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TERMS OF REFERENCE

1. The terms of reference of this project, which was
' .

undertaken at the direction of Mr. Marcel Cadieux,'ﬁndef-Secretary

. of State fd: External Affairs, may be summarized as foliows :

To recommend new or revised policies and

procedures which the Department of External Affairs

should pursue to ensure that it will have adequate
numbers of experienced foreign service officers to

meet its future commitments, with special reference to:

A (1) The forecasting of manpower requirements;

(2) Recruitment policies and procedures;

B (1) Training programmes at the new entry and
middle rank levels;

. (2) Assignment policies and practices;

'C (1) The deployment and utilization of existing

FSO resources}

(2) The identification of related staff resources
which must be available to enable FSOs to

" function effectively.

2. Texts of documents containing full statements of the

terms of reference may be found in Appendix I.
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BACKGROUND

The occasion for'this project haé been a severe shortage
of experienced and qualified Foreign Service Officers —- pérticularly
at the middle levels —- to'copeiwith the various demands that have
been placed on the Depaftment; Many officers who have been concerned
with persbnnel management over the last twenty years, however, share
the.impression that while this shortage may be more or less acute at
éhy gi?en time, the situatioﬁ has been virtually chronic siqce thé war.
Quite apart, therefofe, from the immediate deficiency in the middle
rank levels, (122 officers on strength as compared to 199 positions in

grades 3 and 4) there is a sizable problem of long standing nature which

demands a root and branch enquiry and a fresh approach to a solution.

Against this history of chronic and occasionaliyva?ﬁte
shﬁrtage of FSOs to do the work assigned to the Deﬁartment, we ha?é
e#plored thevproblems identifiéd in our terms of referenée under threé
main'headings - staffiﬁg of manning the foreign service,vthe tréining
and developmeﬁt of FSOs,‘and the utiliZétioﬁ of FSOs. burvmethods have

been sligﬁtly different in each case.

" With respect to the mannipg problem,'we analysed the
Department's past practices in this field to identify the reasons for
the chronic and acutevshortage of officers that were'the original
occasion for the enquiry, aﬁd went on from there to design a manpower
planniﬁg programme that should enable the Department fo aﬁoid the

recurrence of such shortages in the future.

#
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With'respect to the training and development'pf FSOs,
our procedurg was to make an analytical study of the work”requirémentsr
of the Department, and to supplement and suéport this siudy with a
ﬁehavioural research-pfoject which was carried out by Dr. David Jackson

]
of David Jackson and Associates, Psychological Research Consultants,
\ .
Toronto. On the basis of our analytical study and Dr. Jackson's research
we have identified training needs and developed proposalsvfor training

and development programmes.

With regard to the utilization of foreign service pfficeis
we undertook a sample study to see(whether many FSOs were Seing assigned
work which should beAdone by other classes of employee,‘whether theré
was duplication of effort which could be eliminatéd by orgaﬂiiational
improvements, and whether FSOs were using support employees effectively.
For this purpose we intervie&ed the Héads 6f é number of divisions‘in
which questions of utilization seemed most likely to arise and also thé
Personnel Director of the Canadian International Development Agency and
the Director General of Personnel in the Department of External Affairs
with respect to FSO utilization on aid work; This part of the.project

was carried out as a sample study rather than a survey in depth.

In drawing up our recommendations we have tried‘to keeﬁ in
mind the future requirements of the Department so fér as we can discern
them. The officers who will be most affectéd by‘bur recommendations --
those who have recently joined the service and those who wili do so in
the next féw years -- are not the same as those wﬁo joined the Department
twenty or more years ago. The’table in Figure 1 points up some‘of the

differences between officers who joined the Department in 1947, 1948 and

1949 and those who joined in 1967.

-3 -




FIGURE 1
COMPARISON OF FSOs JOINING EXTERNAL AFFAIRS
AS JUNIOR OFFICERS IN 1947/48/49 and 1967 .
1947/48/49 o 1967
(Total 48 officers) o (Total 61 officers)
' . .
Number Per cent g Number. Per cent
| ' 4
1. Birth place ' »
Outside Canada 7 14.5% 14 22.9
Maritimes 5 10.4 3 4.9
Ontario 14 29.1 11 18.0
Quebec o 12 25.0 ‘ 26 42.6
West 10 20.8 7 11.4
2. Age '
" Under 25 : 7 14.5 25 41,
25-30 ‘ : 25 .52, 30 - 49.1
30 and over 16 33.3 6 . 9.8
3. Education ' :
BA only ‘ 10 20.8 6 9.8
Lawyers 14 29.4 , 9 -14.7
MA or License 15 31.6 ' ) 32 52.4
Ph.D. . : 3 6.2 8 ~13.1
Other post-grad. 6 12.5 17 27.8
degrees
4. Experience . :
Military Service 43 89.5 6 9.8
Other experience 29 60.4 37 60.6
No experience : 0 , 20 32.7

Note :
From this table it can be seen that a greater proportion of officers

who joined in 1967 were born oﬁtside4Canada than waé thebcase twenty
yéars earlier. Officers in the 1967 group on the'whole tended to be
younger, better educated (in terms of degrees obtained) and to have
had relatively léss pre-departmental working experience than their

colleagues who joihed twenty years earlier.




10.

11.

Other differences which the table dqes not record are
those relating to the general social background of the period in which
the older.officers grewbﬁb. A'la;ge proportion of those who joined
the Departmenf shortly after the war had spent theirbyouth in the atmos-
phere of ﬁhe great depression, a;circumstance which.greatly conditioned
their attitude towards their jobs and théir expectations of what their
employer might do for them. Many of these officers who were in the
armed forces dufing the war became accustomed to make-shift conditions,
making do in jobs for which they were nofjtrained.and imprgQisjng with

what was available.

For officers who join the service nbw, the depression and
the war have subsided into history. Their attitudes towardé their jobs
And what can be expected.from their employers havé 5een éffected by the
boom conditions which have prevailed dufing muéh of the post-w;r.period.
One may perhaps generalize to the extent §f saying that they do not
feel called upon to accebt make-shift éonditions of an employmént sit-
uation that does not réflect a lively interest on the parﬁ of management
in the development of new personnel. Managemeﬁt in government és else-
where is expected to be ready to spend money and-provide facilities to
enable emplo&ees to reach their potential quickly -- a circumstance which

will benefit the organization as much as the employee.

With these thoughts in mind we have endeavoured to adapt the
recommendations in this report to the capacities and attitudes of officers
who have joined the Department in the late 1960's‘and who will be joining

it in the next few years.
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STAFFING THE FOREIGN SERVICE

12. In this chapter we propoée:
(a) to ascertain how the FSO personnel system works with
respect to the acquisition and loss of manpower and
to identify the controls ;mportant to the proper

management of the system;

(b) to identify reasons for the chronic shortage of foreign

service officers and the current acute shortage of middle

grade FSOs;

(¢) to suggest some short-term remedies for these shortages;

(d) to recommend a'manpoﬁer planning programme which will
enable the Department to avoid manpower shprtages and

associated personnel problems in the future;

(e) to outline some preliminary personnel tasks that must

be undertaken in starting a manpower planning programme’y

(f) to examine the problem of separation rates and how they

can be controlled; and

(g) to discuss recruitment in its various aspects.:-
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A. ANALYSIS OF THE FSO PERSONNEL SYSTEM -
ACQUISITION AND LOSS OF PERSONNEL

In order to identify the reasoné for the shortages of
FSOs, both chrqnic and acute,vand to lay the groﬁnd-work for a man-
power plénning programme, we believe it is necessafy first to |
identify in the simplest possible form the essential characteristics
of the FSO_personnel system. We wish to focus here nof éo much on
the flow of personnel through the system as on ﬁhe relationships

between additions of personnel to the system, the flow of personnel

from it, and variations in the size of the system. -

After some expérimeﬁtation, we found it expedient to
employ the analogy of an hydraulic system and to represent the
Department's FSO personnel syétem as a three-pipe radiator, (see
Figure‘2), with the first pipe representing the three junior grades
(FSOs 1, 2 and 3), the second pipe representing the middie grades
(FSOé 4 to 6) and the third pipe representing the senior group of
poéitions (FSOs 7 to 10).. These three pipes represent groups of
FSO positions through which the-officers move as a fluid throﬁgh
the pipe. Just as the purpose of a radiator is to prdduce heat,

so the purpose of the Department's personnel system is to produce

. work, or the performance of its assigned résponsibilities.
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15.

16.

* What are the control points in the Department's FSO
personnel system, representgd here as a hydraulic sysﬁém? First,
there are‘tﬁe points of entry where fluid can be introduced:
initial recruitment (A in the figure), lateral recruitment (B),
and Ordefwin-Council recruitment (C). Secondlﬁ, theré'are the
points of departure (valves D, E ;nd F) representing separations

of all kinds and at all three levels. Thirdly, there are the

changes in the shape and size of the system (establishment changes

- at each level - G. H and J in the figure). Finally, there are the

connecting ducts between the first and second pipé and the second
and third pipe (X and L) representing the channels of advancement

through the system, or promotion.

Some of the chargcteristicsAof the hydraulic sysﬁem
will, we §elieve, illpminate~corresponding characteristics in the-
Department's FSO personnel system. The characteristics inrthe
hydraulic system to which we would draw particular attention are
the fpllowing‘: ’

(1) 1If the radiator is to work to full capacity it

must be fully topped up with fluid;

(2) the amount of fluid that can be introduced into
the radiator in a given period of time is gov-
erned by the size of ﬁhe system and the rate of

outflow;

(3) if the radiator is to be kept togped up, the input
must equal the outflow plus or minus any changes

in the size of the system;




17.

(4) 1increasing the size of the radiator will increase
its theoretical capacity to‘produce heat, but the
“radiator will produce no additional heat until the

input of fluid is increased.

To state the same téiﬁg in manpower'terms:'

(1) 1if the FSO manpower system in the Departmentvof
External Affairs is to work to full capacity, the
strength must be maintained at the maximum permiss-

ible level;

(2) the number of officers who can be recruited into:
the FSO group in a given period is governed by the
size of the establishment and the 1osses through

separation;

(3) 1if the FSO strength is to be maintained as close
to the maximum capacity of the FSO personnel system
as possible, recruitment must at all times equél

separations plué or minus changes in fhe establishment;

(4) inc:easing the establishment will increase the
theofetical capacity of the ﬁepartmenf fo perform
certain fun§tions‘but the Department will be unable
to perform these functiﬁns adeqqatéiy until the man-
power strength of the FSO group is brought up as

closely as possible to the expanded establishment.

- 10 -
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19.

20.

21.

The next point to be appreciated is that the FSO peréonnel
system can be regulated as a unit by thé manipulation of the intake
and outlet valves —- namely, recruitment and separation ---in relation
to changes in the size of the system, i.e. the establishment. Some

of these control points are more responsive to the touch than others.

il

Initial recruitment; for instance, is almost entirely under
the Department's control. Within fhe limits of the over-all capacity
ofrthe system, the Department can recruit in a single year énywhere
from two officers (as in 1951) to 62 officers (as in 1966 and 1967).
Similar;y, the ﬁepartmént ;an do mbre'br less lateral recruitihg in
accordange with policies which it can itself lérgely determine.» In
the case of Order-in-Council recruiting, the practicé is suScepfible
to some departmental influence,‘but the decisionréoint is outside

the Department.

The Department's control over the outlet valves of the

system -- the different types of separation -- is not quitéiso exten-

sive as in the case of the intaké'valves. There are limits, for instance,
to what the Department can do with respect to separations resulfing

ffom death or the ﬁarriage'of female officers. The Department can
influence the date of an officer's retirement either by seeking to

retire him eariy‘or by arrahging an extens;on of his employment, but

can adjusf this date only within fairly narrow limits,

So far as voluntary resignations are concerned, the Depart-
ment can affect these in an indirect way through the "climate" of the
organization and in some cases by the assignments or sequence of

assignments which the Department gives to a particular officer.

- 11 ~
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22.

23.

24,

25,

The Department can also contribute substantially to some "voluntary"

resignations of ﬁarginal employees by pressures of various kinds.

Finaily, the control'of the fiow from one stage of the’
system to another may seemvto lie almost Wholly‘with the Department‘
in the sense that it can'détermin?vits own promotion policies. Im
practice the Dep;rtment exercises‘relaéively littie control --
leaving it to the capacity of the system -~ though there are a few
instances where restraint is. exercised in an endeavoﬁr,to render
prdper homage to experience through withholding promotions from
officers who havevspent: insufficient time in the lower gradevéve‘h

though vacancies are available at the next step up.

We may therefore regard the FSO establishment as an
integrated system requiring co-ordinated manipulation of those control
points that affect the rate of flow of personnel through it -- namely,

changes in the establishment, separations and recruitment.

We propose now to examine the record to see how the Depart-
ment has maintained this control in the past and particularly to what
extent it has been able to ensure that recruitment has equalled separ-

ations plus or minus changes in the establishment.

REASONS FOR CHRONIC SHORTAGE OF FSOs -
B. AND CURRENT ACUTE SHORTAGE

k Figure 3 gives the Department's FSO vital statistics for
the period 1946 to the present insofar as they can be derived from

departmental records.

- 12 -
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Figure 3 - GROWTH OF FSO GROUP !
1946-68
Fso  Fso - FSO
Fiscal Year Establishment (a) Strength (b) FSO Intake Separations
194647 o 109 18 8
1947-48 154 - 120 | 38 2
1948-49 o » '156 16 1
1949-50 * 163 | o 16
1950-51 - 162 . 13 -5
1951-52 176 _ 166 . 2 8
1952-53 25 168 2 7
1953-54 271 192 19 4
1954=55 "290 230 T 9
1955-56 320 286 29 5
1956-57 341 x 26 13
- 1957-58 | 356 305 25 20
1958-59 366 | 310 23 17
1959-60 340 313 | 21 9
1960-61 353 | 326 | 24 15
1961-62 - 368 334 19 16
1962-63 , 364 33 16 9
963-64 378 347 ‘ 27 23
1964-65 381 354 39 16
' 1965-66 397 . 368 ‘ -39 17
- 1966-67 463 388 62 15
- 1967-68 498 441 62 20
% 1968-69 514 a9 22 12(c)
i Figures are not available - |
' 23) The establishment figures shownvare for April 1. |
(b) The strength figures are for April 1 or the nearest subsequent date for
j which figures are available. ‘ '
() To November 1968 only.
i i - -13 -
i




26.

27.

28.

29.

30.

Many ofithe figures given in.this table are not very reliable.
As will be seen from the teble, informetion for some years is lacking
altogether. At no time have recruitment and separation records been
kept in co-ordination.with the strength records, a circumstance which
explains why the strength figures from year to year do not tally ex-

actly with the recruitment and separation flgures.

For the entire period covered in the Figure 3 table, we
believe the FSO intake and separation figures to be reasonably accurate,
at least in their totality. Absence of any procedural rule in the
Department as to how to identify the timing of‘e separationvprobably

goes a long way toward explaining anomalies in the table.

So far as establishment and strength figures are concerned,

these may be regarded as rellable by themselves since 1962 when

systematic record keeplng of these figures began. Prior to that

date, the older the records the less reliable they appear to be.

We have made no attempt to cook the figures in this table

to make them balance: furthermore, the research which would be

required to preduce real accuracy goes beyond our resources snd it
is questionable whether the results would really warrant the effort.
The statistics, imperfect as they are, present the past record

accurately enough for the purposes of our‘study.

figure 4 makes use of'the date recorded in Figure 3 and
presents it in‘a soneﬁhat diffetent form, appfopriate te our inmed—
iate purpese. Figure 4 provides some gross figures fer establish-
ment change, separetions and recruitnent for the period 1950 to
1957 and more detailed figures for the period 1957 to 1964 and
1964 to the present. | !

- 14 -




f Figure 4 - FSO GROWTH

Estab. E.C. + ' " End of Year

Year Change Separations Sep. ~ Recruitment ' Deficit 3
1950-1957 7170 51 | 130 - |
1957/58 15 20 35 25 : 46
1958/59 0o ouw 23 53 3
1959/60 ~26 9 -17 21 1 ]
1960/61 lﬁ 15 28 24 .19
1961/62 15 16 31 | 19 34
1962/63 - & 9 5 16 17
1963/64 14 23 37 ' 27 24
TOTALS 37 109 : 155
1964/65 3 16 19 39 13
1965/66 16 17 33 39 9
1966/ 67 66 15 81 62 | 22
1967/68 25 20 55 . 62 19
1968/69 * 16 12 +. 28 + . 22 | 21 +
TOTALS 136 80 C 224

b* Since the figure for separations represents the
position at the end of November 1968, the figures
for establishment change plus separations in column
4 and for the end of year deficit in column 6 are
tentative only.

- 15 -
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31, In Figure 4 we obtained the figures for establishment change

in the second column by taking from Figure 3 the difference between the i

i TR e poLc ey ¥ T Sy YR YRR

es;ablishment for one fiscal year and the establishment for the sub-

sequent fiscal year. In every case the establishment has increased ex-

, ] : .

cept in 1959/60 and 1962/63. 1In 1959/60 a number of FSO positions were
_ \ .

converted to EAO positions when the new EAO class was established. 1In

1962/63 the Government ‘applied a freeze to recruitment and fixed est-

ablishment at strength. levels as an economy>measure.

32, : _ The third column in Figure 4 represents the sum of estab-
L lishment changes and‘separations for the year conéernéd. The fourth
column shows total recruitment —-— jﬁnior officer, létéral and Order-
in-Council intake all together. 'The last columm in Figure 4 repré-
sents the number of FSOs the Department was sﬁort of establishment
at the énd of the fiscal year. This figure has been obtained by
assuming that the strength figures in Figure 3 -- which in general.
represent the FSO strength at the beginning of the fiscal year in-
dicated, namely, April 1 —- represent also the fSO strength on the

last day of the previous fiscal year, i.e. March 31. Thus at the

end of fiscal year 1957/58 the establishment still stood at 356
whereas fhe strgngth was presumably the same as it was the following
day, April 1, 1958, the first day of the following fiscal year,
namely, 310 officers. The end of year deficit for fiééal year 1957/58
then was the difference between the es;ablishmént (356) and the pre-

§ sumed strength,(310) namely, 46 officers as-shown in the final column

of Figure 4.

33. Figure 4 does not attempt to analyze any figures prior to 1957,

- 16 -
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34.

35.

36.

siuée these are both incomplete énd inaécurate. An examination

of the figures for 1957 to 1964 shown in Figure 4, however, indicates
that only on two occasions =- 1959/60 and in 1962/63 -- did the
Department's manpdwer management meet the standard we identified in
the previous section (i.e. that‘recfuitment at ieast equal the sumv
of establishment changes and sepa}ations). Even in those two years
the standard was apparently achieved only because the establishment
was reduced rather.than increased. Because the gstablishment was
reduced in those two years and because recruitment did'sprpass the
required standard, the‘en& of year deficit was reduced substantially

in 1959/60 as compared with the previous year and again in 1962/63

in comparison with the previous year.

In the period 1964 to the present, the Department has
succeeded on three occasions iﬁ meeting the standard -- in 1964/65,
in 1965/66 and in 1967/68. Thé deficit mounts quickly, however,
when this standard is not met. At the end of 1965/66 the deficit
had been reduced to its lowestlpoint'in many years: the next year,
however, it was back up again to 52 and while this deficit was reduced
marginally in the following year because of the Government's freeze on
recruitment applied early in 1968 the Department is likely to finish

the current fiscal year with an even higher FSO deficit.

Figure 4 indicates clearly that the end-of-year deficit is
no passing phenomenon. Even in the last ten years when the Department
has met the recruitment standard five times, it has ended each fiscal

year with an average deficit of 19 FSOs.

The Department's failure to meet the recruiting standard more

often and to eliminate the chronic deficit of FSOs cannot really be

- 17 -




37.

38.

39.

- shortage is at the FSO 3 and FSO 4 level where there are 122 officers

éttributed to répid expansion. In the period 1957 to 1964, fof
instance, there was a“very-modest increase in the FSO establishment
from 341 in 1956/57 to 379 in 1963/64 (see Figure 3). ,Inrseven
years, however, the Department was only able to reduce its end of‘ |

year deficit from 36 in 1956/57' to 24 in 1963/64.

|
Here then is one imporgant reason for the Department's chronic

shortage of FSOs: while the basic recruitment standard of ensuring
that intake was at least equal to the sum of establishment changes

and separations was achieved on several occasions, the advances made

in those years were not sufficient to offset the iosseéiin the other
years when the standard was nbt met. As a result there has been a i
recurrent deficit of FSOs at the end of eaéh fiscal year which has

averaged 19 over the last ten years —- enough officers to staff six

small posts.

Before we propose either short term or long term remedies
for the chronic shortage of FSOs, we will examine the current acute
shortage of middle grade FSOs to determine where and how this came

about. v b

An examination of Figure 5, which gives current figures for

strength and establishment of FSOs by grade, indicates the nature

and location of this shortage of middle grade FSOs. -From grade 5 =

up, the FSO stréngth of the Department is very close to the authorized
establishment -~ in total, it falls only 6 officers short in an
establishment of 249 officers for these grades. The area of heavy

.

as against 199 positions.

:
4
i
i
:
:
:
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40.

41.

Figure 5 - CURRENT FSO ESTABLISHMENT AND STRENGTH

Establishment . ‘Strength

FSO 10 9 9

FSO 9 - n 9
Fso 8 ' | 33 35
FSO 7 : .52 51
FSO 6 61 57
FSO 5 o 83 : 82
FSO 4 107 .60 -
FSO 3 B . 92 .62 -
FSO 2 67 104 + -
FSO 1 — 24 +

In pursuit of our enquiry as to why the shortage exists
at that level, we examined the personnel records of the 122 officers
in those grades who are now on strength. We found that of the 60

FSOs 4, 54 were recruited during the period 1957 to 1964 and all

~ the more senior FSOs 3 (those with-two years senibrity or more)

were recruited during the same period.

Figure 4 indic;;és'that during the period 1957 to 1964
the Department's net gain in strength was apparently very modest:
it recruited 155 offipers (as against 130 in the period 1950/57
when the establishment was much smaller) and lost 109 officers
(as against 51 during the period 1950/57) giving a net gain of
only 46 officers. If there had been a substantially greater
number of officers fecruited in theAperiod 1957/64, ihere would

not now be so noticeable a shortége at the FSO 4 and FSO 3 levels.

- 19 -
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42.

43,

This, then is the answer to our questlon as to why there is an

acute shortage of middle grade FSOs now: the Department did not

recruit enough FS0s 1 in the period 1957 to 1964.

There are limits to what the Department can do to remedy
the acute shortage of middle gr;de FS0s. 1If we look again at Figure
4 we can observe that the recruitoent rate for the period 1964 to
1967 inclusive was substantially higher than it had ever been before —-
a response to the tapid enlargement of the establishment in those
years. This recruitment has resulted in a situation where there
are now 128 officers in grades FSO 1 and 2 as against 67 p031tions.
What this means in effect is that the Department has- hired a substan-
tial number of junior FSOs against the FSO 3 and 4 positions that are
vecant. The significance of‘this should not be missed in connection
with any plans the Department may deveiop for making good its defic-
iency of experienced middle grade officers. The ﬁepartment has in
effect alteady hired the officers who are to make up this deficiency.
It would not, therefore, be possible to undertake any programme of
substantial recruitment at the middle grade level in order to make
good the existing deficiency in those grades without prejudicing
the promotion and advancement prospects of the very 1arge number of
officers taken on strength in 1966 and 1967. Even without any changes

in the Department's present training and promotion policies, the

deficiency in the middle grades will be made good in a relatively

few years' time -- probably by 1972 or 1973.
y p

C. SHORT-TERM REMEDIES

Does this mean that the Department will have to go on endur-

ing the present shortage of talent at the middle levels until 1973? Not

- 20 -
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necessarily. There are several things it can do:.
(1) The Department can do everything possible to
accelerate the development of junior officers

now on strength;
(2) It can borrow people from other departments;

(3) It can have more FSO work done by contract

employment; and

(4) 1t can do a little lateral recruitiﬁg;

Accelerated Development

44, ' | The training and development proposalé we h;ve outlined
in Chapter IV provide a programme intended to meet the tréining
needs of newly recruited foreign service officers from the time
of their joining the Department. There is no reason, however,

why parts of this programme should not be adapted and made avail-

1

able to officers already in the Department in order to accelerate

their development and thereby help'to reduce the shortage of talent

A s T AL

at the intermediate level. The secondary orientation phase of the

‘training programme, intended for officers on return from their first

L

RV b

posting abroad, would be particularly appropriate for officers who

B LAV R oA E
£ ARG PR

are already in the service. Therefore -

(R 1)
We recommend that a training programme for officers
who have joined the Department since 1964 be adapted
from the training programme for new entry officers,

recommended in Chapter IV below, in order to acceler- : i
ate the development of officers already in the service.

Secondment . .- !
45, We define secondment to mean the obtaining of the services
of an officer from another government department, either on a straight

loan basis or against an established position in External Affairs.
- 21 -
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In either case the Department acquires an extra officer for

the FSO groué on a limited term basis and without any dis-
location to the career service group. This methodrhas already
been used in a limited and sometimeé informal way (e;g; the
assignment:of a ﬁilitary officer 'as Héad of the Delegatioﬁ of
the Subervisory Commission in Laos,''and the assignment of certain
economic qfficers from the Departm;nfs of Finance and Trade and
Commerce to perform duties at four or five key posts). The
possibility of expanding this practice appreciably, while hof
great, is pérhaps worth exploring. The fields whe;e this kind
of arrangement might suitabiy be examined are economic, cultural,

defence and information.

(R 2)
We recommend, therefore, that the Department initiate
informal enquiries with other appropriate departments
and agencies of the Federal Government (e.g. the
Department of National Defence, Defence Research Board,
Department of'Finance, Department of Trade and Commerce,
Department of Industry, Dominion Bureau of Statistics,
Secretary of State Department, the Canada Council) to
ascertain the possibility of borrowing up to approx-

imately five officers per year for limited engagement
tours with this Department.

A further source of supply of some talent, which might
alleviate the Department's present situation of deficiency at the
middle levels, might be found in the newly inaugurated Career
Assignment Programme_which has recently completéd its first training
course., The Departmenf might profitably become a net importer of
talent at the middle level during the next three years when its
deficiency at this level will be most acuté. At a later stage,

when the Départment has an over-supply of officers at the middle
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47.

level, it may wish to change its role to that of a net exporter

of talent.

(R 3)

- Accordingly we recommend that the Department examine
lists of officers available!for assignment under the
Career Assignment Programme to ascertain the possib-
ility of placing up to three officers from the CAP
programme in appropriate positions in the Department
of External Affairs (including administrative positions
to which FSOs might otherwise have to be assigned).

Contract Employment

The Department has made use of the practice of contract
emﬁloyment with reasonable success in the past. Quite possibly
the practice could be successfully extended and this would be help-
ful in the present situation if it resulted in a real rgductign ih
the demands made on the FSO group; We understand that the Personnel
Branch asks every division once a yeaf ﬁo list projects that might
be handled by contract employees, énd further that the response is
not ovérwhelminé. This reiatively indifferent reaction to the annual
request for project proposals for contract employment might suggest
that the device has not ﬁuch more tohbffer us. It is quite possible,
however, that someone other than the Division Head might be able to
make a better assessment of the kind of work that could be handled by

means of contract employment.

(R 4)

We recommend accordingly that a senior officer not
engaged in operational duties (e.g. the Head of
Inspection Services or the Head of the Academic
Relations Section) consult with Assistant Under-
Secretaries and Heads of area and functional divis—
ions once a year to determine the nature of projects
which might suitably be handled by contract employees,
- particularly academic personnel on sabbatical leave.
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48.

49.

50,

Lateral Recruitment

Lateral recruitment is an'issue which. provokes mcch
lively debate and is clearly regarded with misglvings and hostility
by most foreign service officers. Our recommendation on this
subject is based on a consideration of -arguments both pro and con

which we would like to identify briefly here.

In favour of lateral recruitment the‘following,points
seem relevant:

(1) In any career service there is a risk of too much in-
‘breeding. The decline ia the percentage of FS0s who
‘have had'appreciable amounts of non—depattmeﬁtal work-
ing experience suggests that positive steps should be
taken to diversify the FSO group by adding personnel
who have had some years working experience ic some

other organization.

(2) While the recruitment of some FSOs by means of lateral
entry has not been an unqualified success in the past,

it has brought in some excellent officers.

(3) Where lateral recruitment can make good a deficiency
at a certain level in a career strdctute that cannot;
within a reasonable period.of time, be made good'by
the advancement.of>more junior officers, there would

seem to be adequate justification for it.

Arguments against lateral recruitment run as follows:
(1) oOfficers who begin their foreign service career at a

young age when they are either unmarried or at an early

stage of their family formation, have much better prospects

V-2 -




of adjusting to the peculiar demands of a fully rotational
foreign service than have officers who come to it at about

age 35 or later.

(2) The professional nature of the work of an FSO and partic-
ularly the requirement for a mature judgment,. which can
best be refined over a period of years in the crucible
of experience, clearly indicates the need for a career
service in which most of the recruiting is done at the
junior level -- a pattern followed by the foreign ser-

vices of all developed countries.

(3) Lateral recruitment inevitably means the blocking of
avenues of progress for officers who are already in the
service, and who should be able to benefit from expand-

ing opportunities at a level above their own.

(4) Since a national foreign service is unique, there are
no sources of supply of personnel who have had the

appropriate experience.

From thé above arguments it would appear the question is
not really whether there should be any lateral recruitment but how
much. A policy by which lateral recruitment would only be employed
to make good a deficiency at the intermediate level of the career
structure, which could not within a reasonable period of time be
made good by the advancement of a more junior officer would, in our
opinion, be justified. Conscientious application of this policy
would probably mean that lateral recruitment would never get beyond
one or two officers a year. For administrative purposes it would

probably make good sense to fix a limit in percentage terms.
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The smallest peréentage allocation of mén years for léteral
recruitment purposes at the present levelrof intakerwould be two or
three per cent if one officer were to be broughf in. On the other
hand, if ten per cent of our annual intake of new officers were re-
cruited laterally, the number joining the service by this means would
soon form a ﬁoticeable minority and their growing‘numﬁers could have
an unsettling effect on career officérs. Our suggestioﬁ is that the
figure of seven per cent of the annual recruitmeht target be set aside
on a continuing basis for all recruitment other than at the FSO 1 and
FSO»Z level: that is, the combined figure for lateral recruitment and

Order-in-Council recruitment should not. exceed seven per cent of the

annual intake. Therefore -

(R 5)

We recommend that with due regard on the one hand to the
advantages which some measure of lateral recruitment may
afford and on the other hand to the need for the Depart-
ment to develop and maintain a favourable career structure
for career officers, the Department develop a policy on
lateral recruitment providing for a modest annual intake;
‘and that such lateral recruitment be employed primarily

to make good important deficiencies of a particular kind
at the intermediate level. )

These short-term remedies which we have suggested do not
include all the recommendations for new or revised policies and pro-
cedures necessary to ensure the Departmént will have adequaté numbgrs
of experienced foreign service officers to meet its future commit-
ments. There are still manyvquestiohs to answef: first, how to

prevent new shortages from developing in the future; second, what

~ kind of problems will develop as a consequence of the movement through

the system of the large agglomeration of officers taken into the

service in 1966 and 1967; third, whether we are getting thfright

type of foreign service officers to meet future requirements;
- 26 -
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54.

fourth, whether we have the right kind of information on which
to base an assessment of our present needs; and, finally, whether

we have developed the right procedures for forecasting our future

needs. All these problems -- and some others which haﬁe not been

. i v
mentioned ~- could, we believe, be handled much more effectively

if the Department were to bring them within the scope of a manpower

'planning progfamme rather than dealing with them piecemeal. We

propose, therefore, to outline a manpower planning programme which
we believe the Department could adopt with great benefit and with-

out major expense.

D. . A MANPOWER PLANNING PROGRAMME

The object of a ﬁanpower planning programme may be defined
as follows: to have the right person with the right skills and iﬁter—
ests available at the right time, efficiently and ecpnomigally. One
might also say that a manpower planning programme for therDepartment
of External Affairs should do all the things outlined in the terms of
reference for this projgct -- namely, generate the policies and pro-
cedures that will ensure adequate numbers of FSOs to meet future re-
quirements -- by means of forecasting, recruitment, training, assign-
ments, proper utilization and the provision éf adequate support staff.
Further, such a system should provide an eéfectivellink between the
operating objectives of the Department and the various personnel
functions which are required to prodﬁce and maintain the beople needed
to &o the Department's work. If the planning system can perform this
function effectively, it should eliminate much of the frustration de-

partmental officers so often feel because they cannot get the personnel

¢

they'so clearly need.
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56.

fhere is no. doubt whatsoever that\the Department needs a
manpower planning system. As a project team we went through an entire
manpower planning exercise for-the Departﬁent in which wé did'the
following things : |

(1) Defined departmental objectives;

(2) Analysed work requirements;

‘o

*

(3) Studied job packaging;

(4) Analysed separation data and eStimated future
separation rates;

(5) Forecasted manpower requireﬁents;

.(6) Projected movement of personnei through
the FS0 personnel system; and

(7) Examined the control points of the system

in order to determine how they should be managed.

As a result of carryiné out this exercise we were able to estéblish
that the chronic shortage of foreign service officers and the current
acute shortage of middle grade officers were basically.céused by the
failure of the Department to forecast its néeds, to .study the workings
of the personnel system; to project the movement oéhpersonnel through
the system and to bése its personnel decisions on this kind of inform-
ation. If planning is not carried out on a éontinuing basis in the

future; moreover, the Department will again run into acute manpower

shortages or some other kind of maladjustment in the personnel system.

Quite apart from any requirement for manpower planning which

~ this report may identify, adoption by the Department of the recommend-

ations of the Woods-Gordon Report on Financial Management makes it
impérative that the Department begiﬁ manpower planning as part of its

new functions in the planning and‘expendifure of its financial

- 28 -
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resources. As the Woods—Gordon Report correctlyrpoints-out; the
Départment's principal resource is its manpower and the most important
decisiéns which the Department makes in managing its géneral re—
.sources are thoée concerning the deployment of manpower. .Some of the
basic elements of the manpower planning have, therefore, alréady been

outlined in the Woodé-Gordon Report (pp 66 to 68).

What does manpower planning consist of? In its simplest
terms it is sometimes described as follows:
(a) The identification of the kinds of ménpower an

organization needs to achieve its objectives;

(b) The assessment of the organization's existing

manpower resources;

(c) The comparison of known resources with‘identifiéd
needs to determine the discrepancies between the
twb; and

(d) The drawing up of action plans to reducé of
eliﬁinate these discrepancies (e.g. recrui;ﬁent or
training plans). |

Manpower planning for a career service is not quite this simple

however, although the basic principles are not too different.

The comprehensive nature of a manpower planning programme
for the foreign service can be seen from the accompaﬁying table in
Figure 6, in which we have endeavoured to indicate how such a pro-

gramme can link the planning activity of top management with the

bregular personnel functions. We have tried to indicate by the

horizontal markings in the table how manpowef planning activities
relate the responsibilities of line management on the one hand to
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60.

the traditional personnel functions on the other.:

Many activities in programme planning and budgeting and
in the personhel admiﬁistra;ion of a career servicé afe recﬁrrent '
or cyclical in natufe; For this reason we believe thét a‘compre;
hensive manpower planning programme for the Departmeﬁt of»Ektérnal
Affairs can best bé described on a-fun?;ion/time grid -- that ié,

a listing of activities under functional headings month by month

around the year. Such a table —- using as headings many of the

functions listed in the table in Figure 6 -- is atfached as Appendix
II. The notes in Appendix II which accompany the taﬁle describe

in some detail the various activities listéd in brief in the table.
For a detailed description of the manpowef planning programme we

propose for the:Department of External Affairs, we refer therefore

‘to Appendix II.

(R 6)
We recommend that the Department inaugurate a prograﬁme
of manpower planning as outlined above and as described
in detail in Appendix II.

A manpower planning programme of the type wé have
recommended should make a uéeful contribution fo the Depértmeﬁt's
operatioﬁs in three main.fields —— programme planning and budget-
ing in the Finance and>Administration Branch, qrgénization planning
done by the Central Planning Staff, and personnel administfatibn
in the Pefsonnel Branch. The work of manpower planning shduld be
done in various places in the Depaftmént, some in staff units, some
by line personnel. Top, line management -- the Under-Secretary and
the Senior Comﬁittee‘—-,should interpret the Governmént'g goals in

terms of departmental objectives, and should decide in broad and
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FIGURE 6
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- MANPOWER PLANNING PERSONNEL
RESPONSIBILITIES v FUNCTIONS
Organization Employee
Oriented Oriented
Activities Activitigs
Identification of Long Range
Departmental —-—- Forecasting
Objectives
Programme Review —=—. Organization
Planning
-—  Manpower
Accounting
-— Work Analysis |-- Utilization
Studies
—--  Job packaging ~= Classification
=~ Recruitment == Defining —= Récruiting
Target Setting Selection
e Standards
Establishment
of Priorities == Planning ~- Preparation -- Postings
of Activities Deployment of of Posting and '
Manpower by & Assignment ‘Assignments
Area and Schedules
Activity
—= Analysing use Assessment of -

" of Manpower

by Activity
and area

~= Training Needgd

-- Design of
Appraisal Syst

ems

Training

Appraisals and
Ratings

Projection of
Manpower

Career Planning
and Counselling

Movement thrqugh Promotion
Career Systems Plans —— Promotions
== Calculating -- Identifying = Exit Interviews
Separation Reasons for
Rates Separations
e,
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62,

T

general terms how manpower should be deployed, acting;on advice

from the Operational Divisions, the Central Planning Staff, the
Finance énd Administration Branch and the Pérsnnnel Branch. Within
the Personngl Branch we would envisage Personnel Planniné and Devel-
opment Division being responsible génerally for the foreqas;ing and
planning activity, for the désign of systems and procedures and for

the auditing of their operation; Personnpel Operations Division, as

‘the agent Division in the personnel field for line management, should,

we believe, be generally responsible for the detailed work in many

of the above-mentioned areas. These general principles may have

to be modified in the light of staffing realities, however, and in
. ,

many cases therefore we have not been specific as to which unit

should carry out this or that function.

E. SOME PRELIMINARY TASKS

The various functions we have outlined in Appendix II are

basically those which form part of a continuing manpower planning

activity. 1In order to initiate such an activity however, there

are certain tasks which the Department will be obliged to undertake

first. Much of the activity listed under Manpower Accounting and

Reporting, for instance, will involve checking and revising existing
lists or catalogues of work being done by foréign service officers,
either at posts abroad or in Headquarters units, as broken down into
individual job packages. We do not have such lists at the present

moment, and therefore will have to establish them.

In a general sort of way the existing departmental establish-

ment corresponds to this catalogue of work requirements but it
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serves a different purpose and is not adequate for manponer
planning. The establishment basically is a list of positions,
classified according to agreed principles, and issued byvtne _
control authority - namely, the Treasury Boar& -- as a kind

of limited license to the Department to hire and promote during

the period of validity of the establishment - normally a fiscal
year. Until recently this establishment issued by the Treasury
Board represented the maximum number of positions that could be
fiiled by the Department during the relevant period. In accord-
ance with Public Service practice, each position on the depart-
nental,establishment carried an identifying number and it normally
had —- originally, at least -~ a corresponding job description
indicating the intended duties of the incumbent. The files contain,
for instance, a position description for Ext—3269, an FSO 5
position for the projected Embassy in Algeria, outlining in general

terms the duties to be nerformed.

Because of the Department's pooling system, however, this
establishment has lost its usefulness for the purposes of work and
manpower studies. The Department's interest in the content of any
positionrdescription declines from the moment that the position is
established: once the controlvauthority is persuaded of the nec~-
essity of our having a position so that certain identifiable tasks
may be performed, and once the position has been classified, the
position description has no more practical application; The chances
are high that the incnmbent of the position will be certified for
pay purposes against a different position, and the positionvdescript—

ion -~ written for classification purposes only -- will not be
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referred to again at the post. The post can change the duties

£

et

1

of the position without informing the Departmént, which does not
attempt at present to maintain an up-to-date inventory of work

done at posts or in divisions.
: i
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64. : We made an effort to use the establishment in relation to
l B
our existing staffing arrangements as a means of determining the
‘extent and nature of our shortages abroad -- which posts or areas

were understaffed, which activities in particular were being

oo

neglected through insufficient personnel or inadequately trained

b

Aeeth

-~

personnel: but the effort was not a success. The reason for our

failure was, as pointed out above, that the Department uses its

b

8
&>
#
s

establishment primaiily as a hiring authority and a proﬁotioh
schedule and only to a very limited degree as a guide for staffing.
As a consequence, our present establishment is of little use as

a key to our qualitative manpower needs or as a measure of our

performance.

65. The folldwing are the sort of anomalies we found in the
establishment : -
a) There is great inconsistency in the classification of
similar jobs in different units, reéulting from changes
in philosophy and principle with respect to FSO classification.
e.g. The Head of Chancery positions at Bonn, Moscow, New
Delhi, Rome and Tokyo, are classed as FSO 6; so aré fhose
at much smaller posts -- Kinshasa, Pretoria and Yaounde.
On the other hand the Head of Chancery position at busy

and godd—sized posts like Kuala Lumpur and Warsaw are

classed as FSO 4 positions.

b) No consistent effort has been made to keep up to date and
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d)

accurate position descriptions. For instancg, of

the 107 FSO 4 positions on the esﬁablishment, 44

have position descriptiﬁhs available: of these,

five were prepared in draft form in 1967 for anticip-
ated discussion with the Bureau of Classificéfién |
Review énd the.remgining 39 were prepared in 1965 or

earlier.

In the absence of utilization records there is no

way of telling whether floater pool positions repre-
sént accurately the man-years spent in the activities
concerned. Statistics of time lost b& FSOs in traQel
and home leave have been maintained from time to time
in Personnel Services Division. No éuch records appear
to have‘beeﬂ kept of manpower deployment in training

or secondmént, or indeed in any other area of ac£i§ity

in the service, either agbroad or at home.

There are numerous positions on the establishment rep-
resenting activities in which-the Department has not
Been involved for several years and other known activit-
ies which are inadequately represented on the establish-

ment. For example the establishment provides positions

for officers at the Imperial Defence College and at the

NATO Staff College: we have not had an officer in the
Imperial Defgpce College since 1962 ana none in the NATO
Staff College since the early 1950s. On the other hand,
the establishment provides .one FSO 5 and two FSO 4
positions for the assignment qf §fficers‘to the Canadian

Internatibnal Development.Agency. Latest information
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indicates that there are eight officers from tﬁe
Department serving at CIDA, of whom si# are FSOs:

an FSO 8, an FSO 7, an FSO 4, two FSO 3s and an

FSO 2. Similarly, the establishmént provides five
FSO 3 positions and ten FSO & positions to accommod-
ate officers iﬁ their initial %raining period. The
number of new entry trainees in the past.six years
has varied from 21 to 59: the Depa;tment‘has there-

fore been using anywhere from 6 to 44 working posi-

, tions for training purposes.

The anomalies in the Department}s present establishment
and the Department's failure to use the establishment as a meas-
ure of performance mean that the Department has no reliable way of
calculating the extent of its pfesent shortages orvidentifying the
nature of the work which is not being done but which should be
done. The Department cannot tell what.kind of officers it is
short of in terms of FSOs with some particular skills. In relat-
ion to the workload recognized as esseﬁtial, the real shortage
of officers may be'greater (or less) than it appears to be. With

no adequate yardstick, the Department is not in a position to

-determine with any accuracy the nature of its existing shortages

and therefore does not have the information which is essential

to the sketching out of plans for future developments in order

to meet anticipated requirements. If reliable manpower planning

is to be done in the future, the Department will have to develop

a much more accurate means of assessing the totality of the present

work requirement to which plans for future expansion can be related.
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It is tempting to think that an up—datiﬁg of the exist-
ing establishment might produce a good instrument for assessing the

Department's current work requirements. We believe, however, that

if such an up-dating were attempted there would be some risk that

anomalies and errors of the existing establishment might be kebt
(

alive and perpetuated. Furthermore, there is a requirement now for
\ ' .

the Department to make a real break from the past. A radical new

- approach to the problem of cataloguing the Department’'s work re-

quireménts and classifying its job packages is appropriate because

the Treasury Board itself has dispensed with the Depértment's old
establishment as an elemént in tﬁe annual negotiation of the Depart-
ment's estimates. The Board is now telliﬁg the Depaftment about

its manpower éntitlements in terms of a financial allocation, a man-
year allotment and a limit to the number of bermanent-public servants
on the payroll on the last day of the fiscal yearl If the Department
is to take full advantage of this new and much more flexible method

of dealing with its personnel entitlements, it must drop the practice
of thinking and working in terms of establishment positions and think
and work in terms~6f work requirementshinstead. Positions tend to
acquire an extraordinary durability, and personnel officers in the
Department have treated thém almost as if they h;d a tangible reality.
As a consequence it has been easy for a sort of '"rotten borough" system
fo develop, whereby the establishment includes a number of positions
which are used for pay and promotion purposes but which no longer rep-

resent real work done.
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Also, if this new catalogue of work réduirements is to
be useful, it must be up to date, and consequently must be reviséd
and renewed in toto at leaét once a &ear. Changes in job packages
can then be recorded and made avéiléblé to the staffing officers
of Personnel Opefatibns Division for use in conneétién with plaﬁning

t .
postings, to the training officers who will wish to ensure that

l 1
their programmes are relevant to current work requirements, and to

officers concerned with recruitment who will want to check recruit-

ing standards against changing trends in work patterns. Classific-

‘ation officers will also be clients for this type of information.

(In this connection we draw attention to Dr, Jackson's first recom-
mendation given in Appendix V. This calls for a detaile& job function
analysis to enable the Department to develop more specific standards 
against which to measure the performance of foreign service officers

in the different jobs they do.)

If the catalogue of work requirements is to be useful,
it also must be kept relatively simple. The impossibility of making
meaningful distinctions between jobs of one FSO grade and jobs of
the next'grade higher or lower, suggeS£$ that the existing practice
of classifying FSO jobs in ten grades does not serve much purpose.
If grade levels of jobs were reduced from ten to three or fouf, for
instance, the levels could at least be made to represeht diséernible
differences in job complexity and managerial responsibility. (We
understand, iﬁcidentaliy, that a simpler grading system of this kind
is in general accord with the thinking of the Bureau of Clasgification
Revision at the present stage of its work on the FSO classification

ﬁroblem). As an indication of the kind of system we havé in mind,

- 38 -




70.

we suggest the following table of equivalents:

Level 1 = - = Positions graded FSO 1, 2 and 3

Level 2 Positions graded FSO 4, 5 and 6

(Level 3(a) Positions graded FSO 7 and 8

t

(Level 3(b) ?ositions graded FSO 9 and 10

. " l co
Some such method of classifying FSO job packages should make the

development of a work requirements catalogue not too difficult.

It may take some time for the Department to develop and
peffect a good system for cataloguing its work requirements. We
beliéve‘that the questionnaires which have been sent out in cpnnecth
ion with the 1970/71 programmé review,.ifbpfdperly compléted; may
provide sufficieﬁt information in the initial instance to get the
system under way.

These questidnnaires called for an indication, in

percentage terms, of time spent by each individual officer on each

of the activities
information, plus

ition to the time

which we identified in our work analysis. This
an additional phrase or two to give greater defin-

breakdown and the level of the incumbent should

provide the rudiments of a catalogue of work requirements. What we
have in mind is something along the following lines :

Post : Ouagadougou

Position : Ext-9652 ' Head of Chancery; Level 2

Activity Percentage Remarks

- of Work Week '

Direction & 257%

Administration
Political Liaisom 40% Includes week-long

& Reporting

Cultural Affairs 15%

Consular &

visits to Niamey
every two months

Currently, negot-
iation of academic
visitors. programme

Difficult cases
referred by jr.
officer

Immigration 10%
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Activity Percentage " Remarks
of Work Week

Security » 57

Miscellaneous : 57

Accordingly, we recommend : !
R 7 ‘

a) that the Department, in co-operation with the
Bureau of Classification Revision, design and
develop a system for analysing and recording
its FSO work requirements and listing its job
packages in a form suitable for easy annual
revision;

b) that the record provide information for officers
concerned with manpower accounting, training,
postings and assignments, appraisals, career
planning, and utilization;

c) that the record employ a simplified grading

: system for FSO jobs (e.g. the division of FSO
jobs into three categories - junior, intermed-
iate and senior); and

d) that such records supersede the existing de-
partmental establishment for FSOs,

Another prerequisite for the inauguration of a programme
of manpower planning isrthe ofganization in convenient inventory
form of all necessary information aboﬁf‘foreign service officers
thaf will be of help to manpower planners and officers concerned
with career planning and postings and assignments. Basic biograph-
ical data is available in part on the personnel record cards which
are now maintained by Personnel Records, but some other information
which will be required for manpower planning purposés must be
sought out elsewhere in various files. This lattér information
should be assembled in' such a way as to be readily accessible to
officers of the Personnel Plahning and Development Division and
others in the personnel community who may reqﬁire this type of
data for planning gnd 6perational puréosgs.
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72. - The sort of information which should be readily available
to the manpower planner and which is not now carried on the personnel

record cards is the following :

1) Full information about education, including deécription

R AT TR T HE D EE Y &

R

~of courses taken, degrees obtained, awards received,

el

o academic record when available, and significant extra-

:

curricular activities.

2) Full details concerhing pre-service employment (including
summer and part-time jobs), giving duties and nature of

business.

g
e 1
:}2
B
e
q
E
%

3) Full details of allmdepartmental.assignments, including

designation and an indication of duties.

4) Full details of all training taken since the beginning

of the officer's departmental .career.

5) Conferences attended, with an indication of the job

done by the officer at each.
6) Indication of outside activities and interests,

7) Digest of past ratings (e.g. in April 1969 rated with

second 25% of officers in the grade) and of -appraisals.

8) Posting limitations (other than sgcurity).

In addition, the officer's posting preference form should be readily
available to all who might require it and should therefore perhaps

be photocopied for the various users. Finally, reports of aptitude
or other tests taken in the FSO competition or after joining should

be kept together on the'officer's confidential personnéi file: records
of career planning interviews éhould be kept together in one.place on
the same file (as are the rating fbrms) rather than being filed with
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other papers according to date.

In addition to this information about individuals, the
Personnel Branch must maintain statistical information on the FSO
group as a whole concerning over-all strength, separatioﬁé and
additions to strengthp One office should be designated as resﬁons—
ible‘for organizing this information on a monthly bagis‘and in
summary form once a year. The possibiiity of obtaining this in-
formation readily and easily has been much enhancgd since the
inauguration of regular computer reports of the Department's
financial position: the payroll should be as good a source as
any for accurate and up-to-date information concerning FSO strength,

additions and losses,

(R 8)
We recommend, therefore, that the Personnel Branch
take steps to organize in convenient form, all
information about FSOs likely to be of use to
officers of the Personnel Branch, either on new
persconnel record cards or in special files; and
that Personnel Branch organize a reliable system
for reporting FSO strength, additions to strength
and losses. '

In thé foregoing paragraphs of this section and‘in Appen-
dix II we have discussed a manpower planning programme which we
believe is an essential requirement if the Depaftment is to carry
out effectively the task of manning or staffing the foreign service.
There are two aspects of the manning process which, while they come
within the scope of manpower planning and are therefore mentioned
in Appendix II, we would like to examiﬁe separately in some detail
because pf their impofk;nce -- namely, separations and recruitment.

It will be recalled that these are two of the three control points

which we identified in section (a) above in our analysis of the FSO
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75.

76,

manpower system. The third control point -- chanéés in the
establishment -- is also deeply involved in manpower planning.;
Establishment changeé afe at the heart of the programme review
exercise and the preﬁaration of Annual Estimates: as such the
process is fully described in the Wooﬁs, Gordon Report,'as_weil

as in Appendix II and we do not need to‘deal with'it further here.
We intend, in the remainder of this chapter, to discuss first the
handliﬁg of the separations control point and secondly the recruit-

ment function.

F. ; _SEPARATIONS

In our hydfaulic system analogy of the FSO personnei»
system, whiéh_we outlined in paragraphs 13 ﬁo 24 above, separations
were representéﬁ as the outlet valves in the system. The operator
of an hydraulic system of the kind we described would have to know —-
for the gffiéiént operation of the radiator -- the raté of ouﬁflow
from the systeﬁ and.would have to assure himself that.fhe rate was
not excessive. Similarly, the Department’s manpower managers.nééd

to have accurate information about separation rates of foreign service

officers and should also ensure that the rate of loss is neither higher

nor lower than it should be for the efficient operation of the system.

We will examine first the question of the determination of separation

rates and secondly, the control of separations.

Separation Rates

The Department has not devoted much attention to separations

in its manpower management of the FSO group in the past. . For many

years all separations from the Department were listeditogether by'
year, without discrimination as between classes of employees and
without identification as to the reason for separation. In more
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78.

recent years, separations have been listed according to the class
of employee and a notation has been added as to the reason for
separation. These figures have not been regularly analysed for
trends, however, nor havebrates of separation been calculated for

t
different classes and grades of employee as a means of forecasting

[
separations in the future.

We have recommended (R 8,:paragraph 73) that the Personnel
Branch organize a reliable system for_reporting FSO strength, add-
itions to strength, and losses. Once such a system has been inaugur-
ated, the development of useful separation statistics should be
relatively easy. For the next feﬁ years, however, the>Depértment
will have téjextract such information as it can froﬁ the rather

unsatisfactory separation records which now exist.

The Department's aim should be to dévelop reasonably
sophisticated statistics on FSO separations. While an accurate
separation rate for the FSO group as a whole would certainly be
useful, the records should be examined for any clues that could
make the forecaéting of manpower movements more accurate. It is
clear, for inétance, that the rate of voluntary separétions differs

according to the level of officer concerned, also that the separ-

‘ation rate for female officers is different from the rate for males.

For the best planning, account éhould be taken of these variatioms,
to tﬁe extent that reliable statistics can be aerived from the some-
what éhaky records that exist. For the future the Department must
ensure that sufficient information is available for useful analysis.
N ® 9) .
Accordingly we recommend that in order to build
up information about separations from the foreign

service which is essential for manpower planning
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80.

a) the Department draw up a check list of the
type of information that should be recorded
in connection with each separation;

b) that this check list be in the hands of the
officer who conducts the exit interview; and

c) that information about FSO separations be
tabulated, analysed-and reported as outlined
in the separations section of Appendix II.

Control of Separations

In the foregoing paragraphé we have been dealing with
the degermination of separation rates, which are an important
element in manpower forecasting. If the Department is to manage
its personnel resources to ﬁaximum advantage, however, it should
seek to control sepafations so far as it can. The Department should,
for instance, ensure that undesirable separations are avoided so
far as possible; and that the inevitab1e sepa:ations and the desir-
able seéarations are timed with an eye to the interesté of the
service as well as the interests of the individual officer. In
dealing with fhis question we may with advantagé divide separations
into thosé which may be regarded as involuntary from the point of
view of the officer and those which ére voluntary. Let us first

consider the involuntary separations.

At first sight it might appear that the Department can do
nothing about the involuntary separations of employees through death.
We suggest, however, thatvthis is not necessarily the case. Of the
200 FSO separations which took place between April 1, 1953 and March
31, 1968, 22 (or 117 of the total) were caused by death. -We suggest
that‘this rate should be compared with othef public serviée death

rates to determine whether some further enquiry is needed.
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Accordingly we recommend that the Department
compare the death rate of foreign service offic-
ers who died while on departmental strength with
the death rate for comparable groups within the
public service, and, if the External Affairs rate
is significantly higher, that the Department under-
take some further research to determine whether

any controllable aspects of the working environ-
ment in the foreign service could have been a
contributing cause.
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81. ' ' With respect to the separation of female.offiéers after
marriage or in anticipation of marriage -- a type of separation
which is in a sense involuntary —-- we would point out that of the
26 female FSOs who joined the serﬁice between 1954 and 1965, only
nine still remain. Of those who left, 14‘separated‘from the Depart-—
ment after being married or in anticipatio;-df being ﬁarried. The
proportion of female bfficers recruited in this period, who sub-
sequently left, is 65.3%, while the rate for the corrésponding group L
of males is 20.8%7. The high attrition rate amongst female officers
means that the Department is getting a much lower return on its re-

cruitment and training investment in these officers than is the case

with male officers. At the same time the Department has to take into

<

account the fact that owing to the customs of some foreign countries

in which Canada maintains missions, the Department is not able to post

T Y B
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female foreign service officers to all Canadian posts abroad. Despite
these circumstances there is no Question that the Department has bene-
fited greatly from the services of many female officers, 5oth amongst
those who have left and those who rgmain on the bepartment's strength.
Becausé of the high loss rate, however, selection is particularly
important, and on this point there appears to be an uncertainty as to

departmental policy.
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(R 11)

We therefore recommend that in view of the high
attrition rate which obtains amongst female FSOs,
the Department review its policies with respect
to their employment and utilization to ensure
that the needs of the foreign service and the

principles of equal career opportunities for women
are reconciled as far as possible.

Retirements can be classed a; invoiuntary separations,
in the sense that they occuf inevitably through effluxion of time.
The Department can, however, effect some variagion'in the ;iming:
it can extend an officer's employment a year at a time beyond
the normal retirement date? or it may, within the terms of the
Superannuation Act, direct an officer under certaiﬁ ciféumstances
to retire in advancerof the normal retirement age of 65.V-The
Dgpartment has adopted a fairly firm policy with réspedt to ex-
tensions of employment: vthese are rarely‘now grénted. We have

no change to recommend in this connection.

Early retirement is a good instance of a manpower management
tool of which the Department has not made much use; We suggest that
there are a number of points which shoﬁld be considered in this connect-
ion :

a) the‘pattern of retirements which would take place if
all FSOs retired on schedule; (in this connection see
tbe age profiles in Appendix III);

b) the expected requirement for senior foreign service
officers in the next few years;

c) current promotion prospects for officers in grades

.

5 and 63

d) the number of officers in the senior grades who appear

to have outlived their usefulness;
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850

é) the number of officers at the FSO 5 and 6 level who
will be professionally qualified for senior appoint—
ments in the nextvfew years;

f) the effect of an early retirement programme on the

current shortage of middle grade officers.

In the light of consideratiohs such as_thesé, the Depart-
ment could develop a policy on early retirement and, if necessary,
a programme. Such a programme would have to include an equitable
system for selecting those who would be asked to retire early. In
this connection we have observed that the Department's‘appraisal
system for foreign service officers applies only up to the FSO 5
level: officers iﬁ the fSO 6 level, and above, are not appraised
in a regular and systematic way, though theirimerits are considered
by a Senior Officers Promotion Board when promotion oppor?unities
exist. It is hard to see how any procedure for selecting officers
for early retirement could be developed until a ‘general appraisal

system is adopted for senior officers.

(R 12)
We recommend therefore that the Department develop
an appraisal system for senior officers in conmnect-
jon with a study of its needs and resources in the

senior officer category and in connection with its
development of a policy on early retirement.

Involuntary separations owing to unsatisfactofy perform-
ance seem to have been comparatively rare. We suspect thét this_
does not necessarily indicate a uniformally high standard of per-
formance throughout the Foreign Service. We believe that because

of the chronic manpower shortage the Department has not been inclined

to encourage the separations of officers whose work is of‘marginal
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quality, but who have committed no egregious errors.: A better
supply of manpower as a result of more effective planning and a
slow-down in the Department's rate of expansion may work some

change in the Department's practice in this connection.

In a situation of diminishing opportunities, there is
alyays a danger that the better foice}s'will leave first. It
behooves the Department, therefore, to watch carefully for signs
of narrowing‘horizons. The forecasting of manpower moyéments
through the FSO personnel system shoulq make it possible for the
Departmenﬁ to discern well in advance and fairly accu;ately, where
and when the syétem may become élogged, and to take the necessary
preventive action. Such action might in some circumstances have
to include the stepping up bf.separations at certaiﬁ levels in the
system —- not necessarily always the senior level. Some system of
separation out may be required —— a system that should perhaps cover
officers who appear permanently to have lost their rotational status

as well as those whose performance is of marginal quality.

Any selection out programmé would have to be:accompahied
By some other changes. For instance, the Department would have to
eschew resolutel& the therapeutic promotion ('Poor Joe, he has gone
so long without a promotion his morale is low and coﬁsequently his
work is unsatisfactory; if’we promote him, his morale will improve
and so should his performanée...." but it rarely does.) Such promot-
ions contribute disturbingly to the clogging of the personnel system.
Instead, through better counselling and more careful placément and
training where the need is indicated, the Department should ensure

that marginal officers have the opportunity to prove themselves and

"show their full potential before they are either promoted or encouraged

to leave the service. Finally, the Department can make a valuable
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contribution to the public service generally by develobing proced-

ures which will ensure that competent and experienced-officers who

have become pefmanently non-rotational or are otherwise not properly

suited for the foreign service, can be readily transferred to other

departments of government where they can realize theif potential.

(R 13)
We recommend that in the interest of the foreign
service in particular and the public service
generally, the Department, in consultation with
the central control agencies, prepare effective
procedures for transferring to other government
departments those officers who have become perm-—
anently non-rotational and whose capacities can
best be developed in a non-rotational department.

So far as voluntary separations are concerned, the sep-
arationvrate which obtains amongst foreign service officers is, by
and large, relatively low. This favourable situation should not, '
however, encourage the Department to become complaceni. While the
separation rate based on available statistics over the past ten
years is quite low for middle grade officers (approximately 1.6%),
it is more than twice as high for senior officers (3.6%) and still
higher for junior officers (4%). In a career service these figures
are high enough to suggest that some searching questions should be

asked about the reasons for these separations.

By far the greatest number of separations take place in
the junior FSO group. The Department should look particularly
carefully at the reasons for these separations since they may give
useful leads to faults and shortcomings in personnel administration
and general methods of operating. 1In the absence of information on
this subject one might hazard the guess that the higher rate of
separation amongst jﬁnior officers is attributable to three things:

first, that the Department is attracting some candidates who do not
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find the Foreign Service to be what they expected; second, that
the Department is selecting some candidates who are not suitable
for the Foreign Service; and third, that the Qorking climate for

junior officers is not as good as it should be.

We will discuss below in our section on recruiting-the
requirement for clear and accurate information about the Foreign
Service which would enable prospective candidates to reach a

decision on whether or not they wish to try out for the career.

In all cases of voluntary separatidns -- but particularly
where the qfficer leaves with the advice and consent of thg Depart-
ment -- the Department should make a careful check of the selection
records to ascertain whether and where a mistake in selection might
have been made and to ensure that any lesson to be learned in such N

cases is conveyed to the next group of selection officers.

' The most costly type of voluntary separation is where a
highly-rated officer leaves after two or three years in tﬁe serv;ce.
Here, particularly useful leads to bad personnelrand operational
practices may be discovered if the reasons for'separétion are examined.
As examples of this, we include in Appendix IV extracts from two
letters from officers who separated and a memorandum coﬁcerning a
conversation with a third, which provide some very illuminating
indicatorsAof unattractive features of the Service. The complaints
made in these cases concerning insufficient challenge in working
assignments, insufficient sense of participation in the Department's
work and insufficient interest on the part of the Department in the
career development of FSOs, were exten51vely echoed in the comments
made by FSOs still in the Service who were 1nterv1ewed in the course
of this project.
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(R 14)

Accordingly we recommend that in order to
reduce the number of separations that represent
a loss to the service -

a) The Department institute regular procedures'
for enquiring into the reasons for FSOs separ- , .
ating from the Department;; '

b) That such procedures include, wherever possible,
an exit interview; |

c¢) That the Department arrange to give officers in ’ : '
the Personnel Branch training in the conduct of '
separation interviews; and, ’

d) That the appropriate officer in the Personnel
Branch periodically prepare recommendations for
remedial action based on records of separation
interviews.

st TE gy

Mo

2
>

G. _ RECRUITMENT

oy

It is difficult to over—emphasize the importance of the
recruitment program in the operation of the Department's personnel
systems. Reference to the radiator diagram will make it quite
clear that no matter how much care the Department may take to reduce
unnecessary leakage at the separation valves, no matter how effect-
ive it is in enlarging the system to énsure that it is capable of
doing the things expected of it, if the,supply of new personnel is
not adequate and as close as possible to the pefmissible limits, the
system cannot give maximum performance. We suggést that this programme
has not received the attention it deserves. In the ensuing paragraphs
we propose to examine the whole subject of recruitment in some depth
to identify ways in which the Department can improve its performance
in this area. We propose to discuss recruitment under the headings

of policy, target setting, promotion, selection and employment.

Policz

The results of the Department's recruitment practices over '
the past twenty-five years suggest>some shifts in policy. Of the 104
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Foreign Service Officers now in the Department's senior grades
(FSO 7 to FSO 10), 77 joined as junior officers and 27 (25 per

cent) at the FSO 3 level or above. This latter group may be

broken down as follows :

Order-in-Council appointees 10

Transfers from Trade and \
Commerce A ' 4

Transfers from elsewhere in
the Public Service 5

Entrants from outside the .
Public Service 8

In fhe Depaftment's middlevlevel (FSO 4, 5 & 6) only 5
per cent of the FSOs now on strength (i.e..ll outvof.199) joined
the Department at the FSO 3 level or above :

Order-in-Council appointees 2

Transfers from Trade and
Commerce 3

Transfers from else@here in
the Public Séfvice 4

Entrants from outside the
Public Service 2

Amongst the 62 officers now in FSO 3, five (8%Z) were not

recruited in the normal way at the FSO 1 or 2 level: one was trans-—

ferred from the Department of Trade and Commerce, two joined from

elsewhere in the Public Service and two were hired from outside the

Public Service.

In examining this record, one must bear in mind that many

officers who did not start in External Affairs at the junior level

were taken on during the period of extremely rapid expansion immed-

iately after the war. The marked decline which has taken place in

the recruitment of Foreign ServiCe‘Officers at any level other than
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FSO 1 or FSO 2 suggests that -- subsequent to thé lateral recruit-
ment which took place in 1956 and 1957 -- a policy decision was

taken to concentrate almost exclusively on university,recruitment

at the junior level. In the last couple of years there have been
some signs of a modification in thisipclicy in the sense that -- as’
the Annual Report for 1967 puts it -~ \'a few officers with specialized
experience were added to meet particular needs". This phrase suggests

more a practice of exception than a positive policy.

In section C above, in recommending that the Department

undertake some lateral recruitment, we pointed out that the professional

nature of the work in the foreign service and the lack: of an alternative

source of supply of personnel with appropriate experience, indicated
the need for a career service in which most of the recruiting is done
at the junior level.r The lateral recruitment we recommended was put
forward as one of several short term remedies for a situation of short-
age. Even if those shortages did not exist, however, we believe there
would still be a case for some lateral recruitment, for the reasons
given in paragraph 49 above. A good continuing recruitment policy
§hou1d be one based primarily, but not exclusively, on recruiting at

the junior level.

(R 15)

We recommend, therefore, that the Department
retain its traditional policy and practice of
recruiting the great majority of its new officers
from the annual university competition; that any
lateral recruitment policy developed as a short-
term remedy for immediate shortages be adopted

(if necessary in a modified form) as a continuing
policy, and that to allay uneasiness on the part
_of career officers on this matter, a policy state-
ment on the subject be adopted and promulgated.

Recruitment Targets

In section A above we drew attention to the staffing
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principle that recruitment Shéuld equal the sum of separationé and
establishment changes, and in&icated that the Depértment’s failure

to meet this stan&ard was the principal cause of the chrdnic shortage
of foreign service officers. This staffing principle is, however,
ﬁore useful as a measure of performance than as a guide to action.

We propose, therefore, to examine the problem of setting recruiting

targets and to recommend a procedure for the Department to adopt.

It appéars that in the past the annual recruitment target
for FSOs has been fixed in relation to the number of.existing vacan-
cies ﬁn the establisﬁmént and the number 6f new positions to be added
in the fiscal year in which the recruits are to be taken on strength.
Our staffing principle indicates that,the Department must also make
an allowance for separations which may occur petween the time that the
target is set (normally in January féf'the fiscal year beginning in
the following April) and the end of the fiscal year for which recruit-

ment is being planned;

There is a further factor which must also be taken into
account: foreign service officers who are taken on strength between
May and October (in the first half of the fiscal year) will not be
available for full operational duties until the fiscal year following
that in which they are recruited. These new recruits can make little,
if any, contribution to tﬁe’Department's performance pffthe,duties
ascribed to the positions that are normally used for Qecruiting them.
The officers who will perform those jobs are either officers who were
recruited in the previous fiscal year or at least who are replaced by
officers who were recruited in the previous fiscal year. * Foreign

service officers are not, therefore, hired to fill directly the new

positions which provide them with a place on the payroll.
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102. All this suggests that the setting of a recruitment
target for FSOs should not really be done in relation to the positions
being added in the fiscal year in which they are to be employed: the:
Department shouldvset the target in relation to longer term object-

t
ives, just as a fruit-grower will buy and plant seedling fruit trees,
. ‘ ,
not to add to the size of next year's crop, but to increase production

several years hence.

103. There is an important advantage to the Department's setting
and adjusting its recruiting target in relation to long-term manpower
- requirements rather than those of the immediately upcoming fiscal year.'
Recent junior foreign service officer'recrﬁitment; which has beeﬁ fixed
in relation to the irregular advances in the Department’s growth each
year, has been quite uneven: the intake has risen from 14 in 1962[63
to 59 in 1966/67 and 196?/68, and in 1968 dropped b;ck'to 21. The | \\\
extreme uneveness in the annual infake poses very difficult problems

for the posting and assignments officers in Personnel Operations Div- <

s B

/
L SRR 130, :
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ision and for the Training Section, both of which have to adjust their

L85 % 8 b,

work to a widely and rapidly fluctuating number of clients. It is

much more likely, if the recruitment target is set each year in the

i

light of the manpower target five years in the future and in relation

Fonr g

to anticipated departmental expansion over the longer period, that the
number recruited will vary much less from year to year and will make

the task of the personhel administrators vastly simpler.

104. The Department now has an instrumentality which should enable
it to forecast its recruiting requirements several years ahead. .This,
is the five-year forecaétvprepared as part of the Annual f}ogrammer
Review, The recruiting target, fixed in relation to the totai Depart-

mental manning target five years in the future, can be adjusted each

R o s




year by relatively small amounts to take account of variations

from the anticipated pattern in the departmental growth rate.

105. _ Procgeding from the five-year forecast prepared in the
Annual Programme Review, from a rule’of thumb for determining what
proportion of the Department's projectﬁd establishment five yeérs
hence is likely to be made up of foreign service officéts and from
a projection of current separation rates into thé future, the man-
power planner can determine the long-term FSO stréngth objective.
Based on this, he can fix interim objectives either by presuming
an expansion spread evenly over the five-year period or by making
special allowances for any indications of.changeé in the raté of

departmental growth in the period concerned.

106. Let us illustrate this from the Departmént's present
situation. The Department's establishment in the current fiscal
year is 3,288, of which 515 positions (15Z) are designated‘for
FSOs. The projected eétablishménf (if we may continue to use the .
term) is 4,535 for the year 1973/74. To determine the number of
FSO positions in this.total, we take 15 per cent of 4,535 and arrive
at a figure of 680 positions. The Department will probably.have
490 foreign service officers on strength at the beginning of next
fiscal year (1969/70). If the Department is to increase its comple-
ment evenly in the next five years to attain a level of 680,officers
in 1973/74, it will need to increase its total FSO complement each
year.by a net figure of 38. So far as separations are concerned,
for the moment we can allow a gross average figure of 4.5 per cent.
Based on this informatién we can draw up a projection ﬁhich will
enable us to identify a recruitment target for each of the next five
years -- just over 60 officers per year, on the average (see Figure 7).
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110,

This figure seems extraordinafily high: but it is, éfter,
all, related to a projected increase in the Department’s total est-
ablishment of 387 in five years. Such an expansion fate, though
rapid, is nét unthinkable. The department#l establishment increased

by over 36 per cent in the years 1963/64 to the present.

3

N . ‘ ’ .
Even if we presuppose a more modest rate of expansion,
\ _

however, we still find that the recruitment target must be a fairly

. impressive figure. Let us suppose the Department will expand by

20 per cent in the next five years, which would give us an FSO strength
target figure of 618 for 1973/74. Our projection would then look as
shown in figure 8. This.projection indicates that the Depafﬁment’s
recruitment target for each of the next five years should average 49

officers.

Even if one presumes a rate of expaﬁsion of only 10 per
‘cent in the next five years'-—~less'thanvdne third the amount projected
in the Department's own five-year forecast -- an annual recruitment
rate of approximately 38 officers per year will have to be maintained

if the 1973/74 objective of 566 FSOs is to be reached.

As the foregoing would suggest, one need not be entirely
mechanical about fixing the recruiting target, provided it is set in
the light of the long—tefm forecast and with due regard to other éhort-
term factors. At the present time for instance, economic circumstances
which were not apparent last May éuggest that the forecast of depart-
mental expansion over the next five years (prepared at that time) is
over-optimistic and the Department would be wise to guess at an
expansion rate closer to‘20 per cent for the five-yeér peiiod than the

38 per cent implicit in the five-year forecast.
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Figure 7 - ESTABLISHMENT OF RECRUITMENT TARGETS,
1969/70 -~ 1973/74: PROJECTION WITH 38%
INCREASE IN FSO STRENGTH

69/70 70/71 71/72 72/73 73/74

Target Strength ' 528 566 504 642 680
Strength Year Opening 490 '528 | 566 604 . 642
Separations = - ' 21 23 25 C 26 v28
Net | 469. 505 541 578 614
Recruitment Target 59 61 | 63 64 66
Strength Year End 528 566 604 642 680

Figure 8 - ESTABLISHMENT OF RECRUITMENT TARGETS,
1969/70 - 1973/74: PROJECTION WITH 207
INCREASE IN FSO STRENGTH )

69/70 70/71 - 71/72 72/73  73/74

Target Strength : 515 541 566 592 618
Strength Year Opening 490 515 541 . 566 592
Separations 21 23 24 25 26
Net 469 | 492 517 541 566
Recruitment Target 46 49 49 51 52
Strength Year End 515 541 566 592 618
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(R 16)

Accordingly we recommend:

a) That the annual recruiting target for
foreign service officers be set as part
of a five~year projection, based on the
total departmental manpower figure forecast
for five years ahead; ’

b) That due allowance be made for anticipated>
separations; and, ‘

c¢) That the recruiting figure for 1969/70,

applicable to the FSO competition just
completed, be set at 40 FSOs as a minimum.

Deciding how many people to invite to the party is one
thing: we must not neglect, however, to send out the invitationms.
Accordingly, we prbpose now to examine the important matter of

recruitment promotion.

Recruitment Promotion

Tﬁe Department. has apparently been aware ever since the
war that some pgblic relafions activity ﬁas required to stimulate
inferest on the part of young people, particularly at the universit-—
ies, in the énnual foreign service officer competiiion. "The extent
of the Department's public relations activity has varied according
to the availability of officers to do it. The absence of consistent
effort suggests not only a wide variation in resources to do the job
but also some uncertaiﬁty as to what type of promotion was really
desired. 1In 1965, in the absence of any appreciable publicity for
the FSO combetition that year, the Department laid on a cgash operat-
ion which involved the sending of‘départmeﬂtal offiéers in consider-
able numbers to universities across the country specifically fo drum
up candidateé for the coﬁpetition. Although an adequate number of
candidates entered the competition that year,.the hard-sell campaign -

did not make a good impression on some of the universities visited,
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114.

and has not been repeated since. Since that time ﬁbst of the
Department's recruiting effort has been largelf indirect}'aavantage
hés been taken of opportunities for officers to speak to university
groups, but in general, officers ﬁaking such visits have talked
about matters of substance rather than making a recruitment pitch.

The Department has continued to send out some officers to a few

universities specifically to publiéize the foreign service and

to stimulate interest in the next FSO competition, but this activity

has not been very extensive,

. The results of these tactics continue to be gratifying

in terms of the number of candidates who present themselves in the
Competition, but departmental selection officers havé remarkedbin

the last year or two that the number of first-rate candidates has

been relatively small in proportion to the total. 'UniverSity faculty
members in conversations with some selection offiéers from the Depart-
ment have confirmed the impression that many.first—class stﬁdents are
noF:participating in the foreign service officer competition. There
is therefore goodAreason to doubt whether the Department’s public

relations effort is being effective since it does not appear to be

producing enough of the right kind of candidates.

As with any kind of advertising, it is difficult.in this
case to tell exactly what kind of public relations activity is likely
to produce the best effects. We suggest that a good point of depart-
ure in seeking an answer to this question is to determine what kind
of univefsity graduate the Department prefers, Judging by the candid-
ates the Department has selected in the last few years, we would
conélude that the preference is for candidates who have done some post

graduate studies to those who have not. This would indicate that any
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public relations activity designed to produce candidates for a

particular competition should aim at the graduate students.

This conclusion is confirmed in bart by the reshl;s éf
one aspect of the bublic felations %ffort which.has been carriea out,
In the lastbtwo or three yeafs the Deﬁaftment has ésked‘several posts
to assist in publiciéing the foreign service officer -competition by

“Sending dfficers to visit local universities.to make contéct,with
potential candidates amongst Canadian students‘doing graduatéiﬁork
abroad. Lists of Canadian students studying ét foreign universities
were éompiied and notifications of the FSO combetition were sent to
them. The resﬁlts of this effort have geﬁerally been'favéurable:
students-who participated in the compétition whilst studying abroad
have been well représented amongst the successful candidates. There
would seem ﬁherefore to be good reason to extend'this selective pub-

licity to graduate students studying in appropriate disciplines in

Canadian universities. This would certainly seem to be more profit-

able than concentrating attention on students in their graduating year,

which has characterized some of the competition publicity in the past.

(R 17)

We recomment, therefore, that in co-operation
with the Public Service Commission the Depart-
ment continue to direct recruitment publicity -
to Canadian graduate students in universities
abroad and that similar publicity be directed
towards graduate students in universities in
Canada.

A fu;ther'modification of ﬁhe Départﬁent'érrecruitment
publicity effort is suggested by some of the flndings of Dr. Jackson's
research. Table 6 1 in his report shows that a substantial number of
the officers interviewed in the project group -- 51% of the total --
said that they had become interested in the foreign service as a
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career while they were under-graduates. In response to the question
as to why they wanted a c#reer in the foreign service, 61.8% of the
group said that tﬁey had bgep intg;ested in fofeign affairs (see

Dr. Jacksqﬁ's Réport, Table 6.2). It is therefore s#fe to conclude
that a ver&lsﬁbsfantial'number of officers now in the service developed

an interest in the career through their undergraduate years. 1In

»

recognition of these facts the Department would be well advised to

work out with the Public Service Commission a programme to extend
foreign‘service recruitment activity to university students in the
eérl%er stages of their university career, Stimulation of an interest
in the foreign service as a career amongst first and second year
students even by the indirect means of printed publicity material, -
supplemented by regular visits to.campases by officers;in the service
under circumstances that are not specifically related to recruitment

should produce the best results in the long run.

(R 18)

Aécording1§ we recommend that in co-operation
with the Public Service Commission the Depart-
ment '

a) develop a programme to publicize the foreign
service amongst the first and second year students
at Canadian universities;

b) continue the practice of arranging visits to the
university campuses by officers of the Department
who can, by means of their contribution on sub-
stantive matters, provide good institutional ad-
vertising for the foreign service; and

¢) . direct publicity towards people in institutions
in addition to those from which the Department
normally draws FSO candidates in order to broaden
the area from which FSOs are recruited and to
increase understanding of the purpose and activit-
ies of the foreign service. ) :

Any material mailed out to potential future candidates

for the foreign service should be frank, fully detailed and up to
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date. Various officers now in the Departmént identified in
interviews with the consultants a ciear need for Eetter and more
accurate informétion about the foreign setﬁiée for distributionr
to potential recrqits. bThe Department should ensure that recruit-
ing material reflects the foreign service as it reéily is. We
found it rather extraordlnary, for instance, to note that publicxty
brochures used in the last two or th;ee years make no mention what-
soever of phe Department's role in the field of external aid, and
the extent to which younger officers particularly are involved in
it. In addition, most such publicity material describes the work
of the foreign service officer‘more‘in his role as aﬁ individual
contributor than as a supervisor of éubordinéte personnel or in his
capacity as a director or manager of operational units at home or
abroad.
(R 19)

We recommend, therefore, that the Department

review carefully the information passed to the

Public Service Commission for inclusion in

printed recruitment publicity material to

ensure that it gives an accurate representation

of the work of a foreign service officer at the
various stages of his career.

Selection:

A vitai prerequisite for a recruiting programme is the
establishment of selection standards. Apart from the basic qualific-
étions of age, citizenship and ten years' residence in Canada, FSO
recruiting standards identified by the Departmeﬁt and used by the
Public Service Commission in its publicity material have been
defined in fairly broad and general terms. The departmental officer
who is made a member of one of the FSO Selection Boards is iikely -

in the absence of morevspecific guidance -- to interpret these
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standarde very much in accordance with his own thinkiﬁg and to-
recruit in his own image or in the image of the idéai foreign
service officer thaﬁ derives from.a rather vague ofal tradition
rather than from systematicanalysi? of the work FSOs have to do.
This has not produéed bad results, but has probably provided the
Department with aﬁ oversupply of offi;ers primarily inferestéd in
"political aﬁalysis and an undersupply of officers with'aptitudeé

for supervision and direction.

119, | The starting point for selection standards is, of éourse,
an aﬂalysis of the Department's work feQuirements; dﬁé‘carfied out
such an analysis in the course of this project on the basis of such.
information as was available about work done by FSOs, pérticulérly
at posts abroad. This work analysis suggested that thé Departmént's
recruiting standards should include such items as good judgment;
intelligence, an interest in international affairé, ébility:to
communicatevbothvorally and in writing,'social skills and management
aptitudes. In other words, the analysis verified ﬁhe standards
traditionally employed in foreign service officer selection with the
exception of the final one, maﬁagemeht aptitudes;"We will have more

to say on this latter point in the next chapter.

120.- To ensure that its recruitment standards reflect the changing
nature of its work requirements, the work analysis which we carried
6§t should be repeated regularly -- something which wili be required
in any case for proper manpower accounting. In addition, some effort
should be made to peer into the future: clearly, informgtion about
what the Department is doing now and what the role of the foreign serQice .
officer is at the present time may not be sufficient in connecfidh-with
the recfﬁitment of officers who will be invpoéitions of responsibility
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fifteen or twenty years hence,

The analysis of the Department's

present work requirements must therefore be supplenented with in-

formation relating to ‘anticipated changes in the functions of FSOs

and to the responsibilities of the Department. Such information

will be particularly relevant, fot‘instance, if the Department were

to be assigned a more extensive role in co-ordinating the work of

Government. departments abroad.

(R 20)

We recommend, therefore, that in connection with
FSO recruitment at all levels the Department review
regularly with the Public Service Commission the -
Commission's FSO selection standards to ensure that
they reflect the types of work that FSOs of all.
grades are expected to do as well as any changes
anticipated in the responsibilities of FSOs or

the functions of the Department of External Affairs;-
and further that the Department ensure that a state-
ment of these selection standards is available to
each member of the FSO Selection Boards before they

" commence their interviews.

The selection stage of recruitment as currently organized

by the Public Service Commission is.carried out in two phases:

(1) the written examination, consisting ofv
a) a test to assess the candidate's knowledge "
-_of his second Canadian language;
b)‘the general intelligence test; and
c) the foreign affairs interest test;‘and
(2) the oral board interview.

The language test in its present form is a new feature

which was applied for the first time in the 1968/69 competition:

. we are not now in a position to make an assessment of it.

The other two parts of the FSO written examination have

rather different backgrounds. The general intelligence test has
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been developed over a ﬁumber of years by the testing section of

the Pubiic Service Commission and is administered to.candidaﬁesrin

a fairly wide variety of Public Se:vice competitions. The test is
used oﬁly as a screening device: those who get overra certain mark
(deterhined in relation to the numﬂer of candidatés which'thé Deparf-

ments of External Affairs and Trade and Commerce wish to interview)

are declared to have passed and are later interviewed, while those

who get a mark Below the level set, fail and are not interviewed.

The f§reign affairs interest test is also_used as a screen-
ing device to eliminate those candidates who are deemed not to have
sufficient kﬁowledge of national and international affairs to ﬁéke
good foreign éervice officers. This testvhas:béen used 6n1y for thé

second time thisryear and it is difficult to evaluate it yet.

Departmental officers wﬁo have beeﬁ inQolvedvin the select~
ion process in the past few years have expfessed dissatisfaction with
various aspects of it. ~There is no great measure of confidence in
the value of the general intelligence test administered by the Public
Service Commission as a basic part of the written examination. Many
departmental selection officers have remarked on the number bfrsub—
standard candidates who manage to pass the general intelligence test
and one continues to hear of cases where candidafes deemed to be very.
promising by university faculty members have failed to pass the exam-—
ination. Both selection officers and those cqncerhed with the cost
of fielding six seléction boards for several weeks complain of the
requirement to interview 500 candidates in order to arrive at an

eligible list of between 100 and 150. The number of candidates could,

of course, easily be reduced if the Department could put greater faith

in the written examination or some other screening device. This brings
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us back to the point'of departure in a circular problem.

We believe that there are things which the Department
-~ in co-o peration with the Public Service Commission - can do ‘to
break out of this impasse. To identify these things we would like
to focus first on the obJect of the FSO written examination and -
selection board interview, which we suggest, is to assess a candidate s

capacity in relation to the accepted recruiting standards for FSOs.

_In paragraph 119 above we mentioned the FSO recruiting standards we

v had identified in our work analysis. The manner in which FSO candid-

ates are now being dssessed in relation to these standards can be shown

as follows :

Standard o Means of Assessment

General Intelligence.Test

Intelligence . ‘ .
Academic Standard (BA minimum)

Interest in Inter-

Foreign Affairs Interest Test
national Affairs .

Ability to communicate —————————
_in writing

Management Aptitudes

Oral interview (and background

Good Judgment
: information elicited in the interview)

Ability to communicate Oral interview’
orally

Oral interview (and background

Social skills
1nformation elicited in the 1nterview)v

Knowledge of second

Language Test
Canadian language ’

The first three standards -- the intelligence test, the academic
requirement and the Foreign Affairs Interest test —- form the screen
through which candidates must pass if they are to appear before the

selection boards.
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128,

The problem appears to be twofold: first, the compegition
is not téstin; candidates against all the recruiting standafds we
have identified; and secondly, confidence in the validity of the first
three standards is not sufficient to permit the Public Service Céﬁﬁission
and the Department to use them in tﬁeir pfesentwform to‘reducé the
numﬁer of candidates to be intervieweé appreciably below the §resent7
fiéure of 500, 1If the scréening‘tests could be made mﬁre religble,A
the selection boards cbuld interview fewer éandidétes. They could_then
spend a‘little more time on the interviews and éould havé time to check

the background of candidates more carefully.

It seemsvto us ﬁhat there is tﬁe potential héié;fér'armuch
more reliable screening system, if not too much relianée is plaééd on
any one element in it. We suggest that there could be five elements --
the general inteliigence‘test, the écademic sfandard,'the fqreign affairs

interest test, a test in communicating in writing and 'a test ih»ﬁanage-

ment aptitudes, and that all five could be combined into a screening

device in which the Department and the Public Service Commission could
have confidence. Let us examine each of the five elements to see what

might have to be done to achieve this.

‘we believe that the general.intelligence test should continue
to be employed, but that relatively 1es5'reliance should be placed on
it. Dr. Jackson's research has revealed a measure of correlation between
a good general intelligence test score and a successful career in the
service as measured by the earning/age factof -~ a rule‘of thumb measure
of achievemént oﬁtained by dividing a person's income by his age in

years. There was not a correlation between the test score and other

.factors of success, however. We suggest, therefore, that the general

intelligence test should be subjected to a validity study. Test scores

- 69 -

ARG TRl

oLk g,
FOREN

SPTRRTION




for Foreign Service Officers now on strength should be available

in Public Service Commission files for this purpose. In the meantime
the test might continue to be used as part of the screening device

in the selection process. (See Dr. Jackson's Report, Recommendation

] .
No. 5 and Chapter V, Section entitled "Suggested Selection Tests').
‘ .
129. By the same token, a validity study should be carried out

on the Foreign Affairs Interest Test. It has not been used long enougﬁ
to provide muéh data for such a study, but the test might be given to
officers now in the service to assist the Department and the Public
Service Commission in determining its usefulness. Méanwhile;-this

test might also continue to be used as part of a screening system,

otz i S L gy rEsr St

o ‘Y}‘.“' g
T B U T

though it should perhaps be given less weight than other fécfors.

130. The academic standard which applies in the foreign service
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officer competition requires that a candidate be at least in the

final year of an undergraduate programme and that he will receive a

P STINITY

bachelor's degree before he begins his employment, if he is selected.

Examination of the record shows that a high proportion of successful

AT SR

candidates have completed additional academic work beyond the bachelor

level and that very few indeed attain a position on the eligible list

(3404

which brings them into range of receiving an offer 6f employment if
they have a bachelor's degree only. This suggests that the selection
standards which the Selection Boards are_applying correlate pretty
highly with academic attainments well beyond the minimum required in
the competition. More stringent academic requirements could therefore

probably be used quite effectively as part of a screening device.

131. We suggest, however, that the problem be given some further

study before the Department makes a definitive decision to ask the
Public Service Commission to raise the minimum academic requirements
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for entry into the competition. The Department Should consider
carefully whether it is indeed higher academic'performanCe alone

that is being sought or whether it is simply greater maturlty, for
which some other measures may also be employed --— age, for instance,
or other employment experience. In addition, it would probably be
worth while to compare the academic records of recent'recruiteito

‘see what correlation, if any, there is between academic performance
and academic discipline on the one hand and performance in the service
on the other. We are confident that the academic record can, in some

form, be made a useful component in the screening device, but believe -

‘that 'its potential in this regard should be studied further first.

The fourth element in a combination screening device'Should

- be a test of a candidate's ability to communicate in writing. - For

years greatrimportance’was attached to the essay enamination which
formen an essential part of the FSO competition,’nntii it Was’finaily
dropped in 1967. Originaily, the essay examination was put together
much like any univereity examination 'and'was intenoed to'provide a
means for assessing the candldate s ability to think and express him—
self clearly and to display his knowledge of some problem in the field
of international or Canadian affairs. To ensure that students in
disciplines other than political science, history'and law, would have
an opportunity to shine, the examination tended more and more to offer
the candidate a wide choice of subject to write about, a circumetance
which diminished its value as a means of assessing the’candidate's:

knowledge of Canadian and international affairs. Since the general

/intelligence test purported to provide an objective measure of the

candidate's ability to think clearly, the essay examination came to
be regarded primarily as a means of assesaing the candidate's ability
to draft clearly. This was not a conscious shift in purpose, however,
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and for some years the essay examination continued to be marked like

43

SRy

a univérsity examination by teams of university professors ana deﬁart—
mental officers who —- because the purpose of the examination had not
been clearly defined -- had often gfeat difficulty in reconciling their
marking standards. Practical consideratioﬁs ﬁhen came into play:

‘ ,
'marking essay examinations was a slow business, and with the require-

P

‘ment of haste to keep the foreign service competitive in a tight
labour market, the decision was finally taken in 1961 to save time by

not marking the essay and to retain it>on1y for the information of

e e A L 1 £ R T
PR T PR ST LTI LE TG T

the selection board officers. A few yeafs later, the practical problem

5%

of reproducing the essays quickly in legible form for the fast-moving

£
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;

selection teams, finally loomed too large, and thelgssay'eXamination

was discontinued.

133, There is no escaping the facts, however: first, that many

universityrgtaduates —-— even those with advanced degrees -~ are woe-
fully incapable of writing well; secondly, that the ability to commun-
iéate well in writing is an essential requirement for suécéss in the
foreign service; and thirdly, that the present FSO selection procedures

do not try out a candidate's drafting abilities.

134, If a test of drafting ability could be introduced into the

PN

1 42

written examination, it would make an excellent additional element in

WA A EENTA

the screening device, Such a test would have to be susceptible of

rapid marking, so as not to delay the screening procedure, and this
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should be possible if the test's sole purpose were to determine the

ol

candidate's ability to communicate in writing. We have'%n mind an
examination which would pose a problem, based on facts which would

bé provided: the candidate would have to write a particular kind of
communiéation -- a letter or a memorandnm -~ with a prescribed pur?dsg;
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137,

All candidates would have the same topic. Since the exercise would

be highly structured it should be possible for thosersetting the
examindtion to devise reasonably objective standards of composition
on which to judge candidates' work. By means of this typé.offexamin—
ation, it w0uld be possible to assess candidates in acééraénce with
an important recfuiting étandard, and | the aséignéd ﬁari could be a

useful component in the screening device.

The fifth standard we have proposed as an element in the
screening is a management aptitude test. We will discuss in the
next chapter the requirement for this and will therefbré.not go into
it he?e. There are tests.available to assess‘managemént aptitudes,
and it would seem to us desirable td make use of sqéh a test as part
of the FSO selection procedures.b Since these are mdltiélé choice,
objective'type tests, one of them could possibly be:inciuded as part
of the written examination and used as a.component in the séreehing
deviée, subject of course to the recommendations of test Specialists
of the Commission. In his report (Recommendation No. 5 and Chaptef
V) Dr. Jackson haé recommended that the Department make use of the

Ghiselli Self-Description Inventory as a management aptitude test for

the guidance of interviewers.

We suggest that fhe five élements in the screening device
could be combined to produce a composite score, and that a’paSs mark
céuld then be fixed to yield a much smaller nuﬁber of candidates to
interview -~ say between 200 and 300 at the outside. Candidates inter-

viewed would have met certain standards specifically related to the

foreign service.

We believe that the elements which would go to make up the
screening device should be given-different weights. This weighting

would be a matter of judgment, but we would suggest something alqng
-73 -
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the following lines:

General Intelligence Test ' 20
Academic Record 45
~Foreign Affaifs Interest Test '10_
Drafting Ability Test | | 15
Management Aptitude Test? 10

Accordingly, we recommend:
(R 21)

a). That the Department obtain the concurrence
; .of the Public Service Commission in the
‘ revision of the FSO selection procedures
so that candidates can be more effectively
screened before they are called to appear
before selection boards and so that fewer
candidates need be called to interview;
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b) that to this end a study be made of the
possibility of refining the academic re-
quirement to something more exacting than
a simple bachelor's degree, and of giving
a score value to a candidate's academic
qualifications;

&
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¢) that a candidate's academic qualifications
score be combined with his score on the
written examinations to provide a composite
score which could be used for selecting can-
didates for interview;

d) that for the time being the written examin-
ations comprise the present general intellig-
ence test, the foreign affairs interest test,
a test of the candidate's knowledge of his
second Canadian language, a drafting ability
test and a management aptitude test;

e) that the Department seek to have validity
studies carried out on the general intelligence
test and the foreign affairs interest test im-
mediately and on other tests employed at an
appropriate time. :

138. The present written examination is only used as a screening

device to reduce the large number of candidates down to a group which
can be conveniently interviewed by the Selection Boards. It is in
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139.

140.

these oral interviews where the real selection work is done.

For many years the Head of Personnel»ﬁivision’was the
Department's only selection officer. In 1961-62 the’selecfion
work was divided between two officers and for the last féw.years
‘six or more have been involved each year.’ Wh;ie a few officers
who perform this service accumulate some experience in it (e.g.
two former heads of personnel, Messrs. Williams andAHardy, particip-

ated in the Selection Boards in the competition just éompleted)

' many do it for one occasion only. This would seem to be an area

in wﬁich accumulated experience could be of’greét value. As the
task should clearly be performed by Foreign Sgr&ice Officers,‘we
believe thét the best results would‘be-obtained if the Department
were -- so far as possible -- to use pfficefs for this work on
several succeeding occasions, much as officers are uéed over a

period of time on the Officer Rating and Promotion Boards.

At the present time most of the briefing and indoctrination
of selectibn board officers is provided by the Public Service
C'ommissio.r'\v and is aimed primarily'at Vofficers‘ from other departmer;ts
who are going out to recruit administrative trainees. Some of the
briefing given by .the Public Service Commission is, of course,ron’
techniques which are as appllcable to candidates for the Foreign
Service as they are to candidates for positions in domestic depart-
ments. Nevertheiess; it appears to us that the briefing organized

by the Public Service Commission devotes considerable attention to.

matters of little interest to the foreign service and does not focus

specifically enough on the problems of how to select candidates likely
to do well in the Foreign Service.. Selection interviewing is a highly
skilled procedure and the Department should put a great deal more
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effort into ehsuring that those who take partrin it are adeqdatelyf
preparéd and trained. 1In the non~technical areas‘the Department |
of External Affairs'year aftef year recruits more university grad;
uates thén any other single department and in view of this circum-
stance, and in view of the sensitive nature of the work to be déne
7and_thé §pécial demands of the Foreigﬁ Service, the Department

would be Jjustified in directing a great deal more'enérgy and effort

Y g

into perfecting its selection techniﬁues.‘ In this connect;bn attention

is called to Recommendations Nos. 4 and 6 in Dr. Jackson's Report.
{ <

We recommend:
(R 22)

a) That the Department work out with the Public
Service Commission revised arrangements for
. the training and briefing of the External
-Affairs members of the Selection Boards which
will meet the special requirements of the
Foreign Service;

&

SRLF

TRy

a

b) that the training be based on the best inform-—.
ation and research available on all selection .

techniques, and make use of the most up-to-
date methods;

1 T3 b gL S

o

c) that training sessions be short, intense and
1007 relevant; and

b ety

d) that so far as possible the Department assign
officers to Selection Board teams on several
succeeding occasions and that it request the
Public Service Commission to do. likewise.
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141, The kind of interviewing and travel schedules now

arranged for Selection Boards do not normally permit Board members

to obtain much assistance from university faculty members in the

selection process. ‘In many of the larger universities, where the
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enormous numbers of undergraduates make it almost impossible for
faculty members to have much impression of individual students, the
possibility that Board members might obtain useful information from

faculty supervisors is perhaps not very great. Nevertheless, Selection

Board members who have attempted to obtain this kind of information
at the smaller universities have often:got gratifying results. If

the number of candidates to be interviewed could be reduced by 20 per

cent or more, some of the time saved could be spent to great advantage

by Selection Board members making contacts with faculty members who

have'some‘knowledge of leading candidates. Such activity is expected

of the Department since it requires candidates to list references on

their application forms —-- at present a largely empty procedure since

few references are followed up. Any programme for increased contact .

between Selection Board members and faculty professors should be worked
out in close coordination with the Public Service Commission and with

the Department's own Academic Relations Section of Information Division.

(R 23)

We recommend that if the number of candidates to
" be interviewed by Selection Boards can be reduced,
the Department work out with the Public Service
Commission arrangements whereby. Selection Board
" members may check the references of the better

candidates, particularly with university faculty
~members.

Emglozment

142,

The obtaining of security‘clearances maybbe regarded either

as the last stage of the selection process or the first stage of the
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employment process. We have no particuiar comment to make on
the gathering of infofmation for the secﬁtity ciearance Qérk 6r
the assessment of it, the‘efficiency of which we have no reason
to‘ddubt; On the other hand, delays in making employment offers
because of the requi;eﬁént to await security clearénces cén be
serious. In 1965 and in 1966, the first offers of émplo&ment were

_ sent out as early as the third week in January. AIn 1968, the first
offers apparently were not issued until the'secbnd week in February,
while this year, although they have been sent out a little earlier
(theﬁlast week in January) they are still later than,theroffers sent
out by the Department of Trade and Commerce. While the requireﬁent
for a security check and the»concomitant delay which this procedure
entails is not unknown to many foreign service candidates, the Depart-
ment's image is not enhanced when an unusually long gap develops between

the oral interview and the issuing of an offer of employment.

(R 24)
We recommend, accordingly, that the Department
‘review its security procedures with the Public
Service Commission and with the security author-
ities in order to keep to a minimum the delays

which may occur in the dispatch of offers of
employment to FSO candidates. '

143, An examination of the record of offers of employment made
over the past two or three years indicates a fairly'high percentage
of successful candidates who have declined an foer’of employment,
thus coméelling the Public Service Commission to move down the eligible

list in order to obtain the required number of new officers.

144, The loss to'the government thrpugh’the selection of a
candidate who in the final event declines employment is considerable.

In view of the intense competition for high grade talent, a fairly

high incidence of this sort of thing must be anticipated.in any cir-
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145.

cumstances. There is feason for believing, however, that a féirly
substantial.humber of those who decline employment do so in order
to continue their studies. Some of them eventually enter a later
FSOVcompetition and go fhrohgh‘the same procedure‘all over égain.
Clearly this is wagteful, both from tPe governmént'é point of view

and from the point of view of the individual. -

A good deal of this waste effort:could be saved and
probably a few first-class candidates could be kéﬁt for the foreign
service if at the Department's request the Public‘Service Commission
could make deferred offers of émployment;to a certain péfcenfage of
the highly-rateﬂ candidates. Under éhis arrangeﬁent.a candiéate who
had combieted, say, one yeaf of grédﬁate work and wﬁo; iﬁ addition
to'Being a-candidate for the foréign service was aléo.arcandidate
for a.Woodrow Wilson Fellowship, would be able to accept both the
Commission's offer of employment and the Woodrow Wilson Fellowship
at the same time, on the understanding that a plage would be held for
him for his entry into the‘service onevor fwo years later. The

Department.might gain some additional advantage from this arrange-

mentvby suggésting to the candidate who is offered a deferred appoint-

" ment certain types of special training which he ﬁight take on his -

fellowship money and thus enhance his usefulness to the foreign
service when he eventually joins. We believe that the Commiésion
should make deferred offers only to outstanding candidates (e.g.
those who are in the first fifteen or twenty positions on the

eligible 1list): probably no more than three or four'officers a

. year would be eligible under such a system. We also believe such

arrangements could be worked out under existing regulations of the

Public Service Commission.
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146,

We recommend, therefore;

(R 25)
That the Department work out with the Public
Service Commission arrangements for the employ-
ment of foreign service officers which permit

‘the deferment of commencement of employment

so that outstanding candidates can complete
their academic studies, - '

As we suggested at the outset of this Sec:ioh,~it is
difficult to overestimate the impoftance of the entire recruitment
function if the Department is to be maintained at maximum operating

efficiency. Policy fbrmulation and recruitment‘target setting are

‘clearly responsibilities that should be borne by the Undet-SeCretary,

‘the Assistant Under-Secretary in charge of administration and éeﬁior »
personnel office;s. Those aspeéts of recruitment proﬁotion, seléctioﬁ_
and employment which fall within the beparFmeht's jufigdiction are

the responsibilityvof the Employment Section of Peréonnel Operations
Division, and the importance of this work should be'fgcognizéd in the

calibre and level of the officer assigned to handle it. Further, in

viéw of the extent of his normal respoqsibilities, evan an_éiperiencéd':»“

" officer in this position will probably not have time for the special

research for an alternative to, or a -supplement for, the present
written examination as a selection screening device. Nor would he

have time for the initial development of a programme to -improve the -

VDepartment's handling of the selection interviews, and partiqularly -

the training of selection officers,
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(R 26)

Accordingly, we recommend that the Department

fi111 the FSO employment position in Personnel
Operations Division with an officer of FSO 3

or FSO 4 rank; and that it set up special projects
under officers with no other regular responsibil-
ities to work out with the Public Service Commission
improved selection procedyres, including the train-
ing of selection officers. '

- 81 -

T

gt

Cu GY0 BT WP

G

ey

e M 84
Fregkiniaded

i

R

bl

e
P

2

RIS

ks

:‘.:"‘.ir‘r




147 .

148.

TRAINING AND DEVELOPMENT

A.

INTRODUCTION .
Our terms of'reference reqﬁired us "to'recomménd new or
‘revised policies and procedures which the Department of External
Affairs should pursue to ensure that it will have adequate numbers.
of experienced foreign service officers to meet its future commit-
mentsziwith special reference to ..... training programmes at the
new entry and middle rank levels; assignment poiicies and practices

csvane Briefly put, our object in this part of the enquiry was

to find out WHO must be trained for WHAT and HOW and. WHEN and WHERE.

In our endeavour to answer these questions we employed two

separate methods: first, we analysed the Department's work organ-

ization and its work requirements. Secondly, we engaged Dr. David

Jackson of David Jackson and Associates, Psychological Research '
Consultants, Toronto, to carry out a behavioural research project,
which was intended to identify characteristics, education and work
experience of foreign sexrvice officers most sighificant»to successful
careers. A secondary objective of Dr. Jackson's research was to
identify the characteristics of any service training programme which
would develop aptitudes required in foreign service to their highest
level within the time constraints of tpe Department. We propose to
give our main exposition of this enquiry in terms of the work organ-
ization and work requirements analysis and to refer to Dr. Jackson's

research wherever it supplements or supports the analytical study.
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B. ANALYSIS.OF WORK ORGANIZATION %
149, To approéch the problem as to precisely whs must be % :
trained in the FSO groﬁp, we must determine whether FSO jobs should g:»
be regarded individually, or in groups, and on what basis. To do . %
this we must analyse the Department' s work and work organization,
and the system in which FSOs operate to do the work of the Depart—
ment. In doing so we shall seek to identify tﬁe siﬁilarities and
dissimilarities of work requirements between positions in the systenm
and how these similarities and differences may affect the movement
of officers through the system —— their successive appointmenss to
different jobs -- and how such dlfferences may affect their training
and development.
150,

In analysing the Department's Qork qrganization'from this
point of view, we start with the entire FSO component of the Depsrt-
ment which comprises some 515 FSO jobs or positions at the prssent
time. The diagram in Figure 9 shows the basic movement of perssnnel
input into this system and the outflow from it.‘ Our next step in
analysis is to seek to reduce this totality of jobs to a work organ-—

ization system through which we can trace personnel movements, either

b
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from job to job or from type of job to type of job. We will have to

s

determine whether every FSO position is unique or whether they can

7 Erbe

‘
2

be grouped according to the nature of the work, its complexity and

its managerial content. If jobs fall into groups, we will have to

PR

discover whether there are traditional paths of personnel moves

2
Y

S

0y
4

between these groups of positions. We will have to find out what

5
1

rules govern these moves, whether they should be changed, and if so, how.

HiG e
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Figure 9

A _SIMPLE OUTLINE OF THE F.S.0. PERSONNEL SYSTEM.
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151. _ To illustrate the kind of enquiry we are suggesting

and to indicate the sort of work organizations that can exist,
we would like to outline briefly some typical personnel or work

organization systems. In Figure 10 the blocks represent groups
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FIGURE 10 - SOME TYPICAL FORMS OF PERSONNEL SYSTEM
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higher proportion of managerial content than those in the first
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column, positions in the third column more than the second column,

= 1%,

-etc. Differences in fields of work content and in function separate

Sy

tye

the groups in the horizontal bands one from another. 'The lines and
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. arrows indicate the normal paths of pefsonnel progression thrbugh the

groups of positions represented. Other arrowed lines 1ndicate'either.
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points of entry into the system or recruitment, or points of exit or

losses.
152, We would like to point out the following characteristics
of typical systems’represented invFigure'iO:
a) There is a wide range of possible pathsrofrmovement and
progression through the various position groupings;‘
b) as they progress to the right or toward greater responsib-
ility in an organiZation, personnel may follow a direct path
through a series of positions as in Diagram (a); or in o
combination with lateral movement as in-Diégram (b). §
c) alternatively (as shown in Diagram (c) ) the path of pro- %
gression may be in parallel;' ?
d) a system may be a variety of combinations as in Diagram
. , i
d). i
@ i
153.

847 “-‘_‘

Another important characteristic in many orgagizétioﬁs is
that recruitment éan take place at any level. For most.organizat-
ions there are other similar ofganizations doing similar work and
deQeloping similar maﬁpowe: skills. Some of these are in highly

competitive fields such as the manufacturer of radios; some are in

non-competitive fields such as municipal hydro electric. commissions.
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155.

156,

In either case such organizations can turn elsewhere if necessary

or desirable to recruit personnel for functional or managerial

jobs at any level.

In most prganizations,vfgrghermore,‘each job group must
have its work requirements analyzed s?pafatgly.for training'and re-
cruitment purpbseé. In most cases differences in content and complex-

ity between job groups or differences in paths of progress in an or-
ganization are such as to require separate consideration. Even where
the career progression path is through successive levéls of one
function, there are enough differences betﬁéen the levels to demand
some individual attention (e.g. én accouﬁtant tfaineé ﬁoving’from a

bookkeeping to an auditing position.)

N

Fihally, in most organizations, botﬁ commercial and govern-
ment, it is the position thch is priced, not the persoﬁ: that is to
'say,'people are paid accbrding>to the job they do rather than accord-
ing to the abiiities they are deemed to'possess{ Under this arrange-
ment an ofganization which has to fill a vacant position will select
the person whose skills most closely match the requirement of tﬁe jbb
concerned., The job is eValuafed by some means s;3as to price it
fairly in relation to what other organizatioés’in the area or commun-
ity pay for similar work and in relation to its ranking with other

job skills. The incumbent is then paid the rate for that pbsition.

Iﬁ the light of what has been said above about possible work
organization or personnel systems with their different groupings of
bpositions, paths of prdgression and pay determination, what kind of
system does the Department of External Affairs éperéte'for i;é-foreign

service officers?
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157. In order_tg achieve a valid analysisAof the FSO ;ﬂf
personnel system which would enable us tb identify training needs, g o
we set about first accumulating detailed informétion on the nature %ii
and complexity of the work performed by FSOs at posts abroad. ‘From }g
‘position descriptions, organization'charts and rating review forﬁs, %'i:
we assembled all the informétion we could find»aboﬁt the work contenﬁ g if
of various jobs and where possible the proportion of time spent on %‘
‘different kinds of activity. This information was in the initial éi:_
instance gathered for positions abroad below the Head of Post level. ??f
158. We should observe at thiérpoint that information about él—r
| job content of Qarious FSO positions abroad and particulafly the %
distribution of time spenﬁ on various activities was very’spott& :
indeed, While this did not make the analytical process impossible,
" it rendered it quite difficult and in some plécés,rathér gnreiiable.
159. Once availéble information had been cﬁded onto filevcards
an attempt was made to group the positioné either by their super—
‘visory responsibilities or by their job content.
160,

For positions below that of Head of Post, supervisory
responsibilities clearly varied according to the nature or the size
of the post concerned. Accordingly, we established the following

groups of- FSO positions in which there was a significant supervisory

content:

Number of Positions

1. Chargé d'Affaires

2. Head of Chancery - large ﬁosté

3. Head of Chancery - medium posts : 20
4. Head of Chancery - émall posts _ 36




161.

All these positions had, of course, a great deal more in térmé

of job COntent'than the supervisqry'element by which Qe classified
them. Furthefmore, in the case of the medium and small pbsts it
was possible to sub-divide the groups even fuf;her into Héad of
Chancery, medium posfs (aid posts),'Head df Chancery, medium éosts

\ : '
(multilateral posts); and Head of Chancery, medium posts. (other).

,Similarly, with the small post - Head of Chancery poéiﬁions, the

groups could be designéted aid posts, multilateral posts, consular .

posts and other small posts.

The remainder of the FSO positibns abroad were grouped

in nine categories as follows :

‘Number of Positions

1. Desk Officer - » ) '
Political/Political-Economic/ ‘ Ly
Political-Politico-Military 37

2. Desk Officer -
: Politicallgconomic and Aid 17

3. Desk Officer -
Political/Economic plus Aid and

Information | '13
4, Desk Officer - Eéonomic A i§12
5. Desk Officer - Information ' 14
6. Desk Officer - Information/General 10

7. Desk Officer - Consular/Information and‘

Consular/General | 1
8. Desk Officer - Cultural Affairs 10
9. Unclassifiable 2
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163.

le4,

economic, defence liaison, etc.

The process of sorting out these positions in accordance
with their work content brought home to us very forcibly one or two
important characteristics of foreign service work. In the first place
we found that the number of positions abroad that were made up almost
exclusively of work in one actlvity area was very small indeed: even
the number of positions whose work 1oad was 75 per cent concentrated
in one activity area was extremely limited. The great majority of
Jobs are an amalgam of responsibilities in several different activity

areas. While we were not attempting to classify the Head of Post

positions, a sampling of a few good Head of Post position descriptions

indicated that even more than the subordinate positions, the Head

of Post position covered a wide spectrum of activities.

Accordingly, while some FSO positions can clearly be ident-

ified by their major activity area, the minor activities cannot be

ignored. Furthermore, the proportions of the mix of different activit-

ies in an FSO job at one post and the corresponding job at a similar

post may be quite different. For these reasons we do not believe it

would be possible to group FSO positions abroad in activity categories

such as those represented in the horizontal bands in Figure 10

We did not pursue the same kind of ahalysis to any appreciable

extent with respect to the FSO positions at Headquarters. Here the

situation is quite different: unlike posts abroad which are, in a

sense, a microcosm of the full aggregate of Canada's relations with

the country in which the post is located, the Headquarters unit —-

at the present time, at least —- is a functional unit whose personnel

are concerned with a singie activity area -- information, consular,

Hietorically the area divisions have
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165.

166.:

also been functional divisions:. they are concerned with polifical
affairs, and the political function has for administrati&e céh&en—>
ience been‘divided into érea sections. Accordingly, the ?ariety:of
activities to be found in any- given FSO positions'at Headquafteré

is totally unlike_thé variety of activities idenﬁifiable in an FSO
position abroad. . Becausé of the entir%ly differenf basis on which
work is organized in divisions at Headquarters and‘in job paékages

at posts abfoad, it is easy to see that‘an assignm@nt at Headquarters
does not provide particularly good training for work abroad and vice
versag This is not to say, of coursé; fhat experience at Headquarters
is not extremely valuable for an officer going-abroad and vice versa.
It does help to explain, however, why some oﬁfiéers do well abroad

and not so well at Headquarters, while others find that the reversé

is the case.

From this pﬁase of the enquify then we would obéervérfhat in
view of the wide range of activities covered in FSO jobs abroad, in
view ofvthe‘generalist nature of mostiof the positions, and in view
of the Department's p;éctice of rotating officers through positions
for reasons unconnected-with organizational demand, it is not feasible
to design an FSO pefsonnelvsystem with distinct career paths or lines

of pfogression based on the choice of work content of positions.

Another enquiry we pursued with a view to discovering the
best way of plotting the FSO personnel system was to study the career
paths of a number of senior officers concerning whom édéquate informat-

ion was readily available. Our hope in this connection was to discern

';any established but uncodified rules which might govern the sequence
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167.

168,

S

of appointments an officer received in the course of his cafeer.

Once more we could not find what we were looking for, but nevertheless
turned up some illuminating information. While it was evident that'
a nuﬁber of officers had developed a meaéure of specialization, it
also became clear that even for positions requiring'a considerable
measure of specialized knowledge, there was no fixed péth or'sequence
of previous appointments through which an incumbent wBuld ﬁavevto pass
‘in order to qualify for the specialized positions. Deparﬁmental prac-
tice in this regard, furthermore, did not seem to bé out of tune with
the views of various senior officers we consulted. Virtually all the
Heads‘of functional divisions to whom we spoke indicated a satisfaction
with the type of FSOs ;hat were being assigned'té them, though not un-
exﬁectedly they pointed out'the advantages to them as Heéds of Diviéion
when the officers assigned to them as Section Heads or Deputy Heads

of Division were officers who had served a previous tour of duty . in

the Division or in some other position where the Division's activity

was paramount.

In view of the wide range of acfivities embraced in most
FSO positiops abroad, in view of the absence of any»cleérly defined
specialist career paths within the service anq in the light of the
lack of firm demand for highly speéialized personnel even from the
ﬁeads of those functional divisions where'specialists would be.most
clearly appropriate, we are confirmed in our .opinion that the FSO
personnel system does not involve any éaths of specialization in
particular activities, but rather comﬁlete freedom or flexibility
of movement between jobs of different activity mix or content, and

between headquarters and posts abroad.
If specialized career paths based on substéntive work
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169.

170,

content or actiQity area are not practicél, let us consider the
effect of work.complexity and degree of managerial respﬁnsibility.

The Department makes an attempt to discriminate between jobs on the
basis of their complexity or managerial reéponsibility by the grad-
ing system itself. ’Examination of the grades assigned to various

jobs in the service indicates, however! that there are.no very precise
?tandards by which the grade level of a job can be determined. “There
is, indeed, great inconsistency between the grading of jobs which in
terms of their complexity and manaéerial reéponsibility'appear to be
rough{y the same. Conversely there are a number of jobs that are
classified the same -where it is clear that the cbmplexity and manﬁger-

ial responsibility of the jobs are quite different.

Looking primarily at managerial fespbﬁsibility and relating
managerial résponsibility to theVSiie of a mission, one can discern
a reasonable amount éf éorrelation between’thésé'factors and FSO grades.
All Head of Pést positions abroad, for instance, are graded FSO 7 or
higher. Head of Post positions at the large posts are graded at FSO
9 and 10. Those at thé sﬁall posts are graded FSO 7.and those in be-
tween are graded FSO 8. There are some inconsistencies and over-lapping
but if necessary one could probably evolve a set ofbpriﬂciples that
would complete the rationalization of what is already a fairly orderly

pattern.

Below the Head of Post level the pattern is less discernable.
With the exception of the very large posts, where there is'some organ-
ization into funétional units,rthe only bositions of éignificant super-
visory responsibility are the numbe; two ppsiﬁioqs*in the posts, i.e.
the Head of Chancery positions. The grading of these pdsitions as

between different posts is not very consistent. Also the grading of
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171.

172.

173,

the other desk officer positions at posts abroad does not seem to
have any rationale other than the notion that therebshould be inter-

mediate and junior officer positions as well as senior officer posit-

ioms. Apaft from complexity of work -- concerning which there is no.

really reliable information availablé —- there is no way of discerning
any appreciable difference between the 'responsibilities of a desk

officer of one gréde as against those of a desk officer in another

grade.

The hierarchy of responsibility at a post abroad in the
FSO group therefore méy be said to conéist simply:of Head of Post,
Head of Chancery and desk officer. Vali& distinction caﬁ be made
between the Heads of Post at different sized posts and»Heads of
Chancery at.different sized posts and these distinctions could be

reflected in a grading system.

In Ottawa the situation is not quite thg ééme. Top manage-
ment positions -- the Under-Secretary, the DeputybUnder-Secretary and
the Assistant Under-Secretary positions —- are filled by FSOs but
are not graded in the FSO class. At the next level down a new
échelon is being introduced —-- that of branch director. - These
positions and others further down the line are classified as FSO
positions. Below the branch director levels (and inVSOmé cases
reporting directly to the top management level) are the ﬁéadé'of
Division. Below them again, there are in most divisions either Deputy
Heads of Division of Heads of Section -- positions which ére in some
cases identical. Below the Head of Section level, one migh; be able

to make a useful distinction between the desk officer and" the junior

desk officer, but not in every division.

At Headquarters, as at posts abroad, the FSO grade levels
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174.

175,

e ettt g e

~do not cofrespond exéctiy with the 1eVe1§ of authbriéy we ﬁaVe
identified. The poséibility exists that the Bureéu éf Classification
Reyision will eliminate these discrepancies in their reorganizationr
of the fofeign service offi;éf class but for purfoées of describing.
the FSO personnel systgm now we will'use both ﬁhe‘Fsd graﬁe s&stem
and the responsibility levels which.we?have identifiéd. _Thé FSO

personnel system can accordingly be illustrated diagrammatically as

in Figure 11.- . :

In this diagram the 515 estéblished FSO positions have
been divided into some 42 groupings, reflecting both the érade pattern
and‘the responsibility levels we have ideﬁtified, as Qell as‘tﬁé
vlécation of positions eitherrat Headquarters or af posts abroad;
We havekrepresentedtthe FSO work.ﬁrgahiiation br'pefsdnnei syétem‘
as a single stream, pooled system -- é system in whichball officers
move in like manner through successive levels of responsibility, witﬁ
alternate assignments‘at Headquarters and at postS»abroad; but without
ény distinct paths of specialization. The career paths are variedkand
unpredictable, reflecting the requirements of thepooi system. While
an officer's progression through the system is genefally from ieft to
right —— from junior to more senior positions -- in téfms of level of
respbnsibility,llateral or even backward moves are not,imposéible and

sometimes occur.

This lateral or backward movement in terms of level of
responsibility can happen because it is the maﬁ anﬂ not tﬁe position
who is priced and paid. The advantage of this iatteé'érrangement is
that it provides the fléxibility which is essen;ial in the running of
a foreign service where relatively.f:equent reéssignments must be made
for reasons that have nothing to do with organizationai demand. .
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FIGURE |l - THE F.S.0. PERSONNEL SYSTEM
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176.

177.

>ation. Clearly the viability of the FSO personnel system depends in

As we have indicéte& elsewhere, the méin recruitment input
in this system is -- aﬁd’must be -- university.gfaduates at the junior
level. There is no other fype of organizatién sufficiently similar to
the foreign service to provide an alternativé soufqé of recruits.
Peréénnel whovmight be obtained from'university faéulties or other
Government departmehts can bringrwith them some of .the knowledge
;equiremen;s for foreign service work but they would neéd training
in somebof the skillsvrequired for foreign service and they would
have to have an unusual motivation and aptitude for foreign service '
if they (and gheir families) were to make a suécéssful shift to this
very different type of life. For these reasoné;reCrditment by means
of lateral entry can never become a major source of ;ﬁpply,of new -

foreign service officers.

"We have already commented on the’generélist nature of the
foreign service work, particularly at posts‘abroad, We have identified
thirteen differentvactivity areas in some of which foreign service

officers have developed a measure of specialization. In addition,

3
o
b
%
£

within one activity area —- political affairs -- some officers have

e
Ry

been able to develop some measure of regional Specialization (e.g.

WLl

Eastefn European affairs, Latin American affairs or Far Eastern affairs).
The introduction of any more exacting type of specializationm, however,

would introduce cbmplications into an already difficult staffing oper-

good measure on a substantial’numbepééf officers being generalists in
the sense of their being capable of undertaking work in any one of the

thirteen activity areas and any political region. The inexorable re-

.ﬁﬁ‘n[a Ly .

quirement to undertake a new job every two, three or four years requires

Cr%oLh
¥

a high level of adaptability and a good generalist apprqach on the
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part of the majority of foreign service officers.

178. A generalist approach to foreign service work is, furthermore,

TR e ek e LS D LA T

a positive advantage for foreign service officers in senior positions
of responsibility where the nature of fhe work requires these officers

to see various very different types of activity in relation to one

: _ | o
another.  Foreign service officers who are Heads of Post abroad or who

e L8 R RYBLe LI NRO By gn

occupy senior positions of responsibility at Headquarters in Ottawa
have an important co-ordination role to play which unquestionably they
can do better if they have had varied experience in different fields

rather. than intense experience in any one field.

179. This generalist characterisfic bfvfhé fofeigh service officer
persohnélvsystem has an important beérihg on tﬁe'désign'of'aﬁy FSO

" training programme. Rather than analyzing the wak requireﬁenfs'of

a number of relatively homogeneous jobs'groupéd together for theif

wak content and then defining the traihing requirements for each

group, we believe the work requirements for all different typés'ofv

FSO jobs should be consolidated and that we should ;hén desigﬁ the
training to equip foreign service officers to handle work in any
activity area. In other words, the training should aim at developing

the adaptable generalist in the first instance: such specialized train-

ing as may be required for specialized work can be added at a later

P
.
I
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e
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stage. (The one exception to this approach would be the FSO positions
in Legal Division, which should continue to be staffed by FSOs;who

have completed their legal training before joining the service).

180,

AR LTS o
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The last major characteristic of the FSO personnel system

e
D iay

to which we would draw attention is that experience on the job is

i 1A

the most important factor governing progression'uyward in the system.
Foreign service is a professional career system in which the ex-
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182.

tremely varied work demands a breadth of knowledge and an increas-
ing measure of mature and sound judgment. These two things --
knowledge and judgment —— are an outgrowth of intelligence seasoned

with work experience and exposure to a great variety of work problems.

¢ .
The answer to the question, therefore, as to WHO is to be

trained is the totgl_géperalist group Af foreign service éfficers;
Our primgry object, therefore, is to desigﬁ a comprehensiveltrainiﬁg
and development ﬁrogfamme 6r apprenticeship for the foreign service
officer system that wili produce the géneralist FSO as»quickly,ﬂ
effectively and cheaply as possiblé. Our second task is to apply any
aspects of the training and developménﬁ prbgramﬁe ﬁhiéh ééﬁ be devel-
oped quickly to assist in the devélopment of those junibr fo}eign
service officers who have already been brought into the foreign service
and who coﬂstitute the main inst}umentality by which thé Department
can ultimately overcome the pres;ht acute shortage of foreign service
officers at the middle 1évéls. -These; then,are the training gfoupsvv
to be kept iﬁ mind as we ﬁroceed with the next.sfeps: firsﬁ, to assess
the training needs (the WHAT of ourvquestion);xand'seéondly, to design

the training programme to meet these needs (the HOW, WHEN and WHERE).

c. .+ ASSESSING THE TRAINING NEEDS.

| In our endeavouf to make a full assessmenﬁ of the tréining
needs for foreign service officersi(considered bere pr;ﬁaiilybas
generalists) we made use of the following séurceé og infqrmétidh

and opinion:

(1) Dr. Jackson's Research Project;

(2) Interviews with Foreign Service'Offi¢ers
at various levels; o

(3) Records of separations;

(&) Past Studies;
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183.

184,

(5) Departmental Ratings of FSOs; and
(6) Work analysis

We have some comments to make about each of these sburces in the.

following paragraphs.
, .

(1) The research project uﬁdertaken by David Jackson
: f

was intended to identify those characteristics, education and work

experience which were of particular significance in the.careérs of
a large sample of foreign service officers. It was hoped that thé
results of this study would be relevant, not only to the establish-
ment of reliable selection criteria but also to the design of a-

training programme for foreign service officers.

(2) 1In its initial stages, Dr. Jackson's research in-

volved some group prbblem solving in which two groups of foreign

service officers discussed in a very informal way their views on
training needs, ihéée discussions were tape-recorded and provided

a Qery useful resource. in'addition, Dr. Jackson's research in-
volved the'ihterViewing by a project'consultént_of each one of the
100 foreign service officers who formed the projéct study group.
While much of the data collected in these interviews was coded for
computer analysis, it was either obtained by or available to the
project consultaht who was subsequently involved in the work énalysis
studies and who was consequently able to benefit greatly from the
views and opinions expressed by FSOs about their own work experiences.
The project team also interviewed a number of Branch Directors and
Heads of Division who had additional comments to make on special
toéics; The team did nét attempt to interview all Heads of Division

in Ottawa since this did not seem necessary for the purpose of getting

»adequate coverage of the main points.
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186.

187.

. previous studies many of the ideas and proposals contained in the

(3) As the Department does not appear to have made a

consistently thorough study of FSO separations,'nothing like a full

record was available for examination by the projéct consultants, -
They were, however, able to see some documents which set forth reasons

- : , I L .
why certain FSOs had left the service and they found these documents

illuminating. !

(4) Several studies have been made in the past which have

rcontained material that was relevént to this'préject; ThéVGlasscé
Commission Report on the Department of External.Affairs made some
observations and reéémméndatidhs on the subject. of officef training
which were examined. Mr. A. A. Day prepaféd fwo very useful ﬁeﬁoranda
in 1962 on new éntry foreign service officér training., rThe‘Ufwick,
'Curfie Report of 1964 on Departmental administration also touched on
the subject a number of times, Some briefer referénces tb the require-
ments fdr training were also contained in the Eatock Report on Depart-

mental organization rendered in 1966. Because of the extent of these

current project are not new. The project officers gratefully acknow-

ledge their extensive debt to these earlier studies.

(5) The rating forms regularly coﬁpletéd on foreigh service
officers up to the.FSO 5 level did not turn out to be as useful a

resource as we had hoped in terms of identifying training needs. As

3 AT EE oty
aiadisianit

o
&

they are now designed, these forms tend to elicit a great deal more
comment from supervisors on personal characteristics than they do
upon work performance. Until the appraisal forms are keyed more
closely‘go particular jéb requirements and until officers are rated
more in the light of these requirements, ﬁhe rating repofts will not

be as much use as they might be as a means of determining training
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requirements either for the individual officer or for the class as

such.

188. (6) Our principal source of information for the assessment

of training needs was the work analysis. We approached this task in
the belief thét -; as in’most>lines o% work -- the princ{pal job re-
quirements and skills can be taught or iearned and that once the work
has been properly analysed and the job requirements identified.tﬁe

training appropriate to the job can be designed.

189. Since we had already determined that the FSOVSYStem was

basically geared to the generalist, the tésk of work analysis was to
i&entify the principal job requirements a foreign servicé of ficer was
likely to have to meet.during his working career; For pﬁrposes of
this analysis we borrowed (and modified slightly) a list of activity
headings employed in a programme review carried out a few years ago:
1. Direction and Administration
2. Political Work

3. Economic Work

Py
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4. Politico-Military Work
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5. Security and Intelligence

6. External Aid
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7. Public Information

pR P eBal

8. Cultural Affairs

5

9. Consular Work
10. Commercial Affairs
11. Immigration

12. Representation : .

511 T LA Rt s LA GT Y LI
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Each of these activity areas were then analysed in terms of the job

T
e
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requirements they posed for foreign service officers so that we could
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Identify the knowledge, skills and personal characteristics desirable

in an incumbent. The knowledge and skill requirements were then used

to determine training needs and the personal characterlstics were noted
as a basis for determining 'selection standards. As an illustration

of eur analysis we attéeh a sample page as Figure 12,

190, Using all the various sources of 1nformation and approaches

~to the problem we have outlined above, we have been able to 1dent1fy’
training needs for the development of generalist,FSOS and these are

grouped and discussed under the headings listed as follows:

] 1) On-the-job training for new officers: ‘ ' _ B

R ST B 50 SRR LR C PLR AP

(a) Better assignment content with more challenge;

B

(b) Review of the length.of early aseignments;

(c) Better assignment supervision.

2) Supplementary trainiﬁg for new offieers;
(a) Scheduling the Cross Canada tour in t&o sectioﬁs;
(b) Better teaching methods in the ﬁuniversity of . é-
the East Block" (UEB);
(c)  Better scheduling of UEB instfuctien;
(d) Training in written and oral communicatione;
(e) Procedures and regulatione 44.administrative,

consular and immigration;

e
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(f) Speed reading.

et

3) Language training

i

4) Professionél Training (area studies, ecbnqmics, etc.)

LRI VRS AT

5) Management training : .
We will examine the training needs identified under each of these

.headings and indicate the supportihg evidence in each case. We shall
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Figure 12

SAMPLE WORKSHEET - ANALYSIS OF THE WORK OF THE F.S.0,

Job Duties

Knowledge and Skill Requirements

Training Requirements

A.

POLITICAL WORK

l‘

- %01 -

Reading and scanning of
newspapers, periodicals,
and publications of all
types, either in orig-
inal or tramslation,

and the auditing or re-
viewing of relevant radio
and T.V. programs - to
assess significant polit-
ical content relative to
relationship of country
with Canada.

a. Reading Skill

(1)

Test for reading and comprehension skill
and if significantly below a reasonable
standard, provide or obtain training,
Should be given as early as possible in
working career with possibly a re-testing
and, if necessary, refresher training
later in career.

b. Language Facility

(1)

(ii)

Requirement will vary with position and post.
If not already done there should be a
survey of post requirements and a policy
established to cover and this should be
integrated with the second Canadian lang-
uage policy.

As set out in this policy, training should
be provided in foreign languages prior to
posting abroad. This training should be
at Departmental expense since it is a job
requirement,

¢. Knowledge of Canadian Affairs
including -
Government Organization
History
Geography
Culture
Political Affairs
History of political relation-
ship with country of posting

(1)

(i1)

University Course in Political Science or
History as selection requirement,
Orientation Course to cover Canadian Govern-
ment organization; Department functions,
organization, history and philosophy;
Department personnel and Department relat-
ionships with other government departments.
This training should be broken up and each
part given at the time it is most applicable
to the on-the-job work of the FSO. It
should also use participation training
methods as much as possible.



191.

192.

193.

2. 22, =
procedal i RN

also add the proposals we have designed to meet the training needs

identified, and some proposals concerning related development needs.

At this‘point we should like to make two general observations
as an introduction to our study of training needs. First, the criticisms
we report should be kept in perspeckive. - Many of the comments we heard,
both'iﬁ the group problem solving ses%ioﬁé and‘in the intefviews, re-

_flected adversely on'Departmental policies and practices. Thesé criti-
cisms, however, were lafgely focused on early assignments in an officer's
career, particularly the probaﬁionary peribd.and to some but allesser
exteqt the first posting abroad. 1In general, ho&ever, the}dfficers
interviewed appeared reasonably content with the service and geﬂera;ly

satisfied with their work and the opportunities which the career offered.

Secondly, Qe would like to indicate that ouf analysis of
training needsbhas nog‘suggested any major departure from pfeéent methods
of developing foreign éervice officers. In general we can supporﬁ the
main characteristi;s of the Department's present approach to officer
development. We see a strong need, however, for extending certain
trainingvactivitieé and a pressing requirement to iﬁprdve Departmental

practices which are relevant to personnel development.

D. . TRAINING PROPOSALS

The gggrehticeship Programme

The deveiopment of foreign service'officeré has fraditionf
ally been a career or professional apprenticeship process. For the
individual officer this has involved the build up of a judgment capabil-
ity in FSO work thrbuéh.knowlédge and experience gained on the job.

The process involves successivelyvmore complex and demanding assign-
ments as the officer's'judgﬁent capébility has developed. »Thevkey

factors in this process have been the experiencé of the officer on the
- 105 -
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job, the challenge and calibre of the various aséignments he

receives and the quality of supervision and instruction he gets

from his supervisor.

194,

4% BT

4

Our analysis of the FSO personnel system has identified

this apprenticeship as the basic development process for foreign

ol ETpEeETEy IRy

service officers. All our findings to date further support-this

o

view that apprenticeship is the best approach to the training of
foreign service officers. Our analysis of training needs, however,

has brought out clearly the neéessity for some significant improve-

i .

fhew PENRL L T e o a2
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ments in the‘Department's present apprenticeship programme.. The
areas where improvement are particularly required are assignment
content and challehge, assignment length, and assignment supervision.

The criticism we heard in the group problem solving sessions and
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in the individual interviews focussed particularly on the initial

raeepenon

twelve to eighteen month period in Ottawa - the traditional probat-
ionary period - but extended in some instances to the first assign-
ment abroad. All the methods we used for examining training needs
listed in paragraph»182 showed evidence of the_need for this im-

provement in FSO apprenticeship.

195, The kind of comments we heard from foreign sefviée officers
in the interviews repeatedly criticized the laqk of challenge in their
first assignmentj there were many references to "make work projects",
"looking over the desk officer's shoulder" and "reading handbooks".
Maﬁy officers urged a redesign of the length of assignments to change
those which have been too short to permit a useful éontributidn'and
those sollong as to result in marking tire éo far as léqrning anything
new was‘cbncerned. Some officers also commented repeatedly_on the -
lack of prOpef instruction from fheir assignment supervisors due either
to theksupervisor being unavailable through pressure of his own work

- 106 -
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or due to a lack of supervisory skill. These criticisms were
mainly directed at the initial probationary period in Ottawé though

in some instances the same kind of observations were made about the

LT ’&‘a" o

first postiﬁg abroad.

13

i

Dr. Jackson's research study presents this kind of
‘ » .

evidence in quantitative form, together with illustrative quotations.

.y

196.

g poad A

-In the course of their individual interviéWs with the prpject‘conf
sultants, officers in the project group were asked the questioﬁ "How
could fraining in the Foreign Service be improved?" Tabulation of
the answers to this ques;idnrgiVen in Chapter VI‘of tHéIJéckéon Repprt
indicates, for instance, that:

'30.77% of the officers said that‘impr§§éd comﬁunicaﬁions

at the junior officer-supervisor level were required;

22.8% of the officers called for a decrease of clerical
~duties performed by FSOs in favour of increased respons-

ibility in their assignments.

197. Previous studies we have cited above have also identifiéd

a need for an iﬁprovéd apprenticeship pfogfamﬁe. In hié report of
.October 1962, Mr. Archibéld Day strongly critiéized the then existing
"on—the-job" tr#ining which he referred to as "an unplanned series
of stop gap placements'. He urged a change in éﬁphasis from.that‘

of regarding this training as "production"lof "keeping the Department
running" to "tréining for overseas service". In addition he set out

a number of specific proposals generally in line with those we have -

Pri)
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set out.

‘ .

198, The work analysis also singled out.these early years of

assighments as the critical ones in the dévelopment of foreign service
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199.

200.

officers. This is the period of basic instruction and learning of
the work of the foreign service officer. It is also the period of
basic orientation to departmental organization;_philosophy and goals.

As such this is the period demanding the most highly developed train-

ing assignments and programmes. '

Because of the éritical impértance of the first few years
of an officer's career, we believe it is of great importance that
there be fairly close alternation of training and'expéfience, that
the initial posting abroad should not be too longrdelayed, and that
it should not ifSelf be too long. We are therefore récomméﬁdingA
that an officer's original assignment.inHOttaﬁa run no lohger_thah
fifteen months, that all first postings — regardless of the classif-
ication of the post - be restricted to two yearé, and that all officers
return for a two-year assignment to Ottawa after their first posting
abroad. This should ensure that no officer will be kept too long:
at some of the jobs abroad which have limited development potential
and that all officers will be able fo learn the skills of the journey-
man desk officer within the first five years of-their working career
iﬁ the Department. This arrangement will also benefit the'Department,
in the sense that officers Qith experience‘abrpad will be able to do

many of the desk jobs which probationary officers hgve trouble doing
'well because of their inexperience. At the saﬁe time the Department
will be able to assess more accurately the abilicies"of junior foicers

who would otherwise remain comparatively unknown. quantities for some

" years.

' We therefore recommend the adoption of the following '

programme :
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(R 27)

That the apprenticeship training of the junior
foreign service officer shall continue to emphasize

"on-the-job" training but shall be extended and
strengthened as follows : A

a) The apprenticéship period during which the FSO

b)

c)

d)

e)

£)

Training Officer will be closely concerned
with the new officer's development will be
extended to cover the first posting abroad
and the second assignment back in Ottawa as
well as the first year 'after recruitment.

The first phase of this apprenticeship shall
comprise a period of twelve to fifteen months
in Ottawa for the purpose of giving the new
officer a general orientation to the Depart-
ment and to the work of the FSO and in order
to provide a probationary proving-out period.
Every effort should be made to avoid deferment
of the first posting abroad beyond the init-
ial fifteen months' assignment in Ottawa; and
if the on-the~job training assignments in
headquarters divisions are inadequate in
number - to accommodate available probationary
officers, an appropriate number of the better
qualified probationaries should be assigned
abroad after an abbreviated period on divis-
ional assignments.'

The second phase of this apprenticeship shall

~comprise a posting abroad for the officer for

a maximum of two years in all cases, prefer-
ably to a small or medium post of lesser com-
plexity, so that he may become familiar with
post routines and general FSO work.

The third phase shall comprise a two-year
minimum assignment in Ottawa (following im-
mediately after phase two - i.e. with no
cross-posting intervening) as a junior desk
officer to learn thoroughly departmental and
governmental organization and the co-ordlnat—
ing role of the Department.

The total apprenticeship shall require approx-
imately five years, and satisfactory completion
should produce a qualified working level officer.
Assignments, particularly those in. (b) above,
shall be closely supervised as to content and
challenge by the FSO Training Officer who shall
satisfy himself as to their training suitabil-
ity by.whatever means necessary including reg-
ular visits to divisions where new offlcers are
assigned.
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g)

h)

i)

i)

k)

1)

m)

n)

0)

The FSO Training Officer shall exercise
general personnel supervision over junior
officers during their apprenticeship period,
and shall be consulted when decisions con-
cerning a junior officer's promotion, salary,
and discipline are being made.

The FSO Training Officer shall control the
assignment of juniorlofficers during phase "
one of ‘the apprenticeship period and shall
advise Personnel Operations Division on.
their posting abroad and on their subsequent
assignment in Ottawa.

The FSO Training Officer shall establish
regular and formal appraisals and communicat-
ion with the junior officer and divisional

or post supervisor to ensure adequate three-
way communication on appraisals.

The FSO Training Officer shall conduct regu-
lar formal career planning and development
appraisals with the junior officer.

The FSO Training Officer shall be a persoﬁ:
with FSO experience at least to the middle
working level, have an above-average perform—
ance rating, be well respected in the FSO
community and have a demonstrated aptitude
for working with people.

The number of grade levels of junior officers
shall be reduced from three to preferably one
and not more than two with the salary steps

or spread maintained; also the salary increases
for at least the first three years of appren-
ticeship shall be automatic except where
performance is unacceptable.

The programme with its nature, philosophy

and administrative procedures shall be estab-
lished and documented as a Personnel Handbook
directive.

The Personnel Planning and Development Division
shall have the right and obligation to audit
the operation of the training programme to
ensure that it meets the design, objectives,
and policies set forth here and to obtain
corrective action as necessary. -

The Personnel Branch shall publish an appréntice-
ship programme News Letter as soon as possible

to stimulate interest and maintain morale amongst
junior officers by regularly furnishing news of
junior officer training activities, postings,
work at posts abroad, departmental plans, etc.
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Supplementary I'raining For New Officexs -

201, The second type of training need_j we have;_ identified is f:z
the supplementary tréining - that is, the classroom courses necessary %i‘
to supplement the working assignments included in the on-the-job g?;
training. 1In the past, this type of training has coﬁsisted princip- g
ally of the University of the East Bldck lectures andﬁthé Trans- g
Canada Tour. | | %
202. Of the existing supplementary training programmes the
Trans-Canada Tour is highly regarded by officers who have participated
in it, Participants clearly feel that it fills a definite need in
a most acceptable way. The 6nly criticism we heard is that it covers
too much for a person to absorb in a'single continuous period. We
believe it would be better if the tour were divided into two parts -
say an Eastern section and a Western section - separéted bj an'inferval
of at least six weeks.
203, The University of the East Block céme in for heavy critic-~
ism from the officers interviewed who expressed vieﬁs very similar to
those contained in Mr. Day's 1962 report. Almost unanimously the g
officers interviewed condemned the "deadliness" of the concentrated ,g
lecture method of instruction. Under the best;of éonditions thé' %%
lecture method is probably the least effective method of teaching, %%T
particularly for a group of young men and women who, for the most %;}
part, have recently finished a long period of classroom learning and ?
héve been looking for practical work rather than more lectures. A %%
change to more participative teaching techniques is clearly required. §§
204, :

Some of the criticism of the University of the East Block

which we heard alsd suggested a change in timing, at least for part

Lo

of its content. It seemed clear that the depth study of Government
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205.

206.

organization and inter-departmental relationships was given too .
early in an officer's career, before this kind of information was
relevant to the work he was doing. This kind of instfuction can

probably be better given on an officer's second posting to Ottawa

when it would relate more directly to his work.

Our work analysis study was particularly relevant to the
§ B
question of supplementary training content. This analysis not only
supported the Cross-Canada Tour and a revised and reorganized

University of the East Block course, but also suggested some further

important areas for traiﬁing.
+

One of the mosf important new éreaslﬁf training for which
we identified a néed is communications; By this we mean not oﬁiy
the formal channels and instruments of communication uéed in the
Department, but much more the various typés of written commﬁnication
.used and also the whole range of different kinds of intet-personél
oral communication.: In our work analysis comﬁuhications shows ubA
as a major work'requitemenf since it is a significant factor in al-
most every work element which we identified. The_following'list of

types of communication both in Ottawa and abroad provide an indication

of the range of activity.

Headquarters (written)

1. Departmental memoranda to the Minister, the Prime
Minister and other Ministers.
2. Departmental memoranda to other departments of Government.

3. Departmental communications to diplomatic missions in Ottawa.

4, Departmental communications to posts abroad (telegrams,

despatches,‘letters).
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5. Departmental communications to non-governmental

organizations and individuals.

6. Headquarters interdivisional memoranda.

Headquarters (oral)

1. Briefing or advising thebM%nister.

2. Giving evidence go the Parl%amentary Commifﬁee on
External Affairs.

3. Interviews with members of diplomatic missions in Ottawa.

4.  Briefing and advising senior‘officers‘iﬁ the Department.

"5, -Briefing and directing subordinate officers iﬁ the

Department. | | |

6. Speaking to organized groups outside Government circles,

7. Departmental committee meetings.

[o:]

Interdepartmental committee meetings. .

Abroad (written)

1. Communications to the Foreign Office and ther departments
of the host gbvernment. | | ,

2. Communications to individuals of the general publié in
the host country. |

3. Preés reléases.

4. Communications to the Department (telegrams, despatches,

1etters);

by
e
¥y
=

5. Internal memoranda.

Abroad (oral)

IEitm

&
B

1. Coﬁtacts Qitﬁ the Foreign Office and other Departments
of the host government.

2. Contacts with other members of the diplomatic corps.
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3.. Contacts with visiting Canadians.

Contacts with individuals amongst theigeneralrpublic of-
the host country.

‘5. Public speaking occasions.

* 4 . i
6. Consular interviews.

7. Briefing and advising the Head of Mission or senior

1

officer.

8. Briefing or directing a subordinate officer.
9. Interdepartmental Committee meetings at the post.

10. Delegation work or Committee work in international

organizations.

ihis list - which is not exhaustive - indicates the wide fange of
activities in which skills in written and oral cémmunications are
important. Since these skills are so vital to the proper conduct
of the Department's work there can be little doubt that the service
would benefit greatly if they were developed in foreién service
officers through positive training as well as through learning on-
the-job. Because communicatiohs is such a commohplace activity,
particularly in Government, and because most officef‘personne} get
plenty of practice at it, many people do not fully appreciate that
.communication involves skills which can be imparted or improved

through training. Because of the particular importance of éqmmun-

e
oy
e
24
%

ications to the foreign service .officer we have no hesitation about

identifying it as a training need.

207. & Another training need identified in the course of our
work analysis is in the area of internal departmental procedures and

regulations - particularly consular and immigration regulations. To

AR R

the extent that foreign service officers - particularly on their first
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208,

posting abroad - become involved in administrative, cohsulaf or
immigration work, it is imperative they have a working knowledge of
the relevant regulations if they are to be ready to handle the

work assigned to them in these areas at posts abroad.
: . } . .
more important if the foreign service officer is to supervise and

This is even
. : . ‘

direct the work of other Canadian or local employees in these fields

either as Head of Chancery or later as Head of Post. Because of

this circumstance it seems desirable to us that foreign service

officers generally become familiar with the various handbooks of

regulations before their first posting abroad. Officers would not

have to acquire the degree of familiarity that would'be'necesséry
for anyone who would be working in one of these fields»én_a'contin;
uing basis, but they should have sufficient acquaintance:to enable
them to handle their assignments in these areas withrreasonable con-
fidence.

Training by use of participative techniques through case

studies and role playing should make instruction in‘this field more

palatable.

The need for this type of training was emphasized very
strongly by Mr. Day in his 1962 Report. Writing’abbutithe preparation

for overseas service he said :

"We have sent or are sending officers ab;dad either
totally or inadequately prepared fdf‘their ﬁrobable
duties. One officer observed that he‘miéht'just
as well have gone from his university diréct to
his posting. We have sent officers overéeas ﬁith—
out enough French to order breakfast;'and others
with no consular training (they missed the lecture),
who did not know of our black book of Consular

Instructions until their arrival abroad."
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209,

210.

211‘

As a consequence of his findings in this area Mr; Day
recommended "common to arms traiﬁingf covering.familiarization with
all aspects of the foreign serviée‘officeré; duties abroad. ' The
need for this type of pr;ctical training'is as great now.as‘it wés

seven years ago. » :

Another area of training identified by the work analysis

»

-is reading improvement. Many of the duties of foreign service offic-

ers involve extensive reading or scanning of printed material of all

kinds. This is a career-long requirement. Since various organiz-

+

ations have been able ;o-demonstrate that readiﬁg'ability“ofvadults
can be substantially improved through tréining, with great increases
in speed often accompanied by improvément in comptéhension, we beiieve
foreign service officers should receive this training as a matter of -

course if they do not aiready have the skills required for rapid

reading.

To meet the training needs identified above by means of a

training programmevsupplemehtary to the on-the-job training, we

fecommend as follows:
(R 28)

That the Personnel Planning and Development
Division develop a compulsory supplementary
orientation course as soon as possible in
accordance with the following principles:

a) The course should be given in three phases
(at initial recruitment; prior to and in
preparation for the first posting abroad;
and on return to Ottawa after the first
post abroad) and shall concentrate on those
aspects of FSO work in which officers in
each case become involved in the immediately
ensuing period.

.

b) The course shall employ participative teach-
ing methods such as case studies and role
playing.

é) The course should include the following
subject matter:
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(@)

(i1)

(111)

That

Initial Orientation

General orientation

Introduction to departmental and
governmental organization

Part I communications: Types of
departmental communications and
how to draft them; how to dictate
to a stenographer; how to use a
dictating machine

Headquarters security

¥

Pre—-posting Orientation

Role of the FSO abroad, with special
reference to political work, ‘economic
development and trade promotion

Supervision of support staff

Part II communications: Types of
communications used at posts abroad
and how to draft them; public speak-
ing; inter-personal communications;

" interviews with. governmentvofficials,
with consular cases. :

Orientation for all officers on:

a) Representation and protocol

b) Security at posts abroad

¢) Consular work’

d) Information work

e) Cultural Affairs

f) Immigration

g) Post Administration

Additional training in any of the fore-
going as required for the individual
officer in relation to his posting

Secondary Orientation

Government organization

Interdepartmental relationships

Part III communications: Commlttee work
and negotiations.

Managerial and coordinating role of the FSO

Supervision of junior officers’

Work management :

(R 29)

the Department continue to provide the

Cross Canada Tour as part of its first year
training programme for all new entry foreign
service officers at an appropriate time during
their first Ottawa assignment (or where nec-
essary during their second Ottawa assignment);
but the Department should split the tour into
two parts with an interval of several weeks
between parts.
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b}

| (R 30)

T —

We recommend that in recognition of the
importance of economic development and trade
promotion in the protection and promotion of

- Canadian interests abroad, the Department explore
with ‘the Canadian International Development Agency
and the Trade Commissioner Service of the Depart-
ment of Trade and Commerce the possibility of
associating foreign service officers of the De-
partment of External Affairs with training and
orientation activities organized for officers ' ‘
in CIDA and the Trade Commissioner Service. _ -

13

(R 31)

That the Department arrange for a rapid reading
course to which all new FSOs should be assigned
during their first posting in Ottawa unless they
can demonstrate by tests that they have no re-
quirement for the course.

(R 32)

That the Department formalize posting preparation
as far as possible to ensure that all officers
are assigned to the division responsible for the
post to which they are going on first posting
unless they have already had a working assign-
.ment to such division.

212, We envisage that after their initial orientation FSOs

will be avaiiable for training in their second Canadian language,

Rigayys

¥

the Cross-Canada Tour, assignment to the Canadian Delegation to

the General Assembly of the United Nations and on-the-job assign-

R

Bl

ments in Headquarters divisions. Since Initial Orientation is

R

.
I+
L

‘intended to take place immediately on an officer's joining the
Department and Secondary Orientation just prior to his posting
abroad, the schedule should enable Personnel Operations Division

to reduce the number of interruptions in the assignment of officers ' *

R AR
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to Divisions in Ottawa. Depending on the capacity of . the Training

TS

Section and the number of new recruits being taken on strength

Initial Orientation might be given two or three times each year,

i

nm“
th o

and new officers would be asked to report for duty in accordance
with this schedule. , !

|

213, Scheduling the Pre?posting Orientation will presentba

o ce xR QR LR ETE AR Y Ol

few more difficulties, as there is not at the present time a great

hr T,

deal of consistency in the timing.of the departure of officers on

their first posting abroad The timing of the Secondary Orientatlon,

to be given when officers return from their f1rst post abroad will

B
LR
#
hi
i
;
i: _.
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£

}

also present problems. These problems w111 not only demand much

ingenuity on the part of Personnel Operations Division, but will also
be a real challenge to the Training Section, in the sense that if the

courses are of demonstrable value, pressures for officers to take

them will come not only from the officers themselves but from their

prospective supervisors as well.

Language Training

214, The need for Foreign Service Officers to have training in

their second Canadian 1anguage‘nas been established outside.the eon—
text of this study, and we do not beliene it is necessary for us to
enlarge upon the subject here nor to make any reconmendatione(on the
training itself, nhich is being handled by experts in the field; We
realize that the timing of Canadian language training is largel§ out-
side the control of the Department, but to the ertent that it can exert
an influence, we believe it very desirable that the Department arrange
for new officers to have a period of service in the Department in order
to make some identification with it before they are;sent‘off for training

in their second Canadian language.
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215.

216.

The orientation-training.we have oﬁtlined above can in
some measure be a function of language training, in the sense that
officers can improve their grasp of their second language while re-
céiving‘instructianon some other sﬁbject. Accordingly, .the Training
Section will no doubt consider carefully which‘asﬁects of the training
should be given in both languages and which in one language ohly. We
would eﬁvisage that all new officers will have received such second
language training as they require between the Initial Orientafion
phase and the Pre;possing Orientation, and would therefore think it

desirable that some of the Pre-posting Orientation training be given

H

in one language and some in the other.

Our analysis of FSO work naturally identified foreign
language training as a probable requirement for many posts abroad.
Interviews.with foreign service officers and our own enquiries indicate
that the Deparfment does not have a comprehensive orgéhized prégramme
or policy on fofeigﬂ language training. We heard of numerous instances
where foreign service officers were sent abroad without any language
preparation even when the job requirements at the pbst‘identified a
need for facility in the local language. The practice with respect
to hard languages seems to be reasoﬁably setfled, although even here
there does not seem to be a precise policy as to what capability the
officer is supposed to achieve and to exactly_wha£ ﬁéeds the' capability
is related to. Under the circumstances wé db not thihk,wé are in a
position to maké proposals on foreign languagg training until object-

ives and needs have been better defined.
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217.

218.

219,

(R 33)

Accordingly we recommend that the Department

make a study of the foreign language require-
ments-at all relevant posts with a view to -
establishing suitable policies and procedures
to provide for this training and to integrate

it with the training policy for the second
Canadian language. '

Professional Training

‘The work analyéis showed a definite réquirement for a
knowledge on the part of foreign service officers of the politicé,
economics, history and culture of Canada and of the post to which
an officer is assigned as well as a knowledge of international
political and economic relatiéns, -Some éfficers comévgo thé Depart-
ment reasonably well equipped in the areas indicatedAboth with respect
to Canada and the international field: some may even have completed
relevant area studies; many others have little rélevant aéademic
;raining. In any event, for all officers, knowledge in all these

fields requires updating from time to time, and we believe the oppor-

tunity should be created.

Many officers who were interviewed in the course of the
project made remarks which emphasized the need for professional mid-
cafeer training. A number of officers commented on the absence of any
policy concerning departmental support for or proviéibn of facilities
for training in‘thé'politics, history and cultufe‘of fbreign countries,
The availability of training of this kind in thé foreign services of
a number of other countries was frequently cited with a good deal of

envy.

This is an area in which the Department can prqbably achieve
a good deal through the eﬁcouragement of self-education‘and the pro-
vision of financial assistance to encourage other types of education.
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The Department can facilitate self-education in the politics,

history, etc. of other countries, which officers going on posting

abroad will naturallylundertake, through the provision of detailed

bibliogrqphical material. Similarly, the Training Section might
consider whether the value of the.cross—Caﬁada'tour‘would be enhanced
for the participants if relevant bibliographical material were pro-

vided. For more formal education both in Ottawa and at posts abfoad,

a policy of reimbursing all or part of the tuition fees for certain
designated university courses which foreign service officers can take
in their own time could g0 a good way toward méeting the requirement,
In its present situation of manpower shortage the Department can hardly
afford the man-years to do more. Nevertheless we believe that the
Department shouid review from time to time thg desirability of organiz-
ing special courses in certain subjects for which there»appears to be
a particulér demand (in this connection we have in mind the great success
of a course on economics given to all foreign service offiéers in the
U.S.A. Foreign Service).

Accordingly we recommend:

(R 34)

That the Department direct posts and divisions

to develop reading programmes and bibliographies

for each post (or to formalize them if they are

already available) covering the history, geo-

graphy, politics, economics, culture and govern-
ment of the country of the post. ’

(R 35)

That the Department consult with the Ottawa univers-
ities concerning the identification or organization
of courses in Canadian and international politics,
law, economics, area studies, etc. for which the
Department would be prepared to pay fees for FSOs
taking these courses in the evening programme

during an Ottawa posting.

- 122 -

A

£
-
L,

o

S REET |

L3812 eenye

Fad
té

X




220.

221.
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(R 36)

That the Department establish a policy under
which it could pay fees for FSOs taking suit-
able job-related courses at universities at

posts abroad which could contribute to their
development. '

Management Training

|

The last of the training needs identified in paragraph

190 relate to supervisory and management skills. Before we discuss

-the managerial role of the foreign service officer we would like

first to define what is meant by management. This is iﬁportant,because

there is a tendency on the part of some people to regard management.

merely as a high-powered term for administration.

Basically, management is getting work done'through other

people. It involves four major types of activity:

a) - Planning: the defining of objectives, the foree
casting of tequirements to meet the objectives
and the designing of an action programme to attein
tﬁe objectives; |
b). Organizing: the designing of the structere ot‘the
| organizetion, the definition of the fuoctions of
its working units and the identification of the
principles governing the delegation of responsibility
to the various units; the staffing of the organization;
c) Directing: co-ordination of the work of.the component

units of an organization; work planning and review;

communication; and

d) Measuring: periodically asSessing the results of the
organization's activity and the achievements of its
component parts.
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222.

223.

224.

In the Department of External Affairs officers who
exercise management functions at Headquarters include the Under-
Secretary, .the Deputy anq AssistantvUader—Secretaries,>Brénch
Directors, Heads of Divisions and, to a lesser degree, Deputy Heads
and Section Heads. At posts abroéd managemeht‘functioné are exercised
by Heads of Missibn and Heads of Ch%ncery and, to.a'leéser extent,

.by Section Heads (where they exist)Aand Administrative Officers.

Pgople have sometimes suggested that:perhaps.the foreign
service officer should not be required to fulfill a management role.
The, ,view has been exﬁressed that, as a brbfessional dipibmat, the
fbreign service officer should be relieved of managémenf'réépohsibil—
ities as far as possible.so that he can conéentféte’on his brofessiona;
work. Because of the serious implications of these:ideas; ﬁe'believe
it is impoftant to determihe whether the viewpoint’cited represeﬁts a
btaétical concept or whefher the foreign service officer must indeed

be a manager.

In ekamining this-QueStioﬁ we start from the premise that
foreign service work at posts abroad and at Headquarters in Ottawa
must be managed by someone. >Thére must be an officer at each post
abroad or in each ﬁeadquarters unit who will‘plan and direct the wofk,
whether it be'political or economic, cultural or consulér,’éxtérnal
éid or defence liaison."Someone must review and abpréve the day-to-
day decisions thét are made; someone must be accountable for the
over-all effectiveness of the operation. The obvious answer is that
this sdmeohe should be a senior officer who is experienced in the most
demanding aspects of the work. In any Ex;érnaleffairs ;nit.- whethef

post abroad or division at home - the "someone" must, we suggest, be

e P
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228,

managerial responsibility.

an experienced and capable foreign service officer. It is certainly

questionable whether foreign service offlcers would accept management

in their own field by anyone else.

If this is the case, then the foreign servioe oificer is
inescapably destined to be a manager as well as a profe551ona1 diplomat.
The burden of managerial work will, 'of course, be lighter for any
foreign service officer who has capable supervisors and specialists
working in the organization immediately below him. A Head df Post
who has a particularly sensitive and demanding diplomatic job to do
should have as his second in command a foreign service offlcer who is
as vell trained as possible in all ‘aspects of foreign service officer
work and highly skilled in the supervision of junior staff.A A Head of
Post in an exacting position of this kind should also have an admin-

istrative officer who is well trained in administration and the super-

vision of local clerical staff.

Even with the delegatlon of the detailed work and much of
the supervision of staff to subordinate officers, the Head of Post
(or the unit Head in Ottawa) must remain the manager. Someone must

still review and approve major decisions; someone must still be re-

-
X
"l pa:
Y
=
2

sponsible for over-all direction, planning and control. Delegation

3

b
3

Fas: I8

does not relieve the Head of Post of over-all responsibiiity even
though it may lighten his load. While the addition of subordinates
can reduce the detail of supervisory work, it cannot change the scope

and nature of his responsibilities and decision making.

It seems unavoidable that the foreign service officer, as

he achieves professional responsibility, must also assume increasing

The managerial role of the foreign service officer is,
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moreover, likely to increase in the‘future rather than decrease. In
the first place'the‘demands of programme planning and bndgeting are
placingigreater and greater managerial responsibilities on foreign
service officers in senior positions. The central agencies are forc—-
ing the pace in compelling the Department of External Affairs, as vell
as other departments, to achieve a greater measure of self—management.
Assistant Under—Secretaries, Branch Directors, Heads of Division and
Heads of Post are being asked to-assume extensive responsibilities in

the field of financial management for the Headquarters units and. missions

abroad under their direction.

i

The managerial role of the foreign service officer is'
furthermore likely to increase also because of the grOW1ng demands
for co-ordination of Canadian Government activities abroad ) The

rapidly increasing external aid programme and the growing involvement

of other departments of Government in international activitles of

various kinds clearly point to a need for effective co-ordination in

a given country of the activities of various departments of the Canadian
Government. Furthermore, as programme budgeting sharpens the planning
activity of various departments of Government in working up programmes
and scheduling activities abroad, the need for co-ordination will in-
crease very markedly. Co-ordination of Canadian'Government activity
abroad, whether it is required by statutelor regulation or simply bv

the practical needs of an ad hoc situation, is an obvious field of
activity for the Department of External Affairs. Co-ordination of

this kind is a senior managerial function and will therefore inevitably

fall upon senior officers of the Department of External Affairs both

abroad and at Headquarters in Ottawa.

Finally, the growth of the Department itself will inevitably
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>produce managerial demands which can only be dischargedip;operly'by
foreign service officers. All organizations as they expand eventually
reach a point where reorganization and delegation mustioecur if the

load at the top is not to become unmanageable and.unbearable. There

is much evidence to suggest that the Deparfment of:Exte;nal Affairs is

at this<point. ‘The Glassco Commission study and the Eatock organizational
report would tend to confirm this view. When reorganization end in-
creased delegation occur there will unavoidably be increased managerial
demands not only at the upper levels but also in the middle management
levels -~ the Branch Directors, Heads of Division, Deputy Heads and Section

Heads, Heads of Post and Heads of Chancery abroad.

There would seem little doubt, therefore, that the manager-
ial role of the foreign service officer is not only here to stay but
due to expand considerably in the next few years. We ask now how ieady

and how well equipped is the average foreign service officer to handle

this managerial responsibility?

The researchvwhich Dr. Jackson has carried outvﬁae brought
out rather clearly that the average foreign serViee efficer‘does not
see himseif as e'menagef, nor does he consciously seek this rele; (See
Appendi# V, pp.6-9, including Recemmendation‘No. 2). This means that
a re-educationdto the role and work of management may be required for
the average FSO if he is to perform this role effectively. In addition,
since the managerial role is to be of growing s1gnificance it is imper-
ative that some aptitude for it should be present in all foreign service

officers recruited for the foreign service. Management aptitude should,

therefore, be one of the recognized selection standards for new recruits

to the foreign service. Those responsible for designing the selection

procedure for new foreign service officers will have to ensure that these
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o Cr e MR ap-

procedures.will be effective in identifying by means of aptitude

tests, employment»exoerience, interviequuestions, etc., the.candidates

with the greatest potential‘for managenent responsibilities in con-

junction with the most promising potential for deueloping the other o
qualities required of a diplomat.! Finally, the Department will have

to adjust its concept of the foreign service officer as solely or pre-
dominantly a diplomat in favour of a composite image comprising a

capacity.for management as well as a capacity.for diplomacy. This

adjustment in the Department's image of a good foreign service officer

will be particularly important in relation to FSO promotions. -

4

The evidence we have gathered suggests that the managerial
capacity of foreign service officers now on strengtn'could'be improved.
Inrtheirrinterviews with.the project consultants, foreign service
officers often complained of the calibre of supervision which they
received. Many officers commented on the scanty attention often given
by senior officers to the instruction and development of subordinates.

The lack of communication, particularly concerning rating reports and

 career planning, was also the subject of much adverse comment. We

gained the impression that it was a rare occurrence for a foreign
service officer to have a satisfactory interview of this nature.

There would therefore appear to be an urgent need to strengthen these

components of the foreign service officer's managerial role.

As further evidence of the improvement needed in the manage-
ment area, we draw attention to some of the replies to questions asked
in the course of Dr. Jackson's research study. lt will be recalled
bthat in_answer to the question "How could training in the ForeignIService
be improved?" 30.7Z of the officers questioned mentioned3inproved com-

munications at the junior officer-supervisor level. In addition, 20.8%
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of the group indicated a need for additional administrative training,
- by which some meant training in management or supervisory techniques

and some meant training in internal departmental procedures.

Accordiﬁgly we recommend:
(R 37)

That the Personnel Planniﬁg and Development
Division develop and incorporate in its supple-~
mentary orientation training for new entry
officers some education in the basic concepts
of the managerial role . and some skill training

in the supervision of support staff and junior
officers. '

. ' : (R 38)

That the Personnel Planning and Development
Division develop or obtain an educational pro-
gramme in the concepts and work of the pro-
fessional manager to be given to all foreign
service officers now on strength during tours
of duty in Ottawa.

(R 39)
That when the necessary training facility is
available, Personnel Planning and Development
Division provide skill training and coaching

to all foreign service officers on career
planning and performance appraisal communications

with subordinates. '
Development

This concludes our recommendations on training. 1In the
course of our enquiries directed to the identification of training
needs we turned up some pressing development needs which deserve a

place in this report. The first of these we would like to mention

:1s the requirement for career planning interviews. We have already
‘pointed out that junior officers should be regularly exposed to this

type of interview - a proposal which has been strongly recommended

by Dr. Jackson in his Report (Recommendation No. 3). We would like

now to examine the case of the more senior officer.
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236. A peculiar feature of the Department of External Affairs

(which, we believe, it shares with other foreign services) is that

-vnﬂa‘!”s 3

decisions which determine the career of the subordinate’officer.

1

. itt

. | A
The supervisor can make a contribution to these decisions through

i
-
P

the rating reports and he can give his own estimate of his subordin-

ate's career prospects which could have some coﬁnselling value for

the officer he supervises.' The meaningful counselling which focuses

On career prospects rather than past performance must be got- where-

the decisions are made - in Personnel Operatlons D1vision. ‘This un-

avoidable delegation of an important management respon31b111ty to
the Personnel Branch means that there is a real risk that the counsell-

ing may not be well done.

237. We are well aware of the heavy burden that rests on the

posting officers in Personnel Operations Division. We must neverthe-

less report that many officers - not just juniors - remarked on the

infrequency of good career planning interviews, and expressed the

AT R P YR

feeling that they had little or no opportunity to contribute»to'the

TARAY

LY

&

career and posting decisions which affected them. The validity of

this is substantiated by the fact that in the early stages of the

PSR T ety

interviewing programme in this project - before the need for time
control was apparent - many of the interviews between prOJect con-
sultants and the FSOs in the group ran to two hours or more. Many
officers had rarely had an opportunity for a discussion of their
career in depth with someone who wanted to listen. The requlrement
for regular career planning interviews for officers at all levels

would appear to be a pressing one.

ARG

i
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238. The rather special caserof senior officers deserves some
mention. ‘Senior 6fficers stationed in Ottawa are in a pésition to
get some kiﬁd of comment on their performance from ﬁheir immediatev
sdperiors, but not so those at posts abroad. An officer An- charge of
a post abroad has no one to whom he is operationally responsible
(other than the Minister of the Under~secretary, who has many pre-
occupations) with whom performance can be discuséed in any”detéil.
Related to this circumstance is the fact that foreign ser;iée officers
of Grade 6_1eve1 or abové - 32.57 of the Department's FSO'strength -
do n?t have any rating forms completed on them: in other words, the
event which is fhe occasion for'performahce appraisal for.pfficers
of Grade 5 level and below never takes place for more senior officers.
Without a systematic appraisal system it is difficult té see how in-
effiéiencies in manpower utilization and perhaps inequities in prombt-
ioh, through too much reliance on the seniority factor, can be avoided.
As we have noted elsewhere in this report, there appears to Ee a re-
quirement for an appraisal system for senior officers. We believg more
effective arfangements for career planning interviews for:senior offic-

ers would also be desirable.

(R 40)

=
>

¥

Accordingly we recommend that a programme of
interviews of foreign service officers by a
personnel officer be inaugurated as soon as
possible so that every foreign service officer
shall have an opportunity to discuss thoroughly
and informally past ratings and postings, car-
eer aspirations and other personnel matters

- affecting him, the interview to be held at a
time free of imminent posting or promotion
decisions.

T

R R

239. ’ The interviews which project consultants had with officers
of the project group revealed a noticeable lack of a managerial atti-
tude on the part of the officers with respect to the various jobs they
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had had. One of the consultants who interviewed over 70 officers

found that, with one exception, they were all "activity" oriented

rather than "objective" oriented. This kind of attitude will no

doubt change as the Department becomes more "objective"'oriented,

as it will certainly do. The process of remoulding attitudes can

perhaps be acceleratgd if the rating'form used for officers were

to focus more on work requirements, which are closely related to
objectives, rather than personal characteristics. Such a change
would incidentally take a lot of the pain out of appraisal inter-

views, since they would revolve more around objective matters -

H

how the work was done - and less around sensitive subjects connected

with the officer's personality.

(R 41)

Accordingly we recommend that the foreign
service officer rating form be revised to
change the basis of rating from personal
characteristics to work requirements,

240, We would like now to make a proposal coﬁcerning officer ‘
development'which relates to the changing work requirements‘bf ihe :
Department. We mentioned in paragraph 229 that the steady increase %

3
in Canadian government activities abroad would create demands for %
co-ordination which will no doubt have to be ﬁet in large measure z E
by the Department of External Affairs. To meet these demﬁnds foréign %%A
service'officérs will not only require management skill; as we have gz
suggesfed above but will also need to have some écqﬁainéénce with the %’;
work of departmenté of government other than the Department of External f%;
Affairs, particular1§ those which are involved in operations abroad. ;#é

241,

We do not believe that this latter requirement can be ade-

AL

it
4

G

quately met through orientation training: di:ect'experience-is likely

it

eyl

to be more effective. Such direct experience would, we believe, be ' ’

TG
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242,

particularly appropriate for the generatioﬁ of FSOs who‘will be

moving into the middle working levels of théréervice in the next

few years. Mést of these officers have passed vittually:all,their

working career in the Department of External Affairs. . The inform-

ation tabulatéd.in'Figure 1 on paée 4 indicates that 4—_ih’éomparison

with their predgcessors'of the 1940é -- the present‘geﬁerétion of

junior FSOs includes‘a much higher proportion of officers whé have

had no significant employment experience in any-other départment of

government or in the private sector before joining the foreign service.

The decline in the proportion of officers who have ;ome;into the service
[ ' : ’

by lateral entry has also been noted in paragraphs 94‘ahd 95 above.

To ensure that foreign service officers are not nurtured in too narrow

a context and to meet thé growing requirement fof officers with a broad

knowledge of Canadian government activities Qe,believe a»develoPmenf

programme should be worked out which will give a substantial number of

FSOs some working experience in other government departments.

We have mentioned in Chapter III1 (paragraph 45) that second-
ment to External Affairs of officers from other Government departments
either directly or through the Career Assignment Programme might be a
suitable short-term measure to ease the shortagé of foreign service
officefs in the middle grades. An exchange arrangement undeé whichv
officers of the Department of External Affairs would be seconded to
other departments in exchange for officers from other departments who
might 5e seconded to the Department of External Affairs would do nothing
to ease the Deﬁartment's manpower shortage: it would, however, do a

great deal to diversify the experience of foreign service officers while

at the same time bringing into the Department the knowledge and skills

“of officers whose main working career has been in other departments of

Government. Officers who have had the opportunity of serving outside ‘
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the Department of External Affairs for a period of secondment (e.g.

in the Canadian International Development Agency, in the Privy Council

Office, in the‘Department of National Defence and in the Treasury Board)

]

have certainly benefited from the broadening experience which these

ARBIARR IR TSI

assigﬁments afford.  Secondment to other departménts has not; however,
affected more than a small number of FSOs: at the presenﬁ-time, for
instance, ten officers are on secondment to other gerrnment departments
or agencies. 1If the Department is to benefit from arrangements of this
kind a much ﬁore extensive programme must be laid on; Clearly this can

only be done if the officers seconded are in most cases replaced by

officers seconded from other departments to the Department in exchange.

Accordingly we recommend:

- (R 42)
a) That, to diversify the experience of foreign ‘
service officers and to ensure that as many
as possible obtain some direct knowledge of
the work of other government departments,
the Department work out through the Public
Service Commission arrangements whereby at :
least 25 foreign service officers are at - i
all times serving limited tours of duty
on secondment in other government depart-
ments or agencies; and

b) that in order to bring into the Department
experience and skills from elsewhere in the
Public Service, officers from other depart-
ments of -government be seconded to the '
Department of External Affairs for limited
tours of duty both in Ottawa and posts abroad,
in exchange for the foreign service officers
seconded out, except where the latter are
covered by man-years allocated to the depart-
ment specifically for secondment purposes. '

2
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v

UTILIZATION OF FOREIGN SERVICE OFFICERS

The questions we have sought to answervin’this part of

our enquiry relate to the Department s manpower ecdnomy in its employ—

ment and deployment of foreign service officers'
|
used to best effect in the present generalist system? Should they be

are FSOs being

more specialized or less specialized? Are we using FSOs to do work

which would be better done or as well but more cheaply done by other

‘classes of employee? Are we wasting FSO resources through duplicat-

don .of effort? Are FSOs being adequately supported by other categor-

ies of employee? We propose first to deal with the proplem of gen-

eralists versus specialists.

" In a prev1ous section we reviewed this problem from the

point of view of FSO career paths and the training of FSOs. ,It’would

be useful here also to consider this problem from the point of view

of the effective utilization of FSOs,

Generalists versus Specialists

In our approach to this proplem we endeavoured first»to"
ascertain the degree of Specialieation.which,now obtaios in the Depart-
ment - how many of the Department's foreign serrice officers are gen-
eralists properly speéking, and how specislized are the specialists..
This was not particularly easy as the Department's,information about
how an officer has been employed is not always recorded in places
that are easy to get at. For practical- purposes we found the best thing
to do was to make a sample study of 66 senior officers on whom we had
fairly full information as recorded in the Personnel Inventory Forms
which senior officers have fllled out in connection with the Publlc

Service Commission's development of a serv1ce-wide manpower inventory.

1
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The sample_consisted of eight FSOs 9, 16 FSOs 8, 24 FSOs 7 and

20 FSOs 6. It was a random sample, but only in the sense that these

66 officers happen to have cdmpleted inventory forms.

246. Of this group of 66 officers, 18 could be designated as
generalists. Their education, pre-departmental employment and their
appointments and assignments in the'Department were so diversified

that no discernible specialist thread could be identified.

247. 0f the remaining 48 officers in the group, elght have had
more than half their assignments in one field, and six others exactly
half; these fourteen officers could be identified as the closest thing

:

the Department has to specialists in the sample group. The remaining

34 officers have had two or mofe assignments in an activity ;rea (in -
some cases related to their education or pre-departmental'ﬁorking ex~

perience) and may be regarded as orbital speéialists in the sense that
they have moved into an activity, out of it and into another éctivity

and then back to the original activity, at least‘once and sometimes

two or three times. Ten officers of the group could be‘idéntified

with two different fields.

248. Since the group studied is not a propér étatistical sample .
and since our methods of assessing specializ;tioh'ére véry rough, not
too much importance should be attached to the exact ﬁércentage.figures
for the sub-groups into which the sample can be divided. Broadly speak-
ing one can say that about one fifth of the grouﬁ are specialists,
about one quarter are true-blue generalists, and the remainder -~ slightly

over half - fall somewhere in between.

249, How far should the Department go in developing specialists

in certain areas? To get some suggestions on this we consulted the
' .

following key officers:
- 136 - . '
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Legal Adviser

Director of the Office of Economic Affairs
Director of the Office of Politico-Military Affairs
Head of Information Division _

Head of Cultural Affairs Division |

Head of D.L.(2) Division

Canadian International Development Agency - Director
General of Personnel

Director General of the Personnel Branch

In consulting these officers we had in mind that.they were concerned

with types of activity - legal, economic, cultural, information and
aid - which can be found elsewhere in Government serv1ce and that if
there was a case for the employment of spec1allsts on the substantive

side of the Department's operations, it would probably be found in

some of these areas. o -

All these officers, except one, indicated their general
satisfaction with the broadly qualified foreign’serviee'officer as

the best kind of person to do the work in their particular brapch or

division. There was no suggestion (again with one exception_which we

shall explain Iater) that fhebDepartment would do betﬁer tqkémployﬂ
specialists from outside the service for some aspects of their unit's
work, nor that the Department should develop a specialized.FSO"stream
where officers would work exclusively in one area for the main part of
their career. Several of the senior offlcers consulfed emphasized the
Department’s co-ordinating role and the correspondlng'requirement that .
officers working in their Divisions should haye a cepacigytto see a-
particular activity in its proper perspective in relafion éo other
types of activity in a given country or area. For-idefagce,lan officer
in the Office of Economie Affeirs whofhad had experience as arpolitical

officer and who gould see pa;ticular economic problems in relation to

a broader picture was more valuable than an officer with highly developed




251,

252,

skills in a particular field of economics who had spent neéfly all his

working life in that area of activity.

A number of these senior officers:did stress theradvantage

for the Department in having an officer appointed to their field of

_ ; .
. activity on different occasions in the course of his career, with such

assignments interSpersed with other'assignments in different‘aspects

of the Department's work. An officer who had had an assignment in, say,
North American Defence and NATO Division as a junior officgrrwould,

if hé returned to the Division as an FSO 4, be able.to learn his jéb

mucg more quickly than one who came to the Division without this previous

experience.

interpretihg these various comments from Seniér officers who
are in a good position to see our qualitatiVé‘manpowe:'requirements in
their particular fields, we believe that the further deQelopment and
sophistication of orbital specialization within a service that can remain
basically generalist Qili meet the Départmént's own peculiar requirement
for specialization better than any more elaborate progfamme'for setting
up differentiated specialist streams within the FSO groﬁp. Developmenﬁ
of orbital specialization will require a greater degree of careef’planning
than is now practiced. Some career planningrhas‘been carried out in the
Department for some time: this is evi&ent from the number of officers
in the senior officer sample mentioned above who have developed orbital
specializations. In a number of cases there is a logical sequence of
appointments for an officer who, largely because of these appointments,
developed a certain measure of specialization through accumulated exper-
‘ience. We have.the impression, howeQer,,that most.qf the appointment
decisions were made one by one as the vacancies developed and th&t there

was relatively little planning which extended beyond the next appointment.

What we are suggesting now is a greater degree of forward planning and

V .
o
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an increase - though a fairly modest one - in the amount of orbital

specialization to be built into the careers of foreign service officers.

We believe that in the development of any programme for in-
creasing the degree of orbital specialization in FSO careers, the
Department should take care to avoid too much specialization. The

foreign service officer is concerned 'primarily with relationships -
; ,

relationéhips of all kinds: and whiie he muét éoncern himself with

matters of substance, he must not do so to the extent that his capacity
to deal effectively with relationships is impaired. We suggest that

the Department's aim, for instance, should be no

t to develop economic
specialists but rather specialists in international felétionships which

are primarily economic in character.

(R 43)
Accordingly we recommend that with due regard to
the generalist nature of the service, the Depart-
ment develop a policy on orbital specialization
~to ensure that the service will have an adequate
supply of officers with special knowledge and
experience to meet the changing work requirements
of the service; and that the particular abilities
and interests of foreign service officers in
special fields may be developed for the benefit

of the foreign service as well as the individual
officer concerned. : : ‘

Elsewhere in this report we have reéommended-certain measures
whose 1mp1eﬁentation‘wili be essential if a programme of.orbitai spec-
ialization is to be further developed: we refer in particular to the
accumulation of much fuller information than is now available about the
job content of the Department'é various FSO positions, the requirement
for much fuller m;npower inventory information, the requirgment for
frequent two-way communication between the Department and individual
officers, and finali§3 the need for runner-up'charts lisfing possible

replacements for officers occupying key positions both at posts abroad
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and in Ottawa.

Loss ‘Of Time In Job Changes

All foreign service of ficers - generalists and specialists
alike - must contend with one charecteristic of their career pattern
'which occurs much more frequently inlthe foreign service_ghan in other
lines of work - ﬁamely, tﬁe requirement to learn‘a_new joB.v We have
developed no statistics on the frequency of this but we suspect that -
not counting the training assignments during anrbfficer's first post-
ing in Ottawa - the average FSO changes jobs every eighteen to.twenty;
four‘monfhs. For officers who are taking on a new job in their orbital
specialty the task of getting settled in.and working up to full pro-
duction is easier and shorter. - For the officer who is changing to a
completely different line of work the running-in period can require

several months. . Indeed, heads of division whom we consulted cited
this circumstance as-the main reason why they preferred officers who
had developed an orbital sbecialty-in the work of their divison: the

generalists, they said, often took too long to learn a new job.

If the Department's utilization of its FSO resourees is to
reflect good economy, everything possible should be done to reduce the
loss of time and efficiency which occurs wheanSOS change jobs, the
totality of which must be considerable over the whole service in the
course of a year. One standard remedy which is dear to the hearts of
many supervisors is the period of overlap between an incoming officer
and his departing predecessor. Discuésions we have had with a qumber
of officers éuggest'ehat this device is rarely effective. In'many,cases
the officer taking over has>just arrived at the post ffomVOttawa or
elsewhere and the officer surrendering responéibilities is‘about‘to
depart for Ottawa or elsewhere. Both officers are frequently highly
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’,'officer working on a

'special preparations that appear to be called for and generally prepare

-named incumbent and would not have to be prepared in the hectic days

. work when he is away - on annual leave, at conferences or. ill.zil

distracted by their personal problems and the possibility of -
effective communication between them is very slight indeed We are
of the impression that Personnel Operations Divis1on is sensible in

not squandering manpower on this essentially inefficient exercise.
: ]

 While we have not studied the problem in detail we would
like to advance a suggestion which - ir conscientiously implemented -

could reduce considerably the loss of efficiency which occurs each

“time a job changes hands. Our proposal is that every foreign service

regular job (as distinct from a prOJect) should as
one‘of his normal duties prepare a turnover brief which would contain ,

a full and complete description of how he does his job. This document

which Would include names, titles - perhaps even telephone numbers -

of all contacts outside the Department or post, outlines of special
procedures and recurrent tasks, etc., could be made available to the o
new incumbent even before he left Ottawa or his post abroad " The new

incumbent would have an Opportunity to study his assignment nake any

himself for his new job in such a way that the break—in period. should
be less painful for him and less conducive to the loss of efficiency
in the unit.v The system w0u1d Work best if the document were prepared
fairly early in ‘an officer s incumbency and then revised at regular ,"

intervals so that it would be ready to be passed at any time to a newly '

Just before an officer leaves his post or division for his next assign-
ment. Turnover briefs would have the additional advantage of being

available to temporary replacements who have to take over an officer s

2

3%

.
(14
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260,

(R 44)

Accordingly we recommend that the Department
consider requiring officers as a matter of
routine to prepare turnover briefs which
would contain a full description of their

Job for the guidance of the next incumbent

Or any temporary replacement; thus obviating
any requirement for the costly and inefficient

device of overlaps between a departing officer
and his successor, '

FSOs In Non-FSO Work

In the course of our conversations with the senior officers
mentioned above, we were able to identify some types of activity where
i v .
it seemed likely that FSOs were doing work which would be either better

done or less expensively done by other classes bf employee.

One important area of activity in this connection 1is aid
work. A number of officers we consulted concurred that there were two
main types of activity abroad in the aid fiel& - naﬁely, programme
planning and programme administration. Many were also of the view that
much of the programme administration work could probaBly be done by
officers other than FSOs. It was also agreed that some aid programme
planning was of a technical nature and required technical officers from
CIDA to do it properly. On the other hand there was é conviction that
a great deal of aid work had important political aspects and was properly

the province of the FSO.

Although there were some sixty officers engaged in aid work

at-posts abroad, there was no well organized body of knowledge about the

various types of aid work to be found at each post. The problem is

further complicated by CIDA's current programme. to give field experience

to a\large number of their Headquarters officers,'a programme requiring
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joint ad hoc decisions by External Affairs and CIDA on the staffing
of various aid positions abroad, in many cases where the'exéct nature

of the work to be done may not be too well known.

261. It seems to us urgently necessary that a work analysis
study be carried out ét every poét,where aid wofk is done ﬁo ascertain
the exact nature of the aid Qorkload]énd to determine how this work-

~ load could best be distribute& between various classes of empioyée.
The information so obtained could be shared with CIDA - indeed much
of it must be obtained with their Co-operation - and could serve not
only’to assist the Department in assessing the costs of its handlihg
of the‘country's aid programmes, and estimating how these costs might
be lowered, but could also enable us to determine how much of the aid
work abroad should be done by FSOs, how much by AS officers froﬁ’this_
Department and how much by other types of officer from the Department
of Trade and Commerce and from CIDA.'-In addition to that iméortant
infofmation, the work analysis would also enable the Department’'s
training séction to develop appropriate types of officer to do aid
wérk at posts abroad. A very substantial number of officers now
doing aid work abroad are junior officers on first posting out, some
of whom had some exposure to aid work in CIDA before ieaving OttaWa,

but no specific training on how best to perform it.

3
:

rrr—

262, There are other reasons why the Department should assess
carefully its future commitment in this field. It will make a differ-

ence to the publicity material we use in recruiting, which properly

T

should reflect the nature of the work FSOs are going to be expected

L pLL

to do. It can also affect our recruiting standards in the sense that

we will clearly need a proportion of officers in each new class who.

are suited and motivated to do aid Vork..blt must find its place in

- 143 -




263,

the image of the Department so that FSOs who are asked to do aid

work will not have the feeling that they are being shoved aside

into a peripheral area and that their performance on aid work will
count for little in comparison with what other officers do in the

political field, for instance.
(R 45)

Accordingly we recommend that in co-operation
with the Canadian International Development
Agency, the Department carry out a work analysis
study of aid work now done at posts abroad and
of additional aid work which will have to be
done within the foreseeable future in order to

‘ determine what classes of employee should be
assigned to this work, from which departments
they should be drawn, how they should be trained
to do it and how the selection standards for any
of the classes of employee concerned should be
modified. ' :

The Head of Cultural Affairs DiQision expressed the view-
thét there were some jobs in the cultural affairs field - Eoth in
the Division in Ottawa aqd at a few posts abroad - which would be
betﬁer done by personnel with an appropriate‘background,than by a
generalisf officer assiéned to cultural affairs work for an'occasional
tour of duty. The Head of Cultural Affairs Division felt that it
would be quite possible to identify such'joﬁs and make arrangements
to fill theﬁ froﬁ outside the Department and that, in many cases,
this approach would be preferable to trying to develop‘foreign service
officers in the cultural relatioﬁs field who had no speciaivbackground
or aptitude fof it. He recognized that there were some officers now
in the Department as FSOs - and probably otheps who.would be recruited
in years to come - who' had the background and apfitude to_do many of
the cultural affairs jobs effectivgly. Oﬁ balaﬂce, however, he thought
it would be wiée for the Department to supplementvthis’relatively smallb'
number‘of officérs with officers from outside the Department who could
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be brought in on a secondment or contract basis to fill vacancies
which otherwise we might have great trouble in filling from our own
resources.
(R 46)

Accordingly we recommend that the Department

undertake a work analysi§ study of Cultural

Affairs Division and cultural affairs positions:

at posts abroad to determine which jobs should

continue to be filled by foreign service officers,

which jobs should be filled by officers in the AS

group, and which jobs should be filled by cultural

affairs officers recruited, seconded or engaged by
contract from ocutside the Department.

264, o ~D.L. (2) Division agreed in the course of our discussion o

with them that there were some jobs in the Division now being doﬁe

by FSOs - and often because of their nature not much liked by~thém -
which could be done by classes of employee other than FSOs provided
such personnel were properly selected and trained. .The number of
officers who might be released for other dqties by this ré-arrangeﬁent

would not be large, not more than two or three at most.

;_:
o5
3
&
éy

(R 47)

DA

Accordingly we recommend that a work analysis study
be done in D.L. (2) Division to determine which
jobs now being done by foreign service officers
could be better done by some other class of em~
ployee and how such employees might be selected
and trained. ’ '

MLl

265. Our discdésiohs with various functional divisions indicated
that there was a certain amount of administrative work that had to be
done 1in each division which was somewhat beyond-the scope or capacity
of tﬁe divisional seéretary and which now had to be done by FSOs for

want of any other available employees. The Department should ensure

that FSOs are not increasingly taken up with such administrative duties

G R S L S S B,

in Headquarters division.
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(R 48)

Accordingly we recommend that the Organization
and Methods Unit carry out regular studies

. Duplication Of Effort

266.‘ FSOs are not being economically utilized if they duplicate
one another's éfforts. Doubtless there ig danger of this sort of thing
occuring in any organization: perhaps there is an eéven greater danger
in an organization like the Department of External Affairs which has ‘ e
evolved almost entirely in response to the practical demands of in-
creasing workload, until recently with little benefit from organizat-

ional studies or any critical_enquiry into various organizational

alternatives,

267. f The Department ig becoming more conscious of organizational
problems, however, and ig taking the first essential steps to bring
them under control, Of the five new headquarters divisions which
have been set up in the past eighteen months, four of them (Central

- Planniné Staff, Sfaff Relations ahd Compensation Division, La Direction
des Relations entre Pays Francophones and Co-ordination Division)
received memoranda outiining their areas of respbnsibility, and a fifth
(Personnel Planning and Development Division) is in the course of pre~
Paring its terms of reference. Preparation of such terms of reference
is, of coufse, RO guarantee that duplication of effort and uncertainty
about areas of responsibility will not occur: from the limited enquir-
ies we made, ye Teceived the impression that both La Diréﬁgion des
Relations entre Paysg Francophones and Co-ordination Division had en-

countered overlapping problems. We recognize that the peculiarly
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lon of efforts as between layers of

authority in the Departmentvcannot always be avoided. Overlapping

of responsibilities as between these new divisions and other divis-

ilons such as European, African, and Middle Eastern and Legal divis-

ions,‘which are concerned with aspects of the same problems, is,
however, a different matter. If this difficulty exists in the case

of these new diVisions, it 1s likely also to obtain in the case of

older units to a greater or less degree.

This is likely to be a
continuing problem and accordingly we would suggest that’provisibn

must be made for a continuing solution to it.

(R 49)

We recommend, theréfore, that the Central
Planning Staff and the Personnel Planning

and Development Division be directed to work
out a programme which will provide for a con-
tinuing review by these two units of the work
areas of Headquarters divisions in order to

reduce and prevent duplication of effort as
between headquarters units.-

Perhaps a greater danger of duplication of effort exists

in the vertical lines of communication in the Department. The dis-
tance now in terms of the numbers of levels of authority between the

desk officer and the Minister is in some cases conéiderable; " Numerous

instances could be cited of mature officers with about ten years'
service and at the grade 5 level who are separated from the Under-

Secretary by three levels of authority - Head of Division, Head of

Branch and Assistant Under—Secretary, or in some. cases, Head of Section,

Head of Division, Assistant Under-Secretary. It has been observed that

this layering of authority is required more to meet the needs of liaison
with other departments than to provide additional levels of supervision.
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269.

So long as the line of authority passes through these various layers,
however, the temptation to contribute to the supervisory process and

therefore to duplicate the work of subordinates will always be present

for each officer in the hierarchy.

Another reason for dupiication of efforf as .between levels-
of authority in the Department is tﬁe absence of any definition of ‘the
different nature of responsibilities that are appfépfiate at each level
in the Department. Just as there is a requirement to define the functions
of the various divisioné at Headquarters in order to ensure that they will

not overlap in their activity and therefore waste precious manpower re-

i

sources through duplication of effort, so there is an equally pressing
requirement that the Department definé the functions and the responsibil-
ities of the different levels of authority in the Department so that
Assistant Under-Secretaries, Branch Directors;_Heads of Division-and
Heads of Section will have a clear idea of what they are supposéd~to do
and what they are not supposed to do. The old philosophy that any
officer who is competent enough to be made Head of Division should be.
able to figure out his role and responsibilities himself is not good
.enough in the large aqd complex organization which thelDépartment now
is. At the present timevinsufficient appreciation of the differences

in responsibilities which should attach to different levels of author-
ity in the Deﬁartmenf means that foreign service officers asithey move
into more senior positions continue to exercise their professional role
as diplomatists without'assuming sufficiently the managerial role which
their more senior pogitions require. Since one man can do only so guch
work, if he is to do more in the way of management (i.e..the planning and
development of human and financial resources at his disposal to achieve
departmental and governmental objectives) he must obviously spend less
time on those aspects of his professional work that can be delegated to
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subordinates. Faflure to delegate sufficiently :is a widespread short-

coming in the Department which does much to explain the condition of

chronic overwork which exists ‘at the upper 1evels-andvthe nagging under-

employment which can be found at the lower levels. The underemployment

amongst the more Junlor officers 1s not always a matter of having in-

sufficient work to do but often a matter of having insufficient challeng-

ing work. This state of affairs combined with a frustrating sense of

a lack of participation in the more interesting. aspects of the Depart-

ment's work are not conducive to the development of good morale amongst

junior officers.
. ,

270. In Chapter IV we have made recommendations'for'the inauguration
of some management education training for foreign service officers. To
promote the best utilization of FSOs and to reduce duplication of effort
which may take place at different levels in a highly structured hierarchy, :
we believe this management education should be supplemented by a clear F
articulation of the functions appropriate to various levels. A study 3
3
along these lines could make possible the provision of guidellnes to the %
occupants of positions of responsibility and may in some cases suggest %
<3
organizational changes. &
b7
(R 50) ;{
Accordingly we recommend that Personnel Planning :
and Development Division, in co-operation with
- the Central Planning Staff, undertake a project:
to define the different responsibilities which e
should attach to different levels of authority :
in the departmental organization at Headquarters. 4
Use Of Support Staff %i
Y]
271, Good utilizatlon of a class of employees as sophisticated as

i

ko sd
&

3
Ei

T

foreign service offlcers requires that they be adequately supplied with
bthe necessary support staff. Foreign service officers require‘support

staff in Headquarters units in the form of stenographic and secretarial
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272.

assistance (all that is normally provided, for instance, in all
peolitical and,maqy_functional'divisiops) and adequate clerical staff,
particularly in the Registry which stores and maintains the.files
which foreign service officers use. .There is a further requirement
for general administrative support which is provided in the form of
organizational support for entire uhits rather than for individﬁal
foreigp service officers. At posts‘abroad FSOs require - as all
personnel do - a substantial measufe of individual administrative
support because of the complications of»livihg and working in an

alien environment.

]
The Department is chronically short of stenographers, which
means that many foreign service officers are not adequately served
insofar as secretarial assistance is concerned. On the other hand

one discovers on enquiring into this problem that one of the strongest

complaints from stenographers in the service is that they are not them-

selves adéquately used by the officers whom they serve. The crux of
the problem here appears to be that many foreign service officers have
an insufficient appreciation of the extent of the supﬁoft assistance

they could get from their stenographic assistants if they.asked for it

.and 1if they provided a certain minimum of coaching and direction.. The

reason for this state of affairs is thaﬁ most foreign service officers
come directly to the Department from the universities where they have

had no experience in working with a secretary. Sﬁpervision and direction
of a secretary may seem elementary enough but the alarming extent to
which this job is impraperly done in the bepartment of Ekternal Affairs

suggests an urgent need for training in this field and conscientious

follow-up action by officers in positioné of responsibility.
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73.

~service officers still tend to develop

(R 51)

We recommend, accordingly, that induction
training of foreign service officers include
some training in the proper utilization of

stenographic assistance and in the use of
dictating machines. ' .

' ) .
We have observed that a substantial number of foreign
f B
end use their own filing systems.

While we understand that the whole question of records management re-~

mains under continuing review, we suggest that there is an added reason

for pressing on with it in the sense that, so long as the Registry does

not provide foreign service officers in operational divisions with the

service they require, there will'doﬁtinué to be a misuse of foreign

service officer manpower thréugh diversion of their efforts into their -

own home-made records systems.

(R 52)

We recommend that the Organization and Methods

Unit investigate situations where bootleg registries:
exist and recommend such changes in organization

and procedure as may be required to ensure that

the needs of divisional desk officers for regis-

try support are properly met.,
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275.

VI

REPORT OF DAVID JACKSON AND ASSOCIATES LIMITED

Dr. Jackson's research, wﬁich in a sense was a sub-project
of the main project, had as its first objective the identificatién of .
selection criteria which could be‘useful in recrﬁiting, éﬁd secondly
the identification of feafures of tLe‘Department's performance evél—
uation procedures which might predict progress in the service. The
résearch involved the administration of a éubstantial ﬁattery of tests
to a large group of foreign service officers, and the corrglation of
this data with information concerning the officers-from the be#artmeﬁt's
records. Insofar as the identificatibﬁ of selection criteria was con-
cerned, the results of the research were somewhat disappoiﬁting. Foreign
service officers seem to be such a hétefqgene0us group’-; so many diff-
erent types of officer do well in the service —-- that it has'proved.
impossiblé to discover any new combination of measurable qualifications
or characteristies which might identify the kind of candidate likely to
do well in the foreign service. 1In other words the existence of an

External Affairs "type" seems not at all to be borne out by the evidence

assembled in this study.

'The research as carried out, howéver,-inVolvéd the study of
the project group as a whole. It is possible that some different con-
clusions might be drawn if the grodp was divided in two -- say'those
who joined‘the service before Jénuary 1, 1960 and those who joined after
that date -- and the data analysed again: the relationship of character—
istics to perfofmance amongst those who have been from nine to sixteen
years in the service méy well turn out to be,aiffe;ént.from those who
bave been in a shorter time. Data of the kind assembled in this re-

search exercise is not likely to be gatﬁered again for many years, and
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its availability and the effort and expense that went into collecting

25§ ad uika,

it suggest that it would be worth while if the Department were to seek

to have it further énalysed.

A

(R 53)

-Accordingly we recommend that the Department
explore with the Public Service Commission the
‘possibility of submitting thre data collected in
Dr. Jackson's research study to further computer
analysis, with a view to determining whether there
are consistent differences between the older and
younger FSOs in the project group that might be
significant either for selection on the one hand
or training and development on the other.
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276. | The first and second chapters of Dr. Jackson's report

LRy A o Lk b Ly s

(Objectives, and Summary and Recommendations) are reproduced in .

Appendix V of this volume. The full text of his report forms

¥
i
E:

Volume III of the project report,'but_because of its technical

LYTES Y

nature this volume is not being reproduced in quantity.
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Appendix 1 A

October 13, 1967

MEMORANDUM to Mr. J. R. Maybee -

Proposéd Study

-
_ I believe Bruce Williams discussed with you in general

terms the Under-Secretary's intention that you should undertake

a study of (a) training programmes and other methods for meeting

our forecast requirements for experienced officers; and (b) other

aspects of career development for Foreign Service officers, in

the light of current personnel policies and proposed modifications.

We are still short of experienced officers to cope
satisfactorily with growing demands. The Under-Secretary would
like you, because of your experience, to consider how best we
might cope with this problem in the medium or long~term. - ‘In this

- study you will want to refer to various recommendations that have

been made by outside consultants, as well as to inform yourself
of the implications of new government-wide programmes relating to
such matters as bilingualism and collective bargaining. Without
restriction on the direction of your studies, the following are

a few suggestions which you may wish to pursue: '

1. Training of probationary officers - how could
this be improved to accelerate their experience?
Could we send some of them to posts in training
for example? ' : . g

2. Middle rank training - should we set up a
Foreign Service Institute type of training
scheme or should we take advantage of facili-
ties available elsewhere? : .

3. Could we redeploy our existing resources to better
advantage or step up recruiting at middle and
senior grades? ST

4. Could we improve on our present rec’ruitiﬂg '
procedures? ~ : .

5. An assessment of foreseeable requirements for
personnel, in the light of known programme
priorities for, say, the next five years.

As I mentioned to you, it would be. helpful to us and I
believe very relevant to your studies, if you could also participate
as a member of one of the seven oral boards which will be required
for a month beginning November 6, for the 1967 FSO 1 competition.

Under-Secretary of State
for External Affairs

AW W Ear
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Appendix I B

November 24, 1967

STUDY OF MANPOWER REQUIREMENTS

At the request of the Under-Secretary; Mr. J. R. Maybee
will serve as a special adviser on personnel problems, attached
to the Inspection Service, and will undertake a study of the
Department's manpower requirements, 'with particular reference to
Foreign Service Officers. :

Purgoses:

a) To recommend to the Under-Secretary the new or revised
policies and procedures the Department should pursue
to ensure that it will have adequate numbers of exper-

‘ ienced Foreign Service Officers to meet its future
commitments, : -

b) To identify the related staff resources that must be
available to enable FSOs to function effectively, and
to indicate how the Department can determine the nature
and extent of those needs.

c) .To determine how the manpower planning function can
best be carried out in the Department.

Method

With the help of departmental officers and of PSC personnel
specialists, the special adviser will prepare:

a) An assessment of needs;
b) An inventory of resources;

c) An outline of corrective measures

He will examine the effectiveness of existing practices in recruiting,
selection, training, assignment and career development of FSOs.

The study will take into account the likely effect on
utilization of FSOs of Government policies concerned with promotion
of bilingualism, the development of collective bargaining, and the
adoption of new financial management techniques.
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Appendix I C

Ottawa 4, December-4, 1967

Mr. M. Cadieux

Under-Secretary of State

for External Affairs

External Affairs Department

East Block =~ = : '
Ottawa, Ontario. '

Dear Mr. Cadieux :

: - On November 7, 1967, Mr. F. Hinton and I met with
Messrs. Bennett, Maybee and Tovell of your Department. The
purpose of the meeting was to examine current and future re-
quirements for the middle level Foreign Service Officers with
regard to the time it currently takes to develop these people.

During the discussion, we agreed on the three
following recommendations: :

_ 1) Manpower forecasting - the identification of
the number and type of people required for the department to
successfully fulfill its purpose; also, the number of people
available through the present recruitment and training process.

(The discrepancy between the two represents the problem the.
department now faces.) ’

2) Study of career paths of the officers at the
intermediate level. The objective of this study would be to
identify the average and above average people - what character-

istics, education and work experiences they have had which might
be helpful in identifying and accelerating the careers of others.

3) The development of a training program involv-
ing the implementation of findings in (2) above.

v It was agreed that number (1) above, could best be
handled by Mr. Maybee and his colleagues in the Department of
External Affairs. Our division would be available to assist in
the design of the format. It was agreed that the extent of our
participation would represent approximately one half day.

Our Division was also requested toAidentify tentative
terms of reference for number (2).
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TERMS OF REFERENCE

The Personnel Consulting Division of the Bureau of
Management Consulting Services would undertake a study of career
development in the Department of External Affairs. The objective
of the study would be to identify particular backgrounds and ex-
periences which have enabled Foreign Service Officers in the middle
levels to be more effective in a shorter period of time than some
of their colleagues. The identification of such data would be
used by the department as a basis for designing work experiences
and training programs and/or modifying the present entrance level
to the Foreign Service Officer Category. This would enable the
department to maintain the present standard of officer but the
level of effectiveness could be reached in less than the seven
years it is now taking.

THE RESQURCES INVOLVED

We would consider this a team project; the team would
consist of a Personnel Consultant with previous success in handling
this type of problem; a senior member of the department who has an
extensive background in the diplomatic service both in and out of
this country (it would be helpful if this member of the team had
during his career, an assignment as Personnel Director). The third
member of the team would be Dr. David Jackson of David Jackson and -
Associates, who would be brought in, as the study progressed to do
an analys1s of characteristics.

THE FORMAT

The people concerned would be approximately 100 middle level
category Foreign Service Officers. The project team would search
records, interview the group, design and administer a survey question-
naire and a number of aptitude tests. The team would interview Senior
Level Officers who have previously supervised these and/or comparable
people.

The co-operation of the group would be sought on the basis
that this is a research project - its purpose would be identified
and the department and ourselves would assure:them that any data
. collected would be regarded as privileged and would not form part
of their permanent records. We would also feedback to' them, at
their request, the results of any aptitudes identified in the study.

The earliest we could begin this study is in April. If
you are interested in pursuing the matter, we would welcome the
opportunity of confirming the starting date with you.

The completioh of the study would take from four to six
months, ! o ' '
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This second recommendation discussed is, in my view, one
of the three essentials required to institute a new career planning
program in your department. I would like to be able to assure you
that career patterns are predictable and that it is possible, by
objective and impartial means, to assess requirements and plan pro-
grams which are helpful to both the senior people responsible for
directing others and those who are developing. While this has
successfully been done in a number of situations, the Department
of External Affairs is sufficiently unique in its mission, that it
would be imprudent to make an unqualified promise of results.

We can say, however, that the problem is an interesting
one and that we would be pleased to utilize our professional expertise,
the experience of Dr. Jackson and the situation knowledge of the
Departmental Personnel in trying to produce workable solutions.

Yours sincerely,
P. J. Chartrand

Chief, Personnel ConSulting Division
Bureau of Management Consulting Services

PJC/cam
c.c. Mr, Bennett‘
“Mr. Maybee
Mr. Tovell
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APPENDIX 1ITI

PROPOSED
MANPOWER PLANNING

for

DEPARTMENT OF EXTERNAL AFFAIRS

*kkkk

Manpower Planning Chart

Manpower Planning - Notes on the Chart

Man~Year Expenditure Reports

Estimate of Manpower Available

Estimate of Recruiting Needs

Manpower Movement Projection

Promotion Movements
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CHART OF THE WORK OF MANPOWER PLANNING Appendix 11{A)

r. o
| .NTH | MANPOWER ACCOUNTING | MANPOWER FORECASTING RECRUITING TRAINING POSTINGS AND ASSIGNMENTS APPRAISALS PROMOTIONS A NeELning SEPARATIONS ORGANIZATION UTILIZATION
: .
i o) Raquest posts and divisions | o) Raquest? posts and divisions . a) Prepare rating review {No Tims Scheduls ) {No Time Schaduls)
to raport MY expenditures to forecast MY requirements| brief . . . .
LOMUARY under activity headings for NFY + | a) Review carser planning a) Debrief personnelreturning
LiATUAR and by position procedures fromposts to check utilize]
i b} Obtain from SRAC 9-mo. b} Review forma" of posting fion practices :
summary of MY expenditures preference forms b) Follow up ligison tour re -
in job i i i c) Analyze 1 ports which indicate pocr
i ¢ ) Obtain job information from | b) Prepare estimate of man- | a) Analyze selection data a)Estimate Man-Years re - a) Prepare forecast of ) . yie proferances utilization
i FSO rating forms. power avaiiable for NFY + | from FSO competition for quired to meet training postings ,home leave d) Estimate Departmental . . i
| d) Tabulate MY expenditure | ¢) Tabulate requested MY for geg?:risuonmthprwum needs in NFY 4 1 and assignment moves :2::;:;::2.:2?5:33; ) fnitiote uilfzation studies
FEBRUARY reports prepared by posts, NFY + 1 . - . schedule for NFY + | or araa interests
divisions and SR& C b) Review recruiting policy
o ) ung FSO selsction pro- - ¢) Review of Manpower In-
e }Pass job lnformatbo.n from c3dures ventory methods
a) and ¢)to classification
f) Plan ond audit career
f)Anaiyze reports and pre- | d) Prepare MYdeployment b) Check training section’s a) Prapare promotion brief planning intervisw pro- a} Revisw deployment plans
pare interpretive memos plan for NFY + | plans for NFY for FSO promotions com- grams for NFY + 1
YARCH for line management ¢) Check available manpower mittes g) Prepare runner-up charts ]
skills and experience for key positions
against work requirement
information
d) Review training recommend b) Extract from FSO rating a) Prepare separationreports (No Time Schedule) ’
ations from FSO rating forms recommendations . !
reports concerning training, post- b) Revise five-year forecast | b) Develop and maintain di- {
, ing and assignments for of separations visional terms of refer-
LPRIL FSO ance; revisw periodically i
i : with Heads of Division i
I c¢) Extract from FSOrating ’ c)Deatins and reviaw respon- !
| forms information for man- sibilities for different au- f
i power inventory thority tevels
IOMAY
' JUNE
|
]
BRIV ¢
e¢) Revise MY deployment c) Prepare recruiting target
plan inlight of approved for next fiscal year
Program review
. f) Estimate recruiting neads
AGUST for five year period
i g) Remodei FSO personnel
i system
; h)} Request classificationon
! new positions
L [ 4 .
E i} Analyze activity content | d) Check recruitingstand- | ) Check activity mix of new d) Review FSO rating forms ¢} Revise plans for relisving
| of new positicns ards against activity positions for training and instructions to manpower pressures by
I . mix information neads supervising officers means of planned separa-
SEF 1) Rework manpower move- R tions
SEFTEMBER ment projsctions repart | &) Check manpower invent-
' ontrouble areas to ory against activity mix
} Director General of information 9".""""0
| and new positions
I Personnel
— -
i f )} Consuit USSEA about pro- b) Revise estimate of avail-
| spective O-in - C oppoint able manpower for NFY;
ments atliocats availabie MY to
divisions and posts
" g) Recommend latercl rec-
O'TOBER ruitment objectives to
Pers. Ops. Div for NFY
h) Prepare brisfing material
for FSO ssiection Boards i
——.
¢ ) inform area divisions of b) Analyze promotion decisions
MY ailocations for NFY
Lo »
v EMBER and invite proposals on i
atiocations to posts l
i CODE
! MY = MAN-YEAR
! SRAC = STAFF RELATIONS AND COMPENSATION DIVISION
H
. NFY = NEXT FISCAL YEAR
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Appendix II B

MANPOWER PLANNING

To convey the wide range of activities involved
in the operation of a manpower planning programme, and to
reflect the cyclical nature of much of this activity, we
have prepared the accompanying chart (Appendix II A), arranged

by activity headings in vertical columns and months of the

year in horizontal bands. In the ensuing notes we have pro-
vided some introductory observations for each activity heading,
and then we have amplified the brief listings of tasks on the
chart: notes and chart should therefore be read together.

We have not tried to identify in each .case the unit which
should be responsible for the activity listed: many of

them should fall within the purview of Personnel Planning

and Development Division, some under Personnel Operations
Division, some elsewhere. Location of responsibility for
each task should be negotiated by the units concerned and

the agreed arrangements approved by the Director General of
Personnel and the Assistant Under-Secretary (Administration).
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1. MANPOWER ACCOUNTING

The principle to be applied in this aspect of
manpower planning is that the expenditure of man-years should
be accounted for as carefully as the expenditure of money . It
will probably take the Department some time to decide --
after some trials and errors -- the best way to account for
its expenditure of man-years to satisfy its own requirements
as well as the demands of the Treasury Board. In its Circular
No. 1968-39 of June 3, 1968, the Treasury Board indicated that:

"Beginning with 1969-70, each department will
be requested to submit to the Treasury Board
prior to the beginning of the new year, a

i forecast for each quarter of its planned
man-year utilization and strength in each
of its programmes, and subsequently, to
submit also, normally within four weeks of
the end of each quarter, a report of the
actual man-year utilization and strength
compared to forecast utilization and strength."

In addition, in their Programme Review Submissions for 1970-71
and subsequent years, departments will be asked to show their
man-year requirements by activity, and a projection of the
strength at the end of each fiscal year in the forecast period.
The Department may wish, for its own purposes, to keep track of
its utilization of man-years by activity in a good deal more
detail than the Treasury Board requires. Manpower accounting as
outlined below is related more to our estimate of what the
Department will require to know for its own purposes than to
our knowledge of the kind of activity information the Treasury
Board may require.
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Notes On Thé Chart

Januagx

(a)

(b)

Request posts and divisions to report man-year expenditures
under activity headings and by position. '

Posts would be expected to provide this information
as part of their annual programme review memorandum
(Woods Gordon Report,,p. 66, Item (3) ). A prelim

- inary effort to obtain this type of information has
been made this year by means of a request for com-
pletion of a country data questionnaire which was
sent to posts as part of the programme review activity.
The activity headings that can be used for this type
of -reporting are the following : -

1)  Direction and Administration
2) Political Work
3) Economic Work A
4) Politico-Military Work
5) Security and Intelligence
6) External Aid
7)  Public Information
8) Cultural Affairs
9) Consulate Work
- 10) Commercial Affairs
11) Immigration ‘
12) Representation

- Obtain from Staff Relations and-Compensation'Division.a

nine-month summary of man-year expenditures. -

Arrangements should be made to obtain this type of
information by post, region and headquarters unit
and by class of employee from computer print-outs
that are being developed to keep track of financial
expenditures. This is the kind of information that
will be required quarterly for the Treasury Board.:
The nine-month summary for the current year will be
useful, in connection with the full year's report for
the previous fiscal year, in identifying trends that
will be relevant to the drafting of plans for future
manpower deployment. '

February

(9)

Obtain job information from FSO rating forms.

At the present time the "Description of Duties"
section for the FSO rating forms provides the
fullest and most up-to-date information about

how Foreign Service Officers spend. their time.
Until posts become accustomed to providing -
adequate and reliable information in the programme
review context (as required in item (a) for January
above) it will probably be helpful to make usé of
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the job description material available from this
source, : ' '

(d) Tabulate man-year expenditure reports prepared by posts,
divisions and Staff Relations and Compensation Division.

We attach in Appendix II (C) the type of tabulation
which we believe will be informative in this connec—
tion. These tabulations will enable the Department
to see by post, region and headquarters unit where
the manpower is actually being used and, in broad
‘terms, what it is doing. ’

(e) Pass Jjob information to Classification Section.

-Whether or not it will be necessary -to classify

FSO positions in order to determine pay entitle-

ments for the incumbent or for the FSO group as a

whole, the Department should, as we have recommended
elsewhere, maintain up-to-date information about the .
job content of every FSO position, to assist Personnel
Operations Division in their posting and assignment
work and to provide basic information that will be
needed in any planning studies in the recruiting,
training or career planning fields. The Classification
Section should update its position record cards at least
once annually. R - ‘

March

(f) Analyze reports and prepare interpretive memoranda for line
management. ) .

We envisage that Personnel Planning and Development
Division will indicate for the benefit of the Senior
Committee, Central Planning Staff, Personnel Operations
Division, Training Section, etc,, the extent to which
the Department fulfilled the personnel deployment plans
drawn up nineteen months previously following Treasury
Board approval of the Programme Review. The analysis
will also draw attention to shifts in manpower deploy-
ment and changes in the pattern of FSO utilization under
the twelve activity headings. T :

2. MANPOWER FORECASTING

 While manpower accounting looks backward, manpower fore-
casting looks ahead: it is essentially a budgeting activity, The
purpose of looking ahead is not just to meet the requirements of
programme planning and budgeting, but to enable the Department to
review and if necessary plan changes in its recruitment, training,
development and promotion policies. o ’
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- January

Notes On The Chart

(a) Request posts and divisions to forecast man-year requirements
for the next fiscal year plus one.

February

These forecasts, which would be prepared by posts
and divisions at the same time as the companion
reports on past man-year expenditures, would also
form part of the programme review activity described
in item (3), page 66 of the Woods Gordon Report.

(b) Prepare estimate of manpower available for next fiscal year
plus one.

The manpower planner would have at hand a manpower
movement projection prepared in the previous September.
He would revise this to take account of the number of
new FSOs being recruited at this time and would,; on

the basis of this information, plus an elaboration of
the manpower movement projection, produce a schedule

of the number of FSOs available for disposition as -
operational officers month by month throughout the next
fiscal year plus one (see Appendix II (D) ). This in-
formation will be vital to those officers who must draft
the programme presentation in March, since it will provide
a detailed estimate of the manpower available to the
Department in the fiscal year for which plans are being
made and will therefore be a limiting factor in the
preparation of the estimates for that year.

(c) Tabulate requested man-years for next fiscal yeat plus one.

March

This would be a first consolidation of proposals received
from area divisions which would in turn have received
these proposals from posts abroad., This tabulation,
together with the estimate of manpower available mentioned
in Item (b) above, will be two of the principal documents
required for hammering out a manpower plan for next fiscal
year plus one (Woods Gordon Report, page 68, Item (8) ).

(d) Prepare man-year deployment plan for next fiscal year plus one.

August

Personnel Planning and Development Division would
play a staff role in assisting the Senior Committee
in its drawing up of a man—year deployment plan for
the programme review.

' (e) Revise man-year deployment plan in light of epproved programme

review.

(Woods Gordon Report, page 68, Item (11) ).
Personnel Planning and Development Division and
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(f) Estimate recruiting needs for five-year period.

On the basis of the approved programme review a
revised estimate of reciuiting needs will be ‘
extracted from the over-all manpower plan. ‘ o
(See Appendix 1I E). -

(8) Remodel Fso personnel system

Pending review by the Bureau of Classification
Revision of the classification system for FSOs
in this Department, the number of FSOs the

classified for each grade. The resulting system
(the three-pipe radiator of Chapter III Section
(a), or, as some would have it, the pyramid or
Christmas tree constitutes the framework within
which the Department must operate its career
service. To the extent that under the present
System alternative staffing patterns can be de-
signed to handle a given workload, Personnel
Planning and Development Division should carry
out job engineering in such a way as to ensure
that the best possible career structure can be
maintained to satisfy development requirements
and to cater to promotion expectations. This
function of maintaining an appropriate career
Structure may become even more important if the
Bureau of Classification Revision directs the

Department to adopt a different classification
system for FSOs.

(h) Request classification action on new positionms.

Personnel Planning and Development Division :
will provide the Classification Section with
job engineering advice with respect to new

positions provided for in the approved programme ;
review. S

September : Coe

(1) Analyse activity content of new positions.

Manpower accounts prepared earlier in the year
(Manpower Accounting, March) will identify trends
in the change of the Department’'s activity mix.

The activity mix of new positions authorized by the
Treasury Board may alter the over-all picture: 4
such. changes should be identified for use in '
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recruiting, training and career planning
contexts., ,

(J) Rework manpower movement projections: report on trouble
areas to Director General, Personnel.

Regular projections of manpower movement through
the FSO system should be prepared in as much
detail as seems desirable. These projections
should be revised each, year soon after the man-
power target for the following fiscal year has
been established. -Shortage and oversupply areas
in the FSO manpower system should be identified
so that remedial action can be planned where
‘necessary. (See Appendix II F).

~ o 3. RECRUITING

The main contributions which manpower planning can make
to recruiting are first, in ensuring that recruiting policies and
procedures are in keeping with the Department's changing needs, and
secondly, that the targets for recruiting various types of employee
are properly set. : .

Notes On The Chart

February

(a) Analyse selection data from FSO competition for comparison
with previous years., ‘ .

When selection activity for new Foreign Service
Officers has been completed, the full package
of selection data should be passed to Personnel
Planning and Development Division for analysis,
in order to determine the changing profile of
classes of recruits and the effectiveness of.
selection techniques. Personnel Planning and
Development Division will in effect audit the
annual recruitment operation as carried out by
~ the Employment Section of Personnel Operations
Division.

(b) Review recruiting policy and FSO selection procedures.

An annual stock taking by Personnel Planning and
Development Division and Personnel Operations
Division to be carried out in the light of the
planning "climate" identified by the Senior Committee
to ensure that current policies and procedures are
appropriate for achieving the identified long-"

term aims. _ . ‘ : :
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August

(c) Prepare recruiting ta;get for next fiscal year.

The target would be set in relation to the estimate
‘of recruiting needs based on the five~-year fore-
cast as approved by the Treasury Board and would
take into account any short-term modifications of
‘the estimate of recruiting requirements developed
as part of the regular manpower forecasting.

|

September

(d) Check recruiting standards against activity mix information.

Employing the analysis of the activity mix of both
existing and new positions (Manpower Accounting,
Item (f) and Manpower Forecasting, Item (i),
Personnel Planning and Development Division will
wish to consider the extent to which future man-
power requirements may be affected by these changes
and decide whether any modification of recruiting
standards or publicity material is necessary.

(e) Check manpower inventory against activity mix information’
on existing and new positions.

The purpose of this comparison is to identify require-
ments for special skills or experience that cannot be
met from existing resources through training and de-
velopment, but which might be met through lateral
recruitment or borrowing of personnel from other
government departments. ’

October

(f) Consult Under-Secretary of State forrExterhal Affairs about
prospective Order-in-Council appointments. ' .

The recruitment target proposed in August will be
an inclusive figure covering junior officer.re-
cruitment, lateral recruitment and Order-in-Council

- recruitment. In order to reach a firm decision on

. the extent of the two former types of recruiting,
Personnel Branch will need to know how many positions
to hold in reserve in case some Order-in-Council
appointments are to be made. '

(g) Recommend lateral recruitment objectives to Personnel Operations
Division (Employment Section) for next fiscal year.

In the light of the over-all recruiting target identified
in August (Item (c) above) and in the light ‘of the
Under-Secretary's estimate of the number of positions
which should be held for possible Order-in-Council
appointments, Personnel Branch should be able to
identify the extent and type of lateral recruitment

. that should be carried out in the next fiscal year
to meet requirements identified in item (e) above.
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(h) Pfepare briefing material for FSO Selection Boards.

- This material should reflect the most recent
revision of recruiting targets, an estimate of
promotion possibilities and particularly changes
in the selection standards if any are required
to reflect changes in the departmental work re-
quirements. Selection officers should plan their
work in the knowledge of this information.

|

4. TRAINING

Manpower planning should be able to provide the
Training Section with valuable assistance in the identification
of training needs. For this purpose information of two kinds is
required -- information about the work to be done, both in exist-
ing jobs and in new positions, and information about the people
available to do the work —- their experience and known capacities
as recorded in the Department's manpower inventory, and their
shortcomings and needs as reflected in the rating reports.

Notes On The Charts

February

(2) Estimate man-years required to meet training needs in next
fiscal year plus one.

This estimate is required to enable Training
Section to stake a claim to an adequate allocation
of man-years in the man-year deployment plan to be
drawn up for purposes of the programme review sub-
mission. - : o

March v
(b) Check Training Section's plans for next fiscal year.

Personnel Planning and Development Division should
ensure that Training Section will make maximum use
of man-years allocated for FSO training at all levels.

(c) Check available.manpower skills and experience against work
requirement information.

Using the interpretive memoranda prepared under
Manpower Accounting item (f), and manpower inventory
information, Personnel Planning and Development Div-
ision should ascertain what training and development
programmes are necessary to ensure that available
manpower obtain the qualifications to do the jobs
identified in the new annual listing.

- 171 -

A
X

A EI$RA
..zhﬁ-_. !

ST AL

¥

413

B4 EATTsIel irF e o
SRS

e

SR

ARG




April

(d) Review training recommendations from FSO rating reports,

Training recommendations from FSO rating reports, after
confirmation or modification by the Rating Review
Committee, should be reviewed and compared with in-
formation obtained under (c) above.

i

September

(e) Check activity mix of new positions for training needs,

Personnel Planning Division should check the work
content of new positions to ascertain whether
training needs identified in (c) and (d) above

- require modification. : -

5. POSTINGS AND ASSIGNMENTS

Traditionally most of the posting and assignment work
has been geared to a home leave schedule for officers at posts abroad:
the practice of straightforward replacement has been modified by
changing availabilities and priorities which have been relayed to
Personnel Operations Division in a relatively unco-ordinated fashion.
Manpower planning should enable the broad intentions of senior manage-
ment to be translated in a fairly consistent fashion into posting
and assignment plans, with operating divisions taking much more re-
sponsibility in making the hard choices on the allocation of manpower
resources. '

Notes On The Chart

February

(a) Prepare‘forecast of posting, home leave and assignment moves
schedule for next fiscal year plus one.

This forecast, which can reflect changing priorities
only in a very general way, will be required mainly
for estimate purposes.

October

(b) Revise estimate of available manpower for next fiscal year;
allocate available man-years to divisions and posts.

To facilitate preparation of a posting plan, estimate
of operational manpower available month by month
. (Manpower Forecasting, item (b)) should be revised
‘to reflect actual recruitment. After deductions have
been made for secondments, language and mid-career
training and emergency reserve, remaining man-years
should be allocated to groups of post by area and
the related division. :




November

(c) Inform area divisions of man-year allocations for next fiscal
year and invite their proposals on allocations to posts.

Area divisions should recommend how manpower should
be allocated to posts in their area, subject to
over-riding limitations such as minimum personnel
required to man a post, avoidance of dislocating
cross-postings, etc. On the basis of proposals
from divisions, Personnel Operations Division should
draw up posting and assignment plans.

6. APPRAISALS

Manpower planning officers are in the best position to
ensure that the FSO appraisal system reflects the real and current
work requirements of the Department, and that the system contrib-
utes as much as possible to officer development. The Department
should also ensure that valuable appraisal information is fed back
into the personnel administration system where it is needed,

Notes On The Chart

January
(a) Prepare Rating Review brief.

This document should inform rating review committees
of any adjustment in manpower requirements which

might indicate some modification of appraisal stand-
ards, or should otherwise confirm standards previously
applied. The document should be a comprehensive brief
to be given particularly to new members of the rating
review committees.

April
(b) Extract from FSO rating forms recommendations concerning
training, assignments and postings for FSOs. ‘ ’

Recommendations from supervisors, as confirmed by
the rating review committee, should be passed to

the Training Section and the Posting Section for
information and filed where readily available to the
posting officer.

(¢) Extract from FSO rating forms information for manpower
inventory.
1
Information concerning an officer's special abilities
or strengths should be recorded where it can be actively
used by posting officers. The rating review forms is
the only source for much information of this kind and
it should be recorded in places where it is readily
accessible. The inventory system should have a place
for listing the good negotiators, the good drafters
and the good public speakers as well as those qualified
- 173 -
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in Swahili or with extensive experience in information
work.

September
(d) Review FSO rating forms and instructions to supervising

officers.

The design of the rating forms, the directions as
to their use and the whole appraisal system should
come under regular review by Personnel Planning and
Development Division. !

7. PROMOTIONS

Promotions are one of the key indicators of the value
system that obtains in an organization, and care should be taken
to ensure that the right values are consistently honoured. Manpower
planners are in a good position to check the operation of an organ-
ization's value system over the long haul. They should also examine
the standards that should apply, particularly for the crucial pro-
motions from junior officer to working level officer and from work-
ing level officer to senior officer.

Notes On The Chart

March

(a) Prepare promotions brief for FSO promotions committees.

This brief should indicate the promotion possibilities
for the next fiscal year and should provide a forecast
of probable promotion movements over the next several
years, as well as a record of varying promotion rates
for about the last five years. The brief should provide
also an up~to-date definition of promotion policy, and
should spell out such objective standards as can be
applied and any changes in them. (See Appendix II G).

November

(b) Analyse promotion decisions.
A study'should be made annually of the promotion
decisions made by the FSO promotion committees, to

compare with the outline of promotion policies contained
in the brief prepared in March. :

8. CAREER PLANNING AND COUNSELLING

One of the more difficult aspects of manpower planning is
the meshing together of the objectives of the organization with the
aspirations and capacities of the individuals which make up its work

force. A great deal of sophisticated communication between management
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-designation to the activities listgd.

and the employees is required if the interests of both parties are
to be adequately served. The Department of External Affairs —-

like many organizations -- does not have a particularly impressive
performance record in this connection. Accordingly we attach par-

ticular importance to the need for fundamental change in the Depart-
ment's handling of career planning interviews.

The activities listed in this section are mostly of a kind
which should be recurrent, but there is no particular time of year

when they need to be carried out. Accordingly we have given no time

Notes On The Chart

(a) Review career planning procedures.

Once a year full range of career planning procedures
should be reviewed with officers of Personnel Oper-
ations Division. . : L

¢

(b) Review format of posting preference forms.:

~ These forms should be regularly reviewed to enéure 
that they cover all feasible types of assignment.

(c) Analyse preferences.

Personnel Planning and Development Division should
analyse preferences by FSO grades with a view to
determining the supply and demand relationship.
Posting officers can be guided by the results of
this analysis by encouraging the officers with the
least promising qualifications to steer away from
fields where the supply of officers greatly exceeds
the available positions, and contrariwise to attempt
to interest officers in areas of work where there
are more positions than willing candidates. Staff
Relations and Compensation Division will also benefit
from information concerning the relative popularity
and unpopularity of various posts. '

2
43
kYt

(d) Estimate departmental requirements for FSOs with special quali-
fications or area interests. ’

Eridd

1,

Changes in departmental work requirements should be
examined to determine any changes in the number: of
officers required with special qualifications or interests
in particular types of work. Lists of jobs requiring
special qualifications. on the part of the incumbent should
be prepared and passed to Personnel Operations Division

on a regular basis.

S

23441

(e) Review of manpower inventory methods.

T

Personnel Planning and Development Division should
review the methods of maintaining lists of officers
with special skills or experience, to ensure that the
necessary information can be available to posting
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officers readily and convehiently.
(£) “Plan and audit career planning interview programmes,

Career planning interviews should be held regularly

and independently of posting or assignment interviews.
Personnel Planning and Development Division should
assist posting officers to schedule and carry out

these interviews, provide them with necessary informat-
ion about career prospects and arrange any interview
training which may be necessary. - :

(g) Prepare runner-up charts for key positions.

The Under-Secretary and the Assistant Under-Secretary
(Administration) would benefit from availability of
lists of qualified officers (perhaps in descending
order of availability) who might succeed present in-
cumbents in senior positions, In due course it should
. be possible for Personnel Planning and Development
Division to recommend to the Assistant Under-Secretary
(Administration) and to Personmel Operations Division
certain training and working assignments which may be
necessary to prepare specific officers for certai
key positions, . ' ‘

9. SEPARATIONS

While separation information is required mainly for
forecasting purposes, it can provide a useful commentary on the
Department's performance in a number of fields, and should therefore
be analysed regularly. In addition separations can, to a limited
degree, be used as a tool of manpower management. Policy in this
connection is based upon forecast information.:

~ Notes On The Chart

April

(a) Prepare separations report.

This document should cover all FSO separations during
the previous fiscal year, itemizing reasons where
possible, proposing remedial action where this is
indicated, and giving a full run down of separation
rates.

(b) Revise five year forecast of sepérations.
This information will be of particular use in the

preparation of manpower movement projections
(Manpower Forecasting, item (j) ).
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September

(c) Revise plans for relievin

g manpower pressures by means of
planned separations. ,

Plans for early retirement, secondment or selection
. out should be reviewed annually in the light of the
annual revision of manpower movement projections.

10. ORGANIZATION

Since most organizational units in the Department of
External Affairs and its posts abroad tend to be small, those
planning expansion do not always consider the implications. of
expansion for organizational design., Manpower planning personnel
should scrutinize all plans for expansion or decrease and decide
whether organizational change is also required.

, : ' Notes On The Chart

March

(a) Review deployment plans for mnext fiscal»year'plus one.;

The purpose of this review would be to assess the needs

for organizational changes, and to request such changes
as are necessary.

(The following activities may be scheduled at any time).

(b) Develop and maintain a register of divisional terms of
reference; review periodically with Heads of Division..

The purpose here is to obviate or locate duplication
of activity between Headquarters units and to recommend
remedial action when duplication occurs.

(c) Define and review responsibilities for different authority
levels, '

'To maintain consistency within the Department,
responsibilities for different authority levels

"should be codified, particularly for Branch Directors,
Heads and Deputy Heads of Division, and Section Heads.
In this connection Personnel Planning and Development
Division could prepare briefing material for officers
newly appointed to these positions. The Division could
also investigate and draw attention to cases of vertical
overlapping, where senior officers unnecessarily dupli-~
cate the work of subordinate officers.

11. UTILIZATION

The departmental tradition that foreign service officers
can do anything has permitted the development of poor personnel
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utilization in several situations, Continual watchfulness will be
‘required to eliminate these uneconomical practices and prevent their
re-emergence. The manpower planning personnel in Personnel Planning
and Development Division are probably the logical people to retain

responsibility for this task. No particular annual time-table is
called for.

Notes On The Chart

-(a) Debrief personnel returning from posts abroad to check
utilization practices.

Each employee could give a good commentary on his
own utilization, and might be able to give leads
where further enquiry appears. necessary.

(b) Follow up liaison tour reports which indicate poor
utilization.

In some cases on the spot enquiry By manpower
planning officers may be the quickest way to
eliminate poor utilization. »

(c) Initiate utilization studies.

If responsibility for examining utilization
generally is located with Personnel Planning and
Development Division, the Division should develop
a capability to carry out proper studies in this
field from time to time,
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Appendix II(C) - 1
'FSO MAN YEAR EXPENDITURE REPORT

POST ...cvivvueve... PERIOD ceereccnn

NOTE: . Code any item of less than 5% as "R" (= Remainder). Items 2,3
and 4; 7 and 8; 9 and 10 may be combined if necessary. For
purposes of this analysis "Representation" means office hour

time spent on representational activity (official ceremonies,
accompanying visiting Canadian VIPs, etc.) '

\

. HEAD OF .| HEAD OF ' TOTAL :
ACTIVITY _ POST CHANCERY NO. 3 - | NO. 4 | MAN-YEARS .

1. Direction &
1 Administration

2. Political

3. Economic

A 4. Politico/Military

5. Security &
4 Intelligence

A .~ 6. External Aid

L 7. Public Information

S 8. Cultural Affairs

F_* "9, Consular ;;
L__¥ 10. Immigration g%
— ‘ 11.‘ Commercial %%
};____, _12. Representation &

;5 M,a‘*-:'

Total FSO Man-years spent at the post:

s
e

(Count annual leave, sick leave, conferences in the region; exclude
home leave, conferences outside the region). Count a full month for
the month in which the officer arrives; do not count the month in
which the officer leaves).
, Months in
Name ‘ Grade Reporting Period Man Years
at the Post

.000'-oooo.--o.u-ouonnoc-l.lo-lotunoo.an-ouo--o-n-o.o.-l.oto-c-o--o-to..

o.oa.-unoo.ooo-.o-oc...o.o-t.o--to-.ocloo-n.'oco.n.-oclooo.o---coooo-o..

23
14

....C'.....IO....I..I.......Il......0........'Il.ll.l".lﬁ.-.....‘......
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- Appendix II(C) - 2,
FSO MAN YEAR EXPENDITURE REPORT |
Area For Fastern oo ieq March-December 1968
A. ool
, <) = S|
S M. 5 ) =
:3 M S = —
O (&) M § 8 8 E -
5 3 % é é z % (%5 AREA
ACTIVITY A M =L B - » & = TOTALS
1, Direction & Admin. |
Political -
2. Pol/Economic
Pol/Military
3. Security &
Intelligence
4, External Aid
5. Public Info-
Cultural Aff.
6. Consular -
Immigration
7. Commercial
8. Representation
B.
FSO Man Years Spent
in Area
Reported by Post
Senior Officers e
(Fso 7-10) 4
—— heA
Intermediate Officers §
(FSO 4-6) 25°
Junior Officers \ '
(FSo 2-3
——— -
Total FSO Man-Years
spent 3t PoStS teiesveccanccanss
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Appendix II(C) - 3

FSO MAN YEAR EXPENDITURE REPORT

FSO Man Years Spent
in Far East Div.

Senior Officers
(FSO 7-10)

Intermediate Officers
(FSo 4-6)

Junior Officers
(FS0 2-3)

Divisional Total

Grand Total, Far Eastern Area
Post & Headquarters

Total Probationary
FSO Man-Years
available to Division:

(Do not include in grand total)

(NOTE; Data in Section A would be reported by posts: data in

~Sections B and C could come from posts and divisions,

but might better come from Staff Relations and Compen-
sation Division's computer print-out). '
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Appendix II(D).

ESTIMATE OF FSO MANPOWER AVAILABLE

- 1970/71

Month  NOiT 1 LEAT 2 NoaT 3 oic 4  Fsos ° = SEPARATIONS®  OPERATIONAL

"~ 69/70 69/70 70/71  LEiT Transf'd : MANPOWER

70/71  to Ops : - AVAILABLE

April 40 5 0 o' 0 1. 479
May 40 4 0 2 ' 1 2 478
June 28 3 15 2 13 1 490
July 12 3 30 3 16 2 504
August 12 2 30 3 1 1 504
Sept. -2 45 3 12 2 514
Oct. - - 45 3 2 2 514
Nov. « - - 45 3 2 2 514
Dec. - - 45 3 0 1 513
Jan. = - 45 1 3 2 514
Feb. - - 45 2 0 2 512
March - - 45 1 1 2 511
NOTES

1. New Officers in Training who joined during FY 1969/70: it is assumed
that they are all taken off probation and regarded as operational
officers on the anniversary date of their joining.

2. Lateral Entries in Training who joined during 1969/70.

3. New Officers in Training who joined in 1970/71: it is assumed that
they will join in three batches of 15 officers each, in June, July
and September,

"4, Order-in-Council and Lateral Entry Officers who joined in 1970/71:

" it is assumed that there will be three lateral entries and four Order-
in-Council appointments, and that the lateral entrants become avail-
able for operational work in six months and the Order-in—Council
appointees in two months. : :

5. The aggregate number of officers (new officers, lateral entrants and
Order-in-Council appointees) who transfer from training or briefing
to operational work. : :

6. The twenty anticipated separations are estimated as taking place more
or less evenly through the year: it is possible that the timing of
separations can be more accurately forecast..

X
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Appendix II E

ESTIMATE OF RECRUITING NEEDS

The approved programme review will indicate the Depart-
s rate of expansion over the next five years, and from this
information the size of the FSO group five years hence may be estimated.
If, for instance, the programme review were to indicate an expansion

From this five-year target figure interim térgets can be
established for the intervening years, reflecting either an even growth

1969/70 1970/71 . 1971/72 1972/73_ 1973/74
' 5200 545 570 504 618
Starting with an estimate of strength for April'l;'1969 of 490 officers
and applying separation rates based on past experience, one can develop

a recruiting target table as follows :

1969/70  1970/71  1971/72  1972/73  1973/74

Target .

Strength 520 545 570 594 618

Strength, : SR

Year Open~ 490 - 520 545 370 - 594

ing _ ‘ :

Separations-18 =20 - =21 =21 =22

Net 472 500 524 549 572

Recruiting ' S L ;
Target 48 45 46 s as g
Strength, C o g %3
Year End 520 545 570 - 594 618" g;
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.tailed kind of table showing movement from grade to grade could be

Appendix 1[I F

MANPOWER MOVEMENT PROJECTION

In this table the FSO target strengths shown for each
year are the same as those used in Appeadix II (E), and reflect an
anticipated expansion rate of 207 over the next five years. Arbitrary
assumptions have been made about the number of classified jobs that
will be available at each level: so long as the FSO personnel sys-—
tem is tied (as it now is) to the number of classified jobs that
exist at-each level, this will be the vital limiting factor to the
number of promotions that can be made. This table shows the pro-
motion movements only between the three major levels: a more de-

constructed, though in view of the lack of clear differentiation
between grades in our present system, it would be very difficult

to make sensible estimates of numbers of positions in so precise a
manner . ’

Attention is called to the forecast of the number of
officers promoted out of the FSO 1-3 group into the FSO 4 - 6 group
in 1971/72 and 1972/73. This movement will only be possible if
the number of jobs classified at the FSO 4 - 6 level can be in-
creased in number to accommodate these large groups. This table,
combined with that shown in Appendix II G, can enable manpower

planners to locate the situations of possible oversupply or short-
age well in advance. : :
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Appendix 11 F :é

1969/70  1970/71  1971/72  1972/73  1973/74 -1
Target Strength - 520 545 570 594 - 618 E
Jobs' classified, FSO 7-10 105 109 113 ,‘117 | 121 %l
Strength, Year Opening 101 103 107 ETTE 115 §'
Retirements . f4 ot —j R/ =3 | -4 %;
Othér Separatioﬁs -3 b -4 =4 -4 ~4 §-
0-in-C Recruitment 2 1 2 1 | 2 !
Promoted In | | 7 10 10 10 - 11
Strength, Year End 103 107 111 115 120
Jobs classified, FSO 4-6 254 274 294 310 ' 320
Strength, Year Opening 196 213 220 . 257 308
Separations -3 -4 -4 =4 -5
Promoted Out -7 10 -10 o -10 -11
Lateral Entry | 6 2 1 2 1
Promoted In 2i 19 Vb 50 63 23
Strength, Year End 213 220 257 308 316
Jobs classified, FSO 1-3 161 162 163 167 177
Strength, Year Opening 193 204 218 202 171 ‘
Separations -8 -9 -9 -~10 -9 g%
Promoted OQut -21 -19 >-50 -63 =23 %ﬁ
Recruited 40 42 43 42 43 %;
Strength, Year End 204 218 202 171 182 %%
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Appendix 11 G

PROMOTION MOVEMENTS, 1968/69-1973/74

NOTES ON THE TABLES WHICH FOLLOW

‘The purpose of promotion movement projections is simply
to determine what the average rate of advancement for FSOs might be,
given certain assumptions about the size of the FSO group which the
.Department decides to have and the number of officers permitted in each
grade or in each major grouping. The attached projection table traces
movements between major groupings (Group A, FSO 7-10, Group B, FSO 4-6
and Group C FSO 1- 3) and also within Group C.

This table has not been constructed with the notion that
any individual officer should be promoted at a predetermined rate: good
-officers will go faster than the average, poorer ones slower. Determin-
ation of the average rate of promotion, given certain assumptions, will
cnable the Department to take its promotion decisions in the light of
future circumstances that can be forecast with reasonable accuracy. The
tables, can be checked and modified each year in the light of actual pro-
motions made.

These projections are made on the assumption that the
target strength for 1973/74 is 594 FSOs. It is also assumed that there
will be sufficient jobs classified at the FSO 7- lO level and at the FSO
4-6 level to permit the promotions indicated.

In Section A, the senior group, the figures shown under
the 1963/64 heading represent the number of FSOs on strength in each
year of the five year period who were promoted into the senior group
in 1963/64 or earlier. Year by year the numbers reduce as retirements
and other separations take place, until in 1973/74 there are 11 officers
left of 1963/64 vintage or earlier. For the sake of convenience, it
is assumed that in this five year period all the separations -- retire-
ments and all other kinds -- take place from the most senior sector of
the senior group. Those FSOs now in the senior group who were promoted
there in 1964/65 are the 11 officers shown in the column with the 64/65
heading, and so on. The additions at the right hand end of each line
(five in 1968/69, 13 in 1969/70 etc.) include not only those promoted
up from Group B each year, but also an allowance for possible Order-in-
Council appointees: two in 1969/70, one in 70/71, two in 71/72, two in
72/73 and one in 1973/74. : .

From the chart it is possible to tell how long the average
of ficers may have to wait for promotion. The eleven officers promoted
from Group B to Group A in 1969/70, for instance (who, with two Order-
in-Council appointees, make up the 13 officers shown at the right hand
end of the 1969/70 line in Group A) were made up of 8 FSOs who had been
in grade 6 since 1965/70 and three since 1966/67. (with approximately 20
years service in the Department). The thirteen officers promoted in
1973/74 (who, with one Order-in-Council appointee, make up the 14 officers
shown at the end of the 1973/74 line in Group A) would be moving up after
five years in the grade (and 17 years in the Department on the average).
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In the group B the present FS0s 6 are shown by their
promotion year; current ¥SOs 4 and 5 are grouped together in the

bracketed figure, and officers promoted into Group B from Group C
in the five year pProjection period are shown by their year of pro-
motion at the right hand end of each line. The destinations of the.
F50s 6 each year are indicated at the left hand end of the line:

"l out, 11 up" means one FSO 6 is deemed to separate and 11 to be

promoted to group A, Separations from the present FSO 4 and 5 group
are reflected in the declining figure in the bracket.
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In Group C movements are shown grade by grade as well
as from this Group to Group B. Allowances are made for separations:
thus the 54 FSOs 2 who had been one year in the grade in 1968/69 are
deemed to lose three officers in the course of the year, and when
that group is promoted to FSO 3 in 1969/70 only 51 officers are shown.
In order to demonstrate the anticipated average movement of the 25
FSOs recruited in 1968/69 we have underlined the figures which rep-
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resent this group. The 20 who are thought likely to remain by 1973/74

are deemed to be promoted to Group B in that year along with 3 officers
who were recruited in 1967/68 ' :
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Appendix II G

PROMOTION MOVEMENTS, 1968/69 — 1973/74

A. FSO 7-10 : Number of Officers Promoted in: A R Total
' ' in

163/64 64/65 65/66 66/67 67/68 68/69 69/707 70/71 71/72 72/73 - 73/74  Group

1968/69 49 11 12 12

9 5 : : : 98
69/70 41 11 12 12 9 5 13 ' o , 103
70/71 32 11 12 12 9 5 13 13 : 107
71/72 25 11 12 12 9 5 13 13 11 , 111
72/73 17 11 12 12 9 - 5 13 13 11 16 119
73/74 11 11 12 12 9 5 ' 13 13 1 16 14 127
B. FSO 4-6 7
1968/69 8 25 13 9(+133) ' 188
69/70 (1 out, 11 up) 21 13 9(+131) 21 : : ' 195
70/71 . (1 out, 12 up) 8 13 9(+129) 21 19 . 199
71/72 (1 out, 9 up) “11 9(+127) 21 19 50 - 237
72/73 (2 out, 14 up) . 4(+125) 21 19 50 63 . 282
73/74 (2 out, 13 up) : 112 21 19 50 63 23 288
C. FSO 1-3
1968/69 ¥so 3 16 27 27
_ 2 54 48
_ 1 25 | 197
69/70 ¥SO 3 (1 out, 21 up) 21 27 51
2. 48 23 o :
1 ' 44 - 214
- 70/71 FSO 3 (2 out, 19 up) ‘ 27 51 45
2 , 23 43
1 . _— - 35 224
71/72 ¥SO 3 (2 out, 50 up) , . 26 45 20
' 2 : ' : 43 33
1 33 ' 200
72/73 FSO 3 (3 out, 63 up) : 5 20 4
2 33 31
1 39 169
73/74 ¥SO 3 (2 out, 23 up) | 41 31
2 31 37
1 39 179
- 188 -
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F8$0 AGE PROFILE

(b) Per 5-year age spans

{(a) For each year
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REASONS' FOR RESIGNING: THREE JUNIOR OFFICERS )

l. Excerpt from letter, 1963:

"I am writing in reply to your request that I inform

you of the reasons which prompted us to resign from the Department
of External Affairs ........

- Initiative, my Departmental superiors related to me by
precept and example, was a dangerous characteristic. Senior officers
are not impressed with fresh approaches or extraordinary solutions;
they prefer humility and absolute adherence in written reports to
'Departmental English'. The goal seemed often to be of little import-

ance, but the means of attaining it had to be procedurally correct and
flawlessly stylish :

«+...How many senior officers ...... are sufficiently
confident of themselves to acknowledge, for the record, a good job on
the part of a junior? Not many. Without even this incentive, and
without much example, the idealism soon wears thin

Appendix IV

I was not prepared to accept .... the general disinterest

directed towards junior officers, and the utter disregard paid -all too
often to their questions and comments.

of the East Block' was largely ludicrous "

2, Excerpt from letter, 1968:

"I have now decided to leave External after three and
one half years essentially because I feel I am stagnating. With few
exceptions my supervising officers have refused to give me challenging
work; in most cases these officers were heavily. burdened and much of
their work, I believe, could very adequately have been done by junior
officers. Occasionally I mentioned that I considered the content. of
my work was clerical in nature and the response was simply to increase
the quantity of work I was handling. The result is that my biggest
accomplishment in External has been the increase in my capacity to
handle a large volume of routine work; my biggest disappointment has
been a real decrease in my capacity to concentrate on one problem, to
think it out clearly, and to put my thoughts in writing.

I realize there is a great deal of administrative work
of a dull and routine nature which is important and which has to be
done to keep the Department running. I think I never shirked my share.
But, given the attitude of most of the senior officers I met and the
rapid rate of growth of consular, aid and administrative work I am
pessimistic about the chances of my doing more substantial work for
some years. Many senior officers hold as the key to their administrat-
ive philosophy that junior officers must have a thorough immersion in
the bottom level operations of the Department. This may be sound but
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surely it should be coupled with the systematic introduction of the
Junior officer to work at higher levels. 1 can honestly say that !
ninety-five per cent of my work in three and one half years could - £
and should have been done by clerical personnel. ‘

This all sounds like sad stuff, but in fact my time
in External has not been unenjoyable. I have made many friends, have
travelled and have enjoyed the representational side of the work;
1 simply have not been satisfied with‘the content of my office work."

3. Excerpt from memorandum by a senior officer, 1967:

) "I was sorry to learn that Mr. X's disenchantment with
this Department had reached the stage where he has submitted an appli-
cation to transfer .... Unfortunately for us Mr. X's departure will
be a serious loss. On his rating form I would have given him very
high marks .... . : '

If he is the type of officer we want -- and I think he
is -- then why haven't we been able to arouse his enthusiasm for our
work? In his comments to me, he said he thought Y was much better
organized in inducting and training its new officers. He said he
had the impression that once they joined this Department, new officers
were cut adrift. They had little sense of belonging and no one from
Personnel Division seemed to take an interest in them. Since he joined,
no one had got in touch with him to see how he was getting along or to
ascertain if he had problems. He said his friends on language courses
felt even more neglected....."




APPENDIX vV

A STUDY
of the
CHARACTERISTICS OF SUCCESSFUL
FOREIGN SERVICE OFFICERS

David Jackson and Associates Limited

*kikk

Chapter I - OBJECTIVES

Chapter II -  SUMMARY AND RECOMMENDATIONS

Note: Included here are two chapters only of
the report. The entire report is bound
separately as Volume III of this overall
study of MANPOWER PLANNING AND DEVELOP-
MENT FOR FOREIGN SERVICE OFFICERS.




CHAPTER I

OBJECTIVES

The identification of the selection criteria which
could be most useful in obtaining candidates with
optimal aptitudes for the Foreign Service. '

To identify features of the present performance
evaluation procedures which appear to predict
progress in the Service. ‘

The identification of characteristics of any Service
Training Program which would develop the optimal
aptitudes to their highest level within the time
constraints of the Department.

To determine from the officers' opinions, what
aspects of the Foreign Service system are seen
to cause dissatisfaction with recruitment, training
or assignments. ' : :




CHAPTER II

SUMMARY AND RECOMMENDATIONS

OVERVIEW

This portion of the study was predicated in a large part on
the assumption that a shortage of well qualified Foreign Service

Officers at the mid-range of the organization could be due to
poor selection procedures; more specifically that better psycho-

logical testing of candidates might improve selection. Other

aspects of the problem were examined by other members of the
research team.

The findings suggest:

1. The roots of the problem do not lie in the
selection process but in what happens to
officers after they are selected - their training,
supervision, and career planning should be im-
proved.

2. Criteria of success in the Service are too
global to be satisfactory for empirical inves-
tigation and probably this lack of specificity
reduces the ability of officers or their super-.
visors to accurately assess weaknesses or
strengths in performance. There is an immed-
iate need for a detailed function analysis
which will map the roles within the Department
along with behavioral specifications of what
constitutes satisfactory functioning in each
role.
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The Department persdnnel lack skills in
public administration and supervision.

The selection procedure could be immed-
iately improved, not by incorporating

a large psychometric battery, but by

making the group interviews with candidates
more productive, Procedures for structur-
ing the interviews and recording the inter-
viewers' evaluation of the candidate should
be designed, tested, validated and put into
general practice.
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SUMMARY

FEW
PREDICTORS
RELATED TO
CRITERIA

S _ _
From our testing of 243 predictor
variables only five were related to
success criteria.

There may be several reasons why

the number of significant predictor
variables was low. Perhaps our
selection of predictor variables was
too limited. ‘

This seems unlikely in view of the
number and variety of variables
studied. Secondly, we may have

been using the wrong criterion
variables. This also does not seem
likely because the seven criterion
variables which we used were cor-
related with each other. Also, as
our case studies show, the criterion
variables were valid measures of
the actual behaviors suggested by
the Foreign Service Officer Rating
Report to be important.

We believe that the criterion variables
were too global to reflect the diverse
functions of Foreign Service Officers.
In fact, success in the Service
appears to result from many different
patterns of behavior.
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THREE
CRITERION
FACTORS

INTELLIGENCE
IMPORTANT

From a list of eight characteristics
derived from the Foreign Service '
Officer Rating Report form, plus

the individual's achievement on two
external criteria, statistical analysis
suggests' one major factor contributing
to successful performance in the:
Foreign Service and two minor but
independent factors. The most im-
portant factor in success appears to .
be Good Judgment and Dependability

~which are found in close association

among the officers studied.

The second factor is Ability to Deal
Effectively with Others. Finally,

the least distinct factor of success is
Originality. 1In fact, Originality ap-
pears not to be consistently rewarded
in the present system. All three di-
mensions were conceived statistically
to be independent. of each other.

Thus, being high on one did not
necessarily imply being either high, low
or in the middle on another.

While Intelligence correlated with

only one criterion variable we did find
that the Foreign Service Officers
possess I.Q.s significantly above other
comparable groups. Actually we suggest
Intelligence is a threshold predictor
variable. That is, to be successful

in the Foreign Service one must possess
superior intelligence. Once a man is in
the Service, however, his intelligence
ceases to be a factor related to his
success.
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POOR
MANAGEMENT
SKILLS

THREE
PRIMARY
INTEREST
AREAS

We found that generally the Foreign
Service Officers in the sample were-
weak in managerial skills. The
Leadership Opinion Questionnaire
showed that the officers were consid-
erate of subordinates but were lacking

the ability to orient and structure their
tasks.

The Ghiselli Self-Description Inven-
tory* also suggests the officers studied
were below middle-management norms on
Initiative and Perceived Occupational
Level which Ghiselli considers impor-
tant to the ability to manage. From
comments by officers during their inter-.
view, it was evident that the system
offered little opportunity for the de-
velopment of managerial skills.

Judgihg'from the_octupatidhal éatégories
which are most congruent with the F.S.O.

group studied, there are three general
areas of interest:

A) People
B) Public Administration
c) Writing '

At the other extreme, there was a
rather strong antipathy to mercantilism.
The distinction should be made between
an interest in public administration

* Permission to use the Ghiselli Self-Description Inventory was
obtained from the Selection Procedures and Testing Services
Division of the Public Service Commission.
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ADJUSTED
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EVIDENCE
OF POOR
SUPERVISORY
PRACTICES
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and an interest in business admin-
istration. Some officers relegate
any interest in administration to
the single category of mercantile
administration. 1In terms of inter-
ests, the officers seemed interested
in one type of administration and
not the other. '

While the level of personality adjust-
ment was not related to degree of
Success .in the Department, the norms

for the group of officers studied sug~-
gest their level of adjustment is better
generally than average.

There is evidence that men were not
given supervision in terms of clear
goal setting and direct communication
about the supervisors' evaluations of
the F.S.0.'s performance. More cap-
able officers appear to be more critical
of the calibre of supervision they are
receiving than their less successful
confreres. One of the most interesting
implications of comments made about
training needs was that middle level
officers need to be taught how to
supervise subordinates effectively.

What seems to be lacking in much of

the present supervisory practices, in
the eyes of the subordinate is a sense
of, "Where am I going?", in terms of
career planning and, "How am I doing?",
in terms of joint goal setting and re-
view by the officer and his supervisor.




SELECTION
PROCEDURE
USING GROUP
INTERVIEW
UNSTRUCTURED

One of: our most striking findings
was that many of the officers felt
that their assignments were not
challenging enough. Closer super-
vision should have made it obvious
to senior officers, that junior
officers were willing to accept more
responsibility. It is ironic that
senior officers were feeling over-
worked while junior officers were
bored because little responsibility
was delegated to them. The result
was, many felt they spent much of
their time carrying out tasks which
should be assigned to clerical staff.

The selection procedures were criti-
cized by some officers during the
interviews as being vague and un-
structured. The methods used in
the group appraisal sessions were not

consistent and selection criteria were

mainly undefined.
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RECOMMENDATIONS

1. A detailed work analysis should be conducted by the

§

Department. Such an analysis would be a complete
review of the responsibilities involved at various
levels. This analysis should include .a complete
description of all duties. Communication flows
both written and verbal should be studied for each
role. The activities of the incumbents should be
recorded within random time intervals. Perceptions
of the role by not only the incumbent but by sub-
ordinates and superiors should be recorded. This
procedure would help to make evaluation criteria
more specific and could lead to the isolation of
specific variables which would predict success in
the Service at various levels.

An intensive training program which would increase
managerial and supervisory skills should be developed
for personnel at various levels of the Department.
Attention should be given to the officer's ability

to orient his subordinates and structure his activit-
ies with a goal setting and review frame-work. - Better
management and supervision could lead to faster de-
velopment of junior officers and relieve the burden

on the shoulders of senior personnel at the same time.

The Department should increase its counselling
services for junior officers. This would entail
expansion of the Personnel Department so that
officers could be consulted and briefed before each
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assignment. Counselling would make career planning
possible which would integrate assignment decisions
with training. Psychological testing as an aid to
this type of counselling would ba much more valuable
than used as selection instruments.

4. The group interview with candidates in the selection
process should be structured to ensure consistency
in evaluating candidates. This would involve
structuring the interviews. A set of scales should
be constructed to enable members of the board to

systematically record comparable information about
-all candidates.

5. The test battery given to candidates in the selection
process should be made up of the Group Intelligence-
Test* and the Ghiselli Self-Description Inventory.
The Group Intelligence Test should be used with a
cut-off point one standard deviation below the mean
for the 100 officers studied, 108. 1, with a standard
deviation of 19.18. Officer candidates receiving a
lower score should not be considered for group
interview.

* The General Intelligence Test (GIT) was constructed by the
Selection Procedures and Testing Services Division of the Public
Service Commission, and permission was obtained for its use in
this study. : '
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The Ghiselli Self-Description Inventory should be
administered but not as a screening device. Test
scores for this instrument should be available to
those carrying out the interview to allow them to
assess whether interpersonal values of the candidate
are consistent with the demands of the Department.
High scores of the Self Assurance subscale would
suggest lack of Originality as defined by the judges
in this study. A low score on the Sociometric
Popularity subscore would raise questions about

the candidate's ability to Work Effectively with
Others. Comparing Ghiselli scores and ratings on
associated dimensions by the group interviewer

would provide cross-validating information upon.
which to make their final selection.
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