues associated with different corporate cultures, or with different wage and benefit systems.  For example, in the Vancouver focus groups, it was noted that the provincial employer is probably considered more desirable in terms of wages, benefits, and length of work week.

--
There could be union-related issues, such as the other government employees belonging to a different union.

(
Several participants in the Halifax focus group suggested there could potentially be issues of whether the CRA would provide as good service to small clients/programs as to large clients/programs.  For example, the question was raised as to whether the CRA would provide as good client service to P.E.I. as to Ontario.  These participants said that in the past the CRA’s ethic has been to treat everyone equally, but they felt that an implication in the vision is that the CRA will become more like a “business,” and they said that “businesses” do not necessarily treat all clients the same.

Desired Brand Persona

(
Approachable

(
Empathetic, understanding, sensitive, open

(
Responsive, cooperative

(
Considerate (of the other government’s employees)

(
A communicator, outgoing, articulate, a good talker

(
A salesperson -- but more of a “professional” salesperson than a “slick” salesperson

(
Accountable, trustworthy

(
Credible

“SELLING” CRA SERVICES TO OTHER GOVERNMENTS

Current Strengths

(
As noted earlier, most manager participants who had working relationships with a provincial government felt these were good relationships, and that the provincial counterpart was generally satisfied with the service they were receiving from the region.

(
The CRA has some success stories in terms of taking on new business.

Client Perceptions

Some participants said that while a provincial government may have a positive view of the CRA’s capabilities for the work the CRA does for that province, it may not be aware of the full range of the CRA’s capabilities due to lack of awareness of programs the CRA is administering in other parts of the country.  For example, one participant characterized their provincial government’s view of the CRA as being “one-dimensional” -- e.g., based only on what the CRA does in that province.

It was suggested this low awareness of the full range of the CRA’s activities might result in provincial governments underestimating the capabilities of the CRA.  For example, one participant commented that a provincial client, upon receiving excellent service delivery from the CRA, expressed pleasant surprise at the CRA’s ability to do the work so well.  Some participants suggested to support the vision, the CRA may need to do a better job of communicating its activities and successes across the country to clients.

Challenges

(
Participants suggested the CRA should do more to publicize its activities and successes across the country, so that other governments have a better understanding of the CRA’s capabilities.

(
Some participants suggested the CRA will have greater credibility with provincial governments as a service provider if it first takes on more of the collection and benefit distribution functions within the federal government.

(
Several participants said that implementation of the vision will require careful and thorough analysis of potential clients’ business situations, and in this context questioned the extent to which the CRA has sufficient staff with the knowledge and experience to do this.

TAXFILER ACCESS TO SERVICES AND INFORMATION

Current Strengths

(
Many participants said the CRA provides excellent web-based services and information.

(
Participants felt the CRA cares about providing information to taxfilers, and generally does a good job of this.

(
The CRA provides good bilingual service, and has the capability to provide service in other languages as well.

(
The CRA has some strong outreach programs, such as the volunteer program for T1 returns, and providing support for teaching about taxes in the schools.

(
Some participants said the CRA provides good access to telephone-based service, although as noted below some other participants said there is room for improvement in this service.

Values

In addition to the official core values of professionalism, respect, integrity and cooperation, a number of participants suggested that a commitment to providing service is another value held by CRA employees.

Client Perceptions

(
With regard to individual taxfilers, it was felt there are mixed views of the CRA.  In one-on-one interactions with taxfilers, participants felt CRA staff are perceived to be helpful, professional and respectful.  However, as an organization, they said the CRA tends to be perceived as “scary,” with the result that individuals may be reluctant to contact the CRA with their questions.

(
With regard to telephone service, some participants said that taxfilers perceive two types of problems:  (1) it can be difficult to get through, and (2) different CRA staff give may give different answers to the same question.  Notably, these participants said there is some validity to these perceptions, although the situation may not be as bad as some taxfilers believe.

(
Participants who worked with larger business clients said that perceptions of the CRA tend to be positive among this group.  They said CRA staff are perceived as professional, knowledgeable, fair, and as doing good quality work.  A few participants who worked on the scientific research tax credit said that in their case businesses also perceive the CRA as helping business and as helping the economy.

Challenges

(
In recent years, the CRA has moved away from providing walk-in counter service at its offices, to providing service only by appointment.  Associated with this, across both the manager and non-manager participants, there was strong and widespread concern that the CRA is not doing as good a job as it should in providing access to service for taxfilers who are not proficient Internet users.  The types of taxfilers participants felt were increasingly being underserved with the de-emphasis on counter service were:

--
Seniors (note that several participants also commented that seniors are less likely to be willing to use automated telephone services)

--
Lower income people who cannot afford a computer or Internet access

--
People with lower literacy levels

--
Newcomers to Canada with limited English or French skills

--
People living in regions of the country where there are generally low income levels and low levels of education


Many participants felt strongly the CRA should provide walk-in counter service to ensure all segments of the population receive adequate levels of service.

(
Some participants suggested the CRA needs to continue to work at being seen as approachable (see additional results related to this point on p. 9).

(
Some participants suggested there needs to be continued focus on improving telephone-based service both in terms of availability of the service, and the training/knowledge of the client service staff to ensure both accuracy and consistency in the information given to callers.

Desired Brand Persona

(
Welcoming, approachable, friendly, easy to talk to

(
A good communicator, articulate, well-spoken, outgoing

(
Helpful, responsive

(
Clear, straightforward

(
Trustworthy

(
Educator, teacher

(
Financial advisor, wise accountant, coach, debt counselor


Note that these descriptors were triggered by the idea that as the vision is implemented, the CRA will be involved in more and more aspects of a person’s financial life.  Associated with this, the CRA may have a more extensive involvement with people.  This idea also contributed to the descriptors in the next bullet point -- e.g., as the CRA becomes involved in more and more aspects of people’s financial lives, there comes with that some responsibility for understanding and dealing with the “big picture” of a person’s financial situation.

(
Compassionate, caring, socially responsible, sensitive, empathetic

(
One participant suggested Robert Redford:  “He is very willing to help others, as he does in his Sundance Film Festival.  He coaches a number of actors.  He is dynamic but also reserved, so there is nothing scary about him.  You know that you are guaranteed that if he is involved, it is going to be a good production.”

RISK OF THE CRA BEING PERCEIVED AS “BIG BROTHER”

Challenges

In almost all of the focus groups, both manager and non-manager, participants spontaneously mentioned a concern that as the CRA gets involved in more business areas, there is a risk it will be perceived as “Big Brother” -- e.g., as an overly powerful organization that knows more than is desirable about the lives of taxfilers.  Participants said that segments of the public may perceive an invasion of privacy, and several suggested it could contribute to growth of the underground economy.  Several participants suggested benefit recipients might be particularly concerned because of worries that a benefit payment might be withheld because of an amount owing on some other, unrelated account.

With regard to business clients, it was suggested that small business clients would tend to react similarly to the general public, and would be wary of the CRA knowing “too much” about them.  On the other hand, participants suggested large business might appreciate the efficiency associated with integration of services.

Note that it was our impression that a factor contributing to the prevalence of this “Big Brother” concern was a section of the Agency 2010 video that talked about taxfilers receiving a consolidated statement from the CRA -- which would make very visible the CRA’s knowledge of diverse aspects of a person’s financial life.

FAIRNESS

Current Strengths

“Fairness” was often mentioned as a strength of the CRA.  Related ideas included:  treat everyone the same, impartial, unbiased, “tough but fair,” multiple opportunities for recourse and appeal.

Values

Some participants mentioned fairness as a value held by CRA employees.

Client Perceptions

(
Taxfilers:  A number of participants said there can be a disconnect between how the CRA defines fairness and how taxfilers perceive fairness.  The CRA defines fairness as (among other things) treating everyone the same.  Yet, they noted that taxfilers -- particularly those being audited or who are in collection -- may not perceive the CRA as treating everyone the same.  Instead, they may feel they have been singled out by the CRA, that “the guy down the street gets away with stuff but you’re not going after him,” or that the CRA has been lax in cases where they read news reports about people getting away with not paying taxes or people in government who have claimed inflated expenses.


Another participant commented that some taxfilers may define fairness from a different perspective.  That is, instead of fairness being about treating everyone the same, fairness may be about recognizing individuals’ special circumstances and accommodating those special circumstances -- e.g., not treating everyone the same.  This can also lead to a disconnect between how the CRA defines fairness and how taxfilers perceive the CRA’s fairness.

(
Other governments:  Several participants involved in audit commented that provincial governments may have concerns, in situations where tax revenues are allocated across more than one province, about how the CRA does this allocation.  It appeared the primary concern was not that the CRA is perceived as being deliberately unfair, but rather that the CRA cares only about the federal portion of the tax, and is not careful about how it allocates the provincial portions.  The result of this perceived lack of diligence on the provincial front may be that tax is not appropriately and fairly allocated to the different provinces.

Challenges

(
Taxfilers:

--
Continue to promote the CRA’s fairness, particularly as the CRA expands into more dimensions of people’s financial lives.

--
Also, as the CRA becomes involved in more aspects of a taxfiler’s financial life, some participants suggested the CRA may face additional challenges particularly on the collection side with people who own money on multiple accounts, and deciding what is “fair” to ask of the person in such a situation.  In this context, suggestions for the brand persona included compassionate, caring, socially responsible, sensitive, empathetic.

(
Other governments:  Participants who made the point about allocation of provincial tax in an audit situation noted that currently auditors are not encouraged to consider the provinces’ points of view.  Rather, the incentives in place focus only on the federal tax results.  They suggested that with an emphasis on getting additional business from the provinces, more attention should be paid to putting in place systems that ensure fair and appropriate allocations across provinces.

Desired Brand Persona

(
Fair, impartial, tough but fair

(
Compassionate, caring, socially responsible, sensitive, empathetic

(
Honest

CONFIDENTIALITY OF TAXFILER INFORMATION

Current Strengths

Participants said the CRA is committed to maintaining the confidentiality of taxfiler information and respecting privacy regulations.

Values

Some participants said that respecting confidentiality is a value held by CRA employees.

Challenges

Several participants wondered about the potential problems involving privacy issues and information sharing across programs as the CRA becomes involved in more lines of business.  Some participants also said that privacy regulations might to some extent limit the ability of the CRA to demonstrate accountability to other government clients.

Desired Brand Persona

(
Discreet


APPENDIX

METHOD

Number/Location of Focus Groups

A total of ten two-hour focus groups were conducted March 16-23, 2006 -- five with management personnel, and five with non-management staff.

With regard to location, two focus groups were conducted in each of the following cities:  Halifax, Montréal, Toronto, Winnipeg and Vancouver.  In each city, one focus group was with management personnel, and one focus group was with non-management staff.

Recruiting and Incentives 

(
All recruiting and confirmations was done by the CRA, without involvement on the part of Sage Research.

(
There were nine to eleven participants in each focus group.

(
Participants were not paid any honorarium, as all were Government of Canada employees, and all of the group discussions were held during the work day.

Participant Qualifications

For each group, the CRA aimed for the following targets in its recruiting:

(
For each focus group with Non-Managers, participants were recruited from the following areas:  three from audit, three from client services, three from collections, and one other. 

(
Participants in Managers focus groups were team leaders and above, with representation from client services, audit, collections and one Tax Service Office Director per region.  

(
In all groups, there was a cross-section in terms of length of time in service and gender, and participants were recruited from both major and minor urban centres


RESULTS FOR QUESTIONNAIRE ON INTERNAL COMMUNICATION

RESULTS FOR QUESTIONNAIRE

ON INTERNAL COMMUNICATION

At the end of each focus group, participants were given a short questionnaire to complete on internal communication at the CRA.  The questions were not discussed in the focus groups.  The table below provides a tabulation of the results.  Note that these findings are not to be considered as derived from a representative sample.  This data is indicative, not representive and should not be projected onto the larger population.
1)
What are the three best ways for you to get information about corporate and government-wide matters, such as the Agency 2010 initiative, staff relations, the budget, etc.?  (Please check off the 3 that  work best for you)
	
	Total
	Managers
	Non-Managers

	Base:  Number of participants
	(n=96)
	(n=49)
	(n=47)

	Your manager (via email or face-to-face
	77%
	71%
	83%

	Email from CRA headquarters
	65%
	61%
	68%

	Town hall/all staff meetings
	61%
	61%
	62%

	InfoZone - the national intranet site
	49%
	55%
	43%

	Your local intranet site
	14%
	14%
	13%

	The newsletter Interaction
	6%
	4%
	9%

	Other
	7%
	8%
	6%


Note:  Other mentions included senior management, video presentation, headquarters staff responsible for visiting the regions, union, and informal discussions/meetings


For both managers and non-managers, the most preferred way for getting information is via their manager (77% of total participants), followed by email from CRA headquarters (65%) and town hall/all staff meetings (61%).

2)
To what extent do you feel you receive the information you need regarding the objectives of the Agency, government-wide initiatives, etc.?  (Please circle one number)
	
	Total
	Managers
	Non-Managers

	Base:  Number of participants
	(n=96)
	(n=49)
	(n=47)

	5 - I receive all the information I need
	19%
	29%
	9%

	4
	21%
	22%
	19%

	3 - I receive some of the information I need
	48%
	41%
	55%

	2
	11%
	8%
	15%

	1 - I do not receive any of the information I need
	1%
	0%
	2%


(
Among both manager and non-manager participants, only a minority of participants said they received all the information they needed (e.g., gave a rating of 5).

(
Manager participants were more likely to be relatively satisfied (51% gave a rating of 4 or 5) than were non-manager participants (28% gave a rating of 4 or 5).


DISCUSSION MATERIALS

Discussion Guide

1)
Introduction (10 minutes)

a)
Introduce self, and explain purpose of research:
The discussion today will be about seeking your input on issues associated with the CRA’s branding initiative that is being developed and implemented to support Agency 2010 and the Vision currently being articulated by Commissioner Dorais -- The CRA will be the preferred provider to deliver all tax, benefits and related programs for governments across Canada.
You may think of branding as something that’s only for consumer-oriented companies like Nike and Coke.  But, more and more service organizations -- and public sector agencies -- are taking a branding approach in their business planning and marketing.  At its simplest, branding is about making a promise to your clients or consumers and then keeping it – everyday.  A good brand involves both functional promises and emotional ones.  You expect Tim Hortons’ to serve the coffee hot and the donuts fresh -- that’s the functional part.  But, you also expect a certain warmth, community spirit and down-to-earth quality.  You will never feel out of place in your schleppy clothes at Tim’s and no one will ever offer you a triple skinny latte there either.

The organizers of this project know that the CRA already has a brand -- that people already have an image of the CRA in their minds, or Revenue Canada as they keep calling it.  In most cases, it is a pretty good image.  Every year, the CRA’s annual survey shows that Canadians think the organization is honest, respectful and fair, and that its staff is professional.  So, the branding project is not starting from scratch, but rather with this pretty good image the CRA already has, and it will build from there.

The overall purpose of these employee focus groups is to provide an understanding of:

· The current impressions that you have of the CRA as an organization

· The desired characteristics and values that you feel should be captured in the CRA branding that will support Agency 2010

· What qualities clients think the CRA should have

· Whether you think the CRA has these qualities

· The implications of shifting from current qualities to those that clients wish the CRA to have

· Potential barriers to moving to these new qualities

The organizers of this project will incorporate all of this information into a process that will make it possible to develop a brand that not only supports the Vision but also positions the Agency for future success.

b)
Review group discussion procedures:
--
Role of moderator

--
No right or wrong answers

--
Confidentiality:  names will not appear in reports
--
Audio-taping (for use by moderator only)

--
Presence of observers from the CRA:  The people observing are from Communications, and are involved in developing and implementing the branding initiative.  I want to assure you that your managers are not observing.

--
Please turn off cell phones, pagers

c)
Participant self-introductions:  first name only, and general functional area

2)
CRA Internal Strengths/Qualities and Challenges (40 minutes)

a)
Give an overview of the agenda:
To start things off, we are first going to talk about how you perceive the CRA today, and what challenges you think the CRA may face in the context of the Vision and Agency 2010.

We will then talk about how you think clients perceive the CRA, whether you think there are any differences between how clients perceive the strengths and qualities of the CRA and how employees perceive the CRA, and whether and how you think client perceptions of the CRA will need to change given the Vision for the CRA.

In the final part of the discussion, we will talk about some specific aspects of what the CRA brand might be, and how it might be described.

b)
Self-completion questionnaire:  Pass out Vision page, and the CRA Strengths, Qualities, Values and Challenges questionnaire


Review the questionnaire:  The purpose of this questionnaire is to help you get started thinking about what the CRA is like now, and what challenges it may face to be well-positioned to support the Vision:

(
Top Left:  What would you say are currently the CRA’s main strengths and qualities as an organization?

(
Bottom left:  Currently, what are the values held by the CRA and its employees?

(
Top Right & Bottom Right:  Considering the CRA Vision, what are the main challenges, if any, the CRA will need to face to become well-positioned to support the Vision?  That is, are there any different strengths or qualities it will need to develop, any weaknesses it will need to overcome, or any changes required in the values held by the CRA and its employees?

Explain:

(
Do not worry about spelling and grammar;  these are just notes for yourself

(
No talking

(
You will have about 5 to 10 minutes

c)
Discussion:
Note:  Record participant comments on a flip chart -- both as a discussion aide, and for reference in the later discussion of client perceptions of the CRA

(
Top Left:  What would you say are currently the CRA’s main strengths and qualities as an organization?  (Do not probe, but listen for such themes as people, knowledge, service, processes, technology, organizational, reputation;  As these or other themes are mentioned, probe for elaboration and clarification)

(
Bottom left:  Currently, what are the values held by the CRA and its employees?

(
Top Right & Bottom Right:  Considering the CRA Vision, what are the main challenges, if any, the CRA will need to face to become well-positioned to support the Vision?  That is, are there any different strengths or qualities it will need to develop, any weaknesses it will need to overcome, or any changes required in the values held by the CRA and its employees?

3)
Client Perceptions/Discussion of Gaps (30 minutes)

a)
We have talked so far about how you perceive the CRA, and how you feel it may need to evolve given the CRA Vision.  I would now like to focus on how you think the CRA is viewed by its clients, and how client perceptions of the CRA may need to evolve.


With regard to what I mean by “client”:  The CRA has a variety of clients, ranging from provincial governments to individual taxpayers.  I am interested in this full range of clients.  I know that each of you individually has more contact and experience with some client groups than others.  I would like you to speak as generally as you can about client perceptions of the CRA, but I recognize that your views will be based primarily on the types of clients with whom you have the most contact.

b)
In terms of overall image, how do the CRA’s client groups perceive the Agency today?  What qualities do they see the CRA as having?  What do you think they would say are the CRA’s strengths, and what do you think they would say are the CRA’s weaknesses?


Refer participants to the flip charts:  Do you think they see the CRA the same way you do, or are there differences?

c)
Given the CRA Vision, what qualities do you think clients will want the CRA to have in the future?  Do you think that there will need to be any changes in how clients view the CRA?  Will they expect the CRA to have different strengths and qualities than it has now?  (as appropriate, refer to the flip charts for the “challenges” discussed in #2c)

d)
(Note that in the preceding discussion, two types of gaps may emerge:  (1) gaps between how employees currently see the CRA vs. how clients currently see the CRA, and (2) gaps between how clients see the CRA now vs. how clients would want to see the CRA given the CRA Vision.  For each of the gaps judged important for branding purposes, ask:)  Are there any internal barriers or obstacles that need to be considered when trying to close this gap?
4)
Brand Opportunities (40 minutes)

a)
Most brands have a certain persona attached to them -- that is, you can describe an organization and its brand in terms of personal characteristics and traits, just as if it was a person.


(Pass out questionnaire, If the CRA was a person)  Review the questionnaire, and give participants 5 minutes or so to make notes.  Remind them:  do not worry about spelling/grammar, and no talking.

b)
Discuss -- Structure the discussion around the “type of person the CRA should become”:  Let’s start with the third column -- the one that asked you to think about what type of person the CRA should become, given the CRA Vision.

As attributes are mentioned, ask:

--
Does this also describe the type of person the CRA is right now?  If not, how would you describe the CRA right now on this dimension?

--
Does this also describe the way clients view the CRA right now?  If not, how do you think clients would describe the CRA right now on this dimension?

Are there any other differences between the person you described in the third column and the person you described in the first (your views of the CRA now) or second columns (client views)?

c)
Thinking of the CRA Vision as well as the various strengths, qualities and attributes we have talked about, how do you think the CRA should present itself to its audiences?  What sort of image and positioning it should try to convey?  What are the key things the CRA should tell its clients about itself?

d)
Thinking of the CRA Vision and the gaps we have talked about between how the CRA is now compared to how it should be in the future, what are the key internal challenges the CRA will face in re-orienting itself to deliver on the new Vision?

5)
Wrap-up:  

Pass out the questionnaire, Please Complete Before Leaving;  discuss if time permits, otherwise ask participants to complete it before leaving.

Thank participants for their help and input.

Note:  If participants ask about availability of the report on this project:  The final report will be available to employees after it has been finalized.  To request a copy, send the request to your regional Director of Communications.

CRA VISION

The CRA will be the preferred provider to deliver all tax, benefits and related programs for governments across Canada

CRA Strengths, Qualities, Values and Challenges

	
	Current Situation:  The CRA as it is now
	Future Challenges, if any, Given the CRA Vision

	CRA as an organization:  its strengths and qualities


	
	

	Values held by the CRA and its employees


	
	


If the CRA was a person . . .

	How would you describe that person today?
	How would clients describe that person today?
	Given the Vision, what type of person should the CRA become?

	
	
	


Please Complete Before Leaving

1)
What are the three best ways for you to get information about corporate and government-wide matters, such as the Agency 2010 initiative, staff relations, the budget, etc.?  (Please check off the 3 that  work best for you)
(
your manager (via email or face-to-face)
(
email from CRA headquarters

(
InfoZone - the national intranet site
(
your local intranet site

(
the newsletter Interaction
(
town hall/all staff meetings

(
other - please describe below:

2)
To what extent do you feel you receive the information you need regarding the objectives of the Agency, government-wide initiatives, etc.?  (Please circle one number)
5
I receive all the information I need

4

3
I receive some of the information I need

2

1
I do not receive any of the information I need

Guide de discussion

1)
Introduction (10 minutes)

a)
Présentez-vous et expliquez le but de ce projet de recherche :
Au cours de la discussion d’aujourd’hui, nous tenterons de connaître vos commentaires sur des questions reliées au projet d’image de marque de l’ARC qui est présentement élaborée et  implantée pour appuyer l’Agence 2010 et la Vision qui sont présentement articulés par le Commissaire Dorais -- L’Agence du revenu du Canada sera le fournisseur privilégié pour exécuter les programmes d’impôt, de prestations et autres programmes connexes pour les gouvernements du Canada.

Vous pourriez penser que l’image de marque  est quelque chose qui n’est destiné qu’aux entreprises axées sur les consommateurs, comme Nike et Coke.   Cependant, de plus en plus d’organismes de service, et d’organismes du secteur public, adoptent une approche d’image de marque dans  leurs plans d’affaire et leur mise en marché.  Dans sa plus  simple expression, l’image de marque  consiste à faire une promesse à vos clients ou consommateurs, puis à la tenir…jour après jour..  Une bonne marque englobe à la fois des promesses fonctionnelles et des promesses émotionnelles.  Vous vous attendez à ce que Tim Horton serve du café chaud et des beignes frais; il s’agit là de la partie fonctionnelle.   Vous vous attendez également à une certaine chaleur, à un esprit communautaire et à une qualité terre-à-terre.  Vous ne vous sentirez jamais au mauvais endroit vêtu de vos vêtements décontractés chez Tim et personne ne vous offrira non plus un triple latte minuscule.

Les organisateurs de ce projet savent que l’ARC a déjà une marque – que les gens ont déjà une image de l’ARC dans leur esprit ou une image de Revenu Canada, comme on continue de l’appeler. Dans la plupart des cas, c’est une assez bonne image.  Chaque année, le sondage annuel de l’ARC démontre que, d’après les Canadiens, l’organisme est honnête, respectueux et équitable et que son personnel est professionnel. Donc, le projet  d’image de marque ne débute pas à zéro, mais plutôt avec  l’assez bonne image dont l’ARC jouit déjà.   C’est donc le point de départ à partir duquel l’image de marque sera édifiée.

L’objectif global de ces groupes de discussion avec les employés est  de fournir  une bonne compréhension :

· de vos impressions actuelles  au sujet  de l’ARC en tant qu’organisme;

· des caractéristiques et valeurs désirées qui, à votre avis, devraient être incorporées dans la marque de l’ARC  pour appuyer l’Agence 2010;

· des qualités queles clients pensent que l’ARC devrait avoir;

· si vous pensez que l’ARC possède ces qualités;

· des implications qu’entraîne le changement des qualités actuelles à celles que les clients désirent voir dans l’ARC;

· les obstacles potentiels à l’adoption de ces nouvelles qualités.

Les organisateurs de ce projet incorporeront toutes ces informations dans un processus qui  permettra le  développement d’une marque qui, non seulement appuiera la Vision, mais qui positionnera l’Agence de façon fructueuse pour l’avenir. 

b)
Passez les procédures de la discussion de groupe en revue :
--
rôle  de l’animatrice

--
pas de bonnes ni de mauvaises réponses

--
confidentialité :  pas de noms dans les rapports
--
enregistrement sur cassette audio (pour usage par le modérateur seulement)

--
 présence des observateurs de l’ARC : les observateurs sont du service des Communications et ils oeuvrent au développement et à la mise en application du projet d’image de la marque. Je veux vous assurer que vos directeurs ne vous observent pas.

--
Veuillez éteindre les téléphones cellulaires et les télé-avertisseurs SVP.

c)
Les participants se présentent eux-mêmes :  prénom seulement et fonctions générales/secteur d’activité 

2)
Forces / qualités internes de l’ARC et défis (40 minutes)

a)
Faire un survol  de l’ordre du jour :
Pour débuter, nous allons discuter de votre perception de l’ARC aujourd’hui et des défis auxquelsl’ARC devra faire face dans le contexte de la Vision et de l’Agence 2010.

Nous discuterons ensuite de la manière dont les clients perçoivent l’ARC; si vous croyez qu’il y a des différences entre la manière dont les clients perçoivent les forces et les qualités de l’ARC  et celle dont les employés les perçoivent; si et comment, à votre avis, les perceptions des clients envers l’ARC devront changer  dans le cadre de  la Vision de l’ARC.

Dans la dernière partie de la discussion, nous parlerons de certains aspects particuliers  que  la marque de l’ARC pourrait avoir et comment elle pourrait être décrite. 

b)
Questionnaire  auto-administré :  Distribuez la page Vision ainsi que le questionnaire Forces, qualités, valeurs et défis de l’ARC. 


 Revoir le questionnaire : le but de ce questionnaire est de vous aider à commencer à penser à ce qu’est l’ARC présentement et aux défis auxquels elle pourrait faire face pour bien appuyer la Vision :

(
En haut à gauche : D’après vous, quelles sont les principales forces et qualités de l’ARC en tant qu’organisme?

(
En bas à gauche : Actuellement, quelles sont les valeurs que détiennent l’ARC et ses employés? 

(
En haut à droite et en bas à droite : En tenant compte de la Vision de l’ARC, quels sont les principaux défis, s’il y a lieu, auxquels l’ARC devra faire face pour bien se placer dans le but d’appuyer la Vision?  C’est-à-dire, y a-t-il des forces ou des qualités différentes qu’elle devra  développer, des faiblesses qu’elle devrait surmonter ou des changements  à apporter dans  les valeurs que détiennent l’ARC et ses employés?

Expliquez :

(
Ne vous inquiétez pas de l’orthographe ni de la grammaire; ce ne sont que des notes pour vous-même
(
Ne parlez pas entre vous

(
Vous disposez d’environ 5 à 10 minutes
c)
Discussion:
Nota :  Inscrivez les commentaires du participant sur un tableau à feuilles – comme aide pour la discussion et comme référence au cours de la dernière portion sur les perceptions de l’ARC par les clients

(
En haut à gauche : D’après vous, quelles sont les principales forces et qualités de l’ARC en tant qu’organisme?  (Ne sondez pas, mais écoutez les thèmes comme : les gens,  le savoir, le service, les processus, la technologie, l’organisation, la réputation;   au fur et à mesure que ces thèmes ou d’autres sont  abordés, sondez pour élaborer et clarifier)

(
En bas à gauche : Présentement, quelles sont les valeurs détenues par l’ARC et ses employés?

(
En haut à droite et en bas à droite : En tenant compte de la Vision de l’ARC, quels sont les principaux défis, s’il y a lieu, auxquels l’ARC devra faire face pour bien se positionner dans le but d’appuyer la Vision?  C’est-à-dire, y a-t-il des forces ou des qualités différentes qu’elle devra  développer, des faiblesses qu’elle devrait surmonter ou des changements  à apporter dans les valeurs que détiennent l’ARC et ses employés?

3)
Perceptions des clients / discussion des écarts (30 minutes)

a)
Nous avons parlé jusqu’à présent de la manière dont vous percevez l’ARC et de la manière dont vous croyez qu’elle devrait évoluer étant donné sa Vision.   J’aimerais maintenant discuter de la manière dont vous pensez que l’ARC est perçue par ses clients et comment les perceptions des clients de l’ARC pourraient devoir évoluer. 


En ce qui concerne ce que je veux dire par « client » : l’ARC a une variété de clients, à partir des gouvernements provinciaux jusqu’aux contribuables particuliers.  Je suis intéressé à l’éventail complet qui constitue l’ensemble de cette  clientèle. Je sais que chacun et chacune d’entre vous, individuellement,  est  plus en  contact ou a plus d’expérience avec certains groupes de clients que d’autres. Veuillez cependant parler de la manière la plus générale possible au sujet des perceptions des clients envers l’ARC, même si  je reconnais volontiers que vos opinions se baseront surtout sur les types de clientèles avec  lesquels vous avez le plus de contacts. 

b)
En termes d’image globale, comment les groupes de clients de l’ARC perçoivent-ils l’Agence aujourd’hui?  D’après eux, quelles sont les qualités de l’ARC?  D’après vous, quelles sont les forces et  les  faiblesses de l’ARC qu’ils mentionnent?


Référez les participants aux tableaux à feuilles : Croyez-vous qu’ils voient l’ARC de la même manière que vous ou y a-t-il des différences?

c)
Étant donné la Vision de l’ARC, d’après vous, quelles qualités les clients voudront-ils que l’ARC possède à l’avenir? Croyez-vous que les  perceptions des clients envers l’ARC devront changer?  S’attendront-ils à ce que l’ARC ait des forces et des qualités différentes de celles qu’elle a maintenant? ( au besoins, reportez-vous aux tableaux à feuilles pour les « défis » associés au n° 2c)

d)
(Prenez note que lors de la discussion précédente, deux types d’écarts pourraient émerger : (1) les écarts entre la perception actuelle de l’ARC par les employés  et la perception actuelle de l’ARC par les clients et (2) les écarts entre la manière dont les clients voient l’ARC maintenant par rapport à la manière dont les clients aimeraient voir l’ARC, étant donné la vision de l’ARC. Pour  chaque écart jugé important aux fins de l’image de marque,  demander :)  Y a-t-il des barrières ou obstacles à l’interne qui doivent être envisagés lorsqu’on tente  d’éliminer cet écart?  
4)
 Perspectives d’avenir de  la marque (40 minutes)

a)
La plupart des marques ont une certaine personnalité qui leur est attachée – c’est-à-dire que vous pouvez décrire une organisation et sa marque en termes de caractéristiques et de traits de personnalité  comme si c’était une personne. 


(Distribuez le questionnaire, Si l’ARC était une personne)  Passez le questionnaire en revue et donnez aux participants  environ 5 minutes pour prendre des notes.  Rappelez-leur de ne pas s’inquiéter de l’orthographe ni de la grammaire et de ne pas parler entre eux.

b)
Discuter – Structurez la discussion autour du « type de personne que l’ARC devrait devenir » : Commençons par la troisième colonne – celle qui vous demandait ce que vous pensez du type de personne que l’ARC devrait devenir, étant donné la Vision de l’ARC.

Au fur et à mesure que les attributs sont mentionnés, demandez :

--
Est-ce que ceci décrit également le type de personne que l’ARC est  présentement?  Si non, comment décririez-vous l’ARC  présentement à ce sujet sur cette dimension?

--
Est-ce que cela décrit également la manière dont les clients perçoivent l’ARC  présentement?  Si non, selon vous, comment les clients décriraient-ils l’ARC présentement sur cette dimension?

Y a-t-il d’autres différences entre la personne que vous avez décrite dans la troisième colonne et la personne que vous avez décrite dans la première (vos opinions au sujet de l’ARC  présentement) ou de la deuxième colonne (les opinions des clients)?

c)
En pensant à la Vision de l’ARC ainsi qu’aux divers attributs, forces et qualités dont nous avons parlé, d’après vous, comment l’ARC devrait-elle se présenter à ses auditoires?  Quel type d’image et de positionnement devrait-elle véhiculer?  Quelles sont les principales choses que l’ARC devrait dire à ses clients à son sujet?

d)
En pensant à la Vision de l’ARC et aux écarts dont nous avons parlé entre l’ARC en ce moment par rapport à ce qu’elle devrait être à l’avenir, quels sont les principaux défis auxquels l’ARC devra faire face à l’interne pour se réorienter dans le but de remplir son rôle  dans  la nouvelle Vision?  

5)
Conclusion :  

Distribuez le questionnaire, Veuillez y répondre avant de quitter;  discutez, si le temps le permet; sinon, demandez aux participants de répondre au questionnaire avant de quitter.

Remerciez les participants de leur aide et de leurs commentaires.

Nota :  si les participants posent des questions sur la disponibilité du rapport pour ce projet : le rapport final sera disponible pour les employés une fois finalisé.  Pour recevoir un exemplaire,  faites-en la demande à votre directeur des communications régional.

VISION DE L’ARC

L’Agence du revenu du Canada sera le fournisseur privilégié pour exécuter les programmes d’impôt, de prestations et autres programmes connexes pour les gouvernements du Canada

Forces, qualités, valeurs et défis de l’ARC

	
	Situation actuelle : l’ARC telle qu’elle est maintenant
	Défis futurs, s’il y a lieu, étant donné la Vision de l’ARC

	ARC en tant qu’organisation : ses forces et ses qualités


	
	

	Valeurs détenues par l’ARC et ses employés


	
	


Si l’ARC était une personne . . .

	Comment décririez-vous cette personne aujourd’hui?
	Comment les clients décriraient-ils cette personne aujourd’hui?
	Étant donné la Vision, quel type de personne l’ARC devrait-elle devenir? 

	
	
	


Veuillez répondre avant de quitter

1)
Quels sont les trois meilleurs moyens par lesquels vous obtenez des renseignements au sujet des affaires corporatives et gouvernementales, telles que le projet Agence 2010, les relations du personnel, le budget, etc.?  (Veuillez cocher les 3 qui fonctionnent le mieux pour vous)
(
votre directeur (par courriel ou en personne)
(
courriel du siège social de l’ARC
(
InfoZone – le site intranet national
(
votre site intranet local

(
le bulletin Interaction
(
hôtel de ville/réunions avec tout le personnel

(
autre – veuillez décrire ci-dessous :

2)
Dans quelle mesure croyez-vous que vous recevez les informations dont vous avez besoin concernant les objectifs de l’Agence, les initiatives dans l’ensemble du gouvernement, etc.?  (Veuillez encercler un chiffre)
5
Je reçois toutes les informations dont j’ai besoin

4

3
Je reçois une partie de l’information dont j’ai besoin

2

1
Je ne reçois aucune information dont j’ai besoin
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