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I. INTRODUCTION

DISTRIBUTION

The Secretary of State for External Affairs and

: } . his two colleagues of the portfolio have approved some

y ~ changes in the organizational structure of the Department of
External Affairs. These changes will take effect on '
September 1, 1983. They will complete the process of

. consolidation begun with the move into the Department of the
Foreign Branch of CEIC in 1981 and with the reorganization
of January 12, 1982 which brought the Trade Commissioner
Service and other key units of ITC into a Department with
expanded responsibilities.

" II. OBJECTIVES

2. Among the basic objectives of the January 1982
reorganization of the Department was the perceived need to
give greater weight to economic factors in the design of
_foreign policy, to ensure the conduct of foreign relations
serves Canadian trade objectives, to improve the service
being offered exporters in an increasingly competitive

f international marketplace and to ensure policy and program

: . coherence in the conduct of Canada's range of relations with
the outside world.

3. Although there has been a partial achievement of

some of these objectlves, a number of problems persist. The

duplication and overlap in geographic responsibilities has

' left accountability diffused, with consequent problems in
the timeliness, coherence and quality of departmental

output. . ' :
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III. THE NEW STRUCTURE

4. Following a review of the existing departmental struc- .
ture and the problems which were its natural by-product, it has
been decided to proceed with an organizational adjustment aimed
at improving the achievement of the January 1982 objectlves. The
basic theme of the changes now being brought about is the concen-
tration of resp0n51b111ty for all geographically-focussed

policies and programs in five new geographic branches. Function-

al branches will ensure global or inter- reglonal policy and
program consistency in trade, aid, economic, political and social
issues. The structure will be based on a departmental
establishment, the total complement of which has been reduced by
the A- base exercise begun earller thlS year.

5. ’ The basic new structure for the Department is set out
in' the attached set of charts. The functions listed underneath
the Divisions are 'illustrative and not definitive. In' the
interval leading to the implementation of the new structure in
September, there will be consultation with ADMs on the details of
the design of each branch and the responsibilities to be given
individual divisions. The process of consultation and :
implementation is described later in thlS memorandum. o

6. Ministers and Deputy Ministers. At the Ministerial and
Deputy Ministerial level there will be no basic change from the
structure established in 1982.  The Deputy Minister International
Trade, and Coordlnator (International Economic Relations), and

the Deputy Minister (Political Affairs) will retain certain units-

under their exclusive responsibility and will also be responsible
for policies and activities of the ‘geographic branches within
their respectlve domains. " The Deputy Ministers will continue to
deal directly with the SSEA and the two other Ministers of the
~portfolio and will contlnue to approve memoranda’ and other
material submitted to Ministers. They will also continue to act
with the Under—Secretary as the senior managers of the
Department, acting in his stead as hecessary and representing the
Department w1th1n and out51de government, both - 1n Canada and
abroad. . : -
7. Geographlc A351stant Deputy Mlnlsters.‘ The A531stant
Deputy Ministers of the five geographic sectors will be delegated
responsibility for the management and coordination of the full
range of Canadian relations with their regions (Africa and Middle
East, Asia and Pacific, USA, Europe, and Latin America and '
Caribbean). They will provide advice to the DM (International
Trade) on all trade and economic matters within their regions.
They will provide advice to the DM (Political Affairs) on all
other matters regarding Canadian policies and programs in their

eee3/

\/



@

UNCLASSIFIED

-3 -

_regions. ‘Théy will also be responsible for financial and

resource management of both their posts and branch.

8. - In fulfilling these responsibilities the ADMs will
ensure that the units within their branches liaise and coordinate
their activities with the appropriate functional units of the
Trade Development/Trade Commissioner Services Branch, the _
Economic and Trade Policy Branch, the Political and International

. Security Branch, and the Social Affairs and Programs Branch on

matters within their expertise and authority. They will also
draw on the services of the Personnel and Administration
Branches, the Office of the Legal Advisor and the Office of"
Protocol as required. In addition, the ADMs will ensure that, on
global foreign policy issues and on matters affecting domestic
policies and programs, appropriate consultation with: the Policy
Coordination Branch takes place. :

9. Geographic ADMs will be responsible for bureaux which
will be structured on a geographic basis. The bureaux will each
depending on the region, include, a trade development division
(or in the case of the USA Branch, a bureau) which will provide
readily identifiable points of access for the business community.
There will also be in each bureau a relations division which will
be responsible for political, economic and trade relations. A
programs division will be responsible for the implementation, on
a regional basis, of immigration, public and cultural affairs
programs; the programs division will also be responsible for

"visits management in their regions. In addition, each ADM will

have an area management office for the provision of advice on
resource planning and utilization in the ADM's headquarters unit

_and at the posts abroad for which the ADM is respons1ble.

10. Functional Assistant Deputy Ministers. All four
functional ADMs will .be responsible for pluri-regional
coordination in their areas of respon51b111ty. Intradepartmental
coordinating committees will ensure that maximum benefit is
derived from 1nter—reglonal awareness, and cross-fertilization of
ideas and work, and that activities pursued on spe01flcally ‘
regional bases are consistent with global and domestic policies
and priorities.

ceod/
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11. The two ADMs of the Trade Development/Trade
Commissioner Services Branch and the Economic and Trade Policy
Branch will share between them the responsibility for the Depart-
ment's economic and market development functions. In these
branches close coordination between trade development and trade
policy activities regarding specific sectors will be'the rule;

12, -~ ' The ADM, Political and International Security" Affalrs,
will be responsible for multilateral affairs and institutions '
(UN, la Francophonie, the Commonwealth), federal/provincial coor-
dination as well as defence relations, disarmament and other
international security questlons. He will provide advice to the
DM (Political Affairs) as required on the coherence of polltlcal
“relations and will, on his behalf, be the interlocutor with'
"Political Directors" of other Forelgn Mlnlstrles on matters of
global political 1nterest.H

13. The ADM, Social Affairs and Programs will be respons-
ible for policy development and inter-regional coordination in
the areas of our immigration programs, consular activities, '
social policy and programs, and departmental public affairs prog-
rams and operations: including cultural and academic relatlons,
domestic information programs and central creatlve serv1ces for
information activities abroad.

4. Other Assistant Deputy Ministers and Offices. The ADM,
Policy Coordination will be responsible for the Department's - -
Ministry of State role, including policy support for the Cabinet
Committee for Foreign and Defence Policy and the Under-
Secretary's Mirror Committee, and envelope management. He will
also be responsible for the coordination of long term policy
analysis and for the provision of policy and staff support (in
such areas as speech-writing) to the two Deputy Ministers and the
Under-Secretary, as well as for corporate management functions
such as resource allocation.

15.  The ADM Personnel will have the same mandate as at

- present, while the ADM Administration will be responsible for the
full range of departmental administration without being encum-
bered by program respon51b111t1es unrelated to his central
funct1ons.
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16. The Office of the Legal Advisor and the Office of
Protocol are largely unchanged from the existing units. They will
continue to report on day to-day issues to the Deputy Minister
(Political Affalrs) ‘

17. Departmental Titles and Terms. To simplify the myrlad
"of terms currently in use to describe various departmental units
and levels, to bring departmental practice more into line with
the rest of government, and to make our structures more manage-
able and less opaque for our clients and constituents, henceforth
ADMs will be responsible for Branches, Directors General for
Bureaux and Directors for Divisions. Assistant Under-Secretary
and senior Director are titles which will no longer be used.

IV, IMPLEMENTATION PROCESS

18. - The new organization will not take effect until
September 1, 1983. Until that time and until advised formally,
all units of the Department will continue to function, and should
be dealt with, as at present. Acronyms, which eventually will
change, w111 not be adjusted untll the date of 1mplementat10n.

19. Between now and September an implementation team will
finalize the organizational structure and work out the necessary
administrative arrangements to bring about the transition. I
have asked Mr. Reid Morden to serve as Coordinator of the team
with specific responsibility for consultation with the ADMs who
will be responsible for the various branches. He will be jo1ned
by Mr. Marc Perron, who will be responsible for personnel-
1mpllcat10ns, and by Mr. Gary Harman, who will be respon51ble for
adjustments in the Pearson Building accommodation plan.

20. Accommodation. Although a number of significant
adjustments will have to be made in the accommodation plan cur-
rently being developed and implemented, there will be no basic
change to the policy of concentrating the Department in the
Pearson Building. A substantial portion of the existing plans
will continue to be valid. For certain branches little or no
adjustment will be required and even for the geographic branches
much of the work undertaken to date will not be wasted, as it had
in any case been intended to co-locate most geographically-

- focussed divisions. Every effort will be made not to impede the
rapid planning of designs and moves.

21. Personnel. There are clearly some significant

personnel implications to these changes, and a certain amount of
individual dislocation is inevitable. While many officers and
support staff will be assigned to units that are only now being
created, many divisions will remain largely if not entirely
unaffected as they are moved as whole units to their new places
in the structure.
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Everything possible will be done to minimize uncertainty and
difficulty for individuals. At the same time, I am going to have
to request maximum understanding and flexibility on behalf of
everyone to ensure that the transition goes smoothly and that we
put in place an effective organ1zat1on with the right people in
the right positions. ,

22, 1 will ensure that‘all'departmental.employees are kept
abreast of develqpments as we move towards implementation.

V. CONCLUSION

23. The potential advantages of this organizational change
are very significant for the Department's future. .  The creation
of the five geographic branches will result in clear account-
ability for regional and bilateral policies and operations, a
framework for the development of coherent and mutually supportive
policies and programs across the range of departmental activ-.
ities, and a single geographic focal point for posts abroad, for
exporters, the rest of government, and other constituents and
foreign governments. The four functional branches will be struc-
tured to provide clear responsibilities for departmental involve-
ment in domestic and sectoral issues and provide single .
functional focal points for other government departments, the
business communities and NGOs. This structure should provide the
basis for a considerable period of stability in the future. It
will take a great deal of effort and commitment on behalf of us
all over the next months, both before and after formal implement-
ation.. The result should be a unified, more effective and .
happier Department in which we all can be proud to serve.

/Zfzaa/ %«:« )

Marcel Massé
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ECONOMIC AND TRADE
POLICY BRANCH

DIRECTOR GENERAL
DIRECTOR GENERAL
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GATT TRADE GLOBAL MONETARY & RELATIONS
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PROGRAM - IMPORT POLICY - SUMMITS -INVESTMENT - AID
- PROCUREMENT - QUADRILATERAL - EAST/WEST - DEBT ISSUES (NON-BILATERAL)
. =~ AIRCRAFT MEETINGS . - WPF/FAO
CODE - TRADE ASPECTS
-IMPLICATIONS OF  OF SUMMITS
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ENERGY
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REGIONAL RESEARCH AND ANALYSIS UNIT

DIRECTOR GENERAL
DIRECTOR GENERAL DIRECTOR GENERAL
WESTERN EUROPE | ‘ U ’ WESTERN EUROPE If SNy
BUREAU : BUREAU .
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DIVISION DIVISION ,
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- AID RELATIONS

BRAZIL, ARGENTINA, URUGUAY, CHILE, BOLIVIA,
ECUADOR, PARAGUAY, COLOMBIA, VENEZUELA,
GUYANA, SURINAM, FRENCH GUYANA, PERU
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AREA REGIONAL ' .
MANAGEMENT RESEARCH AND
. OFFICE ANALYSIS UNIT
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- 0AS - PROGRAMS - AID RELATIONS PROGRAMS

ST. LUCIA, ST. VINCENT, GRENADA, DOMINICAN REPUBLIC, NETHERLANDS
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AND PROGRAMS
BRANCH
1
DIRECTOR GENERAL DIRECTOR GENERAL
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BUREAU
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FOR
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DIRECTOR GENERAL
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REPRESENTA- !
TION ABROAD - MULTILATERAL - NATO AFFAIRS - CONTINGENCY
NEGOTIAT/ONS - NORAD AFFAIRS PLANNING
- NUCLEAR

FOCUS OF SEPARATE REVIEW;
SECURITY AND INTELLIGENCE

DISARMAMENT &

- ARMS CONTROL
= CHEMICAL
WEAPONS

- PEACEKEEPING

= SALT/MBFR/INF/ TERRORISM

- CRISIS
MANAGEMENT

- INTERNATIONAL

10




ADM
ADMINISTRATION BRANCH

DIRECTOR GENERAL
FINANCIAL SERVICES
BUREAU

DIRECTOR GENERAL
COMMUNICATIONS &
SERVICES BUREAU

ACCOUNTING
SERVICES
DIVISION

RECORDS MANAGEMENT
DIVISION

FINANCIAL
ADMINISTRATION
DIVISION

TELECOMMUNICATIONS
- CENTRE

MANAGEMENT
SYSTEMS
DIVISION

LIBRARY

DIRECTOR GENERAL
PHYSICAL RESOURCES
BUREAU

.

DIRECTOR GENERAL
PASSPORT OFFICE

OPERATIONS AND
MAINTENANCE DIVISION

k_

POLICY AND CONTRACTS

DIVISION

L |

PROPERTY ACQUISITION

AND DEVELOPMENT DIVISION

DIRECTOR GENERAL
MANAG EMENT.HEVIEW
DIT

AU
EVALUATION BUREAY

EVALUATION

DIVISION

AULDIT MANAGEMENT |
DIVISION DIVISTON

- INDEPENDENT AUDIT AND EVALUATION FUNCTIONS, REPORTING
DIRECT TQO UNDER-SECRETARY

11




PERSONNEL POLICY

AND PLANNING
DIVISION

AND TRAINING

e T ¢
ADM
EXECUTIVE L __| PERSONNEL BRANCH
POOL
DIRECTOR GENERAL
SECONDMENTS
COORDINATION “E"s°"';%n2:5"“'°"5
ROTATIONAL
TRAINING & DEVELOPMENT | | suppoRT ng{ﬂ&s
DIVISION PERSONNEL DIVISION
. . DIVISION
- EDUCATIONAL - ADMINISTRATION OF
. SOCIAL NON-
POLICY AND DEVELGPMENT ROTATIONAL OFFICIAL LANGUAGE
PROGRAMS POLICY
INTRAMURAL ASSISTANCE & CENTRAL - TRAINING
" TRAINING AND AS EMPLOYMENT
AND PERSONNEL OPERATIONS
SEMINARS DIVISION DIVISION
« ACADEMIC
TRAINING
AND
SEMINARS POLITICAL/ COMMERCIAL/
. POSTING ECONOMIC ECONOMIC
ERIEFING PERSONNEL PERSONNEL
CENTRE DIVISION DIVISION
- POSTING
. PREPARATION
< FOREIGN
LANGUAGE - _ cENTRAL - STREAM
PROGRAMS STAFFING MANAGEMENT
OPERATIONS INTERCHANGE
. = MANAGEMENT AND
OF APPRAISAL & SECONDMENT
PROMOTION ARRANGEMENTS
SYSTEMS - RECRUITMENT

|

DIRECTOR GENERAL
STAFF RELATIONS

TRAVEL & .
COMPENSATION
BUREAU
STAFF RELATIONS
COMPENSATION & RELOCATION & EMPLOYEE CLASSIFICATION
BENEFITS TRAVEL SERVICES AND AND LOCALLY
DIVISION DIVISION COUNSELLING ENGAI(‘;”EI? OS'IAFF
DIVISION DvIs
- FSD POLICY = RELOCATION - WELFARE : - CLASSIFICATION
« PAY AND LEAVE COORDINATION COUNSELLING " AND
RECORDS AND CLAIMS - DEPENDENT ORGANIZATION
- ALLOWANCES = REMOVAL OF EDUCATION - LES CONTROL
ABROAD EFFECTS COUNSELLING AND
« SUPERANNUA. - TRAVEL - GENERAL STAFF CLASSIFICATION
TION AND ARRANGEMENTS - RELATIONS . .
RETIREMENT




: ADM
POLICY COORDINATION

DEPUTY MINISTER
INTERNATIONAL TRADE
AND COORDINATOR
INTERNATIONAL ECONOMIC
RELATIONS

DIRECTOR GENERAL
GOVERNMENTAL POLICY
AND OPERATIONS BUREAU

CHAIRMAN

DEPARTMENTAL POLICY

SECRETARIAT

DEPUTY MINISTER
POLITICAL
AFFAIRS

VICE-CHAIRMAN
DEFENCE CABINET SECTOR POLICY B ivmitonss
EVALUATION LIAISON AND COORDINATION RS
DIVISION DIVISION DIVISION e
- DEFENCE = MIRROR - MANAGEMENT OF
BUDGET AND SECRETARIAT FDP ENVELOPE
OVERVIEW ~ CCFDP-ANs, CNs -ACCESS TO
- MONITORING P&P, ERD, SD, ETC. POLICY RESERVES
DND POLICIES - CABINET - ADVICE ON
« SPECIAL BRIEFING ENVELOPE DIRECTOR GENERAL
PROJECTS - DEBRIEFING ON ISSUES CORPORATE
CCFDP - OVERVIEW OF MANAGEMENT BUREAU
- CCFD STRATEGIC
MlRROR WORK " OVERVIEWS
PLAN . -
SENIOR RESOURCE . CORPORATE
MANAGEMENT ALLOCATION " PLANNING
SECRETARIAT - DIVISION DIVISION

- MANAGEMENT

INFORMATION
SERVICES
» SECRETARIAT

TO MANAGEMENT

COMMITTEES

+ - RESOQURCE PLANN!NG & ALLOCATION
- ESTIMATES
- COUNTRY PLANNING SYSTEM

- SPECIAL STUDIES

- NEW IDEA

- SPEECHES

= THINK TANK

- FUTURE
ALTERNATIVES

= NUMBER
CRUNCHING
STATISTICAL
TRENDS &
ANALYSIS

- FOCAL POINT FOR T8, COMPTROLLER GENERAL

- DEPARTMENTAL
STRATEGIC OVERVIEW

|

VICE-CHAIRMAN
POLITICAL
AFFAIRS

13



OFFICE OF LEGAL ADVISOR

LEGAL ADVISOR
AND
AGENT FOR CANADA
GULF OF MAINE

|

DIRECTOR GENERAL
LEGAL AFFAIRS
BUREAU
I -

DOMESTIC LEGAL . ECONOMIC LAW - LEGAL MARITIME
LEGAL OPERATIONS & TREATY ADVISORY BOUNDARY

SERVICES DIVISION DIVISION DIVISION GROUP
DIVISION .

- DOMESTIC - LAW OF THE SEA . - PUBLIC INNATL - PRIVATE INNATL - GULF OF MAINE

LEGAL ADVICE - ENVIRONMENTAL LAW — ADVICE LAW ADVISORY BOUNDARY
LAW TO FUNCTIONAL SERVICES DISPUTE
- UN LAW AND GEOGRAPHIC
LEGAL BRANCHES
PLANNING - TREATY
REGISTRAR
OFFICE OF PROTOCOL
CHIEF OF PROTOCOL
VISITS AND DIPLOMATIC, DIPLOMATIC
CONFERENCES PROTECTIVE CORPS
SERVICES SECURITY, & SERVICES
ADMINISTRATIVE
HOSPITALITY
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