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A. Executive Summary 
1. Internal communications are an important service to Courts Administration Service (CAS) 

management, providing essential information to employees and members of the Courts. Internal 

communications has been identified as a key part of the CAS transformational agenda, set out in its 

2020-2025 Strategic Plan, which includes the development of a change management 

communications plan. There is also a commitment to develop a branding strategy, which has 

implications for both internal and external communications. 

 

2. In response to Public Service Employee Survey results since 2011, CAS management consulted 

employees on how to address a variety of opportunities for improvements, which led to the 

development of an Internal Communications Strategy in 2017. Following the implementation of that 

strategy, an audit was identified in the 2019-2024 CAS Risk-based Audit Plan, to provide senior 

management with an independent assessment of the effectiveness of CAS internal communications 

practices and to identify opportunities for improvement as needed. The scope of this audit excluded 

external communications, Court-related communications, communications between managers and 

their employees, and emergency communications related to the COVID-19 pandemic.  

 

3. Results of this audit are positive: CAS has an active internal communications process and senior 

management is engaged in ensuring communications meet the needs of the organization and 

employees. The audit includes two recommendations to improve the effectiveness of internal 

communications processes and promote comprehensive department-wide messaging, namely:  

 Updating the 2017 CAS Internal Communication Strategy (recommendation 1); and  

 Ensuring that the Change Management Communication Plan—to be developed as per the 

2020-2025 Strategic Plan—is aligned with the updated Internal Communication Strategy 

(recommendation 2). 

 

4. Management agrees with the recommendations, and provided an action plan (Annex C) with a 

target completion date of October 2022. This action plan was developed in the current context of a 

senior management transition at CAS, and looking forward to the ambitious 5-year CAS 

transformational agenda. An Internal Communications Strategy would benefit from having the input 

of the new Chief Administrator when that position is filled permanently.  

 

B. Statement of Assurance 
 

5. This audit was carried out in conformance with the International Standards for the Professional 

Practice of Internal Auditing. 

 

6. I would like to thank the officials from the Courts Administration Service for their collaboration and 

support provided to the audit team.  

 

Sophie Frenette, CIA CRMA 

Chief Audit Executive
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C. Introduction 
 

7. Internal communications is a key service of the Courts Administration Service (CAS), providing 

essential information to employees and members of the Courts. Internal communications also 

support a healthy workplace. It is both a corporate activity and a responsibility of all CAS employees 

to keep up to date on corporate information. 

 

a. The Public Service Employee Survey  

 

8. The Government of Canada administers the Public Service Employee Survey on a regular basis. The 

survey provides CAS management insights on opportunities for workplace improvements such as 

employee engagement, leadership, workforce and workplace well-being, and compensation. It also 

includes questions on communications. CAS results for these specific questions have remained 

generally comparable to those of the rest of the Public Service. Opportunities have been identified 

with regard to information overload as a cause of stress at work, improving the flow of information 

from senior management to staff, and change management communications. 

 

9. An aggregate ranking of federal workplaces by the Hill Times newspaper based on the survey shows 

an overall improvement in CAS results. CAS’s ranking out of approximately 65 federal organizations 

has varied from 61st position in 2017 to 34th position in 2019 (the most recent result available).  

 

10. CAS’s senior management has actively addressed PSES results for communications on two fronts:  

 Consultations were held with employees on how to improve communications. This led to the 

development of the 2017 CAS Internal Communications Strategy, to modernize internal 

communications tools, update formats and address accessibility requirements.  

 To address the broader survey results, a 2017 management action plan was also developed by 

an action plan committee, with the input of CAS management and employees. Management 

followed up on the implementation of action items, and the audit identified an opportunity to 

have a better link between planned actions and survey results. While this observation is outside 

the scope of this audit, it is provided to management for future consideration. 

 

b. About Internal Communications 

 

11. Government of Canada requirements are generally focused on external communications. The 

Treasury Board Policy on Communications and Federal Identity (2016) states that communications 

should be coordinated and integrated within, and across departments, and that the Deputy Head is 

responsible for designating a senior official as head of communications.  

 

12. At CAS, the senior official responsible for communications is the Director of Strategic Planning, 

Communication and Corporate Secretariat, who reports to the Chief Administrator. The Internal 

Communications team is comprised of three funded FTEs (two full time, two-part time) and a 

student on staff at the time of the audit. Management reports that the budget is approximately 

$300,000 per year for both salary and O&M for internal communications (costs are managed as part 

of a more global corporate secretariat cost center). In addition to being responsible for various 
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internal communications products (summarized in Annex A), the team also prepares corporate 

service communications products, Court requests for multimedia projects, branding, and corporate 

events. Employees also receive communications from other sources, including Information 

Technology, Security, Human Resources, Facilities the Regions, as well as fromthe Courts.  

 

13. Communications play an important role at CAS, reflected in its inclusion in the CAS Strategic Plan 

2020-2025. A  five-year strategic change management plan, key to supporting the organization 

through significant transformational change anticipated by CAS, will be developed and 

implemented. It will include initiatives to help employees understand change, and will increase 

management credibility and employee trust in the organization. It will also clarify management and 

employee expectations, while outlining benefits to all parties.  
  

14. CAS’s intranet provides detailed descriptions of the various internal communications products, and 

instructions to employees and managers on how to submit content and/or request services. CAS 

also has an Internal Communications Strategy, which aims to streamline communications, to 

improve timing and distribution, and to standardize products managed by the Internal 

Communications team. The strategy also includes change management principles and service 

standards. A draft communications procedures guide was also developed, and there is an Internal 

Communications Policy on the CAS intranet, which is outdated. 

 

c. Objective, Scope and Methodology of the Audit 

 

15. Following the implementation of the 2017 CAS Internal Communications Strategy, an audit was 

identified in the 2019-2024 CAS Risk-based Audit Plan. The objective of this audit was to provide 

senior management with an independent assessment of the effectiveness of CAS internal 

communication practices and to identify opportunities for improvement as needed. 

 

16. The scope of the audit included internal communications, broadly identified as all methods utilized 

by CAS to share corporate information to all divisions and regions of the organization. The auditors 

examined internal communication practices between March 1, 2018 and July 31, 2020.  Information 

from the Public Service Employee Survey was used from 2011 to 2019. The scope excluded external 

communications, Court-related communications, and communications between managers and their 

employees. As explained below, it also excluded communications related to COVID-19, which will be 

treated under a separate lessons learned consultation.  

 

17. Four criterion were defined for this audit, based on best practices and the Risk Taxonomy of the 

Office of the Comptroller General. Annex A provides a summary of findings based on the criteria.   

 

18. Auditors interviewed 26 staff based in all regions, working for each of the Courts, and at CAS 

headquarters. Documentation was collected for guidelines, processes and samples. Data was 

collected and analyzed on quantity and quality of internal communications email messages sent to a 

CAS employee over a seven-month time period. Finally, the Public Service Employee Survey results 

related to internal communications were examined, including the recommendations and 

management action plan developed by CAS targeting specific areas of internal communications. 
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D. Observations and Recommendations 
 

19. The Covid-19 pandemic, which began during the course of this audit, disrupted the business of the 

Courts and the entire Government of Canada. This audit recognizes that the Internal 

Communications Team was at the forefront of managing communications for the CAS response. 

While emergency communications were identified as a key service of internal communication, it was 

decided that they would be better addressed via a consultation for lessons learned on the pandemic 

response.  As a result, emergency communications falls outside the scope of this audit. The Internal 

Audit Directorate of CAS will lead the Lessons Learned. 

 

20. The observations that follow are generally positive insofar as internal communications are found to 

be aligned with the needs of CAS and its employees. However, given the Covid-19 pandemic context 

and the ambitious CAS transformational agenda, the current system and administration of internal 

communications at CAS faces some challenges. The audit observations identify existing issues, and 

help position CAS so it can respond to increasing needs, as well as improve consistency and 

effectiveness of internal communications processes. 

 

a. Governance, Roles and Responsibilities 

 

21. The audit team expected to find a system of governance for internal communications to ensure that 

internal communication activities are aligned with the strategic orientations of CAS, and that 

provides oversight and accountability for internal communications.  

 

22. The Executive Committee and Senior Management Committee (CAS’ most senior decision-making 

body, and committee of executives, respectively) regularly discuss internal communications. The 

audit found presentations on internal communications (i.e. on a Town Hall meeting and the 2017 

Internal Communications Strategy). During the period of the audit examination, there were five 

presentations made by internal services on specific communications topics, such as the 

communication strategy developed by the security team for a new program and the Public Service 

Employee Survey.  

 

23. The 2017 CAS Internal Communications Strategy sets out the activities of the Internal 

Communications team, which have evolved over time. The roles of the different CAS stakeholders 

(e.g. internal services and the regions) as well as the Courts who also carry out their own internal 

communications activities  are excluded from the strategy. As such, there is an opportunity for the 

strategy to be more comprehensive for better coordination of the various roles.  

 

24. The Internal Communications Strategy also includes performance indicators on effectiveness (i.e. 

volume and turnaround times) within the Internal Communications. The Internal Communications 

Team produces a quarterly dashboard to record some of its internal communications activities, such 

as timing, distribution and volume statistics for the Weekly Digest, Info messages and  web content.  

However, the audit found no evidence of reporting on the activity of internal communications to 

senior management. The Internal Communications Strategy does  not appear to have been updated, 

albeit various tools have been revised including the intranet, Insight and the Weekly Digest. 
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25. A comprehensive strategy would allow CAS to direct its internal communications activities to the 

areas of highest priority for the organization. A clearly articulated mandate or objective for the 

Internal Communications team, along with recognition of the other parts of the organization who 

provide internal communications activities, would also better position CAS to assess the 

effectiveness of its activities in the future (i.e. achieving intended results). 

 

Recommendation 1 

The Director, Strategic Planning, Communication and Corporate Secretariat should develop and 

implement an Internal Communications Strategy that is comprehensive for CAS, and includes: 

i. A mandate or objective for the Internal Communications Team; and 

ii. Roles and responsibilities of all stakeholders as well as the Courts.  

(Additional points to include in the strategy are elaborated below) 

 

b. Resources and Expertise for Internal Communications 

 

26. The audit team expected to find resources and expertise in place at CAS that would support internal 

communications throughout the department.  This would include skills, experience, expertise and 

training to ensure CAS employees are well equipped to provide internal communications for the 

organisation. 

 

27. The 2017 CAS Internal Communications Strategy does not include consideration of the resources 

required to carry out planned activities. Capacity for Internal Communications has fluctuated over 

time, and there is limited availability for corporate activities within CAS. There is an opportunity to 

more formally assess the resources required to carry out internal communications activities and to 

meet current and future objectives set out by senior management. 

 

28. The audit observed that the Internal Communications team is appreciated and well regarded within 

CAS. Thirty-one percent of the interviewees outside of the Internal Communications team report 

that it is their impression that the team is overburdened with work and consequently, not always 

able to accommodate their internal communications requests; the Internal Communications team 

echoed this response. From that perspective, the Internal Communications team is viewed as a 

credible and competent service, and demand for their services exceeds capacity in terms of volume. 

 

29. As a result, there is a risk that internal communications activities of corporate significance are 

carried out by other parts of the organization, which would benefit from the expertise and training 

of the Internal Communications team as well as some form of guidance. 

 Training: Questions about training were asked during the examination phase of the audit. All 

CAS employees interviewed self-assessed as having the ability to carry out internal 

communications activities, and of that group, two members of the Internal Communications 

team reported that they had received on-the-job training for internal communications. 

 Guidance: For other parts of CAS who carry out internal communication activities, the audit 

found no evidence of formal guidance; this was corroborated via interviews. Employees 

explained that reliance is placed on the knowledge of staff, guidelines produced by the Internal 

Communications team and on established but undocumented practices.  
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30. The 2020-2025 CAS Strategic Plan includes important commitments related to external 

communications (e.g. branding and social media). While these are outside of the scope of the 

current audit, given the overall size of the CAS communications group, they have a significant impact 

on the capacity of the Internal Communications team and should be considered when reviewing the 

Internal Communications Strategy. 

 

31. The new Internal Communications Strategy should therefore be based on an assessment of the 

resources of the Internal Communications team, to ensure that activities are commensurate to 

capacity and budgets. In addition, consideration should be given to aligning the activities of greater 

corporate significance with the mandate of the Internal Communications team, to make the best 

use of their specialized skills and services. 

 

Recommendation 1 (continued): 

The Director, Strategic Planning, Communication and Corporate Secretariat should develop and 

implement an Internal Communications Strategy that is comprehensive for CAS, and includes: 

iii. Resources required to carryout the strategy. 

 

c. Management of Internal Communications 

32. The audit team expected to find controls in place for effective internal communications. This would 

include a system of checks and balances running throughout the cycle of internal communications to 

ensure compliance with guidelines, adherence to standards and consistency of messaging. 

 

33. A key theme of questions in the audit interviews was to obtain employee perceptions on the 

effectiveness of internal communications. Highlights include: 

 Employees report on average, 82 minutes per week reading internal communications. 

 Over 90% of employees found CAS internal communications to be accurate. 

 Over 70% of employees found CAS internal communications to be timely. 

 Employees indicated an average satisfaction rating of 3.45 out of 5 (5 being excellent) of CAS 

senior management communications with employees.  

 Public Service Employee Survey results since 2017 have identified information overload as a 

source of stress for 14% of employees, however interviews did not corroborate these results. 

 

34. While the selection of interviewees was judgmental as to obtain representation across the 

department and thereby not statistically valid, results show that the employees are interacting with 

internal communications products and are generally satisfied with the quality and quantity  of 

internal communications products. 

 

35. The audit team collected a population 194 internal communications emails over a seven-month 

period received from an employee at CAS Headquarters; this excluded region and Court-specific 

communications. This method was chosen because it was not possible to easily retrieve all internal 

communications emails as they are sent from a variety of different email accounts, which are also 

used for non-internal communication purposes. While this sample is judgmental and incomplete, it 

provides some insight on the source of email messages.  Emails generated from the Internal 

Communications team and the Office of the Chief Administrator constituted 45% of emails 
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distributed to staff. The remainder were messages sent from IT (32%), HR and the Employee 

Assistance Program (21%), and 2% from committees, champions, and Judicial and Registry services. 

 

36. 19% of emails reviewed were time-sensitive, while non-time-sensitive emails constituted  81% of 

emails. Corrections were issued for three time-sensitive emails; and while this number is low, there 

is an opportunity for better controls on time-sensitive information to avoid confusion.  

 

37. In conclusion, there are a significant number of emails sent outside of the CAS corporate internal 

communications tools. With some planning and adjustments to roles and responsibilities, more 

information could be distributed within the pre-set internal communications messages. While the 

volume of correction to emails is low, there is a risk of confusion with regard to time-sensitive 

information that should be mitigated with more formal controls. 

 

Recommendation 1 (continued): 

The Director, Strategic Planning, Communication and Corporate Secretariat should develop and 

implement an Internal Communications Strategy that is comprehensive for CAS, and includes: 

iv. A protocol and controls for the accuracy of time-sensitive messages. 

 
d. Supporting Change Management 
 
38. CAS’ senior management team places emphasis on change management. Therefore, the audit team 

expected to find internal communications practices at CAS to support a change management 

strategy in a manner that is forward looking and clear in its roles and responsibilities, including the 

entire organization and all levels of employees. Change management is particularly relevant as the 

CAS workplace has experienced—and will continue to experience—considerable adaptation in 

response to the Covid-19 pandemic. 

 

39. CAS has embarked on an ambitious five-year transformational agenda and internal communications 

has been identified as a key enabler to support this important priority. The department plans to 

develop a change management communication plan to support the 2020-2025 CAS Strategic Plan, 

and to increase management credibility and trust. A change management communication plan 

should include objectives, a description of the communications products, and clearly delineate the 

role of communications and of management for change management.  The change management 

communication plan should also be developed within the context of the updates to the Internal 

Communications Strategy recommended in this audit report and commensurate to the capacity of 

the Internal Communications team.  

 

40. The 2017 Internal Communications Strategy recognized that change management was key to CAS’ 

future, and included principles to support successful change. This is a good starting point that can be 

further elaborated within the new objectives of the 2020-2025 CAS Strategic Plan. 

    

Recommendation 2 

The Director, Strategic Planning, Communication and Corporate Secretariat should ensure that the 

Change Management Communication Plan is aligned with the revised Internal Communications 

Strategy. 
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E. Conclusion 
41. The results of the audit are positive. The audit team concludes that internal communications play an 

important role in the CAS environment, evidenced by the continuous focus of senior management, 

the number of messages sent to CAS employees, and the variety of means of communications.  

Work done by the Internal Communications team is well recognized by CAS employees. Efforts by 

senior management to address challenges and issues with internal communications are also 

noteworthy. 

 

42. Opportunities for improvements to the effectiveness of internal communications activities are found 

with regard to:  establishing a mandate for the Internal Communications team; clarifying roles and 

responsibilities; and, reviewing internal communications resources.  Attention must also be paid to 

ensuring that future requirements are taken into consideration. 

 

43.  CAS is well positioned to address these opportunities via an update to the 2017 CAS Internal 

Communications strategy.  Finally, the development of a change management communications plan 

should reflect the updates to the CAS Internal Communications Strategy. 
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F. Annex A - Audit Criteria and Results by Criterion 

 

 

   

Level   Definition 

Well controlled  Well managed, no material weaknesses noted, and effective. 

Controlled 
 Managed with controls working somewhat as expected improvements are 

needed. 

Moderate issues 

 Requires management focus. At least one of the following criteria are met: 

 Control weaknesses, but exposure is limited because likelihood of risk 

occurring is not high. 

 Control weaknesses, but exposure is limited because impact of the risk 

is not high. 

Significant improvements   

required 

 Requires immediate management focus. At least one of the following three 

criteria are met: 

 Financial or area of high risk to the Department. 

 Control deficiencies represent serious exposure. 

 Major deficiencies in overall control structure. 

Audit Criteria Audit Result 

Criterion 1: A governance structure is in place 

that sets departmental requirements and 

accountabilities for CAS internal 

communications. 

Moderate Issues  

 

Requires management focus. Some weaknesses, but 

exposure is limited because likelihood of risk 

occurring is not high 

Criterion 2: Resources and expertise within CAS 

meet the organization’s internal 

communications requirements. 

Moderate Issues  

 

Requires management focus. Some weaknesses, but 

exposure is limited because likelihood of risk occurring 

is not high 

Criterion 3: Internal controls are in place to 

ensure timely and accurate internal 

communications.  

Controlled 

 

Managed and working somewhat as expected; 

improvements are needed. 

Criterion 4: Internal communications at CAS 

supports continuous and targeted organizational 

improvement, performance measurement, and 

change management initiatives 

Controlled 

 

Managed and working somewhat as expected; 

improvements are needed. 
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G. Annex B – Internal Communications Tools at CAS 
 

Communication 

Tool 
Description Frequency Author/Originator 

InfoNet 

Department-wide intranet publication 

with a variety of topics and a carousel 

for more topical news. 

Ongoing 

IC Team, Office of 

the Chief 

Administrator 

Insight 

Newsletter 

Quarterly email sent from a generic 

address to all CAS employees 
Quarterly 

IC Team with input 

from all CAS 

employees 

Weekly Digest 

A weekly newsletter managed and 

shared by the CAS Internal 

Communications Team 

Weekly 

IC Team, with input 

from all groups 

within CAS 

Digital Screen 

A pilot project to assess the 

effectiveness of digital screens located 

in the elevator waiting area 

Ongoing IC Team 

Emails 
Individual – on a variety of subjects of 

interest to all CAS employees 
Ongoing 

IC Team, Internal 

Services, Office of 

the CA 

Town Halls 
Scheduled events in a forum for 

discussion across the organization 

Annually or 

when required 
Office of the CA 

Regional 

Communications 

Regular Newsletters in some regions. 

Variety of topics, not defined. 
Unknown 

Office of the 

Regional Director 

Court 

communications 

Variety of topics, not defined 

pertaining to the business of the Court 
Ongoing 

Courts and Registry 

Services 

Bulletin Boards 

and Posters 
Variety of topics Ongoing IC Team 

INFO calendar 
Calendar to book all-staff events and 

activities 
Ongoing 

IC Team with input 

from all CAS 

employees 

Branding 
Promotional items that are distributed 

to CAS employees 
Ongoing 

IC Team, Office of 

the Chief 

Administrator 

Generic inboxes 
3 (one public, two internal) to liaise 

with clients about their requests 
Ongoing IC Team 
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H. Annex C – Management Action Plan 

 

Recommendations Management Action Plan 
Responsible 

Office 

Completion 

Date 

1. The Director, Strategic Planning, Communication and 

Corporate Secretariat should develop and implement an 

Internal Communications Strategy that is comprehensive for 

CAS, and includes: 

i. A mandate or objective for the Internal Communications 

Team; 

ii. Roles and responsibilities of all stakeholders as well as the 

Courts;  

iii. Resources required to carryout the strategy; and 

iv. A protocol and controls for the accuracy of time-sensitive 

messages. 

An Internal Communications 

Strategy  for CAS will be developed 

and presented to the Chief 

Administrator for approval. 

 

An external firm with expertise in 

the preparation of strategies will be 

engaged to research, develop and 

present a variety of options for an 

Internal Communication Strategy, 

for consideration of CAS senior 

management. 

Director, Strategic 

Planning, 

Communication 

and Corporate 

Secretariat  

6 months, after 

the nomination 

of a permanent 

Chief 

Administrator 

2. The Director, Strategic Planning, Communication and 

Corporate Secretariat should ensure that the Change 

Management Communication Plan is aligned with the revised 

Internal Communications Strategy. 

The Change Management 

Communications Plan to support the 

2020-2025 CAS Strategic plan will be 

developed based on the revised 

internal Communication Strategy. 

 

The Change Management 

Communications Plan will support 

the CAS transformational agenda 

and any other major initiatives and 

decisions that have a change 

management component. 

Director, Strategic 

Planning, 

Communication 

and Corporate 

Secretariat 

October 

31, 2022 

 

 

 


