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Evaluation at 
Environment Canada (EC) 
• We have formal processes for selection, planning, managing, 

implementing, approving and releasing evaluations
• Primary client is our Deputy Minister, supported by a senior 

executive Departmental Evaluation Committee
• Evaluations can be done only by internal evaluation professionals 
• Currently we have around 10 evaluators and carry out about 10-12 

projects/year (evaluations, evaluation plans)
– Many complex interdepartmental/horizontal projects
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The EC Evaluation Context
• Financial Administration Act

– 100% coverage of all grant and contribution programs on a five-year cycle
• New federal Policy on Evaluation (April 2009)

– 100% coverage of all direct program spending on a five-year cycle
▪ Focus on relevance and performance, not formative questions

– Greater involvement and emphasis on performance measurement to support evaluation
• Cabinet Directive on Streamlining Regulation

– Requires performance measurement and evaluation plan for all regulatory initiatives
• Strategic Review

– Part of the expenditure management system renewal
– Comprehensive review of all departmental activities on four-year cycle

• External Audits
– Commissioner of the Environment and Sustainable Development conducts performance audits of EC 

programs
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The Scope of EC Evaluations
• The size, range, complexity and investment varies greatly 

– As does the composition of the evaluation teams, from completely in-house, to 
having one methodology contracted out, to engaging a consulting firm for the 
full evaluation

• Recent projects respond to requirements and have focussed on grants and 
contributions programs (e.g., EcoAction, Environmental Damages Fund) and multi-
partnered horizontal evaluations under the Clean Air Agenda (with 7 departments, 8 
themes and 45 programs) 

• The Policy on Evaluation requirement for full coverage on a five-year cycle may have 
implications for the scope of our evaluations (for example, may become higher level)
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What are we learning from our 
evaluations?
• In the context of grant and contribution programs:

– Lessons related to potential improvements to governance, process, 
communications, clarity of roles and responsibilities, capacity, support as well 
as benefits to be realized from standardized delivery
▪ Acknowledgement that these are an important tool for the department

– Less learned about success and outcomes; typical finding is that performance 
information was not sufficient to enable robust conclusions about success to be 
reached
▪ Challenge given that performance measurement is in the hands of 

community organizations
▪ Also difficult to aggregate given broad range of environmental outcomes 

supported by grant and contribution programs

• Moving beyond grant and contribution programs though, still end up with similar 
lessons

– Programs with sufficient performance information are the exception

• Evidence on key environmental outcomes rarely available
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Why Not More Environmental Outcome 
Measurement?
• Time pressures for evaluators

– Resource limitations (staff)
– Requisite need for universal coverage of departmental 

programs
• Need for specialty cross-disciplinary skills
• Need for innovative tools
• Need for culture shift regarding performance 

measurement
– Is starting to happen
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Is Environmental Evaluation More 
Difficult?
• Difference lies in the complexity of outcomes  as well as with 

timeframe for impacts
– Program results need to be measured before end of five years
– Perhaps not surprising that many evaluations are management-based 

with outcomes only inferred
• Long-term environmental outcomes are complex mix of social and 

environmental dimensions
– Few evaluations go to such attribution
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Gains in Measuring Environmental 
Outcomes
• Knowing “on the ground effects” helps to ensure that the 

desired long-term environmental outcomes are occurring 
– Adds confidence to your management actions
– Adds credibility to the program and/or decision
– Would robustly deal with question of attribution
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What are we doing to bring about 
improvements?  (1)
• Earlier involvement

– At Memorandum to Cabinet and Treasury Board Submission stage, evaluation 
can add perspective on clarity of outcomes identification, importance of logic 
model and performance measurement strategy plus establish expectations 
around evaluation

• Informing and educating
– New evaluation policy places responsibility for performance measurement 

clearly with program managers
– Evaluation will be providing information sessions and consultation to program 

managers to assist
– Key challenge will be establishing context of performance measurement for 

evaluation (vs other demands)



– Page 10 –

What are we doing to bring about 
improvements?  (2)
• Monitoring

– Recommendations in our evaluations related to needed improvements 
to performance measurement are followed-up to ensure action occurs

– Under the new evaluation policy, evaluation needs to present an 
annual report on the state of performance measurement in the 
department

– Will need to establish a mechanism to enable us to move from 
reporting on findings of evaluations related to performance 
measurement to proactively determining the state of performance 
measurement



– Page 11 –

Challenges 

• Performance measurement adds one more requirement 
to the already-full plates of program managers

– Doing performance measurement well takes effort and 
resources

– Particularly in the context of difficulties in measuring 
environmental outcomes related to long timeframes 
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Building an Evaluative Culture

• As performance measurement and evaluation become more 
embedded in the department through the implementation of the new 
evaluation policy, we hope these activities move from something 
that “must be done” to an essential part of an evaluative culture 
throughout the department

– Want a climate that goes beyond building systems and short-term 
capacity enhancement, to one where evidence of performance is 
valued, sought out and seen as essential to good management 
(Mayne, 2008)


	Evaluating Environmental Programs:  Perspective from Environment Canada
	Evaluation at �Environment Canada (EC) 
	The EC Evaluation Context
	The Scope of EC Evaluations
	What are we learning from our evaluations?
	Why Not More Environmental Outcome Measurement?
	Is Environmental Evaluation More Difficult?
	Gains in Measuring Environmental Outcomes
	What are we doing to bring about improvements?  (1)
	What are we doing to bring about improvements?  (2)
	Challenges �
	Building an Evaluative Culture

