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PROTLEC LD A
KMEMORANDUM TO TIE SENIOQR ASSISTANT DIFPUTY MINISTER, OPERATIONS

SETTING OF CTTTZEMNSHTP GRANT TARGETS FOR FISCAL YEAR 2012223

FOR DECISION

SUMMARY

s The purpose of this memorandum s (o seek vour approval on the Clilizenship arani
producion rgel G Fiscal Year (FY) 2022723,

o This granl largel selling exercise was carried oul by Operalions Tlammg and
Performance (OPT). m consullation with the Cenlralived Nelwork (CN), Domeslic
Neltwork (DN, Cirenship and Passport Programs Branch (CPPR ), and Fmancial
PFartmerships Branch {(FPB)L T allows [or grant argels W be established for the
Citiacnship Program, therely seting erucial operational perlormance mdicawors (or the
Citbacnship gram Tne of business. Prool targeis are net meluded  or factored into tis
grant largel selling excreise.

« ‘[ he recomimended production targets are 285,000 decizions and 300,000 now citizens
ler FY 202223, The nercase of the Cilbenshyr A-base Nunding, additional [unding
from the Fall Leonomic Statemcnt (FES), ' I ' o '

0T should position the Prooram towards reducing the inventory and
Improving  processing tines, These tarects could be adpsted according to variations in
imake and/or opcrational capacitics.

« We recommend you approve the proposed tarpcts of 285,000 decisions and 300,000 new
citizens for I'Y 202223 by checking the *T concur’ box for option 1 and signing  this
mEmorandunm.

BACKGROUND:

o Lffective March 14, 2020, the evolving COVID simation effcctively suspended Citizenship
arant processing. As the Program was larvely paper based, its abiliny to fully accept new ntake.
nterview cliznts, conduct file reviews and render decisions was impacted and all in-person
evenls cancelled, While digilal soldions and modemization elfiors allowed Tor g resumplion ol
service, the Metworks remain constrained by the current paper-based nventory.

Canada
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o Ay ol February 242022 (90% ol the FY), while the Program has achieved 98% of ws 245000
dectsiom largel and 168567 chents have Laken the Chath ol Citenship wirtwally . the mventory
has prown by 24% compared (o the same lune last Y, resulliog i an inventory ol 436,014
applications, ol which 1% arc al least 9 months old or older. Additemally, proccssing times
have risen from 18 months to 26 months, with only 7% of applicants being processed within 12
months.

CONSIDERATIONS:

While significant progress has boen made to shift to a viral delivery model while increasing
output, most of the e-solutions arc mininum  viable products. Lifforts are on-ooing to further
advance these solitions but it is too spon to assess their anticipated efficiency rains.

s (Oiven lhe mereuse ol the Cilzenship A-base Rmdmyr m FY 2022523 1or the Nelworks, as well
s the mecton of Clivenship B-lase Rmdmyr sia the FES and Bodoei 2022 the Networls are
nil [oresesmy any [mancial gup related o the extensiom of the Cilizenship B-base resources m
EY 2022723 The situation will be re-valualed in preparation Toc FY 202324,

o While addmonal limdmg Irom the FES w address the bucklog ol chents waitmg wy Luke the
Oath ol Citenship, and (o reduce the pre-decision inventory as of December 31, 2021, by hall,
o anticipated, gains will be reliant upon the timmg and availability of the funds. A nore
detailed aceounting of the LS commitments and the anticipated impacts will be described in
the LS plan.

o Additionally, should an announecment be made aroind the CGovermment’s commitncnt to
climinate citizenship foes, there is likely to be an impact on imtake and inventory volumes, At
this time, It is oo carly to predict whether there will be any impact on volumes in 'Y 2022723,

« With the impact of sipnificant operational adustments necessitated by COVIL, among other
tactors, the Program would likely benetit from a new productivity review as these changes
could impact the Program’s productivity  baseline and in turn resource reguirements.

TARGLET AND FUNDING OPTIONS:

Option 1 {Recommended): Approve production arges of 285000 decisions and 300,000 new
citpens m FY 2022250 ON would be expected o process an mtake ol 2470000 complele
apphcations, telar 195000 appheabions w DN, and retder 4500 dectsons. TIN would pesition
isell 1w render 2HLHID decsions, m addition o inviting and logging lesis, and conducting
ceremomcs Lor nol only s own chems bul Endeavour chents as well.
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PROTECTED A

Benelis:

o Thiz opliomn sewsnew eitiaend as the Program’™s maim prionty trough o balimced approach Lo
decision makmg, leading W areduction in wvenlory and improved  processing times. With
targcts setat 283000 decisions and 300000 new citizens, by the eod of 'Y 202223, the
inventory may be around 414000 applications, with a projected processing tine tor new
applicants of just aver 1 vear, aiding in positioning the Propram towards retirning to mecting
itz 12 momth processing scrvice standard.

Risks:

Option 2: Approve producton largels of 255000 dectsons and produce 281000 new cilizens m
FY 2022230 ON would be expected o process an mtake of 247000 complele applications, reler
198,000 applications to DN, and render 32,000 decizions. DN would position itself to render
223000 decisions, in addition 1o inviting and logging 1ests, and conducting coremonics Tor no

onby its own clicnts bt Lndeavenr clicots as well

Bencfirs:

« |his option adopts a similar approach as option 1 but with lower vohunes, With targets sctat
235000 decisions and 281000 new citizens, by the end of 'Y 2020223, the inventory is
estimated to be around 438.000 applications. with a projected processing time for new
applicants of just under 2 vears.

Thisks:

CONSULTATHINS:
o UM, DN, CPPB.and FPB have been congulied throughout this larget sciting exereise.
RECOMMENDATION:

« Worceommend vou approve the proposed citizenship tarects of 285,000 decizions and LU0
new citizens lor FY 202223 by cheeking the *1 conewr” box and signing - this memoranduwn.

A3EEZD_3-000003



* lrmarsien Ffuess 1=Kl Stlgdr
Ad UPrRerh R CAcadn sEIsoencme Canace
I== =m0 ek eR- erar | Gorash e dneaeeeas ne Srk

[ LTI DHTRT RSN HE R T N O S ER TR HE TR N TR PHT

PROTECTED A

MNEXT STEDPS:

s A comparison sunmnary, as well as the proposed regional largets for cach option according 10
estimated output by processing stage arcidentitied i Anncxes 2, 3. 4, 5, and 6. Onee the tarael
has been approved, QPP will wark with the Netsorks and CPPL to cosure that these tarocts
alion with existing capacitics and make adustments depending oo intake variations. changes in
productiviny. and/or obscrved cificiency pains,

« QPP will continue to monitor the mplemcmted mitipation stratepics, modernization efforts and
other key variables and risks, OPP will review the tarpets on a continuing basis as well as
implement tarpets for Proofs and will work with the Networks, 1PD and Uinancial Stratepics
Branch to update Tinancisl Resource Review assumptions around productivity to retlect the
current processing environment.

e-gpproved

Maune-Tosee Thomon
Director General, QPP

U T concur

L] Option 1
L] Option 2
LI T do not concur
- Digitally signed by Mills,

. + _[.Maniel
MI”S, Danlei _"Dz?;znzzm.z'| 15:53:30

-04'00!

Danicl Mills
Senior Assistant Deputy Minister, Operations

Anngxes (6):

s Condttions for Success in Achieving the Proposed larget Options in 1Y 2022/23;

s Comparison Summary of Proposed 'Langel Options G FY 2022235

: Companson of Monthly Breakdowns [or the FY 2022523 Trans[or Targel Oplions:

: Comparison of the Regional and Manthty RBreakdowns tor the FY 20227325 Tiecision Targer Options;

s Comparisen of the Overall Regional and Manthly Preakdowns forthe I°Y 2022/23 Decision Taroset
Crplions and Estmated Capacily Caps:

&: Comparson of the Overall Resional and Yonthly Breakdow ns Tor the FY 2022723 New Citeen Target
Chpnions and Estimaled Capacily Gaps,

R

LA
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MEMORANDUM TO TLHE SENIOR ASSISTANT DEPUTY MINISTER, OPERATIONS

CONTINUATION OF MODIFIED FIRST IN, FIRST OUT PROCESSING MODEL FOR
CITTZENSHIP GRANT E-APTLICATIONS TN FISCAL YEAR 2022-2(023

FOR APPROVAL

¢« In November 20020, IRCC launched a digital intake solution to allow some applicants to apply for a
oralt of Canadian citizenship clectronically. Since its initial launch, citizenship grant c-applications
arc now available o all applicants 18 years of age and older, applying individually. Owver Fiscal
Year (FY) 2022-2025, IRCC plans a phased expansion ol the e-application lo additional appheant
cohorls,

s In July 2021, vou approved a modified first in, first out (FIUO) processing model for grant ¢-
applications lor FY 2021-2022. Aceording 1o thig model, Progran stakcholders would cominue 10
largely process paper applications, while prionitizsng simne e- appliualimw with the goal ol meeting
an g-applicalion decision largel o 5,000 which represenled 2% ol the 243,000 decision Lirgel.

s I'his approach allowed the Citizenship Prooram to focus on reducing existing paper application
backlog, while building digital processing capacily and gradually transitioning o an eleelronic
myenlory. This siralegy rellected operational complexity, clienl expectations, and legal
cimsiderations,

s ligr 'Y "{JEZ 2{123 thc rcductlmn ﬂf napcr hacklng cnntinuca m hc a priority for the Program.
SFervrie Hdan a’&‘rﬂ'"ﬁ-:cctw;i i* imr e

AIOPSCs thaT the stratcgy of pmccssi_ng SOLTE c-applicminns Eucccrrding to a modified IO
processing madel continue in 1Y 2022-2023. This would allow the Program to continue reducing
the oldest application inventory while also allowing an inerease in the pereemage ol c-applications
processed.

. lLus approach would also sedses-onsues thet fhy processing tines of s-noplications do oot noreas
leeiioantiv, continue to build c-application processging ﬂme%mthm the thwmlﬁ support

Lhdl'lgl.., management and improve processing Nexibilily sl asinre st -F b
SR TS,

Canada
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The Metworks would be able to clear the bulk of the paper applications from the inventory, while
striving towards rendering decision on at least 32,000 c-apps, which represents 11% of the
recolrunendad 285,000 decision tarect for 1Y 2022-2023 (sce Annex A These tarects also align
wilh the approved grant deeision and new citizen largels lor FY 2022-2023,

We recommend you approve the continuation of the moditied FIFO processing mode] for ¢-
applications in IY 2022-2023 by checking the '] concur’ hox and signing this memorandun.

C-poved
Maxine fill, Diveetor General
Citizenship and Passport Prozaram Cuidance

]I concur

O T dex not gomeur

Damel Mills
menicnr Assistanl Deputy Minisler
{Operations
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Annex I: Proposed Notional Nefwork and Monthly Brealidowns for the Recommended Y
2022/23 Decision Target Options™

E-apps | Paper Paper Paper
Apr 100 | 2,800 2,900 1,300 | 19400 | 20,900 1600 22200 23,800
May 100 | 3.600 3,700 1,800 | 18,500 | 20,700 1900 223500 24,400
Tun 200 | 3,100 1,300 1700 | 18,900 | 20,600 1600 22000 23,900
Tul 300 3.200 1,500 L0 | 17,900 | 19700 200 21,10 23,200
Aug 300 | 3,600 3,900 1700 | 18400 20,100 2,000 22,000 24,000
Sep 300 | 3,500 3800 LROO | 18,100 | 19,900 2,100 21,600 23,700
Oct 1106 | 2,700 3800 2,200 | 17,400 | 19,600 33000 20,100 23,400
Nov 1,100 | 2.800 3,900 2,200 | 18,100 | 20,300 3300 20500 24,200
Dec 1,700 | 2300 4,000 2,000 | 16000 | 18,100 3800 18300 22,100
Tun LI00 | 2.800 3,900 2300 | 19000 | 21,300 3400 21800 25200
Feh LIOD | 2,800 4,000 2200 | 19000 | 21,200 3,300 21900 23,200
Mar LEOU | 2,500 4,300 1300 | 16,100 | 17,600 3300 18600 21,900
Total 9,200 | 35,800 45000 | 22800 | 217200 | 240000 | 32,000 253000 SZRSH0H:

1. Notional tarects will provide Network flexibility to be able to adjust c-appsipaper decision
largels 1 neecssary hased on operations realities and inventory levels.

2. Mease nole that these nuwmbers have heen rounded (o the closest hundredih.

3. The ratio of monthly decizions of paper and ¢-apps are eslimates based on projecled proporlions
of each type of application. If proportions deviate from projections, the decision munbers of each
type will change. while the overall monthly total will remain unaltered.
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Adult Group Epic: Cptions for releasing multiple inter-connected Client and Horizon features

Release critival client-facing functionality first, followed by Release critical clignt-facing functionality first, followed Release most adult group functionality (client +

critical Horizon Functionality for complete applications. by Horizon functionality for complete and incomplete Horizgn) at the samea time followed by a fast-follow
Hon-critlcal Items would be a third fast-follow release applications. Fast-follow release for non-critical items secohd release,

L1 Proposed option

Release 1 Features

CLIEMT:

# Updated Ul

# Ahility ta invite an adult to jain a
aroup

#  Ability for am invites te manage the
invitation

# Ahility ta submit applications Az a
aroup

Release 2 Features

HORIZOM:

#  Assigningvicwing/Assessing Sroup
applications

¥ Enhancing CPC-Sedney nser experisnce
—inlegraling e campleleness Choek
pagc into the applicatian view page

¥ Sending complete sroup applications
to GENS

Release 3 Features

CLILMI:

F O Ability ta leave a groupdbc
remgved fram a group

# Ahbility far sroup applicatians to
nizl be slale daled

F o Ability ta resubmit incomplete
proup applications

HOR 200
# Returning incomplete graup
applications to the client

Estimated Time

Dev dang — early May
Testing in hay

Kelease aclwilios  Jung

Estimated Time

Dy dane — cnd Junc
Testing in early July
Releaze ativities  late
July/warly Aupost

Estimated Tirme

Dew done  late luly
Testing in August
Release nckivitios — late
Augustiearly Sept

Release 1 Features
CLILM1:

¥ Itoms contained in Opticn 1-

Release 1

Release 1 Features

# Ilems canlained in Oplion 1

Reloase 2

# Returning incompletae grovp
applicalicns Lo Lhe elienl
= Ability to resubmit incomplote

group applicaticns

Release 3 Features
CHIFMT:

= Akility to leave a oroupfhe
remosed TFrom a group
= Ability far group applicaticns

to not Le stale-dated

Estimated Time

Do dane — carly May
Testing in Moy

Releaze activities - June

Estimated Time
D done —end July
Testing in Aug
Release aelivilies —
carly Sept

Estimated Time

L dore —end Aug
Testing in carly Sept

Aelease activities — late

Sept

Release 1 Features

CLIEMT:

# [tems cantained in Qption 1-
Release L

+ [tems cantained in Qption 2 -
[telease 2

Release 2 Foatures

CLILMI:

# Ahility te loave a groupdhe
rempved from a group

# ahility far proup applicatians

Lo nal be slale daled

Mk

Estimated Time

Day done - late July
Testing in fugust
Release activities - Sept

Estimated Time

Dev dene  late
Aupfuarly Sapt

Tesking in mid Sopt
Releases activities — end
af Septfearly Ot

1. Kslease act wtiss i-rlads:

Siming veitical kogs identitied doring teszing
' Fraparing elease nokes

G g desisan

“ushing coc e inko produ cticn

AG94324_1-000005
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Adult Group Epic: Options for releasing multiple inter-connected Client and Horizon features (con’t)  TJ Proposed option

Release critival client-facing functionality first, followed by
critical Horizen functionality for complete applications.
Mon-critlcal [tems would be a third fast-follow release

Conslderatlons
# Agile appraach of releasing smallor picces moere freguonthy

which reduces implementation timelines as endorsad in the
TES Guideline an Servica and Digital.

¥ Expands client use of c-app saanar, which will reduce intalie of
paper applications.

= There s~ 5 weale dalay betwasen client applicatiaons baing
subrmitted and AoR being issued, If Ehis time decreases ta less
than tha tims between releasss, thers is risk ot enguiries te
the C5C Fram clients who applied a5 a praup-
Comrunications products cauld be developed to
mitigate this risk,

# smallest pap between releases provides for mitipation on paint
abiowe,

# The Aol dates far clients applying as a group would
termpararily net e alizned to Aok dates for individval e-app ar
paper cliznts.

# Estimate ~4300 applications’ may be impacted given
astimated timaline between Release 1and Releass 2.

Decision points

Release critical clignt-Facing functionality first, follpwed

by Horizon functionality for complete and incomplete
applications. Fast-follow release for non-critical items

Considerations

Foagile appraach al releasing smaller pecas mare Moegquenlly
which reduces implermentation timelines as endersed inthe
TES Guideling on Service and Digital.

¥ Lxpands clienl use al ¢ app sooner, sedich will reduce inlalke al
paper applications

¥ There is ™ § waeks delay between client applicatians being
subrnilled and Bemg revieseed in Harican, (T Lhis Lime decreases
to less than time bebwoon releases, there is sk of cnquirics to
CEC from clients wha applied asa groupt.
»  Communicatians praducts cauld be developed to
miligale Lhis risk.

W larger gap between 15t and ?nd release: therefore higher rizk
for paint above than Optian 1.

# The ack dates for clicnts applying as o proup would temperarily
nat be aligned to AnR dates for individual e-app or paper
cliants.

A, Is there agreement to release the Adult group eplc In a staggered fashlon?

B. If 50, what is the amount of time we are comfortahle with between firgt client release and first Horizon
release? [What is the anticipated delay for =ending ACRs for e-apps in June?]

C. la there agreement to proceed according to proposed option (Option 137

] Release most adult group functionality {client +

Horizon) at the same time followed by a fast-follgw
second release.

Consideratians

# Waterfall approach where all pieczs are relzased as
one large release.

# Bonefils of & appfreduclion al paper inlake Tur tber aul
Lo realize.

# Larger reluase will require drger block of time for
Lesling.

* Ma period of delay hetween clignt submitting
applications as a praup Aand CH staff baing able to vigw
Lhem in Horizon.

# Fstimate ~10,500 applications® could be submitted hy
prper while waiting for gwroup e-app functianality ta
laurch.

Makzs:

1. Applicationg salee e ndieidnally will cantinne ta ke
aetey’ bl T aracessing "o Fcizon by CH el ol
applications sLbmitted #2573 group will expeience the
adolay.

2. Impacted gap icdtions is § vare 1ough est make, W
hawe nokzeen an rmadiate jumpic wn umss worn
incrcasing o 35 cabiarl o sehc i Casing aocess Lo
190% wek t-af* . Time betwe=n regiszering tor en =
AR acrount and suhmting an aap Ieation 1
APETCRTT G L Dy 90
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Not relevant as per clarification agreement with requester
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Citizenship Operational Production
Update — Grants & Proofs

Data as of May 2, 2022

Prepared by Operations Planning and Performance
(OPP) — DART
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Grant Decisions

» As of May 2, 2022, the Networks have rendered almaost 32K decisions,
achieving 11% of the FY target {285K), at 9% of the FY.

» The Networks have been able to render just over 1.5K decisions on e-apps,
achieving 5% of the notional FY target (32K).

New Citizens

» As of May 2, 2022, the Networks have finalized over 25K applications,
achieving 8% of the FY target (300K}, a total expected to increase as more
Oath forms are returned.

»  While processing times have risen to 27 months, this increase was
expected as the Networks work on finalizing older applications.

Proofs

* CPC-Sydney has rendered almost 4.2K decisions, achieving 6% of the
notional FY target (64K). Of the decisions rendered in April, 84% of the
applications were 13 months and clder.

* The estimated overall inventory is around 63K applications, with around
37% in the mailroom, a noticeable improvement over previous months.,

AIG94331_2-00001:3
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Files 18K
Received &2 e

File
Creation

Transfers
to DN

Tests
Completed

Apr-21 hlay-21 Jun-21 Jul-21 Aug-21 Sop-21 Drt-21 Mow-21 Dec-21 lan-22 Fok-22 Mar-22 Apr-22

«  With CPC-Sydney continuing its efforts to close the lag time from file receipt to created, output at the file creation stage remains noticeably
high with almost 31K files created in April 2022; of the files created 48% were e-apps. With an estimated lag time of less than one month, of
the files received between Jlanuary and March 2022, 41% were e-apps, indicating that the use of e-apps is steadily growing.

*  While there were noticeable gains at the file creation stage, the volume of files transferred to the DN decreased by 41% compared to the
previous month, with only 14K applications transferred in April 2022, which is still over the monthly transfer target for April.

»  With almost 22K tests completed in April 2022, the DN has started off the new FY seemingly positioned to continue to produce more tests
than what was seen pre-COVID.

1.Received refers to the applications that were accepted as complete by CRC Sydney.
2.The assurmed lag time for received data is less than 1 month,

3
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New
Citizens 7K
&
Apr-21 helay-21 Jun-21 Jul-11 Aug-11 Sep-21 Qot-21 Mere-21 Dag-21 lan-22 Fek-22 Mlar-22 Apr-12
- Target 2 Actuals
g d1,660
New
Citizens - % 30515
Actuals 25,415 """"""
Gannn; 2T : ' R
Vs 2;::56.0 wiiw L] ] ARG saRRRnl ] GRARRA 23,800 Frarrn
- 26200 26,700 26,300 o ottt
22,97 ‘ : 24,400 : 24,600 24,200 '
973 43,300 32,800

lan-22 Fab-22 Mlar-24 Apr-22 Mlay-22 Jun-22 Jul-22 Aup-22 Sep-22 Ort-22 M- 2% Der-22 lan-23 Fek-23 Mar-23

+  As of May 2, 2022, the Networks have been able to finalize the applications of aver 25K clients, a total expected to increase as more Oath forms
are returned, achieving 8% of the FY target (300K), at 9% of the FY.

+ Running from March 21 to April 14, 2022, the GTA held a in-person pilot at the Scarborough office, which saw around 61% of the applicants
scheduled during this period take the Oath of Citizenship on the same day of that their program integrity interview was held. While this
initiative was viewed as a success, it will be suspended at the Scarborough office, to allow the office to concentrate on other lines of business,
however there are plans to resume this initiative laterin 2022/23.

= |nApril 2022, the DN averaged around 82 participants per virtual ceremony event and held around 15 virtual ceremony events per day.
Assuming that the level of capacity grows as the FY progresses, the Program will be well positioned to achieve its 300K new citizen target.

5
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%
8,584 7.247 10,125
s 2,407

T 59 157 ) 28 . 52 AL

Lnopened E-Apps Prospective Pre-Trigge Transfer Test Hearing Review Lreciyion Ceremony & Closure

» Since the launch of e-apps in November 2020, almost 101K e-apps have been submitted to date.

As of May 2, 2022, the Networks have been able to render just over 1.5K decisions on e-apps, achieving 5% of the notional FY target (32K), at
9%, of the FY. While higher than what was seen the previous manth, it is just under the national monthly target of 2K decisions.

With e-apps representing an increasing propartion of grant intake, and further launches to more eligible clients planned as FY 2022/23
progresses, the potential for the Networks to render decision on more e-apps than detailed by the notional e-app target remains. With more
e-apps in inventory, the Program will be allowed greater flexibility in processing and workload management.

1.Data a5 of April 24 and May 2™, 2022, Data sources: Digital Journey Lab and COSNOS (MER).
LAl p-app manthly decision targets detailed ame notional and subject to change. b
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Casure | Dre-21 lan-22 Frb-22 Mar-22 Apr-22

Mt relevant as per glarification agreement with requester
1. Data as of April 297, 300 and May 2, 2022, Data sources: Digital Journey Lab, CPC-Sydney and COSMOS [MBR). 7
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Streamlined Fast
) GOA
Routine
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1.Processing Lime dala Mmom Nowembee 1, 2021 Lo Apeil 30, 2022,
2.Processing time data includes anly applications with a Citizenship effective date and those with the decision of not granted decision date. 8
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Develop and implement ideas and initiatives brainstormed at the Citizenship Program
Summit, following targeted workshops/discussions on identifying efficiencies for grants,
ceremonies and proofs.

Determine with partners the criteria to be monitored and develop new reporting to track
achievement of the FES commitments, in light of Budget 2022 impacting the
commitments for the Citizenship Program.

Revalidate productivity assumptions and targets for FY 2022/23.

In June, electronic certificates will be piloted. While some small additional processing
steps will be required initially, in the longer term, it is anticipated that there will be
efficiency gains over printing and mailing paper certificates to clients.

The Program is developing plans to implement up-front waivers for clients.

12
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Citizenship Operational Production
Update — Grants & Proofs

Data as of June 1, 2022

Prepared by Operations Planning and Performance
(OPP) — DART
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Grant Decisions

% + As of June 1, 2022, the Networks h dered almost 69K decisi
//// achieving 24% of the FY target {285K), at 17% of the FY |

+ In comparison to monthly output going back to April 2005, May 2022 was
a record month for decisions with the Program rendering 37K decisions.

»  With the elimination of some key chokepoints in FY 2021/22, the Program
is currently well positioned to not only meet but exceed its target of 285K
decisions in FY 2022/23.

New Citizens

» Asof June 1, 2022, the Networks have finalized over 53K applications,
achieving 18% of the FY target (300K}, a total expected to increase as more
Qath forms are returned.

Grant Inventory

» Asof June 1, 2022, there are 413K applications in the inventory, which is
an improvement when compared to May 2021, which had an inventory of
around 418K applications.

Proofs

» CPC-Sydney has rendered over 9.2K decisions, achieving 14% of the
notional FY target {64K). Of the decisions rendered this FY to date, 84% of
the applications were 13 months and older.

» The estimated overall inventory is around 62K applications, with arcund
24% in the mailroom, a noticeable improvement over previous months.

AIG94334_2-000033
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= While CPC-5ydney is continuing its efforts to meet the mailrcom backlog reduction commitments, and has reduced the time from file receipt to
created down to less than 1 month, due to various factors, it has flagged that it will need more time to fully meet the mailroom backlog
reduction commitments

+  Compared to the forecast, intake for April 2022 is 14% higher than projected. On average, intake for February to April 2022, has been 16%
higher than the foracast. In May 2022, the estimated incompleteness rates for applications received increased over the previous month, gaing
from 23% to 28%" for paper applications and from 18% to 19%° for e-apps.

+  While the volume of files transferred to the DN was 16% higher than the monthly transfer target for May (14.7K), DN has raised concerns about
the current transfer targets and work is ongoing to revalidate and adjust the targets in light of output higher than what had originally been
projected.

—Received =--Forecast
Files 23K 33
. 18K $i % -
Received e mmzmmTEIos o e AL mmm o e e
a@.-.-___-_—— -
& Forecast 13K
3,4 :
—Created —Transfers
File
Creation &
Transfers to
DN
Tests
Completed QK
2
1 1 1 1 1 1 1
Apr-21  May-21  Jun-21 Jul-21 Aug-21  Sep-21 Dct-21 Mowv-21 Dec-21 Jan-22 Feb-22  Mar-22  Apr-22  May-22
1.0aka source; CFC Sydney 3, Received refers Lo Lhe applicalions Lhal were accepled as complele by CPC-Syelnay,
2.0ata source; Digital lourney Lab 4, The assumed lag time for received data is less than 1 month. 3
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+  Asof June 1, 2022, over 53K applications were finalized, a total expected to increase as more Oath forms are returned, achieving 18% of the FY
target (30015}, at 17% of the FY. As of June 1, 2022, the no-show rate for May 2022 is 8%.

+ DN is piloting larger capacity Zoom ceremonies to see if this can be utilized if and when necessary. The West held a video oath ceremony with
316 clients attending an May 30, 2022, with staff assisting from Calgary, Edmonton, Winnipeg, Saskatoon and Vancouver. The East also held a
pilot with 283 clients attending on May 21, 2022, with staff from Montreal assisting. For each ceremaony, 1.5-hour registration sessions were
held in the morning, with the ceremony in the afterncon. The West had three registration sessions with 120 clients per session and the East had
two registration sessions with 165 clients per session. Best practices will be taken and pilots adjusted accordingly as the number of clients
invited during these pilots are increased.

= While in May 2022, DN averaged around 83 participants per virtual ceremony event and held around 15 virtual ceremony events per day, this
average is likely influenced by events with lower participant counts, such as the ones held on Fridays and Saturdays. If the DN can hold enough
virtual events to have around 1.6K participants per day, they will likely be able to exceed the 300K new citizen target.

25K
221
itizens -

Apr-21 May-21  Jun-21 lul-21 Aug-21 Sep-21 Oct-21 Meow-21 Dec-21 lan-22 Feb-22 tlar-22  Apr-22 hay-22

= Target & Actuals

# 41,888
E:w %3%1325 700 28484 26,899
IKiZens : . .
25,500 26,300 % 20,600 24400 24900 24,600 9420p 25200 28300 wae 23,600
. 23,300 22,800
Vs ceceed Lanon @'ﬁz . S Rl ' — .
Targets # 23,004 25,300 24,933 = s

lan-22  Feb-22 Mar-22  Apr-22 May-22  Jun-22 Jl-22  Aug-22  Sep-22 Oct-22 Now-22  Dec-22 lan-23 Feb-23  Mar-23

1.Data as lune 19, 2022, Qutput for new citizens is expected 1o increasa as more Dath farms ara returmed. >
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«  Asof June 1, 2022, the Metworks have rendered just over 2.1K decisions on e-apps, achieving 12% the notional FY target (32K}, at 17% of the
FY. While again, higher than what was seen the previous month, it is just under the notional monthly target of 2.5K decisions.

= In an effort to aid in the achievement of the FES commitments, the West has committed to increasing its decision cutput of e-apps between
June to December 2022. In order to effectively leverage this capacity, DN anticipates that it will need to shift files from other areas given the
current volume of e-apps presently workable in the West's inventory.

Total Submissions 1,834 2,507 2,457 3,078 5,665 7,309 7,522 7,608 7,849 10,092 11,081 13121 13,067 13820
Complete 382 175 197 759 5,526 4,377 5,286 5,981 5,786 5895| 15,910 14,571 14,649 12046
[ncomplete (] 51 33 74 387 279 410 725 808 a836 2,563 2,811 3,261 2,853
Tetal Check Complaeted 382 226 230 833 5913  4656| 5,696 6,706 6,594 6,731 18,473 17,382 17,910 14,899
Decisions Rendered - Targets vs Actuals ~ Target @ Actuals
3,000 3,000 3,100 2200
2,500 2,400 2,600 2,500 2,600 o s 2,600 o —— 2,500
E,DDD e I [ooeod e e Enosd D
1,225 s #2127
925 LGB0 7 % 1,582
“1.098 2 1812 L L
i 1 e HhoR7
lan-22 Feh-22 Mar-22  Apr-22 May-22  lun-22 lul-22 Aug-22 Sep-22 Oct-22 Mow-22 Dec-22 lan-23 Feb-23 har-23
E-App Inventory by Processing Stage - 91K
64,768
12,377
4,857 : : 6,006 3 437
m 13 1 i W 5 B W 1 ?4 h‘a‘a‘a‘a‘:a‘a‘a‘a‘a‘a‘a‘a‘a‘a‘.
Unopened E-Apps  Frospective Pre-Triage Transfer Test Hearing Review Decision Ceremony &
Closure

1.Data a5 of May 27 and June 1%, 2022, Data sources: Digital lourney Lak and COSMOS (MER).
LAl p-app manthly decision targets detailed ame notional and subject to change.
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« Asof June 1, 2022, including prospective applications, CPC-5ydney mailroom and unopened e-apps, there are 413K applications in the inventory,
which is an improvement when compared to May 2021 which had an inventory of around 419K applications.

+ Of the current inventory, 39% have exceeded 12 months. Of these applications, the majority {156K) are paper which the Program is processing
in a largely FIFO manner. While there are 2.8K e-apps that are gver 12 months, this represents only 3% of the total e-apps in the inventory and it
is highly likely that the Program can clear them in the coming months.

Pending Creation  #0-4Menths =5-3Months  285-12 Months % 13 + Menths

Current
Inventory

by Age of o
Application :

Apr-21 May-21  Jun-21 Jul-21 Aug-21  Sep-21 Oct-21 Mow-21  Dec-21 lan-22 Feh-22 Mar-22  Apr-22 May-22

Current z:E-app @ Paper
Inventary
by
Application
Type

1.Data as of May 27, 20 and June 17, 2022, Oata sources: Digital Ieurney Lak, CPC-Sydney and COGNDS [MER}
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 While the majority {28%) of applications are still at the review stage, there has been a noticeable decrease in the volume of applications, going
from the 150K in April 2022 to 117K in May, which can be attributed to the various initiatives ongoing focused on this stage.

« With gains at the later stages of processing, the pre-triage and transfer stages are emerging as bottlenecks. The Program has managed to
successfully increase and stabilize output at the test, decision and ceremony stages, at a level higher than what was originally projected.
However, while CPC-Sydney’s mailreom reduction strategy has closed the gap from file received to created, a similar push to increase triage and
transfer output will need to be prioritized. With the DN exceeding their targets, concerns are being raised about running out of workable files
in the DN. Work is ongoing to revalidate and update ocutput projections to aid the Netwaorks in their processing efforts.

lmventory as of: Dec-21 @ Jan-22 = Feh-22 wMar-22 % Apr-22 @ May-22
160K

140K 136,607

120K

100K

80K
B0k
A0K
20K
oK
Unopened  CPC-Sydney Prospective  Pre-Triage  Transfer  Test Ready Test Hearing Review Decision  Ceremony  Ceremany
E-apps Mailroom Scheduled Ready Scheduled
1.Data as of May 270, 29 and June 1%, 2022, Data sources: Digital lourney Lah, CPC-Sydney and COGMOS {WMBR). 8
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* In May 2022, the processing Application to Transfer Decision to Ceremony
time for received to transfer to
DN was between 6 and 7 East
months. With transfers taking
around 1 month to be GOA
accepted by the local office, by
the time they are in the DN for GTA
pracessing they are already West
almost 8 months old.
* As made evident with the End to End - Region End to End - Stream

decrease in the applications

that exceed 12 months inthe  CPC-Sydney 5 .
. ) treamlined
inventory, the Program is East
working to finalize as much of
the older inventory as it can. GOA Routine
While this is backlog is being cTA
clearad, processing times will Complex
remain high. West
* In May 2022, processing times ) .
4 P ¢ Processing Time — End to End Overall —E-app —Paper
for e-apps rose to 14 months, " 27
while paper continued at 27 2 ————————— i
months. While e-app EL/—//—/'
pracassing times have o
increased, the DN has plans to - 14
render decision on more e- e —

apps than required by the 5 /

monthly targets, which may
aid in managing processing
times.

Apr-21 May-21 Jun-21  Jul-21  Aug-21 Sep-21 O¢t-21 Mov-21 Dec-21l Jan-22  Feb-22 Mar-22 Apr-22 May-22

1.Processing time data from December 1, 2021 to May 31, 2022,
2 Processing time data includes only applications with a Citizenship offoctive date and those with the decision of net granted decision date.
3 Unless oltherwise slaled, processing Lmas shown are everall processing Limes, 9
4. Processing times shown are in maonths.
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* Revalidate and update productivity assumptions, targets and projections {output and
processing time) for FY 2022/23.
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Davidson.Ray

From: Cook Kristy

S5ent: March 2, 20322 4:44 PM

To: Meintyre Ryan; Burnett Kim; Stenzlar Jardan; Gamblin Marni; Zeggane Lydia;
Rustandjaja.Madya; Belanger.Tina; Pietrykowski.Erin

Cc: Fang.Crystal; Fong Steve; Singh.Bhupinder

Subject: RE: FOR IMPUT: Adult Group Epic Release Cptions - noon March 7

Follow Up Flag: Fellow up
Flag Status: Flagged

i Byan,
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K.

Fram: Mcintyre, Ryan <Ryan.Mcintyre@cic. sc.cas

Sent: March 2, 2022 10:50 AR

To: Burnett.kim <Kim.Burnettf@cic.gc.ca=; Cook. Kristy <Kristy. Cook@cic.go.cax; Stenzler Jordan
=lordan.Stenzler@cic.gc.ca>; Gamblin.Marni <Marni.Gamblin@cic.gc.ca»; Zeggane.lydia <Lydia.Zeggane@cic.ge.ca=;
Rustandjaja.Nadya <Madya.Rustandjaja@cic.ge.cax; Belanger.Tina <Tina.Belanger@cic.ge.cax; Pietrykowski.Erin
<Erin.Pictrykowski@cic.go.cax

Cc: Fang.Crystal <Crystal Fang@cic.go.cax; Fonag.Steve <Steve Fong@cic.go.cax; Singh.Bhupinder
<Bhupinder.Singh{@cic.gc.ca=

Subject: RE: FOR INPUT: Adult Group Epic Release Optians - noon March 7

Thanios Kristy,

sl e ewpecied D imoan e

bwEnan e s hnn and ?f"- sing Morizon updaies) E fin il el

o AN snd oy grefsiran ontios,

SRR B0 o0 aur

e 0 TR

A3E4H43_1-000055



* lrmarsien Ffuess 1=Kl Stlgdr
Ad UPrRerh R CAcadn sEIsoencme Canace
I== =m0 ek eR- erar | Gorash e dneaeeeas ne Srk

5.19‘1" [ LTI DHTRT RSN HE R T N O S ER TR HE TR N TR PHT

Ryan Molintyre

Senior Program/Pelicy Advisor, Centralized Metwork

Irnrmigration, Refugees and Citizenship Canada f Gevernment of Canada

Ryan. Melntyre@cic.ge.ca

(1 telewark every day until further notice, availakble 7:30-3:30 by Blackberry ¢ '

, Réseau centralise
Immvigration, Befugies et Citoyvenneté Canada f Gouvernement du Canada
Byan. Mclntyre@cic.gc.ca

e g Singh.Bhupinder <Bhunimder g

...................... {at)

Subject; RE, FOR INF'L.IT: Adult Group Epic Release Options - noon March 7

R B R
[<im Burnett
Sendor Policy Advisar, Citizenship

Imimyigration, Refugees and Citizenzhip Canada / Government of Canada
[¥im . Burnetti@cic.go.ca £ Vel B 3N RN

Conseillére principale en politiquas, Citayennets
Imrmigration, Refugiés et Citoyenneté Canada / Gouvernement du Canada
. Burnett@cic.go.ca £ VL R RAREND

From: Coak.Kristy =i
Sent; 2 mars 2022 DB 28
To: Stenzler]ordan <

'\l.l:\

Rustandjaja. Nadva 4
Cc: Fang.Crystal <: L dorh
Subject: FOR INPUT Adult Group Epic Releaa.e Dptu::ns naon March 7

Good morning,

This email is to seek your input/comments on three options for releasing the content for the adult group epic.

1. Release crltleal cllent—far:mg functienality first, followed bv ¢ritical Horizan functionality for complete
applications. Mon-critical items would be a third fast-follow release. (Recommended)

2. Release critical client-facing functionality first, followed by Horzon functianality for complete and incomplete
applications. Fast-follow release for nen-critical itermns.

3. Release most adult group functionality [client + Herizon) at the same time followed by a fast-follow second
release.

A3E4E4A3_2-000058
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Slide 2 outlines some considerations far each option, as well as decision paints that will be brousht to Directors and DGs
next weel;.

Grateful for your feedback by nacn Monday March 7"

Thanks,
K.

Kristy Cook
ishef/herfelle)

Citizenship Journey Owner, Transformation
Imrmigration, Refugees and Citizenship Canada / Government of Canada
Kristy Cook@ric.gr.ca f Tel: 813-437-9442/ Tl

Citoyennetée Propriétaire du Voyage, Transformation
Irnrmigration, Refugids et Citoyenneté Canada f Gouvernement du Canada
Kristy. Cook @ cic.go.ca f Tl §13-437-94427 Ltk
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