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‘Mr. J. Maybee,

Director General,

Bureau of Consular Affairs,
External Affairs Department,
Lester B. Pearson Building, '
. Sussex Drive, Ottawa

K1A 0G2

Dear Mr. Maybee:

We are pleased to submit our report in the discussion

paper format requested by you during our reéview meeting of February
18, 1974,

Upon request, we will be happy to be involved in further
Bureau discussions of this report with your associates and yourself.

‘ We do wish to acknowledge the complete cooperation of
your entire staff during the course of this assigmment.

"It has been a privilege to be of assistance to you on
this occasion and we will look forward to an opportunity of providing
additional service in the future.

Yours sincerely,

hoet

J.-T. Lowery
Bureau of Management Consulting.

AN AGENCY OF THE DEPARTMENT OF SUPPLY AND SERVICES

AGENCE DU MINISTERE DES APPROVISIDNNEMENTS ET SERVICES




DEPARTMENT OF EXTERNAL AFFAIRS

Bureau of ConSular Affairs

INTRODUCTION

This reporf is intended to . be used as a discussion paper and;'as such,’will
not éonfo;ﬁ with tﬁe fraditionai format ofvrscommendatisns, sﬁmmariss'and
conclusions. Information pertinéﬁs to the reQiew Of.the organization struc-
ture and fﬁnctional responsibilities was ga;hered'through interviews with

all employees except those engaged in secretarial and stenographic duties.

The retirement of the Head of Séctioﬁ,vAssistance to Canédians Abroad, which

. took place after commencement of the study resulted in subsequent operational

changés instituted by the Director. The need for some of these changes had

‘been identified prior to the retirement and will appear later in the report

even though some action has been initiated.

ROLE OF THE BUREAU

The Bureau is charge& with providing a staff service to facilitate the
activities of all posts abroad. .The two divisions of the Bureau, Consular
Poiicy and Reseafph and Consuiar Operstions, appear to be, from an ofganiza;
tion standpoint, compafibié with and complemestafy to one another while
providing vastly different services which we will refer to as "Staff" and

"Line" respectively.

To bring this staff-line role into focus perhaps it would be expedient to

define consular responsibilities. Broadly speaking the consular functions,




as we understand them, comprise a full range of comprehensive measures
designed specifically for the welfare of Canadians abroad, either visitors
or in-residence, and to provide the fullest measure of assistance and pro-

tection within the laws of the country within which posﬁs are located.

The ConsularAquigy and Reéearch’Division provides guidance and direction
by fofmuiaﬁing ne& policy or revising exiSting policy, keeps posts informed
éf new Acts and Regulations and intexpretation of same, conducts‘fesearch
into drawing up conSular understapdings and anélyze statistical data to be

used as a guide in reviewing Country Programs.

TheronSulaf Operations Division; on the other hand, is engaged in opera-
tional activities that.are, for the mosﬁ part, an,exfension of work being
done in the consulates. The émployeés of the Division are involved in the
day-to-day welfare 6f Canadians aétingvas catalysts in a support role to the
"posts'" necessitated primarily byAgeographicalland communication difficulties.
In contrast to the work.hand1Ed-by thé Policy and Research Division the
Operations people deal with a high volume of self-terminating situatibns;

that can usually be handled in relatively short periods éf time.

THE CURRENT ORGANIZATION

Structure

During all of our discussions with employees we made a point of discussing
the structure and components of the Bureau. The majority of those who vol-
unteered could offer no suggestions that they felt would lead to a more

effective or efficient operation, Those few who did offer suggestions did




s0 with no real conviction or with any concrete reasons why or how improve-

ments could result.

With a current staff complement of:
1 Director General
2 Directors
6 Section Heads
9 Officers, and
4 Clerks '
excluding personal secretaries and the stenographic pool, it would be
extremely difficult to create another Directorship or Section Head if, in
fact, such a recommendation was being contemplated. Only the "Assistance

to Canadians Abroad" Section is nearing the stage where additional staff

could become a supervisory burden ‘to the Section Head.

Manpower

The effective utilization of human resources is a concern of all organiza-
tions and the Bureau should not be an exception.. There are four areas toward
which the Director General could focus some attention with a view to consol-

idation or redistribution of duties. These areas are:

a) Policy and Procedure Section - Clerical Assistant

Position description estimates that 707 of allotted time
will be spent despatching instruments.of office and
consular forms to new posts (initial supplies only) and
recommending establishment of 'designated" posts for
merchant shipping purposes. These assignments do not
appear to be challenging the incumbent to the limits of
her capacity.

~b) - * Training Section - .

Pérhaps,the'best exaqple of inefficient utilization,
although perhaps beyond the control of the Division, is
found in the Training Section. This has been"vacant for
several months but when there was a 'Head" we understand




a complete lack of coordination and cooperation with

the Personnel Training Division of the Department was
evident. There was insufficient notice or lead time
given when a course was required which made it difficult
to design a program suitable to the needs of the par-
ticipants. The overall planning was also ill-conceived
as there were interruptions for medicals and other
briefings. '

This situation exists despite the fact that the report,
'Consular Services in the Seventies', refers to the need
for training on page 21, paragraph 71 ¢) iv) and again on
page 34, paragraph 114, : -

~In addition, the urgent need to establish a consular
training section, as made evident by the current expansion
in consular activities and services abroad, was used as
one of the criteria in the rationale to reorganize the
Bureau in 1972, :

c) Regulations and. Research Section - Assistant

The primary function of this position is to collect, con-
vert to a different format and publish statistical data
submitted from all foreign posts on a bi-monthly basis.

It would appear there is a lack of ample volume to both
satisfy and justify a full time incumbent in this position. o
However, one of the dangers in preparing data of this
nature is the sudden requests for information to satisfy
burgeoning curiosities; the question then becomes is the
information essential for some particular purpose or "nice"
to have. If this does occur and the reasons for the re-
quests not identified, the job will quickly grow into a
full time position, a luxury the Division may not be able’
to afford. To control release and potential misuse of this
data, all requests for information should be made through
the Section Head.

Consideration could be given to expanding this activity by
assigning to it the responsibility for up-dating the
publication "Information to Canadians Travelling Abroad".
d) Contingency Planning and Generai Services Section - Clerk
Without possessing intimate knowledgé of all of the
ramifications. involved in the Registration of Canadians

Living Abroad we came away from the interview with the
feeling that the current incumbent could handle more work.

.Staffing efficiency is not to be confined only to the negative aspect of

under-utilization but should also include provision for planning future needs.



It woul& appear Federal-Provincial agreement, that.will.permit_Canada to
adhere to the Vienna Convention, is nearing.fruifion. This will require
revising all current Cbnsﬁlar Understandings into the format of Consular
-Agreements; an undertaking‘that will be Qirtuaiiy impossible for the Policy
and Procedures Section to’handle'without'additibnal staff. When this.intef-
nal agreemenf isvreached, it is not unreasonable to expect‘this project will
become a top priority itemf In Vieﬁvof staffing difficulties experiénced

in the past and the nature of the work involved, the Director through the
Director General should insure the Bureau is sufficiently well informed to
remain on top of the situation. Manéower‘requirements of the Regulations
and Research Section should also be reyiewed; particulérly if ;he.demands

to update the Manual of Consular'instructions continue. To date there has

not been any research carried out by this Section.

A Revised Organization Structure

We reported.earliér that -the current structuring of the Bureau was not con-
tributing to any apparént inefficiencies or administrative difficulties;
However, we would suggest that consideration be givén-to moving the T:aining
fundtion from uhdef the jurisdiction of the DiFector of Consular Bolicy and

Research to the Director General. The current and proposed organization follows:

CURRENT PROPOSED
Director, Consular - _ . : A Director, Consular
Policy & Research Div. Policy & Research Div.
Director ' ' Director
General ’ General

Director, Consular
Operations Div.

Director, Consular ' ' ‘ Head, Training Section
Operations Div.




This proposal should not be construed aé casting an unfavourable reflection

'upon the Director but will serve to emphasize the importance of the Training

function. This reporting relatiohship will also permit the Director General

. to become actively involved with the Department and exert more influence in

the planning of a continuing program of training and education. Additionally
it will introduce an element of flexibility that will permit using personnel
from both Divisions, ‘as the need arises, without creating conflict between

'the two Directors who may feel their own priofities must be served first.

OBSERVATIONS

The relatively small size of the Sections necessitates protecting the

confidentiality of the interviewees therefore, rather than speak to specific

Sections, all pertihent'data will be discussed under the umbrella of the

general headingé.

A. Objectives cah-bestvbe described as the establishment of achievable
goals within established timeframes and designed to improve perform-

ance. Within this-context we could find limited evidence of concrete

objectives. -Not surprising and all too dftén we were told "there is
not sufficient time." For example the followiﬁg was offered as
eyidence: "not sufficient time to - conduét analysis, spend with
subordinates, determine what is a policy guidéline, be an efficient'
.:'administrator or discuss v#rious aspects of the jbb.".‘The reasoh}
there is not sufficient time is that everyone is so busy putting out
fires that preventive measures ére not being developed. One is left

with the impression that the Bureau was re—orgénized,_position




“ deécriﬁtions written, iﬁcumbents'assigned to positions and-then
éveryone wént about their jobs without clear—cut objectives Of
priorities as fo what they.were to achieve. The'majorityrof
activities currently Being ébnducfedAwithip tﬁérBureau are res-
'ponse oriented, employees reéponding to situafiéps, as>opposed
to initiated programs, empl&Yees,plahning théir activities and

responsible for making things happens.

The lack of initiated programs are more evideﬁt in the CdnSular
Policy and Reséarch Division becaﬁse of the nature of their assigh-
ments. HoweVe:, the user, primarily posts abroad, should normally
expect the kind of assistance that would emanate from initiatéd
activities. Asidé from those functional services_outlihed in.
ﬁoéitiéﬁ éesctiftions.thé Bureéﬁ must not énly determiné Qhatvis
éxpeéted ofbfhem, Lﬁe:roie‘fa be plﬁyé&,uthe services to:be prbvided
and progfams to be offered but must‘develop,plans to achieve these‘
things that will assist the posts to be more effective in their

dealings with Canadians abroad.

We refer to the rebort 'Consular Services in the Seventies' where on
page 21, paragraph 71 c¢) (v) and again on.page 34, paragraphvll6'
Arefereﬁce is made to the need to complete the Mangal 6f Consular
Instruction. It is our understanding that;a great deal of effort
is.étill:beihg expended té coﬁplete fhe Manual. Without having acéess
to‘backgrOundbinformétioﬁ we might_logicaliy éékv"what have been the
causes for the delay?" 1Is it the lack of objeétive setting or is there

--a more basic management deficiency in the role of planning, organizing,



directing and controlling.

The Consular Operations Division exists in a“reéponse oriented en-

vironment. Questions and requests requiring specific action are

' channelled into the Division from both posts abroad and within the

Country'itéelf; Therefore, 6bjectives for this Division must be
developed to best meet the needs of a service function. Considera-
tion should be given to the development of‘guidelines or objectives

coveriﬁg the following general headings:

1) Turn-around Time

a) Letters and telegrams from posts; this is a
volume situation and thus an uncontrollable
- factor, however, speed is of the essence and
the establishment of realistic guidelines is
. practical.

b) Ministerial Correspondence; a more sensitive
‘task but if the Division is to be accountable
for preparing these letters commitments should
be made regarding their disposition.:

c) Refund of Deposits; Those people who have
deposited money and for one reason or another
are entitled to a refund are expected to wait
an "unreasonable" length of time for their
money., The extreme case cited was a delay -of
eight months.

2) Define Services Performed:

To what extent and degree should the Division be
expected to carry out their service function in.
attempting to resolve the needs of Canadians
requiring assistance, This can be examined in terms
of what is currently being done as opposed to what
the Bureau or the Department feels should be done. -
An example cited was the degree of involvement in _
handling bank drafts where Desk Officers are following
through from beginning to end. Should the role be
merely to notify the bank, provide pertinent informa-
tion and withdraw?



3). . Internal Training:

- It is incumbent upon the Director. to insure that all
employees are adequately trained to handle the wide
range of situations they are required to deal with.
Provision should be made to insure a planned training
program is available to all employees. There are
currently three employees in the Division who have
had little or no experijence in consular work and as
one employee so aptly stated "posts only ask for

'..advice and assistance when they cannot handle the
situation themselves and therefore expect the experi-
ence level of the Desk Officer to be as greater or

. greater than their own.'" There is also reference in

" Timmerman's Report for ‘the need to strengthen posts .
with better trained and qualified Canada-based employees ¢
in the face of growing and more insistent and critical
demand for consular services. '

The Bureau, as a viable'orgénization, must also éstablish objectives.
Following on thése‘overall objectives or‘goéls the objectives of the
two Divisions will be clarifiédfand all efforts can Be dirécted toward
the same énd. Prior to the commencément of this exercise the Bﬁreau
should not only eéfablish internally what_ifs réle ié, ér should be,
but cléarly_identify what is expected:of if by the posts and those

other bureaux and divisions (of the Department) with whom it deals.

Communications

Responses to the question of dommunicatiops aS‘pertaiping to all areas
of the Bureau;s opérations, both internal apd exte?nél, raﬁged from
"notvgood or not enough to improving, gefting progressivgly‘better and
good." The answers appeared to be baéed primarily on the individuals
own experiences and their own persénal needs aﬁd desires. Hoﬁéver,

af ter analyzing the replys and comments and fe}ating these to our own
observations of interactions within the Bufeau we would conclude there

is a definite need to establish clearer and more effective lines of



-'10 -

communications.

For the most part the flow of information between sections and

'particularly between the two Divisions is irregular. Employees

have had to rely on their own informal system and personal initiatives

to keep informed. In early January; 1974 one Section within the

Bureau held a formal meéting, chaired by the Director, which for one
employee with eight months' service in Bureau was the first meeting'
she had attended. Other could not recall ever having attended a

previous Section or Division meeting.

Tb build a vibrant organizatiéh the Direétor Generai will have to
create an environment fo facilitaté harmonious interrelationships.
The initial step in this process could take the form of regularly
schéduied meetings; on a ﬁonthiy baéis, witﬁ the Divisién Directors
to diécusé the activities of.the Bureau and of eaéh Division. This
would ﬁot only prombtg a better spirit of coqﬁération bétWeen the two

Directors but would insure that each was not working in isolation or

A perhaps even duplicating efforts. Consideration could also be given

to the formation of é.Management Committee, made up of the same group
and chaired by the Director General. A beneficial off-shoot of thesc
meetings would hdpefully be Division and Section meetings, on a less

frequent. basis, to keep all employees apprised of activities within

the Divisions and Bureau. The Director General  should consider the

impact his presence would have on the unity of the Bureau if he saw
fit to periodically attend and participate in Division meetings.

Establishing a strong communications network is one of the essential
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elements needed to build a well co-ordinated, smooth—running

.organization.

There were one or two examples cited that would suggest external
communications are also less than desirable. References applied

to the situations follows:

- a) lack of sufficient liaison with other divisions on j

jurisdictional coverage; . o |9

b) " the need to eliminate "greyiareas" that ultimately 'j(
become consular problems;

c) a regional meeting of heads of posts fO»diséuss.
' problems of mutual concern with no representation
from the Bureau.:

The Director General is perhapé in the béét position to remedy this
typé of situation by insuring that the presence of the Bureau is re-
cognizedaand accepted within_the’Départment. This could be accomplished
through a series of visits tolother Directors Ceneral,_through periodic
trips to selected posts,. by inviting other bivisioné' representatives
to Bureau meefings, by insisting the Bureau nbt only be invited but
actively pérticipate in meetings wnenebconsular pnliéy or planning is

involved.

Staffing

_"Resonrce allocation in External Affairs had always been a difficult

1 1 - . , c s
problem." From our observations this continues to be a problem within

both Divisions of the Bureau and if it is an accepted "way of life"

1  External Affairs Headquarters: Relationships and Responsibilities.
Bureau of Management Consulting, March, 1971.
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brovisions should be made accordingly. .1his ma§ be constfued as

an irratibnal statement but if any degree of confinuitf is to Ee
maintained safeguards must be built into thg sysfeﬁ. ,As the Bufeau
continues to grow in‘stature and more of the user departﬁenfs come
to aééept'the services provided, the lack of staff‘wiil not be
accepted as a justifiable re#son for not offering a training course

or updating a manual,

We must also look at the adequacy of resources. Webster's New Colle-
giate Dictionary describes adequate as '"equal to or sufficient for

some (specific) requirement."

Thus consideration must be given two aspecté of resource allocation,
replacementsband experience levels. When operating in an 'unstéble"
environment;»éreated By a system of continuous rotation of human re-
sources, iﬁ ﬁay not'be‘feasible fé-leave-a position vac;nt until an
ideal candidate can be acquired. This situation will undoubtedly put
more pressure on supervisory‘personnel who may then be require& to
spend an abno;mal portion of their time in staff development.' The
Bureau of Management Consulting.may.not be perceiving this situation
with coﬁpleté accuracy but there are enough indicators to justify, in
the over-all operational plans of'éhé Bureau, froVision for -these

eventualities,

Serious consideration should, in our opinion, be given to identifying
those positions within the Bureau that could be difficult to staff
without adequate notice. Non-rotational positions may not be accept-

able within the Department's operational philosophy, however we can
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see no logical objections to assignments covering a time period of

not. less than. two years. Three positions that come to mind immediately,

and fall into the above category are:

1)

2)

3)

Head, Policy and Procedure Section.

It is our understanding that it would be desirable
for the incumbent of the position to have a legal

'background and therefore may be difficult to replace, -

Head, Training Section.

Provided the training function achieves the status
envisioned by the Director and considering the
specialized nature of the work, this position could

~be filled by an experienced Foreign Service Officer

as a career development assignment.
Desk Officer, Assistance to Canadians Abroad Section.

A minimum of one well qualified, senior level employee
to provide stability and-back-up to the Section Head.

Consideration should also be given to:

1)

2)

3)

4)

Ctoss—training within Sections and Divisions to facil-
itate internal movement of skills to off-set vacancies
and low levels of experience, .

Develop a "country profile" containing essential background
data, guidelines and examples of situations that the desk
officer will be required to deal with., This will provide

a smoother trahsition and will allow the new incumbent to
quickly become assimilated into the geographic and political
environment of the position.

Establish minimum levels of experience that would be accept-
able, within each Section, to insure quality and quantity of

© outputs are maintained. 1In conjunction with this, partic-

ularly in those areas where there are only one or two
employees, attempt to insure a minimum overlap period
between the employee being posted and the employee being
assigned.

Prevail upon the Personnel Planning and Development Division
to prepare and circulate. a list of all employees coming off
rotational assignments and their dates of availability.

- This will allow Section Heads and Directors, from all areas

of the Department, to play an active role in the selection




of candidates to fill current and prbjected vacancies.
Currently, it would appear Section Heads and Directors
are left to their own resources to locate candidates or
accept those that are assigned to them.

In the same view, the Personnel Planning and Develop--
ment Division should be asked ‘to provide, up to six
months in advance, a list of those employees who are
eligible for foreign posting and who currently occupy
sensitive positions. All bureaux in the Department
could identify these jobs in their respective areas.

)

The 6ver—all~experience level of the Bureau, at the present time,
appears to be adequate although there are one or two incumbents who

may not be suitably placed in their present positions.

Allocation of Work

These comments are directed specifically to the Assistance to Canadian
Abroad Section. At the outset of this study we consideréd the method
used.to allocate or asSign'work'to desk officers; and to monitor its
progresé, was extremely inefficient. During the interim’period when
the stition of Section Head was vacaht, the ﬁirectqr instituted a few
changes and delegated much more authotity to the deék officers than
they had previously been allowed to’ éxercise. The response from the .
majority of the officers was extremely positive which, when one con-
siders'the posifions held by some of the incumbents in post abroad,

should not be too surprising.

. The problems associated with the assignment of work has, in our opinion,

still not been completely resolved in a manner that will result in
maximum utilization of the Section's resources. The Director plans to

intrbduce‘abgeographic or regional desk‘concept which we feel is a very

practical move but should only be done in concert with other changes.
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The current case load is approximately three hundred and twenty (320)
items per month, with the majOrity of communications with the. posts
handled by telegram. The method of distribution, as we understand it,

is as follows: .

quired.

DESK OFFICERS

CURRENT
CLERK . receives incoming telegrams
o7~ Ain triplicate) separates
/s S by Division and Section
.7 ‘\\ distributes to same.
s M -
/
r d A
” N
7’ . N
7’ A Y
/’ N\
,// \\\
Reviews, ques- DIRECTOR |——— , Sﬁggm . reviews cases,
tions, consults/\- 7T ~allocates to desk
notifies Director AR officers based upon
- General as re- Yoy AR experience (or geo-

graphic area) and

current work load.
Follow-up as required
and consult with
Dirvector.

The weakness Qith this system is the time‘the Section Head.must spehd 
sorting, distributing, preparing distribution list for follow-up and
insuring case load of desk officers is not becoming too Heavy.: Due to
the high volume and the uéually urgency to complete each case time is

of the essence, a.feature for which this method makes no provisioﬁﬂ

We would suggest the foilowing as an alternative:
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~ SENIOR : L .
DESK OFFICER - a). Receive ineoming telegrams,
— separate by Division and
7 T ~ . Section, distribute.
P ~ ) ’ . .
PR : ‘\; . b) Monitor progress, keep
» < | “a Section Head informed,
7 . * s~ handles case overload.
. » ”’ . ' 4 ~ N
7 i SN
. r'd ~
g < - : ~ ~
) 'S

DIRECTOR < s SECTION ¢ ' DESK

HEAD OFFICER
Reviews, questions Reviews cases, : Initiate action, con-
as necessary, con- intervene, questioms, sult with Seetion Head,
sults/notifies - follow-up, consults/ prepare final disposition,
Director General as - notifies Director as terminate or send to
‘required _ - required . Section Head as per

established guidelines.

This procedure will free the:Seétion Head froﬁ the foutine_task of
sorting and distributing, yet keeps the Head informed through copies:
of telegram and continuous contact'with Senior Desk Officer. Permitsv
tﬁe Héad‘time for'adminiétrativé duties, staffAdevelopment, involvement
in sensitivé cases, deaiihg,with the présé énd various other indi?iduals
seeking information on specific sifuations or incidents. The éenior
Desk Officer could also maintain some form of 'Case Reéord' that would
provide thevSectibn Head,qr’Diréctor with a running record of stage of
progress or settlement of each case, thus providing'a synopéis, in a
central location, which would be sufficieﬁt,to answer'foutine questiohs.
Desk_officérs are currently maintaining similar progress notéé fpr their
own use therefore the introduction of a formal procedure would nof repre-

sent additional work. The Senior Desk Officer would be in a position
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to provide a continuing analysis of geographical volume, seasonal
fluctuations and changes in pattern of cases handled by posts
abroad to name but a few and additional benefits that could be

derived from the above proposal,

The Stenographic Pool, currently under the administration of the _
Director,'ConSular'Operations,'continues.to be a source of concern to
the two Directors. Due to the continuous volume of workMgenerated by
Consular Operations and.previous administrative-problems associated
with this function Mr. Agnes arranged to have the Stenographlc group

report to him. While he recognizes this could be construed as an

extreme measure, and realizes the "Pool" should not report to a

Director,'hevis fearful of a recurrence of the previous situation.
The Consular Policy and Research Division has provision for two man
years in the "Pool" and the Director has been assured that work from

his Division will be handled promptly and efficiently. Despite the

" fact that things appear to be operating smoothly this situation should

be reviewed by the Director General and the two Directors to arrive at

some form of common understanding,

Delegation

For the most part delegation, .or the lack thereof, does.not appear to
be a problem within the Bureau. Until recently however, this was a
definite problem in the 'Assistance to Canadians Abroad Section' where
Desk Offlcers were given very little authority and all cases flowed

from and back through the Section Head




The‘sﬁbjecﬁ of effective delegation is a conﬁiﬁuiﬁg:manégerial |
concern under the besﬁ of con&itions and can become even more
critical in an en§ironmént whére expérienée iévels are continuously’
fluctua;ing.. We therefore draw your attention to the folloﬁiﬁg

~ excerpts tékeﬁ from pages 24 #nd 25 of the March, 1971 Bureau of
Management Consulting repoft entitled - External Affairs Head-
quattérsﬁvRelationsﬁibs and Responsibiiities. For ;he context qf
éur example,-"Directors" can be substifuted for "Directors General"

whére appropriate.

"While there has beén mgch.talk in the department

| about imanagement', thefe'ddes nof appear to be éli

: univefsal appreciation Of'théﬁimplication of thébf
‘word. Management is generally defined as an actiQity

fvinvolving plénning, organizing, directing,'motivating,

,.and mbnitoring. These functioné; it will be perceived,
.inciude forward pianning, allo@atipé.resoﬁ;ces, pro-
viding guidance, setting pfiééities; feViewing per- .
formance, training, promoting, and if necessary, dis-
missihg; The more senior a person is in the management
structure, the more he is expected to be involved in
the first activitiés listed - that is, plénning, organ-—

‘izing and directing."

"the Director General who spends much time rewriting
.drafts himsélf, who reviews all outgoing correspondence,

who reads all incoming communications for his bureau,
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« + + 1is acting not as a manager but as a desk officer.”

"Jus; as Directors Genéral have been given the‘authority
to exercise their own judgment in relation to which
issqes they refer to tﬁe Undef-Seéreta£y for direcfion,
so too it would seem‘lqgiCal that parallel arrangeﬁents
shpuld.be worked Qut bétween Directors General aﬁd
Divisional Heads, so thatlDivisional Heads too will bg
required to exeréise some j;déﬁent as to what issues they
and their Desk Officer can handle directly, and what
iséues;haye to be feferred to fhevDirectbr Generéllfor

further guidahcé,"

The Director Genefal may, for his own sétisfaction, wish to review the

level of delegation beiﬁg practised within the Bureau.

Files and Records

This is a perenial problem in many organizations. It is not our in-
tention to get into considerable detail but to draw this to your
attention and relayvsome of the more pertinent comments on the subject.

The problem seems to be isolated to the 'Assistance to Canadians Abroad

Section'.

It would appear the present éystem of chronological filing by country
is less than desirable. Cases that Have been rather lengthy and drawn

out are time consuming to reconstruct, the same situation is also

expefienced when searching for an isolated piece of information without
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some knowledge of the date. .Considerétion could be given to
isolating the type of case by subject (Drug, Death, Repatriation)
to reduce the time spend gathering background data. Ah.alternétive

would be to cross-index by subject and country against subject only.

This would serve ‘to provide a ready reference of disposition of
simiiar éases, thus ensuring some degree of uniformity an& also
provide‘historical data on the subject. Another form of cross-
ihdexing that could bé impleménted is cases and.némes associated
with these cases. Names would be filed élphabetically with reference

to a specific country or file.

.There is some suggestion that many of the Desk Officers are keeping

their own files as a hedge against the weaknesses of the current
system.' This is time consuming and does not provide sufficient

detail.

The above commentary represents a composite of employee views and

inputs as well as observations made by the authors.

The format is consistent w{th the discussion paper'dpprvach often.
used by the Bureau of Mbnagement Consul ting. There are no. final
coneclusions and the_implied recommendations are designed to present
alternate approaches that can be used to induce further internal

deliberation.
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