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1. 

EXTERNAL AFFAIRS MANAGEMENT IMPROVEMENT PROGRAM 
ASPECTS OF CORPORATE PROCESSES 

The following are the projects  frai the Policy Coordination Branch 
which forrn part of the EAMIP. 

Operational Plan Framework 

Departmental Planning Systen 

Managing Resource Allocation 

Reporting Against Plans 

EValuation Plan and Profiles 

Trade Programs: Méthods of Mcnitoring and Measuring Effectiveness 

Revision of Manual of COrrespondence Procedures 

Corporate Management Schedules 

Evaluation of Program Delivery Abroad: Immigration and Tourin 
Programs 

Project Management Guide and Training 

EValuation of PEMD Program Design (See International Trade Develomment TF03) 

Inventory of Existing EDP Systems (MIS  Project) 

Defining the Information Néeds of Management (MIS Project) 

Defining the Information Néeds of Post (MIS Project) 

DEA's Domestic Clientele 

Official Department Visits (to be further discussed with CbMI .  

masine Training in DEA 

Branch and Post Management Procedures (with Geographic Branches) 

COmpletion of 1983 Initiative on Delegation of Authority to  1103' 'S 
 (with Geographic Branches) 

G.S. Shortliffe 
Assistant Deputy Minister 
Policy Coordination ?ranch 

2.3/cfc  
Date 
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EAMIP PROJECT NO. CCO1  

TITLE: 	Cperational Plan Framework 

RESPONSIBILITY:  Project Manager: CML - I. McLean 
Project Cficer: CML - I. Massip 

PRESENT SITUATION: 
The External Affairs Management Improvement Program (EAMIP) Steering 
Committee and the Department's Executive Committee recently reviewed 
the OPF outline and agreed, in principle, that work should proceed 
along the lines proposed and that the full OPF be developed following 
the concept presented to them. Wbrk is proceeding on the Introduction 
section and on the description and statement of objectives of the 
Canadian Interests Abroad Program. 

OBJECTIVE:  
The OPF will provide the senior management of the Department with an 
effective management tool. It will provide a means of establishing 
more systematic links between policy and resources. Eecisions on the 
level of resources necessary for a particular policy to be carried  out 

 will be facilitated, aswell, the analyses of those potential 
trade-cffs in resource terms necessary to obtain specific objectives. 

The OPF will provide Parliament with more information on the 
Department's programs and on ho w the Department manages its resouroesl 

GOAL: 
The Department expects to be in a position to present a first draft of 
the major elements of the OPF to the Review Panel in September '84. 
This will include, at a minimum, a description of, and objective 
statements for, the planning elements and sub-elenents. The above is 
of course based on the assumption that the priorities of Corporate 
Planning Division as set by senior management will remain unchanged. 

DESCRIPTION:  
Although the preparation of the OPF will be co-ordinated by the 
Corporate Planning Division, including the preparation of draft 
material, this does not mean that the Branches will not be involved in 
the development of the document. On the contrary, while development of 
the OPF, particularly in the initial stages, will largely draw on 
information already available, consultations will be held with the 
Branches at every step of the process. All levels from the AEMs down 
to the desk officers will be brought into the process as development of 
the OPF proceeds towards increasing levels of disaggregation. As well, 
senior managerrent will be consulted and approval sought at regular 
intervals as progress is made. 



In concrete terms, the approach to be used for the development of the 
OPF will be as follows: 

(a) Introduction: Background to the January 1982 and September 1983 
Departmental Re-organizations with their purposes and objectives; 

(b) Description of the Program  and Objectives: Statement of the 
fundamental purposes of the organization, divided into issue 
oriented sub-objectives as appropriate; 

(c) Description of the Department's operations. 
(d) Description and objectives of the planning elements  in terms of 

intended outcome of the activities examined under each planning 
element; 

(e) Description of accountability at the planning element level. This 
will include a description of the interface between the various 
Branches; 

(f) Description and objectives at the sub-element  level: 
(g) Statements of results at the sub-element level, i.e. a statement 

of what the Department is trying to achieve in the short to medium 
term in the area examined.* 
It should be noted that this is a central task in relation to the 
requirement  of the OPF and it will pose particular problems in 
relation to this project for the reasons outlined above. It is 
therefore imperative that enough time be made available to provide 
for a realistic assessment of the extent to which meaningful 
results can be produced. 

(h) Statements of linkages at the sub-element level; 
This would consist of a narrative description of how these results 
contribute to the achievement of the Department's Program 
objectives. Statements of how resources contribute to the pursuit 
of results will entail description of the resource allocation 
process and mechanism as well as the provision of resource 
displays; 

Work on information systems and displays will include: 
- aligning the PMIS on the OPF 
- 	producing breakdown of PYs by programs and posts 
- producing breakdown of PYs by programs at headquarters and posts 
- aligning the FMIS on the ceF 
- developing formulae for costing programs at headquarters and posts 

- 	producing breakdown of costs by programs at posts and headquarters 
- design formats for costing cross-planning element areas such as 

trade, immigration, etc.... 

* 	It is expected that the determination of "results" for an 
institution like a foreign mànistry, of a "middle Power", which 
operates by definition in an environment overwhich it has little 
control, will create some difficulty. It is therefore proposed 
that a study be conducted in parallel with the development of the 
OPF aimed at determining ,  which results (a) can be quantified, (b) 
will require a narrative description, and (c) will not lend 
themselves to description and may,have to be equatedwith on-going 
planning element (subelements) objectives. 

CSIfflIg10 



- design formats for producing and displaying internal statistics 
such as nurnber of visas, passports issued, consular cases, etc... 

- designing linkages between systems producing bilateral relations 
data (economic indicators on host countries, trade, etc....), and 
internal statistics, resources and OPF information. 

(i) Outline of evaluation components. This will entail on-going 
liaison with the Evaluation Division who will be responsible for 
developing these. Evaluation components will be,developed in such 
away as to ensure that the completed OPF does contain provisions 
for continuing assessment; 	- 

(j) Outline of activities for Part III of the Main Estimates; 
(k) Display of resources (PY and $) allocated to planning elements , 

(sub-elements); 

IMPLEMENTATION CONSIDERATION  

Once it is completed, the MYOP, Estimates, Strategic Overview and the 
 Department's information systenswill all be aligned on the OPF format. 

This will require close co-operation at all stages of the OPF 
development with the Finance and Personnel Divisions to determine 
exact requirerrents for information and tracking, possible displays, 
etc...to adjust information systems. 
Development of the OPF will be done in close consultation with the 
Program and Personnel Policy areas of the Tteasury Board Secretariat as 
well aswith the Office of the Comptroller General (Management 
Practices Branch, Program Evaluation Branch and Government of Canada 
Reporting Division). 

MAJOR STEPS AND TIMING  

ACTIVITY  

Draft introduction to the ceF, 
description and objectives of Canadian 
Interests Abroad, program operations of 
the Department 

December 14 

Above cleared with ADN, Policy Co-ordination 
by December 14 

Above submitted to USS by DeceMber 31 

ieï 

By early January so that 
the new system can be put 
into place for the new 
fiscal year 

Work out with Personnel and Finance 
Divisions display and tracking 
requirements for aligning personnel and 
financial management information systems 
on the OPF format 

Develop and draft objectives and 
descriptions of the planning elements 
using as much as possible information 
already available 

January 16 



Objectives and descriptions of the 
planning elements 

cleared with ADM, Policy 
Co-ordination by January 30 

Develop displays for costing program 
activities (trade, immigration,  etc.) 

January 30 

Develop and draft vertical slice of two 
planning elements (one geographig and one 
functional) as a pilot for further 
development of the OPF 

TO be drafted in 
coordination with officers 
of the Branches concerned 
and in consultation with 
OCG and Treasury Board 
staff by February 29. 

Cleared by ADM Policy Co-ordination and 
ADMs concerned 

Develop displays - breakdown of PYs by 
programs at posts, by planning elements 
at headquarters 

Draft results of Planning (sub-planning) 
Elements as appmpriate in consultation 
with Branches concerned 

1. Policy Co-ordination Branch and 
Econcmdc & Trade Policy Branch 

2. Trade Eeveloment Branch 
3. Political and International Security 

Affairs Branch and Social Affairs and 
Programs Branch 

4. Geographic Branches 
5. Administration and Personnel Branches 

March 6 

February 29 

June 8 

March 14 

March 31 
April 13 

May 18 
June 8 

Draft linkage statements of Planning (sub-
planning) elements in consultation with 
Branches and staff of Treasury Board and 
OCG.* 
1. Policy Co-ordination Branch and 

Economic & Trade Policy Branch 
2. Trade Development Branch 
3. Political and International Security 

Affairs Branch and Social Affairs and 
Programs Branch 

4. Geographic Branches 
5. Administration and Personnel Branches 

August 10 

June 19 

June 29 

July 13 
July 27 
August 10 

Clear OPF developed so  far  with ADMs 
individually 	 End of August 

* All steps of the process will be developed in close co-ordination with 
the staff of the Treasury Board Secretariat and the OCG. 

num. 



Description of accountability at planning 
element level and interface between 
planning elements 

Cleared with USS 

End of August 

Early September 

Present above (redrafted to take ADM 
comments into account) tcgetherwith 
displays indicating what resources are 
allocated to.  the  different geographical/ 
functional areas, across planning 
elements to EAMIP Steering Cdamittee 
and to Executive Cdmmittee. Early SepteMber 

Redraft above to take into account 
comments of Executive Committee Mid September 

September 

January- nid-Sepumber 

end of October 

Present ceF to Review Panel 

Liaise with CME on evaluation components 

Design linkages between various 
information systems 

Draft activities for Estimates Part III 
and prepare outline of format for MYOP. 
This will require outside consultation 
and guidance. 

April to July 

Produce displays of resources by planning 
elements. 

Clear completed OPF with ADM, Policy 
Co-ordination 

Present completed OPF to EAMIP Steering 
Committee for final approval 

Present the CPF to Executive Committee 
for final approval 

October 

around 3rd week of NoveMber 

end of November 

early December 

Redraft ceF to take comments of EAMIP and 
Executive Committees into account 
Present ceF to the Review Panel 

December 

December 



TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .5 18.0 1.3 47.0 	 1.8 65.0 

New  

'Dotal Direct Coats .5 18.0 1.3 47.0 	 1.8 65.0  

lIndirect Costs 	 1 	 I 	 1 

BENFITS:  
- The major and most immediate benefit of the OE? will be to provide 

senior management with an effective resource management tool; 
It will provide Tteasury Board and Parliament with a clearer picture 
of hcw the Department manages its rescurces; 

- The OPF will bring the Eepartment's resource management practices more 
into line with the requirements of the PEMS system. 

Project Manager 	 Date 



EAMIP PROJECT NO. CCO2 

TITLE: 	Departmental  Planning  System 

RESPONSIBILITY:  Project Managers: CIL, GA 

PRESENT SITUATION: 
The Department requires a planning system which will link resource 
decisions to policy and program objectives, and provide a context 
within which senior management acting for the Department as a whole and 
Branch management ADM's acting in their own areas of responsibilities 
can plan and control their operations. There must, of course, be 
linkages between the planning process for the Department as a whole and 
the planning systems used by the Branches to control and monitor their 
own activities. 

The essential components of the planning system are in place - the 
foreign policy framework, post plans, and budgets which are specific to 
the Department, and the Strategic Overview, Multi-Year Operational Plan 
and Estimates, which are produced for the Central Agencies. It is now 
necessary to develop these components more fully, and to better 
integrate than into a single planning and resource allocation system. 
hile development of a more complete system is a medium to long-term 
exercise, it is necessary to continue to meet the requiiements of the 
present system, e.g., St. Ov., MYOP. 

OBJECTIVE:  
Tb address existing planning requirements and to design a departmental 
planning system. 

COALS 
:--- Domeet the requirements of the existing interim planning system 

during the period of March 31, 1984. This will involve the 
introduction of several features aimed at beginning the movement 
towards integration. 

- 	Tb assess the results of the interim planning process in 
April 1984 and develop a process for 1985 and beyond. 

- Tb develop, implement, and assess the "final" overall departmental 
planning system by March 31, 1986. 

- Tb assist in providing the overall requirements for the 
development by Personnel for a training program on the 
Departmental planning system. 

DESCRIPTION  
The Departmental planning sysbam will apply to all programs and all 
organizational units of the Department. 

The proposal readily divides into 3 major parts -- activities this 
year, proposal for departmental planning system, and implementation. 
A further part relates to training. 

1. This year: 
iiTrer."—cnption of this year's planning process was presented to 
EXecutive Committee on November 9th. The approach this year is to 
keep the process as simple as possible, but at the same time, to 



make same progress in the direction of the desired planning 
system. Activity this year will include post planning, 
headquarters budget and work plans, the foreign policy framework, 
the strategic overview and the multi-year operational plan. 

A step towards integration will involve bringing together 
information from various existing submissions and 
documents -- work plans, strategic overviews, MY0Ps -- into 
integrated display formats for decison-making purposes. This will 
be one step in the process  of consultation on planning sulanissions 
analysis, preparation cf decision documents, structuring of 
executive review and communication of decisions to Headquarters 
and posts. 

2. Departmental Planning System Proposal: 
An analysis will be conducted in April 1984 of the results of the 
1984/85 planning process. On the basis of the analysis of this 
interim process, it should be possible to construct the elements 
of the Department's long-term planning system. Approval in' 
principae will be sought for the general approach to the system. 
There will be prior consultation with  EMs, Finance, Personnel and 
Physical Resources prior to seeking the approval of Executive 
Committee. The proposed new system in particular must focus on 
the clear "gaps" in the existing system, including the question of 
how more "top down" guidance can be injected into the early stages 
of the cycle and haw demands on the Department for input can be 
limited to the minimum necessary. 

A first step will be the development of an implementation strategy 
which judges whether there should be full implementation of the 
proposal across the Department during a one-year or two-year 
period. It is likely that full implementation will require a 
two-year period extending to March 1986, with assessment at the 
end of the first year and refinements and wider application in the 
second. 

3. Implementation and Assessment: 
The individual steps relating to each phase of the cycle will be 
prepared, based on the planning system proposal, and drawing on 
the assessment of the current year's experience. For each phase, 
there will have to be outlined the definitions, documentation 
required, steps, timing, roles and responsibilities and so forth. 
Each proposal related to a specific phase will outline the 
complete process as far as that particular phase in 1984-85. A 
proposal for management of the ongoing planning process will be 
made at the end of the first year, i.e., March 1985. Wide 
consultation will occur at each phase during implementation, and 
in the assessment of the first year's experience with the system. 

The final product of the project will be instructions for each 
phase of the planning cycle, which specify what information and 
analysis is required from different levels in the organization, at 
what point in time, in order to make what kind of planning and 

• 



resource allocation decisions. Those most closely associated with 
the output of the planning system are the management of the 
Department, from directors to the under-secretary, including heads 
of post. It is management who must be confortable with the 
system. 

The system can be considered to be operative when the specified 
types of information analysis are being produced and are being 
used as part of the decisicn-making process. 

4. Training:  

The major elements which should form the basis of training package 
will be developed in order to allow Personnel to proceed with the 
development of such a package. Same interim measures will be 
necessary to introduce the planning system in 1984/85. These will 
include briefings for HQ managers. 

IMPLEMENTATION CONSIDERATIONS  

The planning system project has many important linkages with other EAMP 
projects, and with ongoing activities in the Department. The ceF will 
provide the planning framework within which planning information will 
be structured. The model of the planning system in particular, the 
concept of the work plan, is necessary to the design of the system for 
reporting against plans. Person year and dollar resource planning is 
integral to the planning system, so that full integration of planning 
and budgeting systems is a logical step to take. The place of the 
various functional plans in the departmental planning system, e.g., 
physical resources, human resources, is a related consideration. The 
design of the department planning system will have important 
implications for the MIS project and most directly, the information 
requirements of senior management including FMIS and PMIS. 

Approval is required by Executive Committee for the proposal on the 
total planning system and for each of the individual phases of the 
annual cycle. The EAMP Steering Committee should be consulted prior to 
submission of the package to EXecutive Committee. 

Development of the planning system will not make any demands for  
information on the department, but when in place the planning system  
itself will require information roughly in the order of what is  ni 

 produced for the St. Ov., MYOP, estimates, post plans, budgets, and  
work plans.  

An organization has been put in place at the corporate level to manage 
the departmental aspects of the planning system, but no corresponding 
capacity exists yet at the branch level. As a consequence, branches 
are ill-prepared to respond to any demands that would be made on them. 
At the same time, the request for information must be a reasonable one, 
and in proportion to the significance of the decisions that are made at 



any point in the process. In general, the most significant factor 
affecting success of the system will be the degree of commitment to it 
by senior managers in the department. The planning process must be 
seen to be one in which there is an opportunity for a fair hearing 
leading to decisions of consequence. 

If implementation of the planning system project is delayed, the 
current planning and resource allocation activities will carry on and 
same improvements to them will nb doubt be made. However, it will 
continue to be difficult for senior management to make resource 
decisions' in an overall policy context, there will be no ready 
mechanism for rationalization of programs and resources across the 
department, and managers will continue to operate without adequate 
direction. 

MAJOR SrEpS AND TIMING:  

1. EC approval of this year's planning 
activities 

2. EC approval of 1984/85 budget, 
strategic overview and MYOP 

3. Assessment of this year's experience 

Nov. 1983 CCB 

Mar. 1984 CCB 

Apr. 1984 CML,  GA  
MFR 

4. Prepare departmental planning systems 	April/May CML, CMA, 
proposal 	 with 

MFR, CPD 
5. Consultation, EC approval 	 May 1984 	CML, CMA 

CCB 
6. Prepare and implement proposal for 

each phase of planning cycle: 
- foreign policy framework; 
- branch and post planning; 
- work plans and budgets 

7. Prepare strategic overview, MYOP 

May-Aug 1984 CPD 
Oct  83-Jan  1985 CMA, MFR 
Feb 83-Mar 1985 . CMA, MFR 

Feb-Mar 1985 CML, CMA 
/-4FR 

Sep-Oct 1984  CIL,  CMA, 
ADT 

8. Delineate major elements of possible 
training package for development by 
Personnel 

9. Assess 1984/85 experience 

10. Further implementation 

11. Final assessment 

-Apr 1985 

1985/86 

Apr 1986 



RESOURCE SUMMARY:  Direct costs only ($000) 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing * 	3.0 	120 	5.0 	200 	5.0 	200 	 13.0 	520 	5.0 	200 

New 	 1.0 	40 	1.0 	40 	 2.0 	80  

Total Direct Costs ,3.0 	120 	6.0 	240 	6.0 	240 	 15.0 	600 	5.0 	200  

Indirect Costs ** 	.5 	2.0 	1.0 	 3.5 

Include Bureau staff time, i.e., AMO 
Time required for consultation, briefing, etc. 
excludes actual preparation and review of plans. 

BENEFITS  
1. Greater capacity to anticipate and to respond to issues and 

opportunities. 
2. Better policy and program context in whie to make resource 

decisions. 
3. More opportunity for  managers  at all levels to contribute to 

decision-making. 
4. Clear understanding by all cf exactly what is to be accomplished, 

when, and at what cost. 
5. Greater integration of effort and recognition of shared objectives 

and goals across the department. 

12. 

* * 



Sept 01 
Oct 
Oct 
Oct 
Nov 
Nov 
Nov 
Dec 
Jan 

Jan 
Feb 

April/May 

June 
June 
June 

April 
April 

April 

May 
May - June 
May - June 
July-Sept 

APPENDIX A 

13. 

DETAILED STEPS AND TIMING 

This year  
1. Issue Post Planning Call. 
2. Issue HQ Budget Call. 
3. Consultation on Balance of This Year. 
4. Begin Filoreign Policy Framework. 
5. Proposal on This Year's Activity to EC. 
6. Call Letter for St. Ov., MYOP, Work Plans. 
7. SUbutission of Post Plans and HQ Budgets. 
8. Foreign  Policy Framework to EC. 
9. Consultation, analysis, decision documents 

re  post plans. 
10. Submission of St.0v., MY0P, Wbrk Plans. 
11. Consultation, analysis, decision documents 

re # 10. 
12. First EC Resource Allocation. Meeting - 	Feb 

first review by EC of budget proposals 84/85 
and MYOP and overview proposals 85/86 

13. USSEA/DM's take decision on budgets, 
MY0P, Overview 

14. Second  BC  Resource Allocations meeting - 	Mar 
Decisions of DM's 

15. Budgets Allocated to ALMS 
16. MYOP and overviews drafted - resource 

allocation discussed with EC 

Mar 
Mar 

Feb-Mar 

Planning System Proposal  
1. Prepare first draft of the departmental 

planning system which will deal inter alia 
with the following levels of planning. 
A. Strategic Planning 
B. Operational Planning 
C. lobe( Planning 

2. Consultation with Finance, Personnel, 
Physical Resources, and selected 
managers 

3. Stibmission to EAMP Steering Committee 
4. &Omission to Executive Câmmittee 
5. Wide Circulation and Consultation 

April/May 

Implementation and Assessment  
Foreign Policy Framework  
1. Develop Implementation Strategy 
2. Develop peoposal on foreign policy framework 

with Policy Secretariat 
3. Policy Secretariat Cbnsults on 

FPF Proposal 
4. Steering Committee, EC:Approval 
5. Preparation of FPF by Policy Secretariat 
6. Consultation with  Branches on FPF 
7. EC Approval of FPF 



Aug 
Sept 

Dec 
Jan 
Feb 

Mar 

Mar 

Mar 
Apr/85 
Apr/85 
1985/86 

Sunrrer/84 

Fal1/84 
Fal1/84 
Spring/85 

■•■•■ 

Branch and Post Planning  
8. Develop Proposal on Branch and Post Planning June-July 
9. Consultation on branch and 	 June-July 

post planning process 
10. SC, EC approval of branch and post planning 
11. (Corporate Call for B&P), (Branch call 

for B&P Plans) 
12. Submission of B&P Plans 
13. Consultation, Analysis, Decision Documents 
14. USSEA/WEC Review/Approval of 

1985/86 Budget St. Ov. and MYDP Approvals 
15. First EC-Resource Planning Meeting - 	Feb 

Review of 1985/86 Budget, 86/87 MYOP, 
86/87 Overview 

16. USS/DM's examine proposals, take decisions 
on resource allocations 84/85 and give 
Direction to Overview and MYOP 

17. Second EC resource planning meeting - 
decisions by USS/DM's discussed by EC 

18. Prepare and Submit St. Ov. and MYOP. 
19. Develop Proposal on Wbrk Planning 
20. Assess 1984/85 Project 
21. Revisions to Planning System, 

Complete Implementation 

Training  
1. Outline of Elements for Training for 

Planning System 
2. Personnel to prepare preliminary package 
3. Personnel to prepare training package 
4. Personnel to develop planning modules 

for arranging management training in DEA 
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APPENDIX B  

PROJECT COST WORKSHEET  

($000) 

TO 	TOTAL 

	

83/84 	84/85 	85/86 	COMPLETE 	PROJECT CONTINUING  

Existing 	 1 
PY (Note) 	 3.0 	5.0 	5.0 	- 	 13.0 	5.0 

Salary 	 120.0 	200.0 	200.0 	- 	52.0 
Consulting 	 - 	- 	- 	- 	 - 
Other Operating 	- 	- 	- 	- 	 - 
Capital  

Sub-Tbtal Existing 	120.0 	200.0 	200.0 	 52.0  

New 
PY 	 1 	 1 	 2 
Salary 	 40.0 	40.0 	 80.0 
Consulting 
Cther Operating 
Capital  

Sub-lbtal 	 40.0 	40.0 	 80.0  

TOtal Direct 	 120.0 	240.0 	240.0 	 600.0 	.  

Indirect Costs 	 5.0 	2.0 	1.0 	 3.5 

1. Includes staff time in CML, CMA, MFR, and Branches (i.e. AMOs s). 

2. Indirect costs  inclu e  time for consultation, briefing, training 
only: Cost of preparing and reviewing plan considered to be part 
of ongoing responsibility. 

1984/85 Calculation: 200 persons x 0.5 days x 4 rounds of 
consultation plus 200 person days = 2.0 PY. 



EAMIP PROJECT NUMBER CCO3 

TITLE: 	 Managing Resource  Allocation 

RESPONSIBILITY: Project Manager: CMA 
Project Officer: 

PRESENT SITUATION: 
The Departmental planning system project (EAMIP CCO2) has as its focus 
the development of an annual planning and resource allocation cycle. 
As a first step toward full-implementation of the cycle by 1985-86, the 
department was requested to submit work plans in addition to the 
regular post plans and budgets. There is a need  nt for a mechanism to 
approve  changes  to work plans and budgets - with regard to both planned 
activities and related resources - during the course of the fiscal 
ymar. The work plan reporting system (EAMIP CC04), the Personnel 
Management Information System (EAMIP CC04), the Personnel Management 
Information System (ACO2) and the Financial Management System (ME108.1) 
will produce information about changes resulting from variance between 
planned and actual experience. However, they do not capture changes 
sudh as reorganization, Abase reviews, Shifts in priorities, transfer 
of responsibilities, new policy initiatives, etc. There are existing 
prccedures that caver same of these eventualities, but they Should be 
reviewed for consistency, currency and completeness, particularly in 
light of the new responsibilities of BranchADtes (GB01). This natter 

 is one of some importance given the pressures on the department's 
resource base which force an almost continuous refinement of budget 
allocations. Consequently, interim procedures for approval of work 
plan and resource Changes will be establiihed for 1984-85, .hile 
ongoing peccedures will be put in place in 1985-86, after the 
departamental planning and resource allocation system is more fully 
developed. 

OBJECTIVE: 
To provide the department with a means to reflect dhanges to work plans 
and budgets, capturing bcth the activities to be adjusted and the 
related resource implications ($ and PY). 

GOAL: 
To develop interim procedures for approval of wcrk plan and budget 
changes by June 1984, and an ongoing procedure by June 1985. 

DESCRIPTION:  
The approval procedure will apply to all bureaux in the department. 
The procedure must cover, amongst other things: 
a) reference level increases, through Treasury Board or Cabinet 

Cdmmittee Submissions 
h) allocation of the various departmental reserves 
c) budget transfers, especially inter-brandh 
d) allottment control 

rerge,'.!..-eee 
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e) changes to the LRCP 
f) establishment control, including transfer of positions and persons 
g) staffing control, and 
h) changes in activities which do not involve resource adjustments 

The approach will be to review the adequacy of existing authorities 
and procedures for these purposes and to propose amendments or 
additions when required. Interim procedures can be announced as late 
as June, 1984, in as much as very little occurs in the way of 
adjustments during the first quarter of the fiscal year. Ongoing 
procedures can be formulated in the first quarter of 1985/86, after the 
assessment of the first full cycle of the departmental planning 
system. 

CMA will take the lead on this project and will work closely with 
Finance, Personnel, Physical Resources, the Branches and Posts, as 
necessary, to ensure compatability between the procedures for different 
types cf authorizations. The product will be a single directive 
covering the various procedures and authorities for revisions to work 
plans and budgets. The directive will state the decision points, the 
information requirements and responsibilities for preparation, analysis 
and review of proposals for change. The directive will assist all 
levels of management to determine what action is necessary when a 
proposed change exceeds a manager's level of authority. 

The interim procedures will be assessed at the end of 1984/85, and the 
ongoing prodcedures at the end of 1985-86. The project will have been 
a success when decisions about work plans and budget changes are made 
systematically, and with adequate knowledge of consequences, at the 
appropriate level of management in the department. 

IMPLEMENTATION CONSIDERATIONS: 
This project has links with various planning, finance, personnel and 
geographic branch projects, as described above. Approval of the 
directive will be through administrative committees to executive 
committee. There will be an initial briefing for Branch staff on the 
content of the directive, and training related to this subject will be 
incorporated into the training program for the departmental planning 
system. 

The major constraint on the formulation of interim procedures will be 
adequate time for senior management to deal with the issues related to 
the assignment of authority to decide types and levels of work plan and 
resource changes. To some extent, the pace of development of the 
departmental planning system will impose constraints on the development 
of ongoing procedures. The consequence of delay in thià project will 
be continued uncertainty about who can make what decisions, with the 
attendant risk of misalignment, underutilization or overexpenditure of 
resources. 
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STLYS AND TIMING: 
1. Assess existing procedures for changes to April 1984 or plans arxi budgets 
2. Draft interim  directive 	 May 
3. Consultation 	 June 
4. Executive committee approval 	 June 30 
5. Circular let:amend briefings 	 June-August 
6. Assess interim proceures in light of 

experiencewith departmental planning system 	April 1965 
7. Develop and issue directives on 

ongoing procedures 	 May-Je 
S. Consultation and executive committee approval 	Mareune 
9. Circular letter and briefings 	 June-August 

Note: 
Itivrenentation of the above and adherence to the deadlines set œt are 
dependent on the following: 

a) the availability of the incremental resources: 
h) the completion ce related ems projects, the outputs of whidh are 

essential to the implementation of this project; 
c) competing operational demands sudh as Policy Reserve Auctions, 

ArBase Reviews, etc. 

RESOURCE SUMMARY: ($000) 

Dollars include salary, operating and capital 

TO 	TOTAL 
83/84 	64/65 	65/86 	COMPLETE 	PROJECT 	Future  
PY 	$ 	PY 	$ 	PY 	$ 	, PY 	$ 	: PY 	$ 	PY 	$  

EXisting 	 .25 	10.0 .25 	10.0 	 .50 	20.0 

New 	 , 

Meta].  Direct Costs 	' 	.25 	10.0 .25 	10.0 	 .50 	20.0  

Indirect Costs 

BENEFITS: 
----a-liersBen 	which will be associated with the proposed directive are: 
- praviding an historical record of decision:- 
- identifying an approval authority for the Change or transfer, etc.; 
- providing a means of displaying dhanges to work activities and the 

resource implications in both  dollars and person-years; and 
linkage to the overall Departmental Planning Systua 

g 



EAMIP PROJECT NO. CCO4  

TITLE: 	 Reporting Against Plans 

RESPONSIBILITY: Project Manager: cra 
Project Officer: 

PRESENT SIIIIATICN: 
EAMIP Projects MF08.1 and MF08.2 1411 lead to improvements to Financial 
Management Systems, including better provision for committment and 
expenditure reporting. liork is already underway on project ACO2 to 
improve the capability of the Personnel Managenent Information System 
to yield information on pers  on year utilization. Projects CCO1 and 
CCO2 will see the development of a planning framework and departmental 
planning system. The planning system project envisages the creation ce 
a link between work plans and budgets, and to this end, work plans were 
requested of headquarters bureaux for fiscal year 1984-85. It is 
necessary also to develop a syetem for reporting accampliehment against 
the goals in the work plans, with an effective tie to financial and 
human resource reporting. There is a requirement to establieh both 
interim procedures for 1984-85 and an ongoing system for subsequent 
years. 

OBJECTIVE:  
To improve the information available to departmental management for the 
purpose of monitoring accamplidhment against work plans. 

GCOIn 
To implement interim procedures for reporting against work plans by 
September 1984, and to establish an ongoing system by Septenber 1985. 

DESCRIPTION: 
The work plan reporting gystem, When fully implemented, will apply to-
all headquarters and foreign operations whidh prepare work plans. In 
April 1984, project staff will assess the potential for successful 
implementation of interim procedures in 1984-85, examining sudh factors 
as the precision of the goals in the work plans, the possibility of 
selective implectentation, and so forth. As the frequency of reporting 
will likely be for a 6-9-12 month configuration, the interim procedures 
will have to be in place by Septeffiber. Design of the ongoing system 
will take place in the first quarter of 1985-86, after an assessment of 
the intermim processes and in conjunction with the review of the first 
full cycle of the departmental planning system. Implementation of the 
ongoing system will begin in the second quarter of 1985-86, on a 
staggered basis, with full implementation in 1986-87. 

The output of this project will be in the form of instructions for 
reporting against work plans, covering sudh things as type, frequency 
and level of reporting, procedures for review and corrective action, 
and roles and responsibilities for preparation, analysis and approval 
of reports. The basic approadh will be to keep reporting requirements 
to a minimum, consistent with the notion of "need to know" and 
"exception" reporting. It can be expected that at the corporate level, 
reporting by the branches  will be limited to key goals in the ADM's 



Mee 

work plans, and that the greater amount of detail that is necessary at 
lower levels in the organization will remain internal to the branches. 
An important part of the design of the reporting system will be an 
analysis and description of the types of information it is both 
possible and useful to report on the different activities of the 
department, and how information will be aggregated at successive levels 
in the organization. This type of analysis at the beginning of the 
project will avoid needless floundering on the part of managers Who are 
not fmniliar with the expectations of the system, and ensure the 
necessary, minimum degree of consistency in the information readhing 
senior management. 

Establishment of a link between work planning and reporting will form 
part of this project. 

The project can be considered a success when each manager who prepares 
a work plan regularly assesses the adhievement of goals set cut in the 
work plan and reports this progress to his or her superior, and 
further, .hen the information so reported makes a demonstrable 
contribution to the ongoing management of the department. 

IMPLEMENTATION CONSIDERATIONS:  
This project has a close relationship to planning, finance and 
personnel projects in EAMIP, as described above. Preparation of the 
work plan reporting instructions will require ccnsultaticn with 
functional bureaux, especially finance and personnel, and with the 
geographic, polioy and program branches, and selected posts. 
Instructions, will be reviewed by the EAMIP steering committee and 
approved ty executive committee before issue. Implementation cf the 
reporting system is tied to the introuction of the departmental 
planning system, and as described above, will likely be staged over 
several years. Training in the use of the reporting system will be 
integrated into the training program for the departmental planning 
system. 

The major constraints on completion of this project are the pace of 
development of the departmental planning system, and the availability 
of resources to develop and maintain the reporting system. The 
consequences of not putting the interim procedures in place are not 
great, given the state of development of the concept of work planning 
in thè department at this time. Not implementing the interim 
procedures would mean, however, the loss of an opportunity to explore 
ways of developing the eventual system and to familiarize people in the 
department with the requirements of a reporting system. Failure to 
implement a system to provide feedback on accomplishment of goals once 
the planning system is fully establiehed will leave the plans floating 
without a firm:basis in fact. 

STEPS AND TIMING:  
1. Design Interim Reporting Procedures 	April-May 1984 
2. Consultation with functions,  Branches, 

Posts. 	 MayJune 1984 
3. Implement interim procedures 	 September 1984 
4. Assess interim procedures and design 

ongoing system 	 April-May 1985 
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5. Consultation with functions,  Branches, 
Posts. 	 May-June 1985 

6. Begin implementation of ongoing system 	September 1985 
7. Assess and confirm ongoing implementation September 1986 

NOTE: 
Implementation of theiabove and adherence to the deadlines set out 

are dependent on the following: 

a) the availability of the incremental resources; 

ta the completion of related MIS projects, the outputs of utiCh are 
essential to the implementation of this project; 

c) competing operational demands such as Fcaicy Reserve Amctions, 
Arbase Reviews, etc. 

, 

Existing 	 . 	10.0 	 .25 	10.0 

New 	 .5 	20.0 1.0 	40.0 	 1.5 	60.0 	1.0 	40.0  

'Dotal Direct Costs 	 .75 	30.0 1.0 	40.0 	 1.75 	70.0 	1.0 	40.0 

Indirect Costs 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	L'Y 	$ 	L'Y 	$ 	L'Y 	$ 	L'Y 	$ 	L'Y  $  

BENEFITS: 
53117iiiiject will satisfy the requirement for an operational performance 
reporting system in the department. It will provide better information 
for day to day management and for planning future operations. It will 
result in a better tie between program and resource information, and will 
provide a noire Objective basis for performance appraisal. Mile this 
project is one for whic.h benefits are difficult to quantify, a positive 
yield can be expected in terne of more effective decision making and more 
efficient use of resources. 

UZIEWIA 



EAMIP PROJECT NO. CCO5  

TITLE 	Part III of the Main Estimates 

RESPONSIBILITY  Project Manager: CML - I. McLean 
Project Officer: 	- I. Massip 

PRESENT SITUATION  
Implementation of the PEMS Revisions to the Estimates is required to be 
completed in 1984/85. Presentation of Part III must follow the 
structure of the Department's Operational Plan Framework being 
developed now. 

OBJECTIVE:  
The ned Program Expenditure Plan will imprzve the Department's 
accountability to Parliament by providing note and better information 
on the Department's programs. 

GOAL: 
The new format is required for presentation cf the spring 85-86 
estimates. As noted under °COI, the Department expects to be in a 
position to present a partial draft of the OPF to the Review Panel in 
September '84. The ow planning elements would form the basis for the 
activities of both Part II and III cf the Estimates. This format could 
later be refined in the light of experience gained with both the OPF 
and the format of Part III itself. 

DESCRIPTION:  
Development cf Part III will closely ibatallel that of the OPF. It is 
expected that much of the information used for the preparation of the 
CPF will also be applied to Part III. Development cf a format for Part 
III will be done in close consultatianwith the Finance Divisions. The 
final product will be cleared with the Branches concernedwho may also 
be approached for additional information. Once completed, the new 
Department Expenditure Plan will provide Ministers, MPs as well as 
senior management with detailed information on the Departments 
performance. Part III will offer several levels of detail and cross 
references between various sectors, thus providing MPswith a reference 
document. The linkage statements contained in the OPF should 
theoretically provide a means cf assessing the performance of the new 
format. 

IMPLEMENTATION CONSIDERATIONS: 
As noted above, the design of Part III is closely linked to ongoing 
work on the OPF. As in the case of the OPF, work on Part III will 
proceed in close consultation with Tteasury Board and OCG staff. 
As for the OPF, post input will be obtained through the post 
programming exercise. This, of course, does not exclude the 
possibility of going back to certain selected posts for additional 
information if necessary. Existing constraints are largely time and 
manpower related. Delays in the project would mean delaying 
implementation of the revised Estimates for a whole year. 

V7. 



MAJOR STEPS AND  TIMING: 
At this stage several broad steps can te envisaged corresponding more 
or less to the Sections of Part III. The major step would of course 
consist of the preparation of Section II, and involve the determination 
of an appropriate activity structure. The following tentative work 
schedule could te invisaged: 

1. Determination in close  cooperation with the Branches 
of activities and information requireà including 
-"formats for presentation of the information 
- aligning teparbnental information systems on the 
activity structure (this is at present not expected . 
to be completed until the end of 1985) April - end July 

2. Short andmedium term priorities of the Department 
(Department Summary) 

3. Clear above with Senior Management 

4. Program Overview 

5. Formats for Supplementary Information 

6. Clear the work done SID far on Part III 
format with Executive Committee and SSEA 	 October 

Mid-August 

August 

September 

September 

It must be noted that the degree of completion achieved in the 
development of a format for Part III depends to a large extent on both 
the development cf the ow and the capacity of departmental information 
systems to ptoduce the information required. 

RESCURCE SUMMARY:  ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY $ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 1.1 46.7 	 1.1 46.7 

Total Direct Costs 	 1.1 46.7 	 1.1 46.7  

Indirect Costs 

1.9 PY x 7 months : 1.1 PY 

BENEFITS:  
Revised Part III will provide better and more detailed information to 
Parliapent_on howthe program manages its resources.' 

Project Manager 



EAMIP PROJECT NO. CCO6  

TITLE 	Evaluation Plan and Profiles 

RESPONSIBILITY  Project Manager: CME: I.N. Dawson 
Project Officer: CME: W. Hughes 

PRESENT SITUATION  
A long-term departmental evaluation plan must be submitted to the 
Policy Committees and the Treasury Board by March 31 of each year. The 
Plan describes what is to be evaluated, why, and when. 
The Départment must also submit an annual evaluation plan by October 31 
of the preceding year. Re-organization prevented this; the first 
annual plan will, therefore, accompany and be part of the 
March 31, 1984 long-term plan. 
Additionally, there must be submitted a description of the Department 
in terms of program camponents, a camponent being defined as a group of 
resources, activities and outputs suitable for evaluation. Aprofile 
of each component is required. 

OBJECTIVES  
The objective of this project is to meet Treasury Board requirements 
concerning evaluation plans and program camponent profiles. Ibe 
evaluation plan will permit the department to carry out a systematic 
evaluation of its programs according to a schedble agreed upon by all 
concerned parties. 

GOAL 
The work plans and profiles is intended to be completed by 
March 31, 1984. 

•■• 

DESCRIPTION  
The task cf evaluation planning essentially involves the following 
steps: 
- Estimate the annual quantity of evaluation work required if all 

evaluation issues and requirements are to be addressed within a 
specified period, e.g., five years. 

- Decide, in consultation with senior management and the Under 
Secretary, which evaluation studies should be undertaken in the 
upcoming year. 

- Develop outline work plans and resource requirements for the 
uircoming year. 

- Submit plans through departmental committee structure to the Policy 
cammittees and Treasury Board. 

The task of developing program component profiles involves deciding on 
an appropriate departmental component structure and describing, for 
each component: 
- the mandate and objectives; 
- a general description; 
- clientele 
- activities, outputs, and effects 
- relation to estimates program; resources 
- administrative structure; 
- previous analysis. 
Tentatively, the Department has been divided into 30 components for 
this purpose; correspondence with the organizational structure has been 
preserved. 
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IMPLEMENTATION CONSIDERATIONS  
This project is underway, a tentative plan and a n umber of component 
profiles having been completed. However, crucial to the project's 
completion are: 
- Senior management input into the evaluation priorities for 84/85; it 

is anticipated that this input will take place from now until March 
during the review of resource allocations for FY 84/85; 

- Information is required from all program managers for the drafting of 
component profiles; this involves a modest amount of time in 
consultation with, and providing information 'to, a representative of 
CME. 

MAJOR 	Sibeb AND TIMING 
The long-term evaluation plan, with program component profiles, should 
be reviewed by Audit and Evaluation Committee in mid-March, by 
EXecutive Committee a week later, and be signed by the USSEA prior to 
March 31, 1984. 

RESOURCE SUMMARY: ($000's) 
Dollars include salary, operating and capital 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .3 	17.3 	 .3 	17.3 

New 	 1 	60.0 	*3 	280.0 	 4 	340.0  

Total Direct Costs 	.3 	17.3 	1 	60.0 	3 	280.0 	 4.3 	357.3  

Indirect Costs 

* Required for ongoing implementation and includes funds for 
contracting. Funds are being requested in MY0P. 

BENEFITS 
Completion of this project will meet a significant Treasury Board 
reporting requirement. In practical  te, the existence of an 
evaluation plan will enable analytical resources to be deployed against 
priority evaluation issues. The process of developing the plan will 
permit management to decide which programs, services, and activities 
most require analysis of their rationale, impacts, and alternatives. 
Tbe progran component profiles will provide the basic information 
required to allow others in the department, in other central agencies 
and elsewhere, to understand what will be evaluated. Further, the 
information in progLaw component profiles will support the development 
of the ow (see project: Operational Plan Framework). 

tct. (2- C3. 
Date 
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EAMIP PROJECT NO. CCO7  

TITLE 	Trade Programs: Methods of Monitoring and 
Measuring Effectiveness 

RESPONSIBILITY  Project Manager: CIE: I.N. Dawson 
Project Cfficer: TED: B. Near 

PRESENT SITUATION  
In his March 1982 report, the Auditor General criticized the Department 
for having "no procedures in place to assess, masure  or monitor the 
effectiveness of the Trade Development Program", and recommended that 
the Evaluation Division take steps to rectify this. CME has developed 
the outline of a project to improve trade program effectiveness 
measurement; the work plan is currently being discussed with TED. 

OBJECTIVE  
The purpose of this project would be to recommend what information, 
analytical methods, and systems would be required to monitor and 
measure the effects of the Department's trade programs and services. 

GOAL 
At present, it is intended to have a report for consideration by TED by 
March 31, 1984. The report should lead to a decision on a process and 
system to implement trade programs effectiveness measurement. 

DESCRIPTICN  
It is anticipated that this project will involve the following 
activities: 

- identification of the needs of managers for effectiveness 
information; 

- identification of information currently available in the 
following areas: program activities, outputs, results; 
macroeconcmic trends; trade policies and priorities; 
resources deplcyed and required; 

- review methods and system for assembling, analysing and 
reporting relevant information; 

- make recommendations on how to  implement a trade programs 
effectiveness monitoring and measurement system. 

IMPLEMENTATION CONSIDERATIONS  
The work will involve consultation with all divisions responsible for 
tracs  programs and services, and with selected central agencies. 
Co-ordination  with management information systems activities will be 
carried out. The experience cf other departments in this area will be 
drawn upon through their Evaluation  Divisions. 

• , 
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MAJOR STEPS AND TIMING  
An adequate information, analysis and reporting system, could take much 
of FY 84/85 to implement and cculd form a second phase of this 
project. 

RESOURCE SUMMARY:  ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 0.25 	30.0 	0.75 	30.0 	 1.0 	60.0 

New  

Total Direct Costs 0.25 30.0 0.75 30.q_ 1.0 60.0  

Indirect Costs 

BENEFITS  
This project should ideally enable program and senior managers to 
respond quickly and systematically to questions such as: 
- what activities and projects should receive priority given trends in 

the economy, international trade cpportunities, and government 
priorities? 

- what trade and marketing results can reasonably te attributed to 
program activities? 

- what would be the expected results fram an increase, decrease or 
redeployment of program resources? 

Veek..net-r.  c›.-1 le5 
Date 
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EAMIP PROJECT NO. CCO8  

TITLE 	Revision of Manual of Correspondence Procedures 

RESPONSIBILrrY  
The project will be under the responsibility cf the Director of the 
Senior Management Secretariat (CMR). 

CMR will take responsibility for the writing, assembly, editing and 
publication of the first nine (9) chapters of the manual. The project  
officer  will be Brian Jeanes, Administrative Coordinator. The 
Management Services Division (MFS) will be responsible for publishing 
additional chapters and for instituting and maintaining an amendffent 
delivery system. 

PRESENT SITUATION  
The Department's Manual cf Procedures has  rot  been comprehensively 
updated for several years; changes introduced consequent and subsequent 
to the 1982 reorganization have been introduced piecemeal through the 
publication cf memoranda of instruction as demands arose. A redrafted 
manual was initiated, but was  rot  campleted prior to January 1982; much 
of the information in that draft needs to be reviewed and revised in 
light of accumulated organizational change up to September 1983. 

The task is to review the draft manual, revise it in light of changes 
now in effect and to publish the manual in a revised format. Revision 
involves updating the content with the division responsible  (e. g.,  XDX 
for Diplomatic Correspondence) and rewriting the text. The material 
will then be translated, proofread, typeset, printed and distributed. 

OBJECTIVE  
The objective is to produce a camprehensive manual on correspondence 
procedures that will facilitate the speedy and uniform preparation of 
documents for departmental and ministerial use. 

GOAL 
A Manual of Correspondence Procedures will be published by April 1, 
1984. 

DESCRIPTION  
The manual will incorporate instructions for the preparation of all 
types of correspondence used by the Department, including memoranda, 
letters, telegrams, ministerial correspondence, diplamatic 
correspondence, briefing notes, Memoranda to Cabinet and Parliamentary 
documents. Style guidelines, format instruction, approvals and 
routings will  te  among the subjects covered for each type of 
correspondence. All units cf the Department will be affected by the 
revision of the manual through the need to ensure all correspondence 
materials are produced according to the correct format. The project 

_ 	 . 	 - 	 • - 	 • 



will be carried out by reviewing the draft manual and procedures 
already in place, consultation with Ministers' and Deputies' offices, 
appropriate administrative and personnel divisions, as well as 
secretaries, clerks and officers in divisions chosen at randam 
throughout the Department in order to elicit reccuuendations and verify 
draft procedures. The manual will mainly be used by secretarial and 
clerical staff, but should also be familiar to and consulted by 
officers. 

Monitoring of correspondence (letters and memoranda) for Deputies and 
Ministers will reveal effectiveness of directives; feedback comments 
fram all levels of the Department will guide the monitoring and 
updating process. 

IMPLEMENTAITON CONSIDERATIONS  
All units with responsibility to regulate the various types of 
departmental correspondence will be consulted in the revision of the 
draft procedures. The draft will be cleared by the Director of each 
division contributing material to the manual. Approval of the final 
draft will be by the ADM (Administration). 

The project will result in the production and distribution of a manual 
in three-ring binder format, with a covering circular document, 
preferably signed by the Under-Secretary. 

Delaying this project would result in continued uncertainty on the part  
of those drafting and preparing correspondence. Without clear 
consolidated guidelines errors of format and process will continue; 
significant time will be wasted in correcting material and the morale 
of secretarial staff will be adversely affected. 

MAJOR STLPS AND TIMING  

1. Revise and rewrite Chapters 1-3 
2. Revise and rewrite  Chapters 4-6 
3. Chapters 1-3 translated 
4. Revise and rewrite Chapters 7-9 
5. Chapters 4-6 translated 
6. Approval of Manual by 

ALM (Administration) 
7. Chapters 7-9 translated 
8. Final revision and proofreading campleted 
9. Publication 

Completed by: 
December 9, 1983 
December 23, 1983 
December 30, 1983 
January 10, 1984 
January 17, 1984 

January 17, 1984 
February 3, 1984 
February 17, 1984 
April 1, 1984 



Date Project 	icer 

ject Manager 

RESOURCE SUMMARY: ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY  

Existing 	 .25 11.0* 	N/A 	N/A 	N/A 	.25 	11.0 	.05 	3.1 

New 	 ,  

Total Direct Costs 	.25 	11.0 	 .25 	11.0 	.05 	3.1 

Indirect Costs 	, 	.1 	 , 	 , 	.1 	.05 

* Includes $3.0 costs for printing and distribution. 
** Includes $1.0 printing cost. 

BENEFITS  
Secretaries and drafters of all types of correspcndence and documents 
will have an accurate and up-tcmdate reference guide. There should be 
a reduction in the te  spent searching for procedural guidance and 
correcting material which does not fulfill style and format 
requirements. Uniformity in presentation of information on diverse 
subjects to Ministers and senior management generally will facilitate 
comprehension and consequently decision-waking. 

Date 
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EAMIP PROJECT NO. CCO9  

TITLE 	Corporate Management Schedules 

3.0 

RESPONSIBILITY  
The project will be under the responsibility of the Director, Senior 
Management Secretariat  (ŒR).  Project officers will be the Director 
and the Administrative Coordinator. 

PRESENT SITUATION  
The Department has no comprehensive statement of dates for management 
reports and decision points, either for internal purposes or to meet 
external demands of central agencies or Parliament. Nor does the 
Department have a comprehensive statement of principal policy or 
resource documents in preparation or in stages of approval at a given 
time. 

OBJECTIVES  
The objective is to provide senior management with a comprehensive 
up-to-date schedule of external reporting demands, and with a checklist 
of current policy proposals with substantial resource implications. 
Both documents will aid management in directing departmental units, 
scheduling review and decision time, and in controlling the use of 
resources. 

GOAL 
A management calendar of dates for major internal and external 
management reporting dates, and a continually updated checklist of 
internal policy proposals with major resource implications. 

DESCRIPTION  
Preparation of the calendar will consist of identifying such management 
reports, the responsibility centre for each, the responsible 
departmental agent for signoff, the date for final sutmission and, as 
necessary, internal approval stages and dates. Information must be 
gathered from departmental units and from central agencies such as the 
Treasury Board and Public Service Commission. The Calendar will be 
used by managers as a tool for resource allocation, time management and 
delegation. It will also be of use to corporate management in 
assessing the pattern and extent of managerial tasks. 

For the policy document checklist, the task is to gather information on 
relevant ugenoranda to ministers,- memoranda to Cabinet, Treasury Board 
submissions and other appropriate documents; to organize the 
information in a comprehensible format that will indicate 
interrelationships of documents; and to ensure its distribution to 
relevant and appropriate departmental respunsibility centres. 

Both the calendar and checklist should become ongoing functions 
requiring regular updating and revision in response to new and changing 
demands and user observations. They will be assessed at the end of 
1984, with a particular view to closer integration with the 
departmental planning and resource allocation cycle. 



Completed by: 

January 31, 1984 
March 1, 1984 
April 1, 1984 
Jan. 1985 

December 31, 1983 
January 1984 
January and following . 
January 1985 

IMPLEMENTATTON CONSIDERATTONS  

This project is related to the EAMIP branch and post management 
project. The definition of responsibilities and accountability of 
Assistant Deputy Ministers will affect the content of the management 
calendar, particularly with respect to internal approval stages and 
signoff. Other departments and posts will not be involved in this 
project. Consultation will take place only among the departmental 
units responsible for coordination of internal and external reports, 
and with Assistant Deputy Ministers. Executive Committee approval will 
be sought for the management calendar and the policy document 
checklist. 
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MAJOR STEPS AND TIMING  

1. Management Calendar  
Consultation and Drafting 
Approval 
Production and Distribution 
Assessment 

Document Checklist  
C.c.ziation and Drafting 
Approval 
Production and Distribution 
Assessment 

RESOURCE SUMMARY: ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Continuing  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .2 	7.3 	 .2 	7.3 	.1 	4.0 
N/A 	N/A 	N/A 

New  

Total Direct Costs 	.2 	7.3 	 .2 	7.3 	.1 	4.0  

Indirect Costs 	.2 	8.6 	 .2 	8.6 	.1 	4.3 



j 
Project 0 icer 	 Date 

ject Manager 
/ ! 2, 	.-:-. ,.- 

Date  

ui 
$ 

4. 0 

4. 0 

4. 3 
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BENEFITS  
Senior managers will have ccmprehensive statements of current policy 
proposals with substantial resource implications and a single-document 
outline of decision points and dates for management reports. Wlile 
efficiencies cannot be quantified, the policy document check-list will 
provide more effective coordination of policy discussion and the 
management calendar, as a planning document, will facilitate the 
scheduling of reports. 



EAMIP PROJECT NO. CC10  

TITLE 	Evaluaticn of Program Delivery Abroad: 
Immigration and Tourism Programs 

RESPONSIBILITY  Project Manager: CME: I.N. Dawson 
Project Cfficers:  W. Priest(Imadgration) 

B. Wilkin (Tourism) 
Support and Coordination: SID (V.P. Gray) 

TED (B. Motta) 

PRESENT SITUATION  
A new and major responsibility of the Department is the delivery of 
programs abroad on behalf of other government departments. The 
principal peograms are Immigration (CE1C), Tburism (DRIE), and ODA 
(CIDA). Beginning with the first two, the Evaluation Division is 
examining program delivery effectiveness with the support of, and in 
consultation with the relevant functional and geégraphic divisions. 

OBJECTIVE  
The purpose of these two studies is to analyse a variety of resource 
allocation and program impact issues, to provide a coherent view of the 
Department's program delivery responsibilities, and to make 
recammendations which would enhance the overall effectiveness of 
program delivery. 

GOAL 
It is intended to camplete initial reports in March 31, 1984. 
Implementation of findings, and thê fact that a camprehensive study of 
program delivery has been undertaken, should strengthen the 
Department's hand in negotiations with the relevant damestic 
departments as well as improve the management of these programs. 

DESCRIPTION  
Both the Immigration and Tourism studies have taken the approach of 
first identifying evaluation issues Ln consultation with program 
managers. Issues fall in the follading categories: 

Immigration: - resource managenent 
- refugees 
- cross program effects 
- client satisfaction 

Tourism: 	- roles and responsibilities 
- resource allocation 
- program effectiveness 
- bilateral relations and cross program effects. 

Analysis of these issues involves extensive interviews, headquarters 
data and file review, and visits to selected posts. The report to be 
prepared will describe the current situation, identify problems and 
their incidence, reach conclusions, and make recommendations. 
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neurcamman CCNSIDERATICNS  
The success and utility of these projects will be proportional to the 
degree of support and cooperation received from the relevant program  
divisions and posts. Consultation with CEIC and DRIE is being 
conducted primarily throuqh their EValuation Divisions. 

MAJOR STEPS AND TIMING  
These two projects are underway. Most of the headquarters work will be 
completed by end of January, travel to poets wdll take place mainly in 
February, and the consolidation ce findings will be completed by the 
end of March. Implementation of the results, if agreed to by 
management, will begin in April 1984. 

RESOURCE SUMMARY ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  
PY 	$ 	PY 	$ 	PY 	$ 	' PY 	$ 	PY 	$ 	PY 	$  

Mcisting 	 1.3 	74.3 	 1.3 	74.3 

New 	 . 

Total Direct Costs 	1.3 	74.3 	 1.3 	74.3  

Indirect Costs 

BENEFITS  
The purpose of these projects is to analyse -- for the first time -- a 
wide variety of issues under the general theme of nprogram delivery 
effectiveness". In doing so, the department will be perceived as 
havirg improved its control and understanding of program delivery on 
behalf of other departments. Specific improvements to the resource 
allocation methods of the department may result. 

t. 	. 
ject Manager 

crt-/(2.:3  

Date 

Date 
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EAMIP PROJECT NO. CC11  

TITLE 	Project Management GUide and Training 

RESPONSIBILITY  Project Manager: CCBM 
Project Officer: to be determined 

PRESENT SITUATION  
A significant portion of DEA work is of a project nature and lends 
itself to a project management approach. It could be useful to have a 
more systematic way of applying project management in the department. 
The development of the EAMIP has provided an opportunity to work with a 
number of managers and officers in the development of projects within 
the Program. Using this as a basis and taking certain of the project 
as generic examples further work will be done to identify aspects of 
project management that are applicable to various areas of the 
department, to produce a guide to project management and to develop in 
conjunction with personnel a training course on project management. 

OBJECTIVE 	' 
TO increase the capacity in the department to apply project management 
techniques, where suitable, in order to better manage and control work 
activities. 

GOAL 
To identify and describe project ranagement approaches for DEA;  to test 
these in the context of EAMIP and thereafter to prepare a guide and, 
working with peisonnel, training materials and a training course. 

DESCRIPTION  
Initially the main focus of the project will be on the projects that 
are in the EAMIP. A limited number of these - 2 to 4 - will be 
selected as providing opportunities to test the application of project 
management in different areas of DEA. In discussion with the people 
directly involved in the selected project, difficulties, advantages and 
adaptations of project management will be explored. Members of the 
EAMIP team will then write up an initial guide. This will be tested in 
conjunction with project managers who are developing and implementing 
EAMIP projects in 1984-85. Based on the outcome of that work the guide 
would be refined. WOrk will be done with personnel to develop training 
materials and a training course or a unit of a training course on 
project management. The guide will be used in the context of training 
and directly by managers who are initiating or implementing work of a 
project nature. The training will be focused as part of overall 
management training. This project will be complete when both products 
are in place (guide, training) and when the applicability of the 
project management approach has been tested against the selected EAMIP 
projects. 

IMPLEMENTATION CONSIDERATIONS  
This project is directly related to the development and implementation 
of EAMIP itself. The majority of the time required to develop the 
guide and to provide input to personnel for training will be the time 
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of the EAMIP team. A limited number of project officers (2-4) from 
other areas will be used as a reference base in ter ms of their 
experience in developing and implementing their own projects. The 
project guide and training package should be reviewed and approved by 
the EAMIP Steering Committee and the Administrative Committee. 
Consultation will be confined to those already involved in EAMIP 
projects (eg. the geographic reference group, selected project 
managers). The guide, once approved will be circulated throughout 
headquarters and to posts. The training on project management will be 
part of the overall training and development efforts in personnel. The 
main constraints are adequate time of individuals to contribute to the 
project, availability of resources and ensuring usefulness of the 
project management approach to departmental work. The consequence of 
delaying the project is predominantly one of a missed opportunity to 
build on the existing EAMIP exercise to explore techniques to assist 
departmental staff in the planning and control of work. Since EAMIP 
projects are being developed and implemented, it is an ideal time to 
pursue this project. 

MAJOR STEPS AND TIMING  
1. Identify EAMIP projects to be used as refer 

ence projects for developing the guide. March 84. 

April 84. 

April/Oct. 84. 

Sept/Oct. 84. 

Oct. 84. 

2. Consult with respective project 
officersimanagers. 

3. Draft guide. 

4. Consult on draft. 

5. Test  draft with EAMIP projects caming on 
stream & outline training approach with prsl. 

6. Refine draft and outline training approach 
for Steering & Administrative Cttee. review. Oct/Nov. 84. 

7. Develop with personnel, the training 
package for use in 85-86 and seek 
approval as necessary. Oct/Dec. 84. 

8. Circulate Guide and information on 
training approach and availability. Nov/Dec. 84. 

September 84 - 
Mardh 85. 

9. Continue vetting project management approach 
with specific EAMIP projects. 

10.Assess & revise training ccurse & project 
management guide in the light of continuing 
projects and/or ned projects coming on stream. Nov. 85. 
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RESOURCE SUMMARY  ($000) 
Dollars include salary, operating and capital . 

TO 	' 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	Pi 	$ 	' 	PY 	$ 	: 

Existing 	 .1 	3.0 	.25 	11.0 	 .35 	14.0 

New 	 .5 	24.0* 	 .5 	24.0 	. 

TOtal Direct Costs 	.1 	3.0 	475 	35.0* 	 .85 	38.0 	, 

,Indirect COsts 	, 

Includes printing costs and overhead. 

Costs are for the development and intplementaticrt of the project 
management guide. Training costs to be determined. 

BENEFITS 
17.--SEEtemsed capacity on the part of DEA managers and staff to apply 

project management techniques, where suitable, to work in the 
department. 

2. Improved ability to plan work, adjust workload, estimate resource 
requirements, and monitor and control activities. 

3. Contributes to continuity of work where rotation of officers or 
managers occurs part way through a plafined activity. 

Project Officer 	 Date 

/9, 	ye3 
Este 

J-regete.. 
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EAMIP PROJECT NO. TF03  

TITLE 	PEND:  Evaluation of PEMD PLugLam Eesign 

RESPONSIBILITY  Project Managers: CME: I.N. Dawson 
TEP: N. Della Valle 

Project Officers: CME: G. Juneau 
TEP: J. Inns 

■•■■ 

DESCRIPTION: 	See Programs and Cperations Section - Trade Development 



EAMIP PROJECT NO. CC12  

TITLE: 	 Inventory of Existing Systems 

CESCRIPTICN: 	See MIS Section 

EAMIP PROJECT NO. CC14  

TITLE: 	 Information Needs of Headquarters Mànagement 

RESPONSIBILITY: 	Project Manager: CCBI 

DESCRIPTION: 	See MIS Section 

EAMIP PROJECT ND. CC15  

TITLE: 	 Information Needs of Posts - 

RESPONSIBILITY: 	Project Manager: N. Subramani 

DESCRIPTION: 	See MIS Section  



EAMIP PROJECT N13. CC17  

DEA's Domestic Clientele 

RESPONSIBILITY:  Project Manager: CCBM (J. Patterson) 
Project Officer: CCBR (P. Henry) 

PRESENT SITUATION: 
The department in its present configuration has a large and wide 
ranging clientele to serve in Canada - business, industry, labour, 
provincial government departments, academics, the cultural community 
and so on. Cf particular priority at the =cent is the private sector 
clientele in business, industry and labour. Much activity is already 
underway. However, there is a concern as to whether the department is 
in contact with all of the people it should be. A, more systematic 
approach should help to ensure this and to assist in making better use 
of the available time of managers and officers. This includes 
preparation time for meetings as well as follow-up and feedback within 
the department and with the private sector organizations. Regular 
meetings are held with groups such as CBIIAC, CMA and CE A but these 
organizations are rot  necessarily fully representative of all cf the 
clients DEA should be serving. There are also meetings and contacts 
with individual companies but again,  rot  necessarily all cf those that 
need or could benefit fram DEA assistance. There is a requilement to 
determine more clearly who our clients are and how the department can 
develop an interface with them, initially concentrating on private 
business, industry and labour. 

OBJECTIVE: .  
Initially, to clearly identify who DEA's clients are in business, 
industry and labour and to enhance the department's capacity to provide 
information and service to them, which, in the long run, should 
contribute to a variety of departmental objectives in the areas of 
trade promotion and trade and economic policy. 

GOAL: 
To establish an inventory of this element of DEA's clientele; to 
establish agreement in the department on priorities and on the 
approaches or strategies to be used in building a relationship with the 
identified clients; to determine which areas and individuals in the 
department will have key responsibilities for particular clients or 
groups of clients and to establish a mechanism for regularly updating 
the inventory and reviewing approaches and priorities. 

DESCRIPTION:  
The outcome of the project will impact on most of the substantive areas 
of the deparment, predominately on TFB, EFB, and the geographic 
Branches. The approach will entail definition cf the information 
required; identification of information sources both documentation and 
individual contacts; initial determination of a categorization cf the 
client groups and of priority areas; collection and organization cf the 
information; determination of the process to be followed to establish 
approaches, priorities and responsibilities; carrying out of that 
process and establishing the mechanism for regular updating. 
The "hard" product - the inventory - will be programmed in a computer 
so that it can be easily updated and can be sorted in a variety of ways 



Jan. 20/84 

Mar. 15/84 

Mar. 20/84 

June/84 
July/ 
Aug./84 
Mar./ 
Sept. /84 

e.g., exporters to western U.S., exporters of x product, which 
organizations have participated in a trade fair in the last 12 - 24 
months, etc. The inventory should be of use to virtually all 
substantive Branches. The approach, priorities and key 
responsibilities process should result in a more focused and efficient 
effort by the department in developing relationships with clients. The 
project will be completed when the inventory is in place, the processes 
established and worked through and when the inventory is being used. 
The longer term criteria for success would be a comprehensive and 
consistent contact with clients and better service to them. 

IMPLEMENTATION CONSIDERATIONS:  . 
The project is directly related to the on-going work of TFB, EFB, the 
geographic branches and to same extent IFB and SFB. Phase II of the 
project could concentrate on all other clients of the department e.g. 
academics, the cultural community etc.  This  project is also related to 
various of the projects in SFB including Domestic Communications and 
Information Strategy and Rationalization of Publications. Contact will 
need to be made with DRIE and possibly some OGD's. Consultation, with 
same trade and economic policy officers and occasionally with the 
respective ALM's will be necessary. In the geographic branches the 
reference group representatives could be used as a main contact point. 
However, the project officer and manager will try to keep this to the 
minimum that is required. Assistance will be sought fram the library 
in identifying key information sources. The inventory will need to be 
reviewed by the Steering Committee as will the proposed process for 
developing the strategies, priorities and responsibilities and the 
results of that process. Depending on the decisions of the Steering 
Committee the item would appear either as an A or B item on Executive 
Committee's agenda. When the inventory is in place a document will be 
prepared and circulated throughout the department explaining how the 
inventory is set up and how it can be used. When decisions have been 
taken on priorities and responsibilities a confirming memo will be 
circulated. The major constraints on a timely completion of the 
project will be the time availability of the individuals assigned to it 
and on the ease with which information sources can be tapped and are 
adequate. The consequences of delaying the project are simply a 
continuance of the status quo in the manner in which the department 
currently operates in this area and of the concern as to whether DEA is 
doing all that it can to serve its private sector clients. 

MAJOR STEPS AND TIMING  
1. Development of the "profile" of information that will 

be sought for each organization or individual. 
2. Identification of information sources and establish-

ment of a classification scheme, framework for the 
inventory and initial priority sectors. 

3. Initial consultation on the project. 
(i.e. on steps 1 and 2) 

4. Develop the content of the inventory. 
5. Review content of the inventory with individual 

contacts, Steering Committee. 
6. Enter inventory in computer with program for 

selective call up of the information. 
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7. Develop the process and carry it out for setting 	July/ 
approaches, strategies priorities & responsibilities. Sept./84 

8. Review outccue of step 7 and a proposa].  for 	 Sept./84 
initiating phase II of the project with individual 
contacts, Steering Committee, EXecutive Committee. 

9. Cbmmunicate inventory and conclusions of step 8 to 	Oct./84 
the department. 

10.Assist, as appropriate, the key areas of responsibi- Sept.! 
lity in the department to develop a plan of action 	Oct./84 
and provide simple guidelines for this work. 

11.Establish the rechanism for regularly updating the 	Sept.! 
inventory & reviewing & adjusting the approaches, 	Oct./84 
priorities, responsibilities, if necessary, & the 
action plans. 

12.Assessment of the project's accomplishment. 

• RESCURCE SUMMARY:  ($000) 
Dollars include salary, operating and capital. 

TO 	' 	TOTAL 
83-84 	 83/84 	84/85 	85/86 	COMPLETE 	PPOUECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .1 	4.0 	.6 	27.0 	 .7 	31.0 

New 	 *8.0 	 8.0  

Tbtal Direct Cbsts 	.1 	4.0 	.6 	35.0 	 .7 	39.0  

Indirect Costs 	 .8 	5.0 

* Assistance in setting up computer program, provide for contract help 
if necessary and computer hardware. 

BENEFTTS: 
1. Provides systematic means of identifying and developing 

relationships with the department's clients; 
2. Establishes information base that can be readily updated; 
3. Ccntributes to imprmed service delivery to private sector 

clients; 
4. Helps to strengthen DEA's overall relationships with the private 

sector and thereby contributes to achievement of trade development 
and economic and trade policy .objectives. 

5. In long run, project should help DEA develop a supportive peivate 
sector constituency. 

Sept./85 

Date 

Late 



EAMIP PROJECP ND. CC18 

Official Department Visits  
Development of a planning and budgeting system 
based on agreed standards of hospitality. 

TITLE 

RESPONSIBILITY  Project Manager: G.H. Blcuin, 
Chief of Protocol, (Xm«) 

Project Officer: D.R.  Dunlap. 
Deputy Chief of Protocol, (XDV) 

Support: 	Lie LePage, (MAM) 

PRESENT SITUATION  
At present, there is no comprehensive plan for official departmental 
visits. Visits are accepted on an ad hoc basis with expenditures made 
against finite funds. EXisting visits standards applicable to the 
appropriate level of hospitality are not followed nor enforced when 
over-expenditures occur. As in the past, the 1983-84 Departmental 
Hospitality Fund will  Likely be depleted well before the end of this 
fiscal year necessitating the identification of a source for new funds 
so that potentially valuable visits can take place. At this time, 
geographic  branches do not plan their visits programme within existing 
resources. There is no priorization of visits until the proposed 
visits are put before Ministers. OGD's add their  ami  high-level visits 
to the wofkload of the visits section. 

OBJECTIVE  
To develop a plan for official departmental visits and design a 
financial program facilitating budgeting for individual visits. Review 
existing standards and develop additional guidelines to control the 
number of visits and the level of hospitality to be extended. This 
approach would give senior management better control of visits 
management and hospitality expenditures. 

GOALS 
1. To establie a procedure governing the number of official visits 

accepted within any one fiscal year; 
2. EstabliÉh financial guidelines for costing visits; 
3. Revise manual an levels and categories of hospitality to be 

extended; 
4. EstabliSh procedures and guidelines for small hospitality 

expenditures; access to the derextmental hospitality fund for the 
provision of coffee, etc., for inter-departnental meetings. 

DESCRIPTION  
The scope of the project aria:masses virtually  ail  of the branches of 
the department who sponsor incoming high-level visitors. On the 
provision of minor hospitality (coffee services), all departmental 
units could be affected as, at present, there is no logical approadh to 
obtaining coffee nor are the delegated signing authorities clear about 
who can sign for the coffee  and  whose budget will be debited. While 
this is seemingly a minor problem in terme of operating a coffee 
service in the department, the aggravation and annoyance experienced by 
many "clients" is disproportionate to the problem; a "quidk-fix" of 
this problem would have an enormous positive impact on the department 
generally. 



IMPLEMENTATIM CONSIDERATICNS: 
The first consideration is to determine existing overlap of the project 
with other divisions where  saxe of the problems contained in this 
project are already being examined; e.g. cross-reference will have to 
be made to the hospitality funding paper prepared by MAM, the visits 
namagement procedures established in CMR and finally the 11() budgeting 
process which will have to pick up the hospitality fund compiled on the 
basis of Branch inputs. The proposal should seek administrative 
ounnittee approval of prrcedbxes. The new guidelines could be 
communicated to all by neans of circular letter and telegram for 
1984-85 FY. If the project is not carried out then the department will 
continue in an uncontrolled and uncoordinated fashion with the 
resultant chronic pattern of overexpenditures. 

MAJOR STEPS AND TIMING  
1. The project should start with a review of 

existing guidelines and an examination 
of present funding practices. 

2. Draft proposal and consultation with MCB, 
CMR, MM, MFD, and selected Branches. 

3. Obtain administrative committee approval of 
draft guidelines, planning and budgeting system. 

4. Implement new prccedUres. 

January 1984 

February 1984 

February 1984 
prior to April 1, 1984 

RESCURCE SUMmARY: ($000) 
Dollars include salary, operating and capital. 

TO 	. 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  
PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	' PY 	$ 	PY 	$  

Existing 	 .25 	10.0 	 .25 	10.0 

New  

Total Direct Costs 	.25 	10.0 	 .25 	10.0  

Indirect Costs 	_ 	 , 

• 

BENEFITS  
1. Better distribution of the number of visits over a fiscal year. 
2. Improved financial control over each visit. 
3. More equitable application of hospitality standards 
4. Better service to departmental clients. 

zee„kereer 
eileeete ;eri..r.aet 
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EAMIP PROJECT NO. CC19  

TITLE: 	 MIS/EDP Training in DEA 

RESPONSIBILITY: Project Manager CCBI 

DESCRIPTION: 	See MIS Secticn 

e, 



TITLE: 

RESPONSIBILITY: 

DESCRIPTICN:  

EAMTP PROJFCT NO. GB01 

BranCh and Post Management Procedures 

Project Manager: CCBM, J. Patterson 
Project Officer: To te determined 

See Geographic Branch Section 

EAMIP PROJECT NO. G302 

TITLE: 

RESPCNSIBILITY: 

DESCRIPTION: 

Completicn of 1983 Initiative on Delegaticn of 
Authceity to Reads of Post 

Project Manager: Mr. I. McLean, (CML) 
Project Cfficer: Mr. H.G. Korn, (CL) 

See Geographic Branch Section 
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SUPPORT FOR GEOGRAPHIC BRANCHES 



EXTERNAL AFFAIRS MANAGEMENT IMPROVEMENT PROGRAM  

SUPPORT FOR GEOGRAPHIC BRANCHES  

The following are the EAMIP projects focused on the geographic branches. 

Branch and Post Management Procedures 

Completion of Initial Heads of Post Delegation Effort 

Policy and Resource Review Model 

Pilot Project on Substantive Information Management (initially in UGB) 

Satellites for U.S. Posts - New York and Washington'  

Canada - USA Free Trade Sector StIldip  

Assistant 
Asia and 

Kileatrick 
reputy Minister 
Pacific Branch 

C.T. Charland 
Assistant Deputy Minister 

Latin A rica & Caribbean Br. 

D.H.  Burney / 
Assirtant Deputy Minister 

Utited States Branch 



BAMTP PROJECT NO. GB01  

TITLE: 	Branch and Post Management Procedures 

RESPONSIBILITY:  Project Manager: CCBM, J. Patterson 
Project Officer: Tb be determined 

PRESENT SITUATION: 
New geographical branches have been created with responsibility in the 
areas of policy and program design and delivery, post management, 
country planning and resource allocation and control. It is useful now 
to determine what management systems are required to carry out the new 
responsibility. Additional consideration of this subject is important 
to ensure that branches are fully able to respond to and participate in 
departmental processes such as planning, resource allocation, reporting 
and so forth. 

OBJECTIVE:  
To provide branch managers the systems and resources necessary to carry 
out their management responsibilities. 

GOALS: 
1. Tb establish branch management authorities and procedures. 
2. Tb ncdify post management authorities and procedures to reflect new 

organizational relationships within the department. 
3. Tb define roles and responsibilities for management and 

administration in branches and posts, and to qualify staff 
requirements to perform these roles. 

4. Tb prepare guides to branch and post nanagement for use by branch 
managers and heads of posts. . 

5. Tb communicate information about the new authorities and management 
procedures to all persons involved. 

6. Wbrk with personnel on the development and delivery of training 
sessions on branch and post management. 

DESCRIPTION:  
The primary focus of the project will be on geographic branches and 
posts, although the procedures established may be applicable to 
functional branches also. A comprehensive approach is necessary in 
order to establish the general principles that will govern development 
of branch management procedures, but implementation will occur on a 
function by function basis, i.e., planning, finance, personnel, 
physical resources, etc., in order to keep the project nanageable. 
Individual projects for these functions are reflected within EAMIP. 
The project will proceed through three stages - assessment and 
principles; design and implementation; and documentation, communication 
and training, as is outlined below. 

Phase I - This phase will include a comprehensive assessment of 
existing branch and post authorities and procedures for the full range 
of management and administrative support functions. Recommendations 
will be made on the principles which should be followed in revising 
existing authorities and establishing new ones. Recommendations will 
also cover the roles and responsibilities for management of branches 
and posts, and the numbers and types of staff, e. g.,  AMA's, required to 
run the management systems in branches. 



Work on this project Should begin quidkly, as events are forcing the 
pace on certain issues, e.g., preparation of 1984/85 brandh budgets. A 
reference grcup of geographic managers has been formed, and it will be 
possible to start the project as soon as staff is assigned in the new 
year. 

The first step is to define the scope cf the project in more detail. 
This will entail a quick inventory of existing authorities and 
procedures and related prOblems and issues. Through discussion with 
the reference group, ADM's geographic and central staff, the extent of 
analysis whidh needs to be done will became more clearly focused. At 
the same time the project team may identify some "quidk fixes", i. e., 

 those things which need to be attended to before the new fiscal year, 
and also explore the possibility of establishing interim guidelines and 
resource requirements for brandh management and administration. A 
detailed analysis of authorities and procedures and further 
consultatJam will follow, leading to recamendations for the principles 
which wiLl guide Phase II of the project. 

4 
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Prelimirarylmcek cn the production of heads of post letters of 
instruction will also begin in early 1984. FoLaats and examples will 
be developed with a view to selected application in the 1984/85 posting 
cycle. The pilot project will include an examination of the linkage 
between HOP letters, post planning and performance appraisal, in 
conjunction with corporate ranagement, and personnel. 

Completion of tasks under the existing HOP delegation project relating 
to documentation, carnunication, and training for existing authorities 
will be concurrent to Phase I of this project. 

Phase II  - Eased on Executive Committee direction, work in Phase II 
will center an the determination of brandh authorities, design of 
systems to put the authorities into effect, dommentation and 
implementation. Consideration of further delegation of authority to 
heads of posts, and other adjustments to post operating procedures to 
reflect the new organization will take place in this context. There 
are separate projects in EAMIP on planning and resource allocation, 
finance, personnel and physical resources, as these apply to branches 
and posts. Phase I may indicate the ne ed for projects in other areas 
as well, e.g., security. Implementation will likely continue into 
Phase III, but design work should be complete in all areas ly the end 
of Phase II. There will be an opportunity during Phase II to determine 
whether or not procedures being developed for geographic branches are 
also applicable to the other branches. As well, a determination will 
be made at the beginning of Phase II as tx)whether or not a separate 
project should be structured to address roles and responsibilities for 
post nanagement. This project would extend the Phase I analysis to 
management prccedureswithin posts, andwould contribute to production 
of the guide to post management in Phase III. 

on 

Project staff willuaintain a watdhing brief on individual projects 
during Phase II to ensure consistency of approadh across the functions, 
and will be available to provide assistance where required. 

to 

- 



Phase III - Phase III is meant to consolidate the work that will take 
place in functions during Phase II. Project staff will 
produce guides on brandh and post management, deliver a comanicaticns 
padkage for brandi and post staff, and collaborate with personnel on 
the design and delivery cd training courses for managers and support 
staff. Individual systems will have been documented in detail by the 
functional bureaux, and the guides will provide ready access to 
managers to information about the total range of their 
responsibilities. The cœrrunications pia:1%4111 create a general 
awareness cf the brandh and post management procedures, and the 
training sessions will provide  bands on experience for those directly 
involved. 
Phase III will also produce final reccmmendations on roles and 
responsibilities for management in branches and posts, and on numbers 
and types of support staff in the brandhes. 
The products for eadh of the phases of this project bave been 
identified above. The project itself will be complete When the 
management systems in the branches are in place, When the corresponding 
adjustments to post authorities and procedures have been made, when  
guides and training are available for managers, and when adequate 
numbers and types of support staff are put in place in the brandes. 

IMPLEMENTATION CONSIDERATIONS: 
This project will provide a larger context for work already underway on 
beads of post delegation, the roles of the area management office, and 
the now intermittent activity in the area of heads of post letters. 
The separate EAMIP projects on the departmental planning system, 
reporting against plans, delegation of personnel authorities, financial 
authorities, and physical resource roles and responsïbilities will rake 
a major contribution to this project._ Projects  sud h as MIS, policy and 
program delivery prototypes and so forth, will also affect the outcome 
of the project. It is clear, however, that all activity which toudhes 
upon  branches and posts cannot be funnelled through this project. 
Rather, the intent is to ensure that there are no gaps or overlaps, and 
that the sdbject receives the attention that is its due. 

Executive Committee approval will be required for the general 
principles to guide establishment of brandh management procedures. 
Administrative committee approval will be sufficient for many of the 
recommendations regarding specific management and administrative 
functions. There will be extensive consultation with geographic 
branches  throughout the project, but it will be dhanneled through the 
AMOs, the reference group and AEMs. Cdnsultation with posts will occur 
first in the context of the carnunication plan for EAMIP, and 
subsequently on an invitational basis. 

The constraints which will affect successful completion of this project 
include adequate staff for the Phase I assessment, clear direction from 
Executive Committee on the principles to follow in Phase II 
implementation, and participation of the functional bureaux in both 
Phase I and Phase II. Ultimately, the success of the project depends 
upon delegation of authority to brandh managers commensurate with their 
responsibilities, and allocation of support staff to assist the 
managers to carry out their management and administrative duties. 
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The consequence of delay in resolution of issues related to brandh 
management will be continued uncertainty, and the possibility of 
excessive variation in the approadh taken by eadh brandh, though same 
variation is to be expected. The failure to provide adequate support 
staff will result in an cmerload on branch operations as more and more 
demands are made on them, and branches  will not be able to participate 
fully in the corporate activities of the department. 

MAJOR STEPS AND TIMING: 

Phase I  
1. Establieh reference group 
2. Assign project staff 
3. Determine scope of project 

- inventory of existing procedures and authorities, 
problems and issues 

- identify quick fixes 
- explore possibility of interim guidelines & resources 

4. Begin work on HOP letters 
5. Initiate quidk fixes, issue interim management guide-

lines, prepare resource sdbmission, if feasible. 
6. Discuss scope of project with MOs, reference group 

andADWs geographical, and related functional areas. 
7. Steering Committee review of scope cd project. 
8. Analysis of procedures and authorities 

- what exists now in functional bureaux, brandhes,posts 
- Alternatives: what are options for delegations, 
- relationships. 

9. Consultation with geographic, functional  branches, 
including AMOs, reference group and ADMs. 

10. Formulate recommendations on principles to guide 
establishment of branch management procedures 

11. Consultation on recommendations, as in 9. 
12. Steering Committee, Executive Committee review and 

approval 

Phase II  
1. Consult with functional bureaux on projects necessary 

to carry out Executive Committee direction, and to 
determine whidh activities will be carried out through 
this project, or by other units in the department. 

2. Initiate individual projects to design and implement 
brandi and post management procedures as appropriate. 

3. Branches  prepare heads of posts letters for selected 
posts 

4. Ensure linkage between HOP letters, planning system 
and performance appraisal. 

5. Maintain contact with all related projects, provide 
assistance Where required. 

6. Steering and Executive Committee final approval of 
proposed brandh and post systems. 

7. Final determination cf brand-i support staff require-
ments. 

Apr.15/84 
Apr.30/84 

Dec./83 
Jan. /84 

 Féb./84 

Feb./84 
Mar. /84  

Mar./84 

Mar. /84  
Mar./84 

May/84 

May/84 

May/Jun/84 

Sept./84 

1984/85 

Mar. /85 

Mar./85 

Mar. 31/84 

Mar. 31/84 



Project Officer 

Project Managé 

Phase III  
1. Consolidate individual projects through branch and 	1985/86 

post management guides, communications package, and 
training. 

2. Assessment and further implementation of BOPs letters. 1985/86 

RESOURCE SUMMARY: ($000) 
The summary covers project team costs only. Phase II costs for 
projects that are related but are being carried out in other areas are 
displayed in the relevant functional project plan. Phase III training 
costs are not included. 

• Dollars include salary, operating and capital 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  
Existing 

New 	 .75 	36 	2 	96 	1 	48 	 3.75 	180  

TOtal Direct Costs 	.75 	36 	2 	96 	1 	48 	 3.75 	180  

Indirect Costs 	.75 	 .75  
1983/84 = 3 PY x 3 months 	= 	.75 PY 
1984/85 = 2 PY x 12 months = 2.0 PY 
1985/86 = 1 PY x 12 months = 1.0 PY 

BENEFITS:  
1. Provides support for underlying concepts of reorganization, and 

permits branches to play full role in departmental processes. 
. 2. Ensures  that branch and post  authorities are commensurate with 

responsibilities. 
3. Facilitates proper distribution of management and administration 

.tasks between centre, branches and posts. 
4. Increases commonality of approach to management and administration 

across the Tepartment. 
5. Increases effectiveness of branch and post managers in carrying  out 

 their responsibilities. 

Date 

a die  
Date 

77-0.777197FF77 



TITLE: 

EAMIP PROJECT NO. GB02  

Completion of 1983 Initiative on Delegation of 
Authority to Heads of Post 

RESPONSIBILITY: Project Manager: Min I. McLean, (CML) 
Project Officer: Mr. H.G. Korn (CML) 

PRESENT SITUATION: 
The degree cf authority and freedom of action granted to Heads of Post 
was examined during fiscal year 1982-83, and on March 25, 1983, 
Executive Committee approved further delegation of authority in the 
areas of staff and financial redeployment, purchases, travel evacuation 
and leasing and fit-up. An implementation team was appointed with 
responsibilities which included investigation of the feasibility of 
further delegation, development of letters, instruments and manuals of 
authority, communication of authorities to Heads of Post, development 
of training programs for Heads of Post designates and functional 
advisors, and consultation on methodology to ensure accountability for 
delegated authority. The implementation team's quarterly progress 
report of July 28, 1983 states that the efforts of the team were 
concentrated on timing, cammunications and letters of authority. The 
membership of the implementation team was depleted during the summer 
rotation of assignments, and work on the project has been interrupted. 

The issue of delegation of authority to Heads of Post must now be 
viewed in the light of the authority and accountability cf geographic 
branches. Consideration of further delegation of authority to Heads of 
Post would best take place in the context of the Branch and Post 
Management procedures project of the EAMP. However, the outstanding 
work of the implementation team with regard to authorities already 
approved can and should be completed. 

OBJECTIVE:  
To delegate to Heads of Post authorities which are commensurate with 
their management responsibilities. 

GOAL: 
To complete the work of the initial delegation to Heads of Post 
exercise with regard to existing authorities. 

DESCRIPTION: 
The scope of this project is limited to completion of the remaining 
tasks of the  [HOP implementation team for existing delegation of 
authority to heads of post, specifically: 

1. Ensure that heads of post who did not have benefit of the section 
of the outgoing HOPs training program on authorities are offered 
the opportunity. 

2. Advise Administrative Committee on the necessity of a training 
program for functional advisors. 

$ 



3. Confirm that action planned with regard to communication and 
letters of authority has occurred. 

4. Consult on methodology necessary to ensure that authority delegated 
is being adequately carried out. 

While it will be necessary to appoint an officer to undertake the 
project, the volume of work may not warrant reestablishment of the 
irrplementation team. 

The general approach will be to conclude specific tasks when possible, 
and where there is the likelihood of a continuing activity, to make the 
connection to an EAMP project which covers the requirement. The 
project officer will work with personnel on the preparation of the 
section on authorities for this year's training program for outgoing 
heads of post. In the context of the training and development project, 
the project officer will investigate the need for training for 
functional advisors on the subject of authorities, and bring forward 
recommendations to the Adbinistrative Committee. Consultation will 
take place with Finance, Personnel and Physical Resources to ensure 
that all activity initiated by the DHOP implementation team with regard 
to letters of authority has been completed. Finally, the project 
officer will consult with Management Review and Audit, Corporate 
Management, Finance and make recommendations with regard to HOP 
accountability. The CMA project on reporting against plans is 
particularly relevant here. 

This project will have been completed when the specific products and 
recommendations identified above are Produced. The training materials 
and letters of authority will be of direct interest to heads of post, 
while the recommendations will contribute to related projects on Branch 
and Post management. In addition to routine reporting through EAMP, a 
final report will be made to the Administrative Committee on the 
outcome of the project. 

Implementation  Cons iderations  
This project is closely related to other EAMP projects, particularly 
Branch and Post management procedures, training and development and 
reporting against plans. However, because this project deals 
specifically with existing authorities, it can be started again quite 
quickly and proceed at its  an pace. Consultation will occur in 
headquarters as described above. There should be no additional time 
demand upon posts. A, delay in this project could be perceived as a 
lack of commitment to the principle of delegation. 

Major Steps and Timing: 
1. Appoint project officer, and 

familiarization 	 January 1984 
2. Confirm adequacy of communication 

and letters of authority 	 January 1984 
3. Wbrk with Personnel on training 

for outgoing Heads of Post 	 February - March 



ire . 

4. Consult with Personnel, Geographic 
Branches on training requirements 
of functional advisors re authorities February - March 

5. Consult with Management Review and 
Audit, Corporate Management, Finance, 
Physical resources, personnel and 
geographic branches on accountability 
mechanisms 

1 , 

February - March 

6. Final report to Administrative 
Committee March 31. 

Resource Suffmary:  ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	FUTURE  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .25 	12.0 	 . 	.25 	12.0 

New  

Total Direct Costs 	.25 	12.0 	 .25 	12.0  

Indirect Costs 	.1 	5.0 	 .1 	5.0, 

Note: EXcludes training costs. Indirect cost for consultation. 

Benefits: 

1. Honours carmitments with regard to work on existing authorities. 

2. Provides continuity for work on delegation of authority which will 
take place in other EAMP projects. 

3. Increases HOP effectiveness in carrying  out  their responsibilities. 

tY 77 
Project Manager Date.  ' 

'Projet/ 	
. / 

Officer 	
3 ; /fS3 

Date 
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EAMIP PROJECT NO. GB03  

Policy and Resource Review Prototype  

RESPCNSIBILITY:  Project Manager: M.A. Brault (GA)) 
Project Coordinator:_. W.G. Licari (GAF) 

PRESENT SITUATION: 
The policy and resource review of one segment cf a region -Africa 
south of the Sahara - was initiated in the fall of 1983. The review is 
to examine: 

1. CUrrent situation and future trends. 
2. Cânada' s interests and Objectives. 
3. Current policy, programs and mechanisms. 
4. Options for the future. 
5. Financial implications. 

To date steps one and two have  been completed in draft, and are being 
reviewed with the Undersecretary. In addition to providing substantive 
recomemdations on policy and resource application in this region the 
study is meant to serve as an example of hcw other regions or parts of 
regions maybe reviewed. It is hoped that a decision-making medhanism 
for the department can be drawn from the experience in this study and 
other work associated with it. In parallel with the Africa review, the 
Corporate Planning and EValuation Divisions will develop a prototype 
information system for decision-making  over the longer run in 
cooperation with the project team. The result cf the CL and CIE  work 
will be a statistical input model for geographical policy reviews. In 
the same period, the Policy Development Secretariat (CPD) will develop 
a set of criteria aimed at planning the allocation of resources between 
countries and regions. CPD will also develop a discussion peper on a 
possible approadh to doing a policy and resource review of all regions 
in the 1984-85 fiscal year. These reviews would be less in-depth than 
the Africa steybutwould be aimed at producing better information for 
planning and resource allocation decisions in the Fébruary-Mardh 1985 
discussions in Executive Committee. 

OBJECTIVE: 
To establieh a prototype for the way in whidh geographic policy and 
resource reviews can be conducted in DEA. 
To analyze . Canada's interests in Africa south of the Sahara, determine 
our Objectives for the next fifteen years and establieh a long term 

To recommend Changes in specific policies and programs, and the 
resulting changes in resource requirements. 

GOAL: 
To complete this policy and resource review:by May and determine its 
usefulness as a prototype for further reviews in the dspartment. 
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DESCRIPTDON  
The drafting ccunittee for the Fclicy review will continue its work and 
sirultaneously, quantification analysis will be carried it to develop 
a profile of each country. This will be put cn a computer to maximize 
the capacity to utilize the information. A, mathematical and 
statistical system will also be applied to a country grid, in order to 
draw broader canpariscns in the region using a carprehensive set of 
factors uarried to defined objectives and interest. The work produced 
by CME, CML and CPDwill be used to support the review process 
including utilization of the criteria for inter-regional ccmparisons. 
The completed review will be revieded by the USSEA and discussed in 
Executive Carmittee. The result will be decisions on Canada's overall 
activities in the Africa Region, on the resources to be applied and on 
the feasibility of proceeding in a like manner to revied other regions. 
The success of the project will be judged by the quality of the 
infornatimprovided to the decision-makers about Africa, the degree to 
which the decisions are deemed effective by senior nanagement and the 
contribution the work makes to the department's capacity to conduct 
further Fclicy and resource reviews. 

IMPLEMENTATION CONSIDERATIONS: 
As noted under present situation, work related to this Froject is being 
carried out in the Corporate Planning Division, Evaluation Division and 
the Policy Development Secretariat. This project should eventually 
have implications for planning and resource allocation projects, 
including the development of the OPF. CIDA is involved in the project 
and three CILIN officers are working on the project. The study itself 
will be reviewed with the USSEA and will be the stibject of Executive 
Committee discussion on completion. Recauhrencltions resulting fram 
the study, if affirmed by senior management, would be implemented 
through normal management dhannels in the Africa and Middle East 
Brandh, and through the Policy  Coordination Brandi and other geographic 
Brandies as appropriate if further reviews are to be conducted. 
Delaying the project would impair the department's effort to develop a 
decision making model, to apply it to this regional study and to effect 
useful policy and resource decisions. 

MAJOR STEPS ,ANDIIMING: 
1. Review of chapters one and two with USSEA. 
2. DeveloFment of precise objectives and refinement 

of dhapter two. 
3. Revied step 2 and maths/stats rethodology Feoposed 

with USSEA. 
4. Refinement of mathematical =del and agreement 

on interregional criteria. 
5. Completion of quantification analysis. 
6. Application of the nathematical model. 
7. Complete options and recommendations. 
8. Review with USSEA and Executive Carmittee. 
9. Assessment of project. 

January20 

Mid-Mardh 

Mid-Mardh 

Mid-April 
End April 
End April 
Mid May 
End May 
June, every 

year. 



RESOURCE SUIMARY:  ($000) 
bollars include salary, cperating and capital. 

, TO 	T0'114L 
83/84 	84/85 	.85/86 	CEMPLETE 	nomecr 	Future  

pY 	$ 	' 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 1 	80.0* 	.5 	40.0* 	 1.5 	120.0 

New 	 lei 

Total Direct Costs 	1 	80.0 	.5 	40.0 	 1.5 	120.0  

Indirect Ccsts 	 , 	 . 

Includes screy for =suiting and secretarial assistance. (.3 PY) 
Any requirement for further resources will be determined after 
initial discussicwi of ccapleted Ityrk in Nay/June. 

BEMEETTS:  
1. Definition of leng  ter  m Cardin policy in Africa south of the Sahara 

for the next decade, and determination of resource requirements to 
ispletrent it over the next fifteen years. 

2. Develcçrrent of a declaim-making  prototype  that can be applied to or 
adapted for further geographical policy and rescuce reviews in the 
department. 

3. Increased ability in the department to address the effectiveness of 
allcx:aticn of rescurces arrl to transfer resources asong regicns 
against agreed up= priorities so that changing needs can be set, to 
a greater degree, within the =tatting rescurce base. 

I« 	i? 
er 2o/zi&d.  

proimligmm. 	 Date 

* * 

2. 1ü1/ 



RESPCINSIBILITY:  Project Manager: M. Vbun Ncstitz - URR 
Project Officers: N. Subramani - CCBI 

H. Korn  
DESCRIPmlOn: 	See MIS Section 

*Lla.,1,01E,Z15, .a"Z. • 7 ....-•'7&;7.',7,1[311W.:.::,,ALANItiliRE,Ic. 	 eMign 
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FAMIP PROJECT NO. GBOS 

TITLE: 	 Use of C.cnnunicaticns Satellite for Public Affairs 
Program at U.S.A. Posts 

RESPONSIBILITY: 	Project Manager: H.G. Pardy, Director (LUIP) 
Project Officers: D.R. MacPhee (133P) 

G. Delanoe (SCS) 

PRESENT SITUATION: 
It has been proposed that satellite receiving antennae, Television 
Receive Only earth stations (rVRO) be installed at the Embassy in 
Washington and other  U. S. pcsts to provide direct and immediate access 
to Canadian television pmcgramming in order to erihance their capability 
of keeping abreast of current policy development in Canada. To date, 
rental of sudh satellite receiving antennae by the Embassy and the 
Cdnsulate General in  New York on occasions sudh as the budget address 
by the Minister of Finance from the House of Cdmmons bas amply 
demonstrated the value of sudh equipment in providing key  U. S. 
audiences first-band access to Canadian news. 
Inter and intradepartmental consultation on the proposal indicates a 
broad concensus in favour of laundhing a pilot projectwith 
installation of a TVRO at the Effibassy, Washington and the Consulate 
General in  New York. The U.S. State Deparbrent  bas  indicated that the 
proposal presents "no policy prdblems for the United States 
Government". 

OBJECTIVE: 
erihanced efficiency in transmitting timely eiblic 

information to posts, and to demonstrate the cost effectiveness of 
Canadian high-technology as an alternative method of transmitting 
public  information. 

GOAL: 	- 
The initial installation of '1V1 's  at both the Edbassy in  Washington 
and the Cdnsulate General in New York within two months and as a result 
the immediate capability of these two posts to receive current Canadian 
public information via Canadian television. 

DESCRIPTION: 
The United States Progmant Division is acting as a pilot coordinator in 
liaison with the two posts immediately concerned and other client 
users. The initial installation of TVRO's in both  Washington, D. C. and 
the Cdnsulate General in New York will result in the ability to provide 
immediate transmission of high-profile Canadian media events to a key . 

U.S. audience including Washington policy-makers and opinion-formers. 
TO date initial response form  U. S. nedia following rental of TVRO's to 
enable their first-band viewing of:key - Canadian media events bas been 
highly positive. In six months to one year fram installation there 
will be an assessment of the cost-effectiveness/saving frpm . sudh 
eqpipment in terms of reducing current costs, both personnel and 
capital. 
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IMPLEMENTATION CONSIDERATIONS: 
Consultations have taken place withawide range of interested 
divisions as well as with the posts and interdepartmentally with the 
Departrnent of Communications. There is informal agreement that the 
project ehould proceed as soon as possible, preferably this fiscal 
year. Both  cor  Embassy in Washington and the Consulate General in New 
York have Obtained preliminary cost estimates and local building and 
other clearances. Funding of the capital acquisition cost remains the 
primary difficulty. As a contingency both posts have been instructed 
to include the cost in their proposed 1984/85 capital acquisition 
budgets ehould alternative sources of funding not be identified this 
fiscal year. Further delay on the implementation of this project will 
result in continued expenditure at both posts for the rental of sudh 
equipment to cover specific major public information events 
(approximately $4,500  on eadh occasion) and in general will impair the 
potential for improved effectiveness in the projection of Canadian 
public  diplomacy in the USA. 

January 1984 

January 1984 
February 1984 
February 1984 
February 1984 
Màrdh 1984 

MAJOR STEPS AND TIMING: 
Phase I  of this project would consist of the pilot project in 
Washington andNewYork. Consultation with local authorities in the 
U.S.A. and inter/intra-departmental consultations are underway. The 
primary Obstacle to laundhing the project is the identification of a 
source of capital funding. The acquisition and installation of the 
satellites could be completed before the end of this fiscal year. 

Phase-II wculd initially consist of an assessment of the pilot project 
satellite  receiving diehes, their use and effectiveness in improving 
the delivery of the information program, following which, if judged 
successful, the application of sudh satellite receiving antennae would 
be extended to other U.S. posts (and possibly to posts in other 
geographic regions). 

1 11 

Phase I  
1. Obtain cost estimates for two diehes, 

including installation 
2. Identify any applicable local municipal 

approvals required for installation 
3. Seek project approval in principle 
4. Identify source of funding for Phase I pilot 
5. Complete intra/inter-departmental consultations 
6. Complete installation and run field trial 

Phase II 
T.—T-CsFess field trial experience 	 Septerriber 1984 
2. Depending on assessment, proceed with 

procurement and installation of additional 
dishes at other posts in U.S.A. 	 October-December 1984 

3. Examine feasibility of installing 
dishes in other geographic regions 	 January 1985 
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RESOURCE SUMMARY:  ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84* 	84/85** 	85/86*** 	CCMPLETE 	PROJECT 	Future  
PY 	$ 	' 	PY 	$ 	PY 	$ 	PY 	$ 	' 	PY 	$ 	PY 	$  - 

Existing 	 .2 	10.5 	.2 	10.5 	.2 	10.5 	 .6 	31.5 

New 	 .2 	40.0 	.3 	90.0 	.3 	90.0 	 .8 	220.0  

Total Direct Costs 	.4 	50.5 	.5 	100.5 	.5 	100.5 	 1.4 	251.5  

Indirect Cbsts 	.1 	.2 	.2 	 0.5 

* Fiscal year 83/84 costs limited to pilot project at the EMbassy in 
Washington and the Consulate General in New York ($2,500 for surveys 
and $40,000 for purchase/installaticn) 

** Fiscal year 84/85 costs are for extension  of similar equipment to an 
additional six posts 

*** Fiscal 85/86 costs for complete extension of equipment to all U.S. 
posts with the exception cf Seattle given that post's present 
capability to receive Canadian television cable service. 

BENEFITS:  
Direct access by the Emhassy, Washington and the Consulate General, New 
York to Canadian television coverage within tun nonths. As a result, 
significantly enhanced capability by these two posts in keeping key 
U.S. nedia and other opinion-formers abreast of current public policy 
developments in Canada; direct support for the marketing of Canadian 
television programming and cœrrunicaticn technology; and as a 
by-product, additional exposure in the U.S. for Canadian products via 
Canadian television programming. 

As a direct consequence, at present, there will be innediate cost 
savings to the department in no longer requiring (a) continued rental 
of such equipment in Washington and New York (estimated at $20,000 this 
fiscal year); (b) the provision by Headquarters of videotapes of 
Canadian news and other television programming to these two posts 
(estimated sat $5,000); (c) the provision by Headquarters of written 
transcriptions of television broadcasts of House of Commons 
proceedings, news or documentary programming, etc. (estimated at 
$2,500); and (d) ancillary person-year requirements (estimated at .5 



TITLE: 	 Canada-USA Sector Free Trade Studies 

PRESENT SITUATION: 
The trade policy review called for the careful consideration of the 
advantages and disadvantages of limited free trade in particular 
sectors with the USA. A coordinator is required to ensure that the 
necessary follow-up occurs. Several sectors have been identified for 
study: urban mass transit equipment, textiles and clothing, steel, 
telecommunications, petrochemicals, heavy electrical generating 
equipment, computer services and beef. The examination of the steel 
and the urban mass transit sectors is well advanced. Work will begin 
Shortly on telecommunications, petrodhemicals, heavy electrical 
generating equipment and clothing and textiles. Consultations with 
industry, the provinces and US Administration offirialg about the 
possibility of limite  free trade arrangements an steel have taken 
place. 

OBJECTIVE: 
The objectiveof this project is to assess the pros and cons cf 
sectoral free trade between Canada and the USA for individual sectors. 

GOAL: 
A series of papers dealing with specific sectors will have to be 
produced during the next two years outlining the advantages and 
disadvantages of limited free trade. This work Should identify certain 
sectors thatImnuld be appropriate for limited free trade betdeen Canada 
and the USA.  'twill also prOvide Ministers with adequate information 
to enable them to decide if sectoral free trade negotiations Should be 
pursued. 

DESCRIPTION: 
The following bureaux of the Department will be affected by or involved 
in this project: the Industries and Pesourcs Bureau (T ID), the United 
States Relations Bureau (URD), and General Trade Policy Bureau (EPD). 
The Energy, Transport and Science Bureau (ETD) and agricultural trade 
policy divisions could be affected or involved. Intra and 
interdepartmental discussions will also take place. Meetings will be 
held with industry and the provinces to Obtain views on the possibility 
of limited free trade in certain sectors. The analytical work on 
indiviciml sectors will cover the strength and weaknesses of the 
Canadian industry; existing trade barriers, their impact and the 
effects of their removal; US interests; the implications of bilateral 
liberalization for Canada and the US; international Obligations; and 
the form and "security" of any limited free trade arrangement. Various 



sectors will be examined to determine the desirability, negotiability, 
and acceptability of establieing a free trade area. Once the study of 
individual sectors has been completed, Ministers will receive an 
assessment memorandum explaining the advantages and disadvantages of 
proceeding with negotiations on limited free trade. If it is decided 
that a certain sector should be the snbject of negotiation, a team 
would then  net  USA, officials. If negotiations are successful, the two 
Governments would presumably wiah to consult the GATT to obtain its 
agreement on any bilateral trade concessions of a preferential or 
discriminatory nature. 

Officials have identified a range of trade barriers, the removal of 
whidh in the conteetof bilateral sectoral liberalization, could be in 
Canada 's interest. These inclue Govermentercurerent restrictions 
whidh are important in both the urban mass transit and steel sectors; 
and tariff and escape clause action both of which are particularly 
significant in the steel sector. 

IMPLEMENTATION CONSIDERATIONS: 
The Departments of Regional and Industrial Expansion and Finance will 
be involved in the work on all sectors; other departments sudh as 
Agriculture and Catmunications will be consulted about specific 
sectors. It will be necessary to obtain the Approval for eadh 
discussion paper on eadh sector frail the ADM United States Brandh, the 
interdepartmental trade policy committee, industry and the provinces. 
Ministers will take the ultimate decision regarding whether or not to 
negotiate a free trade area with the United States. In eadh case, the 
industry will be consulted early about the desirability of 
liberalization in a particular sector. The provinces will also be 
consulted about the possible provincial trade barriers sudh as 
government procurement. American officials will be approadhed 
informally regarding the negotiablity of certain issues, and 
information will be gathered on US interests with respect to certain 
sectors. The Canadian Ebbassy in  Washington will be involved in the 
prcject providing information and liaising with the US administration. 
The other Canadian posts in the United States will possibly be asked to 
obtain the views of American industry sectors in their regions. Any 
changes resulting from the studies will be put in place through 
bilateral agreement. 

Ladk of resources, whidh are now being borrowed for this project, and 
inadequate cooperation fram all those to be consulted could affect the 
successful completion of this project. Other important factors that 
could hairper this project are as follows: Canadian industry not 
interested in liberalizing in certain sectors; provincial government 
unwilling to remove provincial barriers; US interests opposed to 
negotiating limited free trade in certain sectors; and, the GATT 
opposed to sectoral free trade between Canada and the United States. 
If this project were delayed, it would mean that Canada might miss 
opportunities, to determine whether or not in the steel or the urban 
mass transit sectors there are real prospects for limited free trade 
with the United States. 
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MAJOR STEPS AND TIMING: 
1) Memorandum to the Minster of State (International Trade) reporting 

on work to date and work plans, Novedoer 17, 1983; 
2) Discussions with provincial officials Dec. 6. 
3) Memorandum to Ministers on the steel sector, Jan. 31, 1983; 
4) Memaranchrato Ministers cn the urban mass transit sector, January 

31, 1984: 
5) Analytic work on other sectors 1984/85 

NOTE: 
Consideration will be given to the possibility of describing a second 
phase of this project far 1984/85. 

RESOURCE SUMMARY: ($000) 
Dollars inclue salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJDZT 	Future  
PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .5 	30 
i 
New  

t 	- 
Total DireCtCosts 	.5 	30  

Indirect Costs 	_ 	 .2 	15  

NCTE: 
- The work involved in 1984/85 and beyond cannot be estimated at this time 

because it depends upon several factors that will only be known later in 
this fiscal year. 

The indirect costs are very difficult to determine. As noted above, 
consultations are neomesarywith several government ceficials and 
depending upon the sectors, with many industries. The amount of time 
these consultations will take cannot be forecasted. 

BENEFITS: 
(a) This 	should provide Ministers with the information required 

on eadh sector to make k sound decision as tx)lehether or not Canada 
should proceed with negotiations on sectoral arrangements with 

OD) If sudh negotiations are successful and a sectoral arrangement were 
put in place, several economic benefits would result (e.g., 
increased and mare secure trade, greater efficency and lower 
coets/prices). 

Project Officer 	 Date 

1 	. 1 1 r 

Project Manager- 
-, 
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DEPARTMENTAL PROGRAMS AND OPERATIONS  



INTERNATIONAL TRADE DEVELOPMENT  



EXTERNAL AFFAIRS MANAGEMENT IMPROVEMENT PROGRAM  

INTERNATIONAL TRADE DEVEIDPMENT BRANCH(TFB)  

The following are the projects from this Branch which form part of the 
External Affairs  Managent  Improvement Program. 

International Generic Fish Promotion 

PEND  System Improvement (MIS Project) 

Review of PEND  Program Eesign (TEP/CMD shared project) 

Eefence Import Contract System (MIS Project) 

. Export Market Development Plans 

Cost Recovery Technical Assistance 

Priorization of Manufacturing Sectors 

Trade Program Methods of Monitoring and Measuring Effectiveness 
(CME lead) 

Evaluation of Program Eelivery Abroad: 
Inntigration Program and Tourism program (CME lead) 

Date 	 R.C. Anderson 
Assistant Deputy Minister 

=MOM 



International Generic Fish Promotion 

EAMIP PROJECT NO. TF01  

TITLE 

RESPONSIBILITY 	Project Manager: R.J. Horne, (TAF) 
Projeict Officer: Tb be appointed (TAF) 

PRESENT SITUATION: 
a) Cabinet.  has accepted a recommendation by the Kirby Task Force to 

provide $28 million over five years for generic promotion of 
groundfish and herring products. The objective is to expand the 
average consumption of these products, particularly among  North 
American consumers. 

b) An Interdepartmental Committee (DFO/EA) has been established to 
develop, implement, manage and evaluate the results of this 
program. DFO has specific responsibilities for domestic, and EA 
for international promotions. 

c) An Industry Advisory Committee has been established in Boston 
composed of senior managers of Canadian subsidiary companies 
operating in the USA, together with officials from the Post and 
fram Ottawa. 

d) The domestic portion of the program is basically ready, consumer 
research has been completed, agencies have been appointed, 
promotional material developed and the program should be 
operational early in 1984. The international phase is considerably 
behind the domestic being only at the consumer research stage. In 
this regard, arrangements are underway to acquire and analyze a 
major data base collected by the United_States' National Marine 
Fisheries Service. The results of the data analysis, contracted to 
a consultant under a PEMD project, should provide the basis for the 
generic program in the United States. Ebrk should then proceed to 
the identification of an advertising agency, development of 
promotional material and implementation of the USA phase by the 
fall of 1984. 

OBJECTIVE:  
Tb increase the per capita consumption of fish product in North America 
by approximately 4%, ce one-half pound per person. Market growth in 
this range, combined with improved market penetration by the Canadian 
industry, should handle the projected increases in landings (cod 
particularly) on the Canadian Atlantic coast. 

DESCRIPTION:  
Cabinet has accepted a recommendation of the Task Force on Atlantic 
Fisheries to commit $28 million phased over 5 years to fund a campaign 
of generic promotion of Atlantic groundfish and herring products in 
North America and Europe. The funds are being allocated ($4 million in 
this fiscal year) to the Department of Fisheries and Oceans. It has, 
been agreed between Fisheries & Oceans and External Affairs that the 



two Departments will cooperate in the management of the generic 
program. Approximately 25% of the funds will be spent in Canada under 
F&O management, while the remaining 75% will be spent for international 
promotion under External Affairs management. Interdepartmental and 
government/private sector committees have been established in Ottawa 
and Boston to examine possible means of promotion and recommend optimum 
use of government funds. There is an urgent need, however, to 
establish a management system in order to ensure effective 
decision-making regarding project selection and allocation of funds and 
to monitor and evaluate the program so that appropriate adjustments can 
be made to improve its effectiveness throughout its life. Program 
delivery will be through the private sector, e.g. trade associations, 
consultants, advertising agencies, etc. 

This project, together with the $20.5 million PEND  funds earmarked for 
fish, should develop an annual increase of 25% ($225 million) in 
exports of fishery products by year 5 of the program. Success of the 
project should be evaluated against the build-up to this increase in 
exports. 

IMPLMENTATION CONSIDERATIONS: 
The generic fish promotion will be related to the new PEMD Fish section 
which will be supporting corporate market development. It should also 
be tied in with the Fairs and Missions  Program, particularly as regards 
the United States. The approval of projects within the program will, 
based on the advice of the Industry Advisory Committee, be taken by the 
Interdepartmental Committee (DFO/EA). The Posts in the United States 
will have inputs to the decision-making process through the Boston 
based Industry Advisory Committee. Assistance will be sought from the 
PtuyLam Evaluation division. 

MAJOR STEPS AND TIMING: 
1. Completion of the analysis of the data base. 	March 1984. 

2. Development of plans and priorities, processes, 
procedures, expenditure schedules and controls 
for the management of the project. Mardh 84. 

3. Development cf the evaluation indicators for 
assessment of the project. 

4. Selection of advertising agencies 

5. Approval of the promotion program for the 
initial year. 

6. Launch of program - Sept./Oct. 1984. 

7. Evaluation of the effectiveness of the program 
for the initial year and each subsequent year. 

8. Revise & adjust program based on evaluation of 
results. 

9. Final Assessment of the program. 

March 84. 

April 1984. 

July 1984. 

Sept/Oct.84. 

Ju1y/Aug.85 
to 1989. 

Each 
September. 

Sept/Oct.1989. 



RESOURCE SUMARY:  ($000) 
Dollars include salary, operating and capital. 

	

, 	 . 
'10 	TOTAL 

83/84 	84/85 	85/86 	cxreizrE 	PROJECT Future  
PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 0.2 	14.2 	0.5 	27.5 	0.5 	28.0 	1.0 	55.0 	2.2 	124.7 	0.5 	25.0 

New* 	 1.0 	66.0 	1.0 	71.6 	3.0 	225.0 	5.0 	362.6 	13.5  

Total Direct Costs 	0.2 	14.2 	1.5 	93.5 	1.5 	99.6 	4.0 	280.0 	7.2 	487.3 	0.5 	38.5  

Indirect Costs** 	0.1 	1.3 	.20 	8.5 	.20 	9.0 	.50 	25.5 	1 	44•3 	3.5 

* PY's are frozen at the moment and loolld need to be released according to this sdhelile 
if immek is to prcceed. 

** Estimate of tims required frail US bureaux and post in Boston 

Notes: 1. $28.0 million allocated for generic promotion is to be provided through the DEO 
budget. 

2. $135,000 for analysis of the U.S. data base provided through PEMD is not included 
above. 

3. Other operating costs represent travel. 

BENEFITS: 
The programwill be directed to emanding the market demand for 
groundfish and herring products, %tile the PEMDFieb secticn will seek 
improved market penetration by Canadian ccmpanies. A, successful 
implementaticu of the two pie:grams should provide markets for the 
prcdected increases in production of fish products on the Atlantic 
Coast (e.g. =I landings are projectel to increase by 50% 1987 vs 
1983). A $225 millicn annual increase to $1.1 billion in enparts to 
the United States by year five of the program is considered to be a 
reasonable target. 

Project Officer Date 

Date 
C../3  • 



EAMIP PROJECI' NO. TF02 

TITLE: 	 Prcgram for Export Market Develcpment (PEMD) 
System Improvements 

RESPCNSIBILITY:  Project Manager (TED) 
Project Officer: Nick Della Valle (TEP) 

DESCRIF'I'ION: 	See MIS Secticr: 



EA11P PROJECT  D.  TF03  

TITLE 	PEMD: Evaluation of PEMD Program Design 

RESPONSIBILITY  Project Managers: CME: I.N. Dawson 
TEP: N. Della Valle 

Project Officers:  OIE:  G. Juneau 
TEP: J. Inns 

PRESENT SITUATION  
Recently, the need to improve the financial commitment control system 
in PEMD has led to questions concerning overall program design. A 
contract has been let to James F. Hickling Partners to evaluate the 
program's structure and propose alternatives. 

OBJECTIVE  
The purpose of this study is to assess whether PEMD could be 
simplified, made more competitive with comparable -foreign programs, and 
managed in such a way as to pcovide targeted support to the Government 
economic and trade priorities. 

GOAL 
The consultants' conclusions and recœnendations will be complete by 
January 30, 1984. Subsequently, proposals concerning program re-design 
may be made to Executive Cdmmittee. A decision to introduce basic 
changes wculd require a Cabinet Memorandum. The goal wculd be to 
effect changes by April 1, 1984. 

DESCRIPTION  
PEMD was evaluated in 1980, the focus of that study being the 
measurement of incremental exports attributable to PEMD. Program 
re-structuring was not considered. However, since then the program has 
been moved to External Affairs (although delivery responsibility is 
shared with DRIE), assistance to fish marketing, and PEMD F have been 
introduced, and further assistance (to services) is planned. Questions 
concerning program structure and control have became prominent. 

The current study involves the following tasks: 

•- 

	

	Review the key arguments and data which provide the rationale 
for PEMD. 

- 	Compare PERD  to similar provincial and foreign programs. 
- 	Review PEMD to assess the feasibility, ircpact, and 

administrative cost implications of: 
• the compression of sections;  
• providing support to the service sector; 
• targetting assistance sectorally and geographically; 
• removing  or  modifying the repayment clause; 
• develop conditional forecasts of the demand for PEMD 

assistance under each program alternative considered. 



Conclusions and recamendations will be made to the Project Advisory 
Committee (CMD and TED), and to relevant senior committees, including 
Audit and Evaluation Committee. 

IMPLEMENTATION CONSIDERATICNS  
Consultation with DRIE is being maintained through the evaluation 
divisions of each department and between the PEMD office and DRIE 
regional offices. DRIE is undertaking an audit of PEMD delivery at 
regional.offices which may generate scne useful administrative cost 
information for the present study. 

Implementation of the conclusions of the study may require Cabinet 
authorization and may have financial and administrative consequences. 
However, a change to the 84/85 funding requirements is not 
anticipated at this tire. 

MAJOR STEPS AND TIMING 
As indicated above, this study will be completed by the end of January 
1984, recanmendations submitted through the departmental committee 
structure in February, and possibly, Cabinet authorization to modify 
the program could be sought in March. Quite conceivably, the need for 
further interdepartmental consultation could delay a Cabinet 
submission. Depending on the nature of the recommendations, a second 
phase of this project might be developed in TED. 

RESOURCE SUMMARY ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  
PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .3 	44.3 	 .3 	44.3 

New  

Tbtal Direct Cbsts 	.3 	44.3 	 .3 	44.3  

Inàirect Cbsts 	 - 

No new resources are required in 83/84. The need for 84/85 resources 
is expected to be negligible, but will not be known until 
February/March 1984. 

BENEFITS  
This project constitutes the first major examination of PEMD's 
structure since its inception in 1973. At the least, it will - 
demonstrate the Department's interest in assessing the efficiency and 
effectiveness of a high profile and important progran, and in ensuring 
that FEMD supports departmental priorities. In addition, the project 
yilead to an importiantigeNxisible program re-structuring 

çq:)(..4  

Date 

■74,e 
Date 



EAMIP PROJECT NO. TF04  

TITLE: 	Defence Imports CCntract System - 

RESPCUSIBIL1TY:  Project Manager: TDD,  Tan  Chell 
Project Officer: TDR, Pat Fera 

DESCRIPTION: 	See MIS Section 



EAMIP PROJECt NO. TF05  

TITLE: 	Priorization of Manufacturing Sectors L. 
RESPONSIBILITY:  Project Manager: TID 

Project Officer: Vic Lonmo 

PRESENT SITUATION: 
The management requirement is to identify those manufacturing sectors 
that should receive priority attention within TID (as the departmental 
sectoral focus) in order to satisfy the policy and program requirements 
of other trade units. Activity to date has included initial 
identification cf sector areas of apparent greatest need (e.g. autos, 
aircraft). The work that now needs to be  dore  is liaison and 
priorization with geographic bureaux. 

OBJECTIVE:  
Better utilization of resources; more effective coordination of 
sectoral activities cutting across departmental units; and 
strengthening of the department's capability to participate effectively 
in the domestic policy and program formulation process. 

GOAL: 
To ascertain, by March 30, the needs and expectations of geographic and 
functional units with respect to manufacturing sectors in support of 
their activities. 

DESCRIPTION:  
The approach will be a survey of management requirements particularly 
in geographic and trade policy areas through discussions. The major 
participants are the DGs and Directors in the geographic areas. The 
product/result is provision of a stronger integration of geographic and 
sectoral priorities on policy and program activities and a priorization 
of limited sectoral resources. The outcome for those outside TID 
should be enhanced availability of appropriate sectoral and commercial 
knowledge and an analytical base as a support function particularly for 
geographic bureaux. Success of the work will be judged by the degree 
of consensus achieved and the extent to which closer ties develop 
particularly between TID and geographic units. 

IMPLEMENTATION CONSIDERATIONS: 
Primary objectives of TID are to contribute to the strengthening of the 
department's capacity to coordinate and integrate sectoral trade 
related activities of domestic departments and to liaise with 
geographic bureaux concerned in respect of major trade policy and trade 
development activities related to resource, manufacturing and high tech 
industries. Approval will be by TFB. Consultations will be held with 
each geographic bureaux. The information requirements are basically 
management assessment of greatest sectoral needs. Posts will not be 
directly involved though post work pLoyLams will be analyzed. 



Implementation will take place in the context of the ongoing work of 
the Bureau. The main ccostraint is the extent to which there may not 
te a mutual perception of usefulness of identifying priority 
manufacturing sectors. Delay of the project would mean uncertainties 
as to the ability cf TID to effectively contritute to the achievement 
of the stated departmental objective in respect of sectoral 
activities. 

MAJOR bltkb AND TIMING: 

Consultation 	 Date 
Africa & Middle East 	 Week of Jan. 9 
Asia & Pacific 
U.S. 	 Jan. 16 
Europe 	 Jan. 23 
Latin America & Caribbean 	 Jan. 30 
Complete Review of Post Wbrk Program 	 Feb. 6 
Finalize priority listing 	 Feb. 13-27- 
Review and approval 	 March 30 
Implementation will be part of the ongoing work of 
Bureau following the pattern of priorities agreed April 84 
to with the geographic Branches. 	 onwards 

RESOURCE SUMMARY: ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 .1 	5.0 	 .1 	5.0 

New  

Tbtal Direct Costs 	.1 	5.0 	 • 	 .1 	5.0  

Indirect Costs 	• 	.1 	-5.0 	 , 	.1 	5.0 

BENEFITS: 
Ensure close coordination of sectoral and geographic trade activities: 
Better 	 of 

- grea est e/re+ 	 oherence and 
Department' imi 	71::

of sectoral expertise, policy c 
;594és will be focused towards those sectoral 

area  
operati. •  œo  , inatio54 

11 	= • ' departmental capacity to coordipate and integrate 
sector, 

and prcgreza 

Date - 
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EAMIP PROJECT NO. TF06  

TITLE:  Export Market Development Plans 

	

RESPONSIBILITY:  Project Manager: 	TE A,- J.M. Hill 
Project Coordinator: N.P. Godfrey 

	

Project Officer: 	(to be determined) 

- PRESENT SITUATION:  
Export Market Development Plans were approved by Cabinet in 1980 as 
part of Canada's Export Strategy for the 1980's  and represented a 
departmental response to a number of concerns raised by the Hatch 
Report. Tb develop a list of priority countries to be the target for 
special export promotion resource allocation, an analysis was made of 
those countries representing markets of unusual export opportunity as 
evaluated against Canadian supply capability. A list of fifteen 
countries was developed and has been expanded since to nineteen to 
include the U.S.A and all the ASEAN countries. 

The initial series of Plans, covering Mexico, Australia, Korea, Brazil, 
Norway and Japan, were produced between April 1981 and December 1982. 
The length of these early plans, as well as the excessive time in 
preparation, prompted criticism fram the Auditor General. 

An internal evaluation of the Plans' effectiveness was reported to MT 
in October 1982 following recommendations contained in the Auditor 
General's report. Revisions to format and content were made to neet 
these concerns, as well as the adoption of inprovements to the process 
of consultation with various end users in the provincial governments 
and private sector. These recommendations were substantially 
implemented in 1983 with the publication of the French, German and 
Saudi Arabian Plans. However, the issues of timeliness and relevance 
of the Plans' content to the private sector, together with the pace at 
which the Plans have been produced, remain outstanding. 

More specific user feedback on the relevance and utility of the first 
six Plans was sought during the summer of 1983 through the circulation 
of a questionnaire by TE  A to some 750 users. The return of over two 
hundred responses represented a high response rate and peovided a 
useful basis of data on which consultations can be drawn. 

In order to improve the Program, changes to the market development 
approach have been approved in principle by the ADM, International 
Trade Development Branch. These changes apply to the scope, relevance, 
timing, publication, responsibility, and description cf the documents. 
Although the document now being produced may, on the basis of 
consultation with the geographic bureau, continue to provide the basis 
for market development planning considered appropriate by each bureau, 
the documents may not include information on detailed action plans, the 
publication of which has been criticized. 



At the same time, a work program has been established to revise the 
priorization of world  markets. Market priorization is essential for 
the allocation of trade development resources for such programs as 
P.P.P. and P.E.M.D., the definition and implementation of basic core 
marketing service and information programs covering all countries and 
updating the current publication schedule for future country narketing 
documents. 

OBJECTIVE  
The objective of this project is to identify effective ways of advising 
Canadian exporters of viable sectoral opportunities in priority export 
markets and to meet the concerns of the Auditor General's Report. 

GOAL 
a) Review and assess recent program developments and initiatives 

against the recommendations cf the Auditor General's Report, and 
b) Obtain the services of a CS or equivalent to pluyLduL and evaluate 

the questionnaire returns. 

The completion cf these two elements may facilitate the development cf 
a revised scheduling process. 

DESCRIPTION  
The scope cf this project is the analysis of inputs received fram users 
of the Plans. The results of the project will be used to adjust the 
scope, relevance, timing, publication, responsibility and description 
of the Plans. The project will have been deemed successful if future 
export marketing documents for priority countries can be judged to be 
effective by Canadian exporters. 

IMPLEMENTATION CONSIDERATION  
With the completion of this project in the short term (3 months), and 
with anticipated changes in country priorization (5 months), it is 
anticipated that future marketing documents will reflect greater 
effectiveness in their scope, relevance, timing, publication, 
responsibility and description. The changes will be adopted in the 
Export Marketing Bureau in consultation with the appropriate trade 
development divisions. Delays in the completion of this project will 
set bad( the adoption cf improvements to the documents currently in 
preparation. 

MAJOR STEPS AND TIMING  , 
It is essential that goals (a) and (h) be undertaken at the same time 
to arrive in three months with appropriate proposals which can be 
incorporated in the marketing documents already in preparation. 

RESOURCES  
It is anticipated that a consultant will be able to complete this 
project within three months. When reviewing the questionnaire survey 
responses, it is critical that the consultant selected possess 
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computer services or equivalent capabilities. Existing program funds 
will te drawn on in the event that a consultant is enlisted and 
computer time is used to store and ranipulate a United volume of 
questionnaire data. 

RESOURCE SUMIARY: ($000) 
Dollars include salary, operating and capital 

TO 	TOTAL 
83/84 	84/85 	85/86 	CCMPLETE 	PROJECT 	nature  
PY 	$ 	PY 	PY 	$ 	$ 	- 	PY 	$ 	PY 	$ . 

EXisting 	 .1 	25.0* 	.2 	20.0e 	 .3 	45.0 	.3 	45.0 	** 

New  

'Dotal Direct Costs .1 25.0 .2 20.0 .3 45.0 .3 45.0  

Indirect Costs 

* Includes dollars for consultant assistance 
** Additional PY requirerents have been requested in the Divisions MYOP 

submission: 3 py's and $150.00 in 1985-86, 1986-87 and 1987-88 for 
a total of 9 py's and 450.0 to implement the cmerall program. 

BENEFITS: 
The successful completion of this project will enable the sore 
effective rarketing document to reet the needs of Canadian exporters 
requiring information on priority rarkets. The geographic bureau wdll 
benefit from these documents as the most effective reans of focussing 
governsent export assistance reasures in priority countries. The 
process involved in producing these documents will become more 
efficient. 

Depending on the departmental priority attaChed to publiihing export 
rarket information, and the possible determination of further priority 
rarkets, access to additional resource requireirents as identified in 
previous MYDP exercises will be required. 

N.P. Godfrey 
Dep-uty Director 

W;!!= 



EAMIP PROJECT NO. TF07  

TITLE 	Cost Recovery elchnical Assistance (CRIA) Program 

RESPONSIBILITY Project Manager: TED; 
Project Officer: To Be Eetermined 
(Initial Assistance fram CCBM) 

DESCRIPTION  
In 1979 Treasury Board approved the establishment of the CRIA program 
to sell Canadian public sector expertise to foreign countries in 
support of Canadian  fi. The transfer of technology can occur either 
by bringing non-Canadians to Canada for training or sending Canadian 
experts abroad. The Program aims to support sales of Canadian goods 
and services. It also promotes better bilateral relations. 

As requested by  Th when the CRIA program was authorized, the program 
was evaluated this year. The evaluation recœrrendaticn was that the 
program should be renewed and improved by: 
- placing it on full cost recovery (including program management and 

administration costs) 
- giving it adequate resources, subject to this cost recovery through 

technical assistance agreements, 
- relocating the unit in the organization structure, 
- removing the ceiling on non-reportable PY's, 
- extending the sources of technical assistance to include private 

sector expertise, 
- defining the status of secondees posted abroad, 
- briefing secondees, particularly on the gathering of commercial 

intelligence. 
- having the Department take steps to further prompte  the use of the 

Program by developing countries. 

OBJECTIVE: 
The purpose of this project will be to determine the best means of 
achieving these recommendaticns and to plan their implementation. The 
first step in the project will be to prepare a Treasury Board 
submission, based on the evaluation, to seek approval for continuation 
of the program and the additional resources required to increase the 
usefulness and visibility of the program. Since the intent is to place 
the program on full cost recovery basis, the resource issue nust be 
seen in this light. 

The complete project cannot be structured until the TB response is 
known in January or February. 

TIMING: 
Project will be developed early in the 1984-85 fiscal year. Overall 
timing to be determined. 

RESOURCES: 
MD be deterndned. 1 

Project Of f leer 

Project Manager 

Date 

• Date 
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EAMIP PROJECT NO. our 

TITLE 

RESPONSIEJLITY 

DESCRIPTION: 

Trade Programs. Methcds of Monitoring and 
Measuring Effectiveness 

Project Manager: CME: I.N. Dawson 
Project Officer: TED: B. Near 

See Corporate Prccessés 



ECONOMIC AND TRADE POLICY  



EXTERNAL AFFAIRS MANAGEMENT IMPROVEMENT PROGRAM  

EOONCMIC AND TRADE POLId  
••• 

The following are the projects from this Branch which form  part of the 
External Affairs Management Improvement Program 

Economic Summitry - Critical Path  (projet  nearing completion, 
reporting in March) 

Improvement of Technology Inflow Mechanisms and Science Counsellor 
System 

STRB Pilot Project for Ad Hoc Reports 

Redesign of the Import Permits Processing System 

Improvement of the Administration cf the Import Quota Allocation 
System 

Preparations for Re-negotiation of GATT Agreement on Government 
Procurement 

GATT hbrk Progranue 

Canadian Participation in the Harmonized System 

Government Participation in Int'l. Commodity Agreements 

Study on Trade in Services 

Management of Relations with OECD 

2?  Afzte /fic 
ILE. Latimer 	 Date 

Assistant Dputy Minister 
EccncuLic and Trade Policy 

1 



EAMIP PROJECT NUMEER EF01 

TITLE: 	 Eccncmic Summitry - Critical Path 

RESPONSIBILITY: 	Project Manager: EER 
Project Officer: 

Project nearing catpletion, reporting in March 



EAMIP PROJECT NO. EF02  

Improvement of •›chnology Inflow 
Mechanisms and Science Cbunsellor System 

TITLE: 

RESPONSIBILITY:  Project  Manager: D.W. Campbell, ETD 
Project Officer: 	S. Ebolcambe, ETS 

PRESENT SITUATION:  
In the past two to three years, the intensity cf concern has increased 
dramatically over Canada's vital economic need to adapt new 
technologies to Canadian industry. This concern is reflected, inter 
alia, in the federal governments' new technology policy. 

At the same time has emerged a clear and general perception that more 
should be done by the government, and notably by External Affairs, to 
facilitate the gathering and transfer of technological information from 
sources abroad. (It has been persuasively noted by the Economic 
Council of Canada and others that Canada produces only 2 to 4 percent 
of the world's technology and thus we should maximize our access to the 
remainder.) Questions have been raised about the adequacy of 
arrangements and resource levels applied by External to ensuring the 
inflow and distribution in Canada of information from abroad, including 
the system of science counsellors. Me now have six science 
counsellors placed in embassies in key developed country capitals 
reporting on these matters to ETS.) The Science Council of Canada 
(SCC), with External's support, is undertaking a major study of this 
very question. Also a three-day "science counsellors' workshop" in - 
NOvember 1983, chaired by DMT, the Secretary cf MCSST and the SCC 
Chairman, and including 130 government and private sector 
representatives, concluded that External's science counsellor resources 
as well as its home base should be strengthened. 

In response to this situation, External (ETECTS) is planning a number 
of steps to improve the arrangements and to increase our resources. 

CSJECTIVE:  
The objective of this project is to improve External's mechanisms in 
Ottawa and at posts abroad (notably the science counsellor system) for 
facilitating the inflow cf foreign technological information and its 
distribution to Canadian private and public sector users. 

GOAL: 
'lb introduce a nimber of administrative improvements in the process cf 
collecting and distributing technological information from abroad and 
to increase judiciously resources abroad (notably science counsellors) 
and in External. 



DESCRIPTION:  
a. Qualitative Improvements  

While we will actively continue to identify variousways and means 
of improving the system, the following specific actions are 
proposed at this time: 

- develcp more specific guidance to posts abroad  on  which 
information is desired. This will involve reviews by posts of 
key sectors and then by respective science-based departments and 
agencies (SBDAs) of specific areas of Canadian interest within 
these sectors, both exercises co-ordinated by ETS; 

- development of a program, supported by the Catalytic Seed Fund 
(CSF), for sending Canadian experts for a few weeks to foreign 
countries to work with science counsellors in gathering specific 
technological information in selected fields and for diffusing 
the findings in Canada; 

- identify and establish a central depository of technological 
information received from posts abroad following appropriate 
distribution. Discussions are planned with the NRC's Canada 
Institute for Scientific and Technical Information (CISTI) to 
this end; 

- facilitate the establishment of a program for sending several 
experts from the NRC's IRAP program to work in specialized 
foreign technology centres for periods of bne to two years in a 
program specifically designed to increase the transfer of 
technology to Canadian firms. NRC's Industry Development Office 
will provide the p/ys and the lead; 

- establish and clarify to all concerned appropriate and most 
effective lines of reporting responsiblity and channels of 
authority between posts abroad and Ottawa, betweeen External, 
SBDAs and private sector clients and between ETS and other 
Divisions within External; 

- establish systematic  links with provincial research organizations 
(PROs) and provincial gcvernment science mànistries to ensure the 
technolcgy inflow system also responds to their needs; 

- strengthen the ICISTR mechanism (Interdepartmental Committee for 
International SandT RelatiOns chaired by ETD) for improving 
linkages between External and SBDAs in terms of enhanced flow of 
information; 
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- establish a technology newsletter. Eight issues a year are 
planned, based on information received from posts, to be 
distributed to a large list (target - 5 to 10,000) of potential 
interested Canadian users. 

b. Increased Resources 

The most frequent criticism of External's technology inflow system 
is that we have inadequate resources to do the job. (Most other 
advanced industrialized countrieà have a much larger science 
counsellor corps.) However, the issue is how much more p/Y 
strength and in which locations. Equally important as the issue of 
science counsellors (and their support staff) abroad is that of 
their home base and its piy strength and organization. As stated, 
the ultimate objective is to increase the inflow of technological 
information. This increase will (and should) vary in volume 
depending on where it is coming fram (e.g. more may came fram Tokyo 
than from Brussels). It will be necessary to review closely the 
respective and different requirements of different posts (including 
those now with no science counsellors) for increased science 
counsellor resources. In addition we will look at the 
possibilities for providing computer facilities in science 
counsellor offices to enhance efficiençy. 

IMPLEMENTATION CONSIDERATIONS: 
SBDAs through ICISTR, will be kept informed and consulted on the 
project, from beginning to end. Of special importance will be 
consultations with MOSST, NRC and the SCC. 

The qualitative components of the project (a. above) can be implemented 
by ETS without major constraint or, by and large, need for further 
approvals. Conclusions arising out the review of needs for increased 
resources (b. above) will need approval fram External management, 
ICISTR, and quite possibly Cabinet Committee and Treasury Board. These 
conclusions moreover should be arrived at in close conjunction with the 
conclusions of the aforementioned SCC study with which we must stay in 
close touch at all stages. The SCC study should be supportive of the 
implementation of this project. 

MAJOR STEPS AND TIMING: 
Jan to July/84 	 further development and implement 

qualitative components (a) 

Feb to July/84 	 review of need for increased 
resources (b) 

July to Sept/84 	 approval of findings, including 
likely increased resources 

Post- Sept/84 	 implementation of increased resources 



.Project Ma/Lager 

/ 
,;7 1-€ 4  

RESOURCE SUMmARY:  ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 2.5 	125.0 

New 	 *30.0  

Total Direct Costs 	 155.0 	 '  

Indirect CostS 	, 	 h 
. 

* This figure could represent the cost of the services cf a consultant 
who would examdne the system and make recommendations cn appropriate 
organizational changes and resource levels. He would necessarily stay 
in close touch with the SCC survey and work very closely with ETS. A 
very able, well informed individual, familiar with government 
orgainzation and broadly knowledgeable in the areas of 
goverment/industry links and international technology trends would be 
needed. 

BENEFITS: 	 . 
External Affairswill be better able to facilitate the supply to 
Canadian private and public sectorusers of information on foreign 
technology developments, essential for Canadian economic and social 
developnent and to respond actively and positively to the increasing 
complaints regarding our inadequacy in this regard. 

leeeee440, /set 
Project Officer 	 Date 

4 
Date 	 " 



EAMIP PROJECT N3. EF06 

TITLE: 	 STRB Pilot Project for Ad Hoc Reports - 

RESPONSIBILITY:  Project Manager: G. Simard 
Project Officer: 

DESCRIPTION: 	See MIS Section 

EAMIP PROJECT NO. EF07 

TITLE: 	Redesign of the Import Permits Processing System 

RESPŒISIBILITY:  Project Manager: ESC; Mr. G. Simard 
Project Officer: ME'S;  J.  Rogers 

DESCRIPTION: 	See MIS Section 



TITLE: 

EAMIP PROJECT NO. EF08  

The Improvement of the Administration of the Import 
Quota Allocation System 

RESPONSIBILITY:  Project Manager - Campbell Stuart (ESF) 

Project Officer: International Trade Officer, 
ESF  (rot  yet appointed) 

PRESENT SITUATION:  
The Department's import quota allocation system (based on historic 
performance) needs improvement in control mechanisms and information 
flow as well as greater equity in dealing with the business community. 
Some companies in receipt of quota may not be carrying on the same 
business and so ie import permits may not be used. Better feedback from 
Custom's on permit utilization could-be affected. There may be other, 
more equitable, methods for allocating quotas, than historical 
performance, such as auctioning or phased roll-over. 

The current system, even if appropriate for the present, probably 
should not be perpetuated indefinitely. This applies particularly to 
quotas on same agricultural products, which do not appear likely to be 
terminated for decades. There is evidence of "fiddling" under the 
present system. Resources have not permitted dealing with this 
problem  The  study could suggest ways of inhibiting abuses, including 
the possible use of administrative sanctions such as the reduction, 
suspension or cancellation of quota allocations. 

Greater transparency in administration would be desirable so that the 
business community could have a clear understanding of the quota 
allocation and permit issuance systems. Experiences of other countries 
in the administration of import quotas would be valuable inputs to the 
consideration of possible improvements. 

OBJECTIVE:  
Improve the management of import quotas to provide greater equity in 
allocation, tighten administration to minimize loopholes, enhance 
efficiency, effect resource savings, increase transparency and Improve 
relations with the private sector. 

GCALS: 
The study would result in recommendations for improvements and propose 
an implementation plan. Included would be possible alternative 
approaches aimed at a more equitable and rational distribution of the 
economic rent associated with quotas, sa me of which could accrue to the 
Crown. 



DESCRIPTION:  
STRES programs will be primarily impacted by the study but there could 
be implications for Canada's trading partners, particularly the U.S.A., 
EEC and low-cost suppliers. Our GATT obligations would also be 
relevant. DPW/AD/11D and geographic bureaux would be consulted and 
could be affected. The approach, methodology, analysis and major 
activities associated with the Study will need to be fleshed out in 
light of the issues raised under Present Situation. There will need to 
te consultations within the Department, with Agriculture, National 
Revenue, Finance, MUD, the private sector and other countries. 

The prodUct/result will be substantive rather than process management. 
There could be revenue generated if an auction process is adopted. A 
new system may neke for more complexity but this could be offset by the 
new computer program being put in place in the same time-frame. 
Clients in the private sector would benefit from greater transparency 
and there could be a more equitable and rational distribution cf the 
economic rent. Provision for assessment - it will have to  te  seen if a 
modified system meets the objectives. A second, implementation stage, 
would provide a basis for assessment. 

IMPLEMENTATION CONSIDERATIONS: 
There will be a relationship with the trade policy people in the 
Department in the GATT field and in the agricultural sector. DRIE, 
Agriculture, Finance and National Revenue will . have an interest and 
would be asked to provide information - e.g. on the implications of an 
auction system for quotas. At same stage the Minister's private sector 
Advisory Committees on Textiles and Clothing and on Footwear would need 
to be consulted as well as groupings of private sector interests on 
other products. Consultations would also be held with the interested 
divisions and departments and others noted above. Final approval for 
implementation would be for Ministers. Posts would be involved only to 
the extent of obtaining information on other countries' practices and 
in arranging appointments for officials. For the project to be put in 
place there would need to be briefings for the private sector, Notices 
to Importers, National Revenue Notices and guidance for Agriculture 
Inspectors. Resource constraints will affect the successful completion 
of the project. Delaying the project would defer neeting its 
objectives. 

MAJOR 	STEPS AND TIMING: 
If staff is available it would be assigned in June 1984; the Project 
Officer would then develop a work plan including milestones. 

• 
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RESOURCE SUMMARY: ($000) 
Dollars include salary, operating and capital. 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	FUture  
PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 

New 	 .75 	45.0* .50 	30.0*  

Total  Direct Costs 	-  

Indirect Costs 

* Inclues estimated travel funds. 

BENEFITS  
Improvements in the quota issummoe process could enable noce efficient 
use of the computer issuing system and minimize abuses. An ability to 
transfer unused or improperly  us  ed quotas and/or the introduction of an 
auctioning or a phased roll-over systenwould provide a more rational 
and equitable distribution of the economic rent associated with qpotas, 
se of which could accrue to the Crown. Greater transparency and 
understanding of the systantdould impact favourably an the private 
sector and should reduce the number of enquiries and complaints nad 
received. 

ProjIwt:Cificer 	 Date 



EAMIP PROJECT NO. EF09  

Preparations for Renegotiation of GATT 
Agreement on Government Procurement 

TITLE: 

RESPONSIBILITY:  Project Manager - J.M. %ekes, EPD 
Project Coordinator - R.G. Wright, EPG 

Project Officer - to be determined, see resources 
section 

PRESENT SITUATION:  
The GATT Agreement on Government Procurement provides that parties 
shall enter into further negotiations before the end of 1983 to improve 
the Agreement and to expand its coverage. It is in Canada's interest 
to take part in the negotiations because of the potentiàl benefits that 
will accrue. In February 1983 the Government Procurement Committee 
agreed to initiate preparatory work for the negotiations. The work 
programme, in which Canadian officials have participated without 
prejudice to Canada's eventual position, involved the collection and 
exchange of statistical information to develop a factual basis for the 
negotiations. In November 1983 the Government Procurement Committee 
agreed to open the formal negotiations and established procedures and 
an indicative timetable. The substantive negotiations are scheduled to 
begin in February 1984 and continue for several years. 

OBJECTIVE:  
The objective of this-project is to ensure that the Canadian position 
for and participation in these negotiations is well prepared and well 
done. 

GOAL: 
In developing Canada's negotiating position it will be necessary (a) to 
prepare a detailed assessment of the operations and benefits of the 
Agreement; (b) to develop specific negotiating objectives through the 
identification of our export interests; (c) to develop Canadian request 
and offer lists including, possibly, the Crown corporations and 
provincial entities; and (d) to address the question of contractual 
arrangements between the federal and provincial governments in the 
event that provincial entities are to be covered. 

DESCRIPTION:  
The Government Procurement Committee identified several elements for 
inclusion in the work programme: expanded entity coverage, service 
contracts, leasing, lowering of the threshold, elimination of specific 
derogations, and the introduction of a self-denial clause. The desired 
result of the negotiations is the expansion of coverage of the 
Agreement to include foreign government entities that purchase products 
for which Canadian industry is competitive internationally e.g. 
telecommunication, power generation and transmission and surface 
transportation equipment. What Canada obtains in the negotiations will 
be a function of what we are prepared to offer to our major trading 
partners in the way of greater entity coverage; hence, the need to 
prepare thoroughly and to consult with federal Crown corporations and 
the provinces. 



IMPLEMEMATICN CONSIDERATIONS: 
This work will entail extensive consultations with the geographic and 
trade development divisions of this Department, our posts abroad, other 
departments (e.g., Supply and Services, DRIE and Finance), federal 
crown corporations, the provinces and the private sector. Ministers' 
concurrence will be required on the general position to be adopted. It 
is anticipated that Ministers' guidance will also be necessary on 
specific issues during the negotiations. Depending upon their outcome, 
it is likely that considerable work will be involved in implementing 
the revised agreement, particularly if provincial entities are to be 
covered. Delay of this project would adversely affect the quality of 
Canadian participation and could jeopardize the achievement of the 
desired results. If EPG does not obtain the new resources it requires, 
this project, as currently designed, cannot be carried out 
efficiently. 

MAJOR Saleb AND TIMING: 

February 1984  
1. COmplete initial governmental assessment of possible governments 

to Agreement. 
2. Finalize Memorandum to Ministers seeking authority to engage in 

negotiations and, in particular, to propose improvements to 
Agreement. 

3. Initiate study on value and types of services acquired by 
government entities and study methods used to acquire such 
services. 

4. Identify candidates for service "Pilot Studies". 
5. Letter from Minister Regan to provinces advising than  of progress 

to date and proposing consultations in March/April on province by 
province basis. 

6. Letters from DMT to major crown corporations advising them of 
progress to date, identifying contact point in Ottawa and asking 
for other views, in writing, prior to consultations sometime in 
April or May. 

7. Initiate specific sector studies in key areas such as 
telecommunications power generation, surface, transportation, to 
identify Canadian interests in negotiations. 

8. Continue assessment cf operation cf Agreement to date and 
potential benefits for Canadian exporters. 

March 1984  
9. Begin preparation of possible "Request List" of entities for 

inclusion in Agreement. 
10. Identify possible initial Canadian response to anticipated 

requests by other signatories. 
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11. Letters from Minister Regan to key industries advising than  of 
progress to date, identifying contact point in Ottawa and asking 
for their views in writing before the end of May. 

12. Complete examination of forms of contractual arrangements between 
the federal and provincial governments in the event that 
provincial entities are to be covered. 

13. Complete assessment of operation of Agreement to date. 
14. Finalize Canadian position for Abril 10-12 Committee Meeting 

including Canadian proposals for improvements in Agreement and 
initial canadian response to proposals presented by other 
signatories. 

April 1984  
15. Meeting of Committee on Government Procurement April 10-12. 
16. Initiate first round cf consultations  with key provinces with view 

to developing consensus on proposals for improvement and to 
identify principal interests in consultations to broaden entity 
coverage. 

17. Begin peeparation of second Memorandum to Ministers advising of 
results of discussions to date on improvements and identifying 
possible Canadian requests. 

18. Complete sector studies. 
19. Initiate first round of consultations with key crown 

corporations. 

May 1984  
20. Ctmplete first round of consultations  with provinces. 
21. Assess initial replies fram Canadian industry and, as required, 

set up consultations. 
22. Ccmplete first round of consultations with key crown 

corporations. 
23. Ccmplete second Memorandum to Ministers, including possible 

Canadian request list. 

Jure  1984  
24. Begin preparation of possible Canadian response to requests 

submitted by other signatories. 
25. Meeting of Committee on Government Procurement June 20-22. 
26. Submit request lists. 
27. Established and set further major steps and timing developed 

during the preceding months. 



RESCURCE SUMMARY: ($000) 
Dollars include salary, operating and capital. 

. 	 _ 
TO 	TOTAL 

83/84 	84/85 	85/86 	CCMPLETE 	PROJECT 	Future  
PY 	$ 	PY 	$ 	- 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 0.5 	30.0 	0.5 	30.0 	0.5 	30.0 	 1.5 	90.0 	0.5 	30.0 

New 	 2.0 	100.0 	1.0 	50.0 	 , 3 	150.0  

Total Direct COsts 	0.5 	30.0 	2.5 	130.0 	1.5 	80.0 	 4.5 	240.0 	0.5 	30.0  

Indirect Costs 	, 	- 	- 	- 	 - 	 - 

N.B.: This project is currently being handled by one officer who can 
devote roughly one half of his time to the work required. 
Given the extensive and complex preparations involved, 
resources currently earmarked for this project are 
insufficient. Tb prepare thoroughly for and to conduct these 
negotiations to maximize Canadian interests, an additional 2 
person-years will be required. 

BENEFITS: 
A successful outcome ce the negotiations would =tribute importantly 
to opening potential new markets  for a range of Canadian products, 
through the reduction or elimination of restrictive buy-national 
procurement practices. The size of the potential markets opened could 
amount to hundreds of billion ce dollars. 	• 

Because the benefits of the new Agreement are only,  open to those 
countries that take part in the negotiations, it is to our advantage to 
participate and thus to promote the attainment of Canadian interests. 
Otherwise, Canada could be excluded fran the potential benefits. 

Further benefits will be the increased transparency of the Agreement 
and better statistical information exchange that will enhance Canada's 
trade prospects with other GATT contracting parties. 

Project Officer 	 Date 

Project Manager 	 Date 



TITLE: 

EAMIP PROJECT NO. EF10  

GATT Work Programme - New Round of Multilateral Trade 
Negotiations. 

RESPONSIBILITY:  Project Manager - J.M. Weekes, EPD 
Project Cbordinator -  R. G. Wright, EPG 

Project Officer - to be determined, see resources 
section 

; 

PRESENT STTUATION:  
Wbrk on specific elements of the work programme is already under way 
and will intensify in preparation for the November 1984 session of the 
GATT contracting parties. This work will provide the basis for a new 
round of  multilateral trade negotiations  (MIN) in 1985-86. 

The GATT Ministerial in November 1982, the OECD Ministerial and the 
Williamsburg Summit in May 1983 recognized the need to manage 
protectionist pressures so that they would not impede economic 
recovery. This need, transformed into a shared concern of GATT 
contracting parties, has provided the impetus for an new round of 
multilateral trade negotiations. 
The GATT Ministerial meeting approved a detailed work programme 
covering diverse issues varying in importance and immediacy. The work 
programme generally does not include specific provisions for 
negotiations, but sets up reviews of trade problems and the development 
of recommendations for further action. Wbrk on specific areas has 
progressed to varying degrees. 

OBJECTIVE:  
The objective of this project is to ensure that Canadian interests are 
fully identified and reflected in the work programme and the upcoming 
new round of negotiations. 

GOAL: 
Specific goals of this project are to reach a consensus domestically on 
Canadian interests for the trade negotiations, to consult the 
provinces and the private sector to ensure thattheir viewpoints a re 
taken into consideration, to develop an adequate data base and to 
establish an office cf the coordinator for the ?' TN and outline the 
roles and responsibility of that office. 

DESCRIPTION:  
As a major trading nation heavily reliant on access to foreign markets, 
Canada must not only identify and articulate its export and import 
interests, but also influence and shape the outcome of negotiations 
affecting the multilateral trading system. 
The GATT Ministerial meeting resulted in a political oammitment to 
resist protectionism and to embark upon a substantive work programme 



substantive work programme encompassing a range of issues that bear 
importantly on the multilateral trading system. This programme 
includes, inter alia, the following key elements: 

a) the negotiation of a new international understanding on safeguards; 

h) the establishment of a committee on trade in agriculture to review 
barriers affecting trade in agricultural products and to seek a 
solution to the difficult problem of subsidies affecting 
agricultural exports; 

c) the review of GATT rules affecting LDCs; 

d) the examination of problems in trade in natural resource products, 
including fish; 

e) the review of the GATT dispute settlement medhanisnu 

f) the exarination and compilation of information on trade in 
services; 

the review of all existing quantitative restrictions and non-tariff 
barriers; and 

10 the examination of the possibilities cd trade liberalization in the 
area cd textiles and clothing. 

The work programme involves a comprehensive review of current trade 
practices of the contracting parties, the identification of existing 
trade problems and the development of recarrnendations for possible 
further trade liberalization initiatives. 

IMPLEMENTATION CONSIDERATIONS: 
The GATT Affairs Division (EPG) is responsible for coordinating 
Canadian participation in this work and for initiating and carrying out 
a detailed analysis of Canadian trade interests and objectives in the 
various elenents of the programme.  This work will provide the basis 
for a new round of multilateral trade negotiations. 
Extensive and ongoing intra-and inter-departmental coordination as well 
as close consultation with the provinces, industry and other private 
sector interests will be required as the work proceeds. Other federal 
departments to be consulted include Finance, DIE, Agriculture, FANDO 
and EMR. In addition, reference to Ministers will be necessary to 
obtain guidance on Canada's position on individual issues both before 
and during the anticipated negotiations. If this project is delayed, 
Canada would not be as effective in ensuring that the GATT work 
programme addresses Canadian interests. Itib would also not be able to 
capitalize on the opportunities presented prior to and during the MTN. 
If EPG does not obtain the new resources required to conduct this 
project, the current plan will have to be altered extensively resulting 
in sone work being delayed or  dune  inadequately. 

g)  
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MAJOR STEPS AND TIMM: 
1. Letters fronMinister to key associations 

and industries. 	 March 1984 
2. Initial consultations with provinces 	 April 1984 
3. Initial consultations with private sector 	 May 1984 
4. Review of work done for Tokyo Round 	 June 1984 
5. Study of DRIE's industry analyses 	 as available, 

1984-85 
6. Examination of specific interests on a product and 	Throughout 1984-85 

sector basis. 
7. Preliminary analysis and identification of Canadian 	Throughout 1984 

interests (particularly in trade in services and 	Cdmpleted by 
in 'high tedh). 	 December 1984 

8. Initial identification of areas to be covered 
in a new round. March 1985 

N. B.  These steps and timing constitute the preparatory work. FUrther refinement-
will occur as this project is carried  œt and new steps are identified. 

RESCURCE SUMMARY: ($000) 
Dcdlars include salary, operating and capital. 

, 
TO 	TOTAL 

	

83/84 	84/85 	85/86 	ccrwœrE 	PROJECT 	Fizture  

	

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$  

Existing 	 1.0 	60.0 	1.5 	90.0 	1.5 	90.0 	 4 	240.0 

New 	 3.0 	160.0 	4.0 	170.0 	 7 	330.0  

Total Direct Costs 	1.0 	60.0 	4.5 	250.0 	5.5 	260.0 	 11 	570.0  

,Indirect Cdsts 	- 	- 	- 	 - 

EENEFITS: 
At-=.—cveparticipation in-the GATT work programme and the new round of the 
MTN will help Canada ensure that the multilateral trading environment 
remains open and is improved. Cànadian interests will also be more 
fully enhanced or protected. The results of the multilateral trade 
negotiations will be crucial to improving Canada's competitive position 
in:key  world markets. 

.Project Officer 	 Date 

fifiLà i;Lor 

. Project  Manager 	 Date 



EAMIP PROJECT NO. EF11  

TITLE: 	 Canadian Participation in the Harmonized System. 

RESPONSIBILITY:  Project Manager - J.M. Wbekes, EPD 
Project Coordinator - R.G. Wright, EPG 

Project Officer - to be determined, see resources 
section 

PRESENT SITUATION:  
The project is necessary to prepare for and participate in negotiations 
under GATT Article XXVIII. This article concerns the harmonization of 
the tariffs of our major trading partners. Preparatory work on the 
harmonized system and Canada's role in it has already begun. 

The harmonized system is designed inter alia to eliminate or reduce 
various international misunderstandings concerning the nomenclature of 
exports and thus to foster international trade. Through the 
negotiations the GATT contracting parties will be encouraged to adopt a 
common system of tariff classification and statistical information. 

OBJECTIVE:  
The objective of this project is to prepare the Canadian position for 
the upcoming GATT negotiations with a view to the incorporation of the 
Canadian tariff and the tariffs of our major trading partners into the 
harmonized system of tariff classification. 

GOAL: 
It will be necessary to review completely the Canadian tariff system, 
corposed of some 7,000 tariff items, to convert' it to the harmonized 
system and to examine in detail the proposed tariff revisions cf all 
our key trading partners to ensure that Canadian access is not 
impaired. 

DESCRIPTION:  
Negotiations are expected to begin in Geneva in mid to late 1984. 
Although the Department of Finance will lead on the revisions to the 
Canadian tariff, the GATT Affairs Division (EPG) will manage this 
Department's examination of the possible impact on Cànadian export 
interests of our trading partners' conversion to the harmonized system. 
This will involve extensive analytical work and consultation within the 
federal government and lengthy negotiations in Geneva. 

IMPLEMENTATION CONSIDERATION: 
The Department's geographic bureaux will be consulted regarding 
specific assessments of the possible impact of changes in the tariffs 
of our major trading partners on Canadian interests. The Departments 
of Finance and National Revenue will draft a Canadian tariff based on 
the harmonized system. 
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- ' 	M.deranging consultations with the provinces and 
the private sector will be required. Even if Canada ultimately decides 
not to participate in the harrcnized systan, it will be necessary for 
us to participate in the GATT negotiations relating to the Changes 
proposed by other contracting parties. If this project is not done, or 
is delayed. Canada's participation'would be inadequate and air  export 
interests would te adversely affected. If EPG does not obtain the 
resources requested (see resource summary section), the project, as 
currently planned, cannot be carried out effectively. 

MAJOR STEPS AND TIMM: 
(a) Study US tariffs 
(b) Study Japanese & EC tariffs 
(c) Review Canadian tariff 
(d) Submit results of (c) to Tariff Board 
(e) Submission of Canadian tariff proposals 

to trading partners 
(f) Renegotiate Article XXVIII 

N. B.  Revied of full tariffs of other countries 
gpx1 when they are submitted. 

RESOURCE SUMMARY: ($000) 
Dollars include salary, operating and capital. 

Feb. 84 
Nov.-Dec. 84 
Jan. 84 to Dec. 84 
over 1984 
Feb. 1985 

Mar. 1985 

is uncertain and depends 

TO 	1UTAL  
83/84 	84/85 	85/86 	CCMPLETE 	PROJECT 	FUture  
PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	FL 	$  

Existing 	 .25 	15.0 	.25 	15.0 	.50 	30.0 	 1.00 	60.0 

Ne d 	 1 	60.0 	3 	120.0 	 4 	180.0  

Total Direct Costs 	15.0 	75.0 	3.5 	150.0 	 3.5 	240.0  

Indirect Costs 	 10.0, 	50.0 	 60.0 	 , 

NOTE: It is estimated that an additional  pers  on year will be required 
in EPG over fiscal years 1984/85 and 3 PYs for 1985/86 to 
initiate, manage and complete this work. 

In addition, financial resources of at least $100,000.00 a year. 
from April 1, 1984, will likely be required to ensure that 
Canada may use the GATT Secretariat's common computer data base 
for the negotiations. 



Project/Cfficer 

ator 

Date 

144-t  
Date 

Project Manager 	 Date 
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BENEFITS:  
Canadian export prospects will be enhanced because we will be using the 
same system of tariff and statistical classification as our  key trading 
partners. This will facilitate the description and comparison cf 
exports, help eliminate or reduce certain nontariff trade barriers and 
generally foster trade liberalization. A standard nomenclature for 
exports should, in short, facilitate exporters' ability to conclude 
international transactions. 



- 

EAMIP PROJECT NO. EF12  

Government Participation in International - 
Commodity Agreements 

TITLE 

RESPONSIBILITY 	Project Manager: 

Project Officer: 

Mr. E.W. Stewart, Director 
Agriculture and Commodity 
Policy Division 
Tb be determined (see Resources 

section below) 

PRESENT SITUATION: 
Two international commodity agreements will be negotiated in 1984 
covering trade in sugar and cocoa. Canada is currently a member of the 
Sugar Agreement but  rot the Cbcoa Agreement. As a large 
importer/consumer of both commodities and, since the agreements involve 
governments of both producing and consuming countries, Canada has an 
important role to play in ensuring that any new agreement benefits 
consuming and producing countries and that any mechanisms to stabilize 
world prices in these commodities are realistic, effective, and cost 
efficient. In addition, since  Loth  sugar and cocoa are Important 
exports for many developing countries, Canada cannot absent itself from 
such international discussions or  negotiations aimed at stabilizing 
prices and export earnings of these countries. 
Work to date has been confined entirely to the sugar negotiations. A 
Canadian delegation participated in the United Nations Sugar Conference 
in May. The Conference did not reach agreement and was reconvened in 
September. Again it was unsuccessful in reaching an agreement. It is 
hoped that a further session scheduled for March 1984 will be the final 
one. An informal meeting cf key countries is scheduled for London 
during the second half of January. The preparatory work for a United 
Nations negotiating conference on cocoa in May lies ahead. 

OBJECTIVE: 	 - 
To negotiate, if appropriate and feasible, an international commodity 
agreement involving both producing and consuming governments aimed at 
stabilizing the world price of the commodity. 

GOAL: 
rsif.able international agreement on sugar by the end of March and on 
cocoa by the end of May 1984. Tb assess the usefulness of a form of 
project management in this context. 

DESCRIPTION:  
A.  Formulation of the Canadian position for the negotiations. This 
involves the preparation of a Discussion Paper containing factual and 
analytical infonnation on the commodity such as: 
- world distribution of production, consumption and trade; ,  
- characteristics of the market mechanisms and distribution systems; 
- nature of Canada's commercial involvement with the commodity; 
- relationship of Canadian private sector with suppliers, customers, 

and competitors; , 
- political relationship between Canada and other principle producing 

and consuming countries; 
- Canadian policy objectives for the sector producing/consuming the 

commodity; 

I 	Î 

effll 



- examination of problems facing international trade in the comodity; 
- assessment of the suitability of the present or proposed mechanisms 

to stabilize world prices; 
- financial implications of Canadian participation and an examination 
of the means of limiting the cost; 

- economic and political implications of participation or 
non-participation in the agreement by Canada. 

B. Consultations with other interested Departments and the private 
sector to obtain their views in relation to points set out in A above. 
This stage will also involve attending several international meetings 
convened to exchange views on a noncommital basis between governments 
on the nature and scope of the new agreement. 
C. Obtaining a negotiating mandate from Cabinet. This involves 
preparing a discussion paper based on A above and a Memorandum to 
Cabinet setting out the following: 
- an assessment of the world market situation including any background 

of inter-governmental cooperation on this commodity; 
- description and assessment of elements cd the new agreement currently 

being discussed internationally; 
- positions of other major governments to the extent this is known 

(key posts may be contacted in this regard); 
- Canadian interests; 
- financial implications; 
- federal/provincial considerations, if any; 
- industry views; 
- north-south considerations; 
- communications plan; 
- options and reccumendations on the key issues involved and on the 

composition cf the Canadian delegation. 
D. Processing of the Cabinet Documents. This involves the following: 
- interdepartmental clearance at the working leVel; 
- submission to our Minister for approval and signature; 
- scheduling and submission to the Committee of Deputy Ministers on 

Economic and Regional Development together with appropriate briefing 
for our Deputy Minister; 

- consideration by the full Cabinet. 
E. Prepare strategy to implement Cabinet mandate and assemble briefing 
materials for delegation. This includes: 
i) briefing materials: 

- relevant discussion paper and Cabinet document containing the 
delegations mandate; 

- structure of the Canadian industry involved with the cœmodity; 
- latest market data covering trade and prices; 
- latest assessment of approaches being taken by other 

governments; 
- draft articles of the proposed agreement with Canadian views and 

amendments; 
- redraft of articles or draft of new articles which Canadian 

delegation will submit to the negotiating conference. 
ii) development of Canadian minimumAmaximum position on key issues in 

the light cf the Cabinet mandate. 
iii)discussion of the size and composition of the Canadian delegation 

including representatives from Canadian companies or associations 
to act as advisors to the delegation and obtaining approval of the 
SSEA of the delegation for onward transmission to the United 
Nations as the delegations credentials. 



a) 
b) 
c) 

d) 
e) 
f) 
g) 
h) 
i) 

k) 
1) 

1984 
Jan. 9 
Jan.23-Feb.3 
Week cf Feb.13 

Week cf Feb.20 
Mar. 5 
Week of Mar.12 
Week of Mar.16 
Week of Mar.19 
Week of Mar.26 

Week of Apr.9 

Week of Apr.16 
Week of Apr.23 
Week of Apr.30 

• 

iv) drafting and dispatching telex of instructions for use by the 
delegation. 

F. Preparation of a Memoradum to Cabinet on the outcome cf the 
negotiations setting out: 
- main features of the new agreement (if one is reached) or reasons for 

failure of the negotiations; 
- assessment of the implications for Canada both domestically and 

internationally; 
- views cf Canadian industry on the results. 
This step will involve  consultations  with key industry associations; 
- budgetary implications for the gamauent; 
- options and recommendations. 
G. Processing of Cabinet Documents: 
- repeat of D. above. 
H. Assuming that Cabinet concludes that Canada should join the new 
agreement, implementation procedures must be developed. This 
involves: 
- budgetary process; i.e., preparing a submission to Treasury Board 

seeking to have funds set aside in the appropriate expenditure 
reserves; 

- signing and ratifying the new agreement. This is done largely by the 
Legal Affairs Bureau (JCD). 

IMPLEMENTATICN CONSIDERATIONS: 
Stated above. 

MAJOR STEPS AND TIMING: 

Start of work on discussion paper 
Preparatory Committee meeting in London 
Completion of draft discussion paper, 
consultations with other departments and with 
industry 
Finalization of discussion paper 
Start of Memorandum to Cabinet 
Preparatory Committee Meeting, London 
Completion of draft Memorandum to Cabinet (MC) 
Interdepartmental oonsultaticas on MC 
Final interdepartmental clearance and request 
that SSEA sign MC 
Consideration of MC by Deputy Ministers' 
Committee on Economic and Regional Development 
Consideration cf Memo. to Cabinet by full Cabinet 
Preparation cf Negotiating Strategy 
Final delegation preparations including telex of 
instructions 

n) U.N. Negotiating Conference, Geneva 	 May 7-25 
o) Report to DM/Cabinet Committee/Cabinet 	 By end of June 
The timing cf these steps is built around certain international 
commitments especially the dates set for the U.N. Negotiating 
Conference. If, for some reason, the Conference date is moved, the 
other dates will have to be adjusted accordingly. Such a shift in the 
Conference date could be caused by other governments  rot  being willing 
to negotiate. 
p) Link made to CCBM project on project management 	Sept. 84 

for discussion and assessment 



bee 

RESOURCE SUMMARY:  ($000s) 
Dollars include salary, cperating and capital 

TO  
83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	Future  

PY 	$ 	PY 	$ 	PY 	$ 	PY 	$ 	_ PY 	$ 	PY 	$  

Existing 	 0.25 	11.0 	0.25 	25.0 	 0.50 	36.0 	0.10 	9.0 

New 	 1.0 	14.0 	1.0 	48.0 	 2.0 	62.0 	0.25 	16.0 

Tbtal Direct Casts 	1.25 	25 	1.25 	73 	 , 2.50 	98.0 	.35 	25.0 

'Indirect Casts 	 11.0 

Overhead @ 10% 	

15.0  

. 	

188.0  

, 	

203.0  

	

20.3 

	

1.1 

BENEFITS:  
Successful completion of this project will ovide an international 
commodity agreement, which uill stabilize world prices for the 
canmodity concerned. This will help long range planning on the part of 
both foreign producers and Canadian industrial users. It uculd ensure 
a more regular supply of the commodity cn world markets rather than the 
sericus expansion/contracticn cycles caused ty an unstable world price. 
The direct beneficiaries will be Canadian users and consumers  sire 

 they would te insulated from very  hi gh or very lad prices. The 
Department and the gcvernment as a whole will tenefit fram this 
international demcnstration of cooperation and ccncern for the effects 
unstable commodity prices on developing country exporters and a 
willingness of Canada to work  ait  solutions to these problems. 

e es, c 
Project Officer 	 Date 

Project Manager 	 te  
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EF12 
APPENDIX  

PROJECT COST WDRKSHEEr 

TO 	TOTAL 
DIRECT COSTS 	83/84 	84/85 	85/86 	COMPLETE 	PROJECT 	FUTURE  

Existing  
PY 	 .25 
Salary 	 5,000 

(bal of PY) 
Travel 	 6,000 
Other 	 -- 	 -- 	-- 

Sub-Total Existing 	11,000 	25,000 	 36,000 	9,000  

New 	 • 	 . 
PY 
Salary 	 10,000 	40,000 	 50,000 	10,000 

(bal of PY) 
Travel 	 4,000 	48,000 	 52,000 	6,000 
Other 	 -- 	 -- 

Sub-Total New 	14,000 	48,000 	 62,000 	6,000  

Total  Direct 	25,000 	73,000 	 • 	, 98,000 	16,000  

Indirect Cbsts 	,15,000 	188,000 	 203,000 	11,000  

Overhead @ 10% 	 20,3000 	1,100 
Notes: 
- New PY will have to be acquired. Experienced commodity policy 

officer required. 
- Indirect costs include consultations/travel/salaries of other parts 
of this Department, Finance, and CCA involved as well as time and 
travel of industry advisors befcme and during negotiations. 



/e7 

TITLE: 

EAMIP PROJECT NUMBER EF14  

International Negotiations 
on Ttade in Services 

RESPCNSIBILITY:  Project Manager: John Wbekes 
Ptoject Ceficer: Duane VanBeselaere 

PRESENT SITUATION: 
The Canadian "Services" sector is estimated to account for over 60% of 
Canadian GDP and for approximately 65% of employment. Internationally 
considerable attention is being given to establishing and/or improving 
on the rules under which international trade in services is conducted 
through negotiations in the OECD, the GATT industry have also called 
for improvements to the international framework governing trade in 
services both bilaterally (e.g. with the USA) and multilaterally. It 
is essential that Canadian interests in trade in services be clearly 
identified in conjunction with the private sector and provinces, that 
Canadian and foreign country barriers to such trade be identified and 
that Canadian objectives and negotiating-positions be clearly defined 
to enable us to  purs  ue our interests in negotiations which are likely 
to begin shortly in the OECD and subseqpently develop in the GATT. 

In the fall of 1981, the Government established a "Task Force on Ttade 
in Services" which reported in the summer of 1982 on Canada's interests 
in regard to prospective multilateral negotiations on trade in 
services. The -vast amount of information previously lacking on the 
importance to Canada of trade in services, preliminary identification 
of service sectors of primary trade interests and clarification on 
horizontal issues which will have to be addressed in negotiations. 

Based on this information and the network of contacts which the Tâsk 
Force developed, it remains to develop more more detailed knowledge of 
Canadian service industry export interests and capability, foreign 
barriers to trade in service sectors of interest to us and to propose 
and build a consensus on a negotiating strategy for Canada, including 
domestic obtacles to traded services entering Canada which other 
countries may wish to see liberalized. 

OBJECTIVE: 
Thrcugh international negotiations to promote a more liberal 
international trading environnent for Canadian service industries to 
facilitate their ability to plan, invest and export which will result 
in more employment in Canada. 

GOAL: 
The Pre-negotiation phase on trade in services is currently beginning 
in the CECD and will continue to develop over the next 12 to 18 months 
and is likely to begin shortly with developing countries through the 
UNCTAD. By late 1986, negotiaticas on trade in services will begin in 
the GATT. A clearly identified Canadian negotiating mandate, based on 
a national consensus between federal and provincial governments and the 
private sector should enable negotiations to achieve  air  goals of 
further liberalizing foreign markets. 
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DESCRIPTION:  
DRIE programmes, employment programmes (for the service industry 
sector) and bilateral/multilateral  relations programmes (especially 
those dealing with the USA, EC, Japan, teh OECD and the GATT) are 
primarily those impacted by this project. 

Following a broadening of the industry contacts already established by 
the Task Force, consensus building through seminars and consultations 
will be required with industry, associations and the provinces. The 
results will then be forged into a proposed negotiating strategy to be 
mandated by the Government and pursued in both multilateral and 
bilateral fora. Regular follow-up consultations and approvals will be 
required as negotiaticas proceed. 

The results will eventually enable Canada to benefit from increased 
trade in services. Although predictions as to increased volumes or 
values are Impossible at this juncture, a positive outcome will benefit 
the Canadian current account. 

IMPLEMENTATION CONSIDERATIONS: 
•This project ties in closely with bilateral work with the USA on 
transborder data flows, has a major relationship to work being done by 
the Department of Communications and could relate to functions which 
rest -with the Department of Financè or other Departments regulating 
service industries domestically. It also relates to work being 
undertaken by DRIE, Employment and DOC aimed at increasing employment 
in high technology service industries. 

Any delay to this project will risk results of negotiations being less 
than satisfactory to Canadian interests and could subject the 
Government to such accusations by the private sector and provinces. 

Missions in OECD/Paris, and UN/Geneva as well as Tokyo, Washington and 
EEC/8russe1s will be heavily involved in pre-negotiation and 
negotiation phases. 

MAJOR STEPS AND TIMING: 
Pre-negotiation pahse - OECD - beginning at present 
Negotiation phase - OECD - 12-18 months 
Negotiation in GATT - 1986 onward 



Project Officer 
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RESOURCE SUMMARY:  (6000) 

Dollars include salary, operating and capital 
, 

TO 	TOTAL 
83/84 	84/85 	85/86 	COMPLETE 	PPOJECT 	Future  
PY 	$ 	PY 	s 	 $ 	PY 	$ 	PY 	$ 	PY 	$ . 

Existing 	 .3 	20.0 	.3 	20.0 .5 	30.0 	 1.1 	70.13 

New 	 1.1 	60.0 1.0 	70.P 	 2.0 	130.0  

Tbtal Direct Costs 	.3 	20.0 1.4 	80.0 1.5 	100.0 	 3.1 	200.0  

Indirect Costs — 

The benefits are described in the third paragraph under Description. 

qfzef9  

13-- i)-atvb 	



TITLE

EAMIP PRUJECT NO . EF15

Management of Canada's relations with the
Organization of Er,onomic Cooperation and
Development (OECD)

RESPONSIBILITY Project Manager: EER - John Higginbotham,
Director

Project Officer : to be designated (see Resource
Sumriary below)

PRESENT SITUATION : I
There needs to be a review and assessment of the management of Canada's
relations with the OECD, a key international organization integrating
and (to a degree) harxnonizing the economic policies of the advanced
industrial demrxracies . This review would include the current OECD
activities of federal and provincial govern¢nents and the involvement of
the private sector. It is required primarily because the External
Affairs units responsible for Canada's participation in the OECD,
although they have in-depth knowledge about ongoing Canadian
involvement in the principal OECD oatmittees, are less thoroughly
informed about some OECD-related activities of other goverranent
departments and agencies . Consequently, Canada lacks an agreed overall
view of how the evolution of the OECD should be shaped in cxzning years
to meet Canadian interests .

In the early 1970's work was done but not ornpleted on an inventory
and assessment of Canadian participation in the OECD. Each year at an
interdeparrtmental meeting in Ottawa, officials review the program of
work proposed by the Secretary General of the OECD and agree on
priorities for Canada's activities in the Organization. The
coordinating work by the Department takes place mainly in the context
of the annual OECD budget review . The International Econrlnic Relations
Division (EER) also coordinates intensive interdepartmental discussions
to prepare for the annual OECD ministerial meeting at which main policy

issues are discussed. The mission also plays an important coordinating

role.

Many federal departments have particular interests and priorities at
the OECD. There is at times a lack of consultation between the various
Canadian officials involved in OECD activities . This situation is
carpounded by the OECD Secretariat's occasional practice of
communicating directly with federal and provincial officials, thus
bypassing the Canadian mission to the OECD and the International
Econanic Relations Division, which are responsible for coordinating
Canadian involvement with .the Organization, in Paris and in Ottawa

respectively .

The work to be done in this project is not intended to limit the
activities or the initiatives of Canadian officials involved with the

OECD; however, the International Economic Relations Division must
continue to monitor all Canadian involvement with the Organization in
the interest of coherence . Canada and several countries have been
successful in maintaining the OECD Secretariat at a level of zero real

growth over the past three years. Interdepartmental cooperation is
required to ensure that this important Canadian priority remains



attainable . Without thorough coordination of the diverse Canadian
activities at the OECD, it will continue to be difficult to ensure that

this goal is maintained .

There is, of course, a disincentive involved in Canadian attempts to

discontinue certain OECD activities primarily bec~,ause many officials

look upon trips to the OECD in Paris as one of the more attractive

features of their responsibilities . There are, for example, some 250
delegations (accounting for a total of 600 visitors annually) from

Canada to the OECD, some of which may no longer be entirely relevant or

necessary .

OBJECTIVE :
The objective is to review and to improve, if necessary, the imnagement
of Cànada's relations with the OECD. This project could establish a
requirement in the Departsnent for more or less person-years devoted to
Canada' s OECD activity or an alternative deplqntent of existing

resources.

GOAL:
The goal is to produce a report on improveaents in the management and
effectiveness of Canada's current activities at the OECD in accordance
with a longer tenu view of Canada's interests in the Organizaticn .

DESCRIPTION:
This project potentially affects virtually all departments and agencies
having an involvement with the OEC D as well as the POO and the Treasury

Board . Canada participates in aUrost all of the 120 ODGD caimittees,

sub-caTmittees and working groups . Approximately 15 divisions in

External Affairs are also involved with the OECD to varying degrees .

Zhe approach would be essentially an information gathering exercise
using questionnaires and interviews, followed by consultations and

negotiations . The major acitivities of phase I of this project would

be the following : the develomrent and distribution of a questionnaires,
analysis of the responses, consultations and identification of
tentative conclusions, negotiations with interested units and
individuals and drafting of a final report, approval of the report and

recccnnerr3aticns, and planning for the . imPlementation of approved

recannendations . The experience of other countries and the views of
the private sector and the provinces would be sought out .

The second phase would be the ittplementation and later on an assessment
of the effectiveness of the improvenents . The success of this project
will depend to a great extent on the quality of the information
received from respondents to the questionnaire and interviews .

Besides presenting officials with an inventory and a brief description
of Canada' s current activity at 'the OECD, the project should provide an
assessment of the nature and extent of our interests being served at

the Organ»atien. If it becanes apparent that Canadian interests could
be served better, the project should identify deficiencies either in

the OECD itself or in the Canadian units that participate in or Fsepare

for OECD meetings . Once inproveenents in the management and
effectiveness of our involvement with the OECD have been identified, it
would be necessary to press for an early implementatien of these
improvements both in Ottawa and in Paris .



IMpI,QME NTATICN CANSIDERATICNS :
This project is related to the on-going OECD work of the Department .

some twenty federal departments will be involved in this project as

well as the ten provincial goverrn+ents. Also taking part will be

approximately 15 other divisions in the Department, the Permanent
Mission to the OECD in Paris and, to a lesser extent, our missions in

OECD capitals. Some experts on O~C'D affairs and Canadian
representatives on the ODCD's Business and Industry AàvisozY Catmittee
and its Trade Union Advisory Coimittee will be consulted as well . The

Executive Conmittee will eventually have to review the report and -

approve its recaarendations. If the project was delayed, the current

unsatisfactory situation would continue . The project coould also affect

the use and deployment of person-years because the project may show

that current resources for OECD activity are too great and too

diffuse.

MPJOdt STEPS AND TIMING
: July/Aug.84

a) Identification of addressees

b) Development and distribution of questionnaire ~:8~an.85
c) Analysis of responses/interviews 85
d) Consultations on tentative conclusions Feb ./Apr.

e) Negotiations and final report and recotmendations May 85

f) Approval of recanmendations June 8
5

g) Review of approved recommendations and planning July/Aug .85

for implementatiai ~pt/Dec.85
h) I~lementation of iaprovements Sept. 86
i) p~ssessnent of iaprovenents

gESOURCE SUNgdARY: ($000 )
Dollars include salary, operating and capital .

83/84
PY $

Existing

New

Tbtal Direct Cbsts

Indirect Costs

84/85
PŸ $

.1 4(FS)

.25 20.0*

.35 24 . 0

.25 10.0

85/86
P"

.1 4(FS)

.25 20.0*

.35 24 . 0

.25 10.0

ZD
OC MPIEIE
F S

TOTAL
PFfJJ DCT

PY $

.2 8(FS)

.50 40.0

.70 48 . 0

* This figure could represent the cost of a hicji quality outside
consultant or a retired foreign service officer on contract.

Alternatively an experienced current foreign service officer could

be assigned to the project
. The project could not be iaplemented

without the services of an able, energetic and informed individual

capable of working largely independently .

Future
PY $



BENEFITS :
This project is designed to iaprove the current situation as described

above. The project could result in an increase in person-years devoted

to OECD work, particularly as it may clarify Canada's longer term goals
in this inportant Organization, one of the pillars of the demcratic
cammunity. The project is, however, quite likely to result in a more
efficient use of resources for these activities and more benefits for
Canada derived fran the Organization . In surn, Canada would ultimately
be pursuing its activities at the OECD in a much more efficient and

effective manner .

A further benefit would be .an ability to achieve greater bilateral

advantage fran air multilateral relations with the OECD. For exanple,

because of inadequate coordination and eatmunication, some Canadian
embassies have not initially known about Canadian technical assistance
under the auspices of the OECD in their countries of accreditation .

This project could help ensure that maximun use is made of such
bilateral activities .

- Project O icer Date



POLITICAL AND INTERNATIONAL SECURITY AFFAIRS



The following are the projects fraa International Political Affairs

Branch which form part of FAMIIP .

Crisis Management and Emergency Planning

Personal Safety Program IrTlementaticn (Nccrphysicat Eleneats)

Study of Multilateralisn : Canada and the UnitedNatioas Systen



EAMIP PiiQTDGT NO. IFO1

TITLE : Study of Multilateralism: Canada and the United

Nations System

RESPC tJSIBIISIR: Project Manager: G. Warren (IMD)
Project Office.r: L.J. Wilder (IMD)

PRIS= SIZVATICU:
The Department requires a thorough review of Canada 's involvement in

the UN system to determine the advantages of these multilateral
activities. A recent Cabinet decision requested that the Departmen

t identify the benefits (particularly econanic) of nultilateralism.

Given the recent enphasis on bilateralism, it is also desirable and
opportune to pay more attention to Canada' s multilateral activities and
determine the benefits of that involvement .
An initial paper has described well Canadian activities in the UN
system, but more analysis is needed . A revised paper should cover
political, econaLic, institutional and social factors and address such
questions as their value in the promotion of Canadian interests .

OBJECTIVE :
To demo Lstrate the utility of aultilateralism for Canada, in pursuit of

Canadian foreign policy objectives .

GOAL:
To prepare and to have approved a discussion paper and recaauendations
on nailtilateralism, Canada and the UN system. The review would not
only demnstrate the benefits but also propose 'wrays of iirproving our
management of Canadian involvement in the UN system.

DESCRIPTION:
This project will affect or involve all parts of the Department and the
federal government with activities in the UN system .' That includes
approximately 35 divisions in the Department and 10 posts abroad,
several other government departments and federal agencies . The project

will require the gathering of information, through meetings,
discussions and questionnaires, about the advantages of Canada's
aultilateral activities in the UN system. The project should result in

a discussion paper that inter alia makes reeammendati.ans about how the

Department and thé goverrm~ent Mght better pursue its interests

inultilaterally. The paper could discuss a fundamental objective of

Canadian foreign policy, i . e. to strengthen the .UN systen, and seek to
identify areas of concentration so that Canada might use its limited

resources effectively. Bilateralism and nultilateralism could also be
discussed as nutually reinforcing ways of pursuing Canadian
international interests .

The project would be successful if it increased the recognition by
senior management or higher levels of the goverment that
naulti.lateralism, through Canadian activities in the UN system, offers a

useful and inportant avenue for the attainment of Canadian goals .



IMPLIIMENTATICN OONSIDERATIQQS :
This study is related to all ongoing departnental work concerning the
UN, its specialized agencies and other institutions . Sane 13 other
goverrment departments and federal agencies would be affected by or
consulted during the study. CIDA has significant UN activities and such
departments and agencies as Agriculture Canada, ADCB, Canada Post,LND,
COC, DREE, the Coast Guard, the CTC, TYansport Canada, Communications,
Fhviznosoent, Health and Welfare, Iâbour, and Consumer and Corporate
Affairs have links with the UN system to varying degrees. Zb reach

agreement on a final version of the paper, consultations will be
necessary with many of these departments and agencies plus External
Affairs' divisions and posts engaged in UN related activities .
This project cannot proceed or be ccmpleted unless the eccnamic divisions
responsible have adequate resources (see resources section below) to
provide a major contribution to this project. If this project were
delayed, considerable thought and time already expended would be wasted .

MAJOR SIEPS AND TIMING :
a) preliminary interdepartmental consultations April 27/84
b) ccmpletion of first draft of revised paper May 31/84'
c) receive eaanents from departznents, agencies ,

posts, etc. June 29/84
d) rewriting and consultations July 30/84
e) suànissien to Executive Co3mittee August 30/84
f) implementation and follaw-up based on Executive ~~c/84

OQZmittee's decisions
g) assessment of iaprovements introduced Sept./85

gE9ptJRCE S(k'MARX: ($000)
Dollars include salary, eperating and capital .

ZU NTAL

83/84
PY

84/85
PY

85/86
PY

DOMPLEIE PBIJJECT Future

Py PY PY $

Existing .20 10.0 .30 12.0 .50 22. 0

New .20 10.0 .30 12.0 .50 22. 0

Total Direct Costs .40 20.0 .60 24 .0 1.0 44. 0

Indirect Oosts .10 5.0 .20 8.0 .30 13 . 0

Note: *Forecast of resources required in 1984/85 is provisional at this stage .

The estimate given is a minimum guess and assumes some follow-up to the

discussion paper's recaaoendations .
With respect to the eooncmic aspects of the paper, the Economic Relations

with Developing countries Division would require additional PY's of .2

for 83/84 and .2 for 84/85 either as a consultant or an in house expe rt .



BHEFZTS:
The project should sYiow 2xw the Depgartment can inprove the
effectiveness and efficiency of its management of Canadian involvement
in the tjN system, by identifying areas of concentration the use of

limited resources. The project should increase recognition of the

utility of miltilateralism as a means of achieving Canadian foreign

policy objectives . There siiould be as well a greater realizatioiz by

senior levels of the goverrunent and the public of the benefits to
Canada of its UN activities . Sane progress s2wuld also be made t°ward

developing a strategy by which Canada might seek to strengthen the

multilateral system.
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iect Officex Date
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Prô~ectManager Date



EAMIP PRQ7ECT NO . IF02

TITLE : Crisis Management and Finergency Plannin g

RESPONSIBILITY : Project Manager : ZSE; Director
Project Officer: ZSE; Deputy Director (F]nergency

Planning/Operational Centre )

PRESENT SITUATION :
The present situation is to develop procedural, resource and support
facilities to ensure departmental ccimpliance with the Energency
Planning Order (Order-In-Council PC1981-1305) . The requirements have
been identified in Strategic Overviews (1981-83) and in related annual
MYOPs . To date the following personnel requirements have been
identified : a) a Plans and Exercises Officer EXT-1425 (deleted in the
A-base review) ; a SCY-2 support position ; a contingency planning
officer (AS-5) ; and a wire services monitor (SI-2) ; plus physical
resources for the Operations Centre . Although none of these initial
position requirements has been approved to date, there is renewed study
of converting the present duty officer system to a full watch officer
system (which may require 6 officers plus support) . The current
Departmental study includes the development of departmental procedures
and resources to meet specific departmental and governmental
capabilities and to ensure that there are the physical and human
resources in place to support crisis management situations .

OBJECTIVE :
The objective is to develop a crisis management capability cccimensurate
with the current international interests and vulnerabilities o f

Canada .

GOAL:
The goals are to a) identify and obtain the planning support of
departmental bureaux within 3 months; b) have appropriate physical

facilities in place within one year ; c) and to define and describe
departmental crisis management procedures within a period of 2 years,
bearing in mind the wide variety of responsibilities for which the
Department has "lead" or "collateral" responsibilities .

DESCRIPTION :
The scope of Departmental emergency planning/crisis management
responsibilities has been described in Departmental Strategic Overviews
and as part of the "Etnergency Planning Strategic Ovexview 1983" . It
has been recognized that the international dimensions of civil
emergency planning continue to increase as disasters, whether of
natural or deliberate causes, have more impact on our highly
interdependent econcmic and social fabrics and have more extensive
regional, transborder and other international implications ., One

resultant departmental responsibility is to ensure that international
elements of national plans are identified, that departmental geographic
and functional bureaux are consulted, and that national plans are
consistent with international legal obligations and foreign policy

objectives . (One example is that External Affairs has "lead" or
"collateral" responsibilities for the implementation of 38 of 103
identified measures in the draft Government FYnergency Book (Vo1 .II) ,

which is the successor of the War Book .)



IMPIlmairATION QONSIDERATIONS:
The "new" departmental structure has resulted in there being few
domestic ecorianic sectors with which the department does not have
policy functions . A].most all bureaux will, of necessity, be involved
in a ccmprehensive approach to crisis management/emergency planning .
The essential contribution of the Department has been reflected in
several Cabinet documents on this subject . One cansequence has been
the decision to develop a coordinated governmental approach to policy
and the assignment of priorities under the aegis of the Government
Operations Ccamittee of Cabinet . At the same time there is a
recognized need to further develop departmental capabilities and
procedures to first meet limited departmental responsibilities as the
first step towards assuming our broader governmental responsibilities .

MAJOR STEPS AND TIMING :

The following are specific descriptions of implementation steps . These
are preliminary and subject to the results of the current Departmental
review .
1 . Operations Centre relocation and upgrading of 9 Dec ./83-July/84

audio/visual/media equipnent (estimated a t
$200,000)

2 . Operations Centre comunications control and Estimated to be
secure access/storage facilities . Depends on accaaplished
the develcpment and availability of resuirces during 1984-85
through NI;T .

3 . Report to the Under Secretary on Departmental April/84
Crisis Management Procedures and resovrc e

requirements .
4 . Review of Departmental requirements for April/84

monitoring and responding to internationa l
developnents on a 24-hour/7 day basis with a
view to the possible establishment of a"watch
offieer" capability within the Operations Centre .

5. The identification of response personnel April/84
(officer and support) and initiate a training
program beginning with exercises .

6 . Develofznent of Departmental emergency planning, April/84
crisis management policy and in}plementatio n

grouP•
7 . Negotiation of ecaprehensive Cdn-USA civil 1 April/84

emergencY planning agreement .

a. Identification of existing departmental respon- Subject to out
sibilities within national plans and inter- cccm of previaus
national agreements and understandings and steps
developing departmental inQleqnentation procedure s
to the level of bureaux responsibilities . The
dimensions of this undertaking have not yet
been defined but a concerted effort with two
officers and support might be ccmpleted i n

two years. There may be some scope for contract
personnel to accelerate the initial phase .
To develop and inplement a data storage/ Subject to out-
retrieval system by which the product of (8) cane of previous
above will be readily available to departmental steps

or governmental crisis management personnel .
Depends on the availabiliof t and/or
facilities described in (2) .



qp TOTAL

83/84
PY

84/85
PY 15

85/86
PY

OON PtETE
PY

PROJDCT
PY

Future
Py

Existing * 3 110. 3 110. 3 110. 9 330 .

New 4***145 . 4 145. 8 290 -

Zbtal Direct Costs 3 110. 7 255. 7 255 . 17 620.

Indirect Costs

* c3oes not include operational and technical support from other

Bureaux, eg . MT
** does.not include resources for full watch officer system if that

were establist:ed

:** nay be partially ftar3ed from Goveauaait Operations Envelope

BENEFITS :

1) To persait the Department to take timely and apprapriate actiaa to

reduce the loss of life or property àuring emergenc-Y situations

abroad and in Canada .

2) To be able to aontribute to a oa:certed and balaneed iuplementation

of federal emergency planning and policy and to the management of

eztezTAl obligatians and interests (e.g . NAM ) .



I

TITLE:

EAMIP PRQTECT NO. IF03

Personal Safety Program Implementation (Non-physical

Elements )

RESPONSIBILITY: Project Manager: ZSP
Project Officers ZSE (input also required from ZSS and

MGT)
Personal safety is a shared responsibility including the individual,

post management and Headquarters . The Director of Security Division

(ZSS) is responsible for physical elements ; the Director of Emergency

Preparedness (ZSE) for non-physical elements (threat assessment ,

contingency planning, and briefing and information) .

PRFSENT SITUATION
The present requirement is to implement the Personal Safety Program as
described in the Response to the Report of the Royal Commission on

Conditions'-in the Foreign Service (11 May 82) ; detailed in the

Submission to Treasury Board (27 September 82) ; .approved by the Cabinet

Comnittee on Foreign and Defence Policy and the Minister of the

Treasury Board ; and publicly announced by the DPM/SSEA . Policy has

been approved, fifteen specific program elements identified, and six of
eleven required P/Ys have been approved by the Treasury Board .

However, implementation has been stalled by the freezing of five
positions and the deletion of the sixth. Treasury Board directed the

Department to absorb the three person-years requested for support

staff. These have not yet been made available to the program
.

Freezing three technician positions has delayed the iuplementation of
The Chancery Intrusion Detection Alarm Recorder (CIDAR) Project,
thereby not permitting the reduction of five security guard positions
each year in 1984/85 and in 1985/86 . These position savings were a

factor in the Treasury Board's approval of the Personal Safety Program
improvements in general and the CIDAR project in particular .

By March 1, 1984 the Departrnent will be required to describe its
personal safety capabilities as part of a national counter-terrorism
program when the Memo to Cabinet "Terrorism and Its Implications for

Canada" (approved by CCFDP on 28 Nov .) is presented to the Cabinet

Conmittee on Security and Intelligence, and subsequently to Priorities

and Planning .

OBJEGTIVE :
To provide appropriate personal safety for employees and their

dependents.

GOAL:
To put in place the elements of a arnprehensive and balanced Personal

Safety Progran by 1985/86 .

DESCRIPTION:
The approach is to establish the positions that were originally
requested for the Personal Safety Program and commence implementation

of the approved policy. The eomprehensive personal safety program has

been fully described in the Royal Commission Report and the Treasuiy
Board submission . It includes physical protection of chanceries,
offical residences, and staff quarters, the indoctrination of
personnel, preparation of contingency plans, and the planning of crisis

management response.



INPIIIKNTATICN ODNSIDERP,TIONS :
Inplementation of the Personal Safety Program to the extent indicated
by the DEA's public cacmiitments is dependent an provision of adequate
resources . Failing to nove an this program may have an adverse effect
on the morale of the Foreign Service cazznmity as inaction is perceived
as low priority being assigned to the personal safety of eaployees and
their dependents . Moreover, the Department might be vulnerable to
criticism in the event of a serious incident.

MAJOR STEPS AND TIIMIILG :
1 . Staff FS position ta-3439 and staff . Establish and

staff one secretarial position in order to (2)
Develop corrQrehensive personal safety threat
assessments for each post, and refine data storage
and retrieval requirements . Includes collation

of existing information and inventory of physical
security assets .
Unfreeze and staff three techincal positions
in order to (4 )
Accelerate installation of alarm systens and
eapand local emergency radio capabilities .
Restore position FXT 3440 and staff in order to (6)
and staff one clerical position.
Develop and revise personal safety contingency
planning and guidance, including the preparation
of a Personal Safety Manual to oonplement existing
Security Manual .
Unfreeze and staff position FXT-3443. Establish

and staff one clerical position in order to (8 & 9) .

Introduce aandatory personal safety briefings based
on information derived fraa 2 and 6 .

Introduce regular circulation of personal safety
information to posts . Requires provision of new video-
type aaterials at a capital eost of $50,000 .

RFSOLJRCE SLtHRY : 0000s)
Dollars include salary, operating and capital

Mar. 31 /84

1984/85

Mar.31/84

1984/85, 1985/86

Mar.31/84

1984/85, 1985/86

March 85 (7 )

1985 Posting Cycle

1985/86

TO TOTAL

83/84
Py

84/85
py

85/86
PY

COMPLETE
PY

PRO=
PY

Future
PY

Existing 4 .0 128 .C 5 .0 163. 9 .0 291 .

NEw 2 .0 64.0 3.0 '134 . 5.0 198.

Total Direct Costs 6.0
.
192. 8.0 297. 14.0 489 . C

Indirect Costs



BENEFITS:
1 . Establish personal safety measures and procedures in line with

identified risk factors .
2. Improve morale of Foreign service carmunity and dependents .

3. Honour departmental cannitments to improved personal safety
program .

I~ Azer.., 61 , Is8 3 .

Date



SOCIAL AFFAIRS AND PROGRAMS



FXTEFI9AL AFFAIRS MANAGEMENT IMPROVIIMENT PROGRAM

80CIAL AFFAIRS AND PROGRANLS (SFB )

The following are the projects fia, this Branch whidz form part of the
External Affairs Management Inprovement Program .

New Thrust Entrepreneurial Immigration

I
International Exchange of Infornation

Upgrading Immigration Program Productivity via
Introduction of Sophisticated Modern Office EquipRent

Inventory of Existing Office Equipment
in the Inmigration Program Abroa d

Couputer Assisted - Immigration Processing Syst.etn (CAIPS )

Consular Service Training .

Consular Operations MIS (COUS)

Extension of Consular Cost Recovery .

Domestic Information and Communication Strategy

Performance Measurement Tools for Public Diplomacy Activities .

Development of Project Management System for Cultural Public and

Information Programs B,ireau

Rationalizaticn of Publications in DEA

Comrunications

Review of International Cultural Policy

Process bbdel for Cultural Agreements

Indigenous People's Organizatfons International Liaiso n

International Population Conference - Mexico City, August 6-13, 1984

J.
Âssistant Deputy Minister



TITLE:

EAMIP PFiQ7ECT NO. SF01

New Thrust for Entrepreneurial Immigratio n

RESPONSIBILITY: Project Manager : SIM - C .M. Shaw
Project officer : SIMA - S. Peryer

PRESENT SITUATION:
While the entrepreneurial concept is not new, the Canada Employment and
Immigration Commission (CEIC) is introducing new procedures designed to
attract more immigrants to Canada in this category . It is expected
that this new thrust will result in increased numbers of entrepreneurs
with related increases in workload at posts abroad . This will require
careful monitoring to see that it attracts bona fide entrepreneurs
whose presence will lead to job creation and at the same time to ensure
that sufficient resources are allocated to posts abroad for its
implementation .

OBJEC'TIVE :
The outcaae of this project will be a further reflection of this
Department's ability to deliver the Immigration Program abroad for the
CEIC. It should also bring us in closer contact with the provinces and
hopefully reinforce our working relationship with the respective
departments of Industry which have a vested interest in the
entrepreneurial movement .

GOAL:
It is anticipated that during 1984, 2250 immigrants will be landed in
Canada in the entrepreneurial category . The result will be a
substantial inflow of dollars which will be used to develop new
businesses and create jobs for Canadians .

DESCRIPTION :
At Headquarters this will involve both SIM and the program divisions of
the geographical branches . At posts abroad it will impact primarily on
the Social Affairs Program with some support expected from the Trade
Develop:aent Program. All posts have now been informed of the increased
emphasis being placed on this activity by the CEIC and will continue to
receive updated information when it is provided by the CEIC . Within
the federal government, the main participants will be this Departnent
and the CEIC with external participation by the provincial departments
of Trade and Industry. The expected results are increased investment
in Canada with a corresponding increase in employment . The project
will be monitored carefully during the first year and the success will
be measured on the basis of the number of entrepreneurs coming forward,
the capital they inject into the econany and the number of new jobs
that are generated as a result of this initiative .

IlMPLEME[1TATION CONSIDERATIONS :
This is a cooperatlve undertaking with the CEIC with approval at
various stages based on recoimmendations made by the Inter-Departmental
Drafting Cornnittee on Entrepreneurial Development . Consultations with



the provinces will be primarily the responsibility of CEIC and
consultation with Headquarters divisions and posts abroad will rest

with SIM. The posts will carry out the selection of the entrepreneurs
in close consultation with the provinces and will keep SIM informed of
any irregularities which may develop in implementing the program. The

information provided by posts will play an iirportant role in designing
a training program for officers who are expected to participate in the
selection process in the future . To date, 20 officers have undergone a
special training session in entrepreneurial selection and another
training session for 20 more is planned for May/June 1984 . With the

exception of possible shortfalls in resources, we foresee no
constraints which will itrpede this project . The consequences in
delaying the project will be a shortfall in the creation of projected
businesses and the unemployment of persons who might otherWise have had

jobs.

2. Inplementation begins at posts .

- 3 . Monitoring of canputer reports fro:n posts
on program progress .

4 .- Further training of program officers (20) .

5 . Mid-way assessment of progress,
consultation with CEIC and adjustment s

as necessary .

6 . Assessment of final oanputer reports
to determine degree to which levels
have been met .

7 . Consultations on 6 with CEIC and with
Provinces and CEIC.

8 . Determination of recatmendations to be made
on levels for 85/86 and future of the

program.

December 31, 1983

January 198 4

May 1984
March 1985

May-June 1984

September-
October 198 4

February-
March 1985

April-May 1985

June 1985

9. Results of 8 reflected in Cabinet document
. June 1985

10. Final decision for program levels an d

future of entrepreneurial immigration October~
program

. November 1985



12 7•

Ft~5q1F+1~ ~AF~C (5000) oQeza*ir~g and ~ital .m ,~clvae aalar~r.

Existing

New (1 )

Total Direct Costs

Indirect Costs

83/84
PŸ5

2.5 130 .0

2.5 130.q

84/85

10 523.0

10 523 .0

* g5/g6
Py ~

10 523. 0

2 105.0

12 628.0

TO
03MPiEPE
PY $

*

TOTAL
PROJDCT

22.5 1176 . 0

2 105. 0

24.5 1261 .0

* After assessrnzt of the initial iaplearsrtatiai these coste can be

mrifixmed .

BENEFITSDurUjg the initial year it is expected that 2250 iaesigreants will be

la:xied in this categoxy and 2600 in each of the two successive

years . The ber~eficiazies will be those persans who will abtain

eAplvysrent in dewlopi,ng new buainesses .

2. If successful, a consezvative but ve=y preliadrAry estimnte is that

approxitiately 6
.000 jobs will be created with the attendant effects

on the econaty . Fiaal asaesssneat of all i~acts is àependas
:t on

CEIC and an information from the pz%r4=ces •

te

1q(L .L
Date

Future
FŸ~

*



TITLE: International Exchange of Information

RESPONSIBILITY : Project Manager: SIM - C.M. Shaw
Project officer: SIMA - S. Peryer

PRESENT SITUATION :
The activity is a camponent of the immigration Program delivery
undertaken abroad by officers in the Social Affairs Stream on behalf of
the Canada Employment & Immigration Cccranission (CEIC) . Specifically,

it provides for an exchange of information between relevant foreign
agencies and the CEIC on matters of mutual concern particularly those
relating to enploynent, immigration and refugees. As a result of
consolidation and re-organization at the CEIC, this function has not
been given the attention it requires during the past year . As a

result, we have now been approached by several officials at the CEIC to
re-activate this in a more structured fashion with the view to
providing more timely reports on activities of interest to the CEIC .

OBJECTIVE :
The success of this activity will reinforce this Department's role in
the delivery of the Immigration Program abroad for the CEIC. It will

also strengthen the corporate relationship which has been requested of

USS by the Deputy Minister/Chairman of the CEIC.

GOAL:
To provide up-to-date information on issues of interest to the CEIC
which can be utilized in the formulation of danestic policy relative to

employment, retraining, refugee settlement, etc . The end product would

hopefully lead to inproved programs in these particular fields .

DESCRIPTION:
While primary involvement in carrying out this activity will re st with
SIM and posts abroad, the directors of the geographical program
divisions will be consulted in the event that their support is

required. Again, the principal participants within this Department
will be this Division and selected posts abroad with a corresponding
involvement by the senior secretariat at CEIC . The result of this

project will be a series of reports, both spontaneous and client
requested, which will be used by the CEIC in developing new programs
and for revising existing progratns relative to its mandate . The

reports produced as a result of this project will be assessed as to
their usefulness on an ongoing basis by the client department and the
use to which they will be put will determine the success of the

project .

IMPLFMENTATION CONSIDERATIONS :
As a result of a recent request received fran the Ministry of State for
Social Developeent (MSSD), it is likely that it will also benefit from

sane of the material provided by the CEIC. Consultations will, on the



t• relatiorLship between SIM and the CEIC
whole, be limited to the exis ~J for infoaaation requested by the

inwith the former requesting PO3ts be with those Post s
latter. while contact will principally

.s~ it ~~~ that

countries whose e~a~es are similar to ~~t ~ time. ~~~
there will be some demand placed on all posts
on the nature of the request for information or the transnittal of
information to the host 9overronts or aqencies, both individual and

circular letters will be utilized
. The only constraint which might

affect the successful ceampletieci of the project woulddel a
be ~

related. Elawevert this should be viewed as possibly it could
project rather than caneellin9 it

. If the project is delayed

reflect adversely on our ability to deliver the Immigration and related

prograiss abroad for the CEIC.

Feb.24 .84 -MAJOR STSPS AND TIMING: & timing .
l . Initial egreement wit~ CEIC on issue s participation
2. Identification of po

s

will be sought; consultation with geographi
c

branches on workload, instructions to Post and April 15 . 1984

time-fra¢nes . April 30, 1984

3 . Instructions sent to posts• May 1984-

4. Information received as per schedule marcri 1985 .
established in step 2• May 1984-

5
. periodic discussions with CEIC, geographic march 1985 .
progran divisions and Posts •

~P~~ and6. p,ssess~nt of success
determination of requ
ongoing activity .

RESOUFCE SUMMARY ($000 )

Dollars --Jude insalary,
eQerating and capital.

general public will .Z~fit as - re
.

mardi -
may 1985.

* Since the determination as whether this 1985, oos~to ~ ete and
ongoing progzain will be made in
for the future are not available yet .

TW di will be the Canada EnPlaSfi~ent andBENE711t :rect beneficiary of the project ing
immigration Oaa

:nissian which will utilize information the zi ly~the
newexisting e~layment Pragr~ and develaping

of the esrplayment programs •

Date



EAMIP PROJECT NO. SF03

TITLE : Upgrading of Immigration Prograan Productivity Via
Introduction of Sophisticated Modern Office
Equipment

RESPONSIBILITY :
Project Manager :' SIM, C.M. Shaw
Project Officer: SIMR, V.P. Gray

The project manager mast consult and/or obtain concurrence of MFR, MFS ,
MRM or MGP, depending on equipment being considered in order to

implement this project .
SIM, SID and SFB must be kept informed as the various program elements

develop .

PRESE RT SITUATION :
For a number of years, additional responsibilities have been allocated
to posts delivering the Immigration Program (Foreign Dcmestic Movement,
Waiver of Visitor Visa Exemptions, Entrepreneurs, Data Collection,

etc.) and despite a reduction in immigration levels, it appears that
there is no real flexibility in the resources deployed abroad (both
locally-engaged and Canada-based) which will permit an expansion in

productivity .

Also, an Interdepartmental Task Force on Processing Efficiencies
(abroad) was created in response to a Cabinet Directive (dated

November 3, 1981) . This Task Force made a number of recannendations

aimed at reducing person-years utilized to deliver the Inmigratio n

Progra¢n. As early as June 1982, an investigation by SIMR of the

potential for resource economies offered by these proposals indicate d

that capital expenditures for canputers, word processors, and

sophisticated office equil:enent rather than revamped, operational an d

procedural techniques could achieve Cabinet's directive .

Accordingly, SIM believes that the equipanent listed beloa is vitall y

necessary in order that the Immigration Prograan is delivere d

professionally and at minirm.an cost. This objective is becoming mor e
difficult given the outdated equignent posts must- utilize . (For

instance, The Hague is using f iling cabinets originally provided i n

1950 and Islamabad's Immigration Section has not been provided with it s

first electric typewriter. )

Accordingly, most of the research in respect to potential has been
corrpleted and a number of pilot projects are in place and functioning.

To be arnpleted, the project requires individual decisions regarding

the most suitable equipment, procurement and the implementation o f

phased, multi-year installation schedule only .



OBJECTIVE :
In short, this project seeks to modernize Immigration Sections at posts
abznad in order to enable them to meet escalating demands on their
resources. Also, the project seeks to enable Social Affairs Officers
to deliver the Immigration Program professionally given consolidation
and the prospect of an intra-stream approach to program delivery .

GOAL:
Finally, the project will provide the sophisticated equiFment which is
required to replace the outdated machinery/equipment dedicated to the
Immigration Program.

DESCRIPTION :
This project envisions the installation of electronic typewriters,
modern lateral shelving, collating equipment, telephone answering
services, microfilm equipment, and electronic lookout systems as well
as other units to all posts conducting an Immigration Program . Certain

posts would not require all of the above equipment . For instance,

microfilm equipment is required for only 10 Immigration posts .

As MFS has departmental computer and word processor implementation
plans and schedules in effect, this project does not deal with this
equigment, although'it is of vital interest to SID/SIM .

Initially, this project has primary impact on the Immigration Program
abroad. However, the desmnstrated feasibility of some of this

-equipment will be of interest to many other units in the Departmen t

particularly MFS, NGI and MPP.

As a result of its involvement with the Task Fôrce on Processing
Efficiencies, SIMR has done much of the research involved . In fact, a

number of pilot projects have been established at selected posts .

Further, submissions have been made to the Administrative Carmittee in
respect to microfilm units for 10 posts and the provision of lateral
shelving and colour-coded dossier covers globally . Both projects

entail nulti-year implementation .

As most of the research has been accanplished, methodology for each
unit will be as follows :
1 . determination of suitable equipment ;
2. implementation of test project, if feasible ;

3. review of project ;
4 . submission to Administrative Catanittee ;

5. implementation by naulti-year program if costs involved warrant .

SIMR has the resources to act as project coordinators. Their role will

be one of research (the-'use of certain equipment has not been fully
researched), selection of suitable test sites, review of alternative
choices of machines, units, etc . and developznent/presentation of

sufmissions . MFR, MRM, MFI and MFS have acted in much of SIMR's



research in the past, and their services will be required in the

future. In considering this project, SIMR will take particular note of
equipment which can be installed, maintained and utilized by posts with
the least possible input from SIMR. Assessment of project success will
be by means of ineasured increase in productivity by per person-year
post and/or staff reduction .

IMPLIIMENTATION CCNSIDERATICNS :
1

MFS is interested in a number of our project elements as they may be
appropriate for other departmental units.

Continuous consultation with MFR, MFS, MRM and NGP will be required,
depending on the equiparent to be considered. Multi-year phased
implementation schedules will require the endorsement of the
Administrative Committee .

Posts will be involved to ensure the usefulness of the equipment, to
determine that the staff are able to utilize the equipdnent to
manufacturers' performance standards and that local servicing
facilities are adequate to maintain the units provided . Also post

specific considerations will principally determine implementation

schedules.

SMIR has developed two operational manuals to coincide with the
introduction of microfilm equipment in Hong Kong and ultra-violet lamps
(used to reveal fraudulent amendment of passports, visas and other
original documentation presented by visa applicants) . It is

anticipated that similar manuals will be developed to ensure the
effective installation, use and maintenance of other machines or
equipment introduced to posts as part of this project .

Earlier investigations undertaken in response to the Task Force on
Processing Efficiencies, illustrated to SMIR that posts have an
enthusiastic attitude towards the intoduction of sophisticated

equipment.

As stated earlier, there does not appear to be any effective means of
increasing the per capita productivity of the resources deployed in the
Immigration Progran, while, at the same time, making reductions in the
total deployment without the procurement of sophisticated tools. If

CEIC irplements a fee for visas if the list of visitor-visa-exempt
countries continues to diminish, and if additional programs (Foreign
Dccnestic Movement and the Special Entrepreneurs Program) continue to
mount, the requirement to deploy additional resources, at huge cost,

will escalate .
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MW= CarQleted by :

1. Deteaninaticn of equipment, iaplementatio
n

of test projects, review of projects ,
consultation with MFS (other departmental) September 1984

units
2. Presentations of Implementation Plan to

Administrative Camnittee and Revision of December 1984
Project Plan D~r 1987

3. Iaplementation of succeeding 3 year s

gESpORCE S(JN Mp,RY :( ÿ000 ) ~ rements to
SIlMt has the capacit to provide the persorr-ye r~ i

i.nplement this project
. Capital costs are anticipated to be in the

$800,000 range.

Dollars include salary, operating and capital .

I

Existing

New (1 )

Total Direct Costs

Indirect Costs

83/84
PY $

.30 15.a

NIL

.30 15

.10

84/85
PY $

.30 15.C~

341 .g1

.30 356. 9

.20

85/86
PY S

.30 15.Q

375. 0

.30 390 .0

.20

TO
OOMPLETE
PY $

.30 15 .0

500. 0

.30 515 .0

.10

TOM
P1mJF)CT
PY

1.2 60 . 0

1216.51

1.2 1276. 5~

.60

Future I
PY S

BFNEFI'15 :
In i ien to-enablinq Social Affairs Officers to deliver the

7nmigration Program more professionally and effectively, the

implementation of this project will reduce the number of person-years

deployed in the program and stretch the productivity of the per capita

person-years which reaain. The costs involved shauld be recovered

during the phased ia plementatia► period or within a few years . Also,

such of the above program will be developed in conjunction with the

Department's computer plans. In fact, as the installation of the above

equipment will streamline procedures and operations at posts abroad,

this progqm is-/rjnecessary first step in the eaaputerization process.

/Sl D ./à y/i,1 ( Ç~
Date

Date



EAMIP PRUTDCT NO. SF03-B

Inventory of Existing Office
Equ; gnent in the Immigration Program Abroad

Manager: SIM; also, SFB and MFS will be

Project Officer :
concerned
SIMR (V.P. Gray)

PRFSENr SIZi1ATICN : i

Information received fran various departmental units indicates tha t
there is no adequate profile of the office equipment utilized by
Immigration Sections at posts abroad .

SIM should have a ccnplete inventory (including date of purchase ,

present condition and effectiveness) of all the office equipmen t
(typewriters, canputers, word processors, telephone answering services ,

photrocapiers, registry equigrent, microfilm units, etc .) dedicated to

the immigration Program. This includes posts abroad and SIM . The lack
of cmplete data in this area hinders an in-depth examination of
streamlining proposals to be implemented abroad .

Some partial data has been cbtained . To omiplete this project, posts

must be surveyed; an inventory ccaipleted; and if the volume of data

warrants, the information can be entered into SIM's oanputer . The

inventory develope3 must be updated periodically .

OBJ'E C.TIVE :
Aninv~e.ntory will assist SIM to give appropriate corisideration to
streamlining proposals involving oanputerization, other sophisticated
electronic equipment and rnci-technical proposals concerning procedural,
managerial and processing changes and innovations . It will also play a
significant role in the selection of test sites and developnent of
trailti year implenentaticn schedules involving the introduction of
sophisticated electronic equipment to posts .

In addition, an inventory would reveal the level of capital resources

required to inplement the Immigration Program.

GOAL :
Arinventory which can be updated periodically and which provides a
profile of all posts and SIM's office equipment dedicated to the

Irmigraticn Program. It should be possible to caplete this project by

March 1984 .

DESCRIPTION:
SIMR will survey all posts at uhich Social Affairs Officers are
responsible for the delivery of the 7nmigratical Program . Contact will

be by means of a readily-carpleted survey form designed by SINfft . If

the volume of infoxmaticn warrants, the survey results can be entered
into SIM's PC Oanputer as well as subsequent updates .



The major activities will be the preparation of a survey report form by
SIMR, completion by posts abroad, and subsequent collation by SIMR .

IMPLFMENTATION :
As indicated above, this project dove-tails with major streamlining
initiatives being considered by SIME. This inventory should be of
interest to other departmental units, namely MRP, NGI and P .
As this project can be carried out within SIM's present resource
allocation, and no funding is required, it does not appear that
departmental co:rmittees need to beccme involved . SID is aware of the
streamlining initiatives- being delivered by SIMR.
Posts will be surveyed by means of a form designed by SII U2. SIMR will
collate thé resulting data, decide on the potential for eanputerization
and develop a suitable means for periodic update . A very limited cost,
for a computer specialist, to develop a program for this inventory nay
be involved.

Potential difficulties are not serious ; posts reaction to another
departmental survey (given that they have experienced a large number of

surveys, etc.) may be mixed and indeed reluctant . However, the survey
form will be designed for rapid ccmpletion (requiring no more than an
hour or two to eanplete) which will mitigate against this potential

difficulty .

Failure to eomplete this project will haQnper SINIlt's consideration of
streamlining proposals and can have an adverse effect on SIME's
determination of its input into the department's phased anputer'
installation programs .

MAJOR STEPS AND TIMING

1. Design of Survey Form
2. Distribute to Posts
3. Deadline for Replies
4. Collation of Information
5. Production of Inventory
6. Decision re cornputerization

Canpleted By
mid January 1984
end January 1984
mid March 1984
end March 1984
end March 1984
end March 1984
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RF50IJRCE SUrAlARY : ($000 )
Dollars include salary, operating and capital .

I

83/84 84/85 85/86
TO

CnMPLETE
TOTAL

PROJECT FUTURE

PY $ PY $ PY $ PY $ PY S PY S

Existing

New (1)

.05 2.5 .05 2. 5

Zbtal Direct Costs .05 2.5 .05 2.5

Indirect Costs .2 . 2

BIIQEFIZS
(1) SIM will have a profile of the potential for effectiveness of all

Immigration Sections at posts ;
(2) the inventory will enable SIM to give appropriate consideration to
projects aimed at processing efficiencies, as directed by Cabinet ;
(3) this inventory will assist SIME, in oonjunction with MFS, to
identify suitable test sites for computers and to develop meaningful
phased implementation schedules based on (a) post's present potential
for amputerization, (b) their current effectiveness in tenas of
office machinery, (c) the level of support fraa local servicing
agencies .

Project Manager



EAMIP PRUTDCr NO . SF04

TITLE: Conputer Assistsd Immigration Processing System

(OUPS )

RESPC NSIBII.STY: Project Manager: SIM;
Project officer: A.J. Humpzries

DESCRIPTICt1 : See MIS Secticn



EAMIP PRO7ECT NO. SF05

TITLE: Consular Services Training

RESPONSIBILITY: Manager: SIC Director - L. de Salaberry
Project Officer: G.E. Lisk

PRESENT SITUATION : I

Many of the personnel going abroad to fulfil the consular services
function have in the past been provided with only a modest one and one
half day briefing session, while others have received no training at
all. The increased demand for and greater caoplexity of consular
assistance has precipitated a situation where more and better
preparation of our personnel is required in order to minimize response
time, limit the involvement of headquarters and to provide the quality
of service Canadians have came to expect .

A thorough needs identification has been eampleted and the development
of an expanded training prograQ ►1 for Canada-based personnel has begun .
Specific course design has only to be canpleted before delivery of the
new training courses in the upcoming posting seasons (March 1984) .

At the end of the next posting season air attention will turn to the
development of training courses specifically geared to the needs of
locally-engaged consular assistants and honorary consuls . In addition,
we will begin to determine and develop the most appropriate and cost
effective visual aids necessary to canplement the training courses .

OBJECTIVE :
Improved training of all personnel who are, or may be, involved in
providing consular services will permit more timely and accurate
responses to Canadian public demands, will afford consular personnel
with the personal confidence to do their work and will lighten the
burden of the Consular Operations Division by reducing time spent on
counselling or guiding personnel at posts .

GOAL:
Ultimately, it is our goal to provide all Canada-based foreign service
personnel and involve LES with the information and training necessary

to handle consular problems or demands . During the next fiscal year we
anticipate training as many Canada-based personnel proceeding on
posting as is possible. The only constraints foreseen apply to those
who are on cross-posting basis and will not return to headquarters or
those whose schedule does not permit training .

DESCRIPTION:
The consular services function has often been labelled "the human face"
of the Department. It involves greater personal interaction with the
Canadian public than does any other single sector at missions abroad .

Although the most direct benefit will be realized by the Immigration
and Social Affairs Bureau, improved delivery of the consular program



abroad should have a significant effect on the image of the Department
as a whole and of the govern¢nent in general .

The new approach to consular training will :
- provide more information on all of the consular service areas ;

- project a broader picture and provide employees with a better
awareness of the processes involved ;

- simulate the types of cases/situations that individuals may cane

upon abroad ;
- place greater emphasis on "how" the function is to be performed

rather than sinply on the "what" ;
- address the issue 'imanagement of the consular program at a post" .

In order to ensure the continued effectiveness of the consular training
effort, we envisage utilizing three avenues of assessment .

a) Internal Feedback
Consular Operations Division in their day-to-day dealings with
missions abroad have been able to identify specific areas where
problems are occurring . Over a period of time we will be able to
assess whether new, fully trained personnel are showing a reduction
in these problems areas and/or modify the training sessions
accordingly .

b) Post Inspections
Post inspection teams could be requested-tA review the management
of the consular program at a post with a specific view to
identification of problems or shorteccnings . This information can
be assessed to determine whether the problems could be remedied by
training, whether consular employees at pOst have received adequate
preparation before assuming their functions, and also to identify
areas requiring greater emphasis in the training program .

c) Trainee Feedback
Trainees whose job profile entails 30 % or more consular duties, can
be sent a questionnaire three months after arrival at post . This
questionnaire would not address the enployee's performance but
rather seek to identify those areas for which the employee felt
further preparation was required before departing headquarters, in
order that they be fully operational upon arrival at the mission
abroad . This questionnaire would be reviewed and campleted by the
employee in concert with his/her supervisor in order that a truly
objective assessment be obtained . The information in the oampleted
questionnaire wruld be confidential and utilized as an evaluation
tool for the training program only .

IbIPI1 N II4 TATIM OONSIDERATION :
Although there are occmmn requirements and difficulties associated with
the provision of all pre-posting training in this Department, our needs
have for the most part been net . The Department's Evaluation Division

(( ME ) has been particularly helpful in assisting with the evolution of
this program, and will, it is believed, be documenting its develognent
and determining guidelines to ensure its continuity and effectiveness .



Most of the resource expertise required for our program is available
within this Department . Of notable exception is the behavioural
segment of the course which involves preparing for the counselling of
Canadians who cane to us in a time of need and frustration and who
often make consular demands which we are unable to satisfy . The
expertise required to provide this training is not available within
External Affairs . Consultations with representatives of Health and
Welfare Canada have indicated, haaever, that they are most willing to
assist through the provision of their personnel .

Consular training sessions are responsive to the numbers of personnel
going abroad on assignment each year. The major constraint to the
successful delivery of this program involves the timely identification
of outgoing personnel not only that we may schedule appropriate courses
but also to permit us to confirm the availability of physical training
space and resource personnel .

The Department has been relatively fortunate to date with regard to the
small numbers of consular cases which have been poorly handled and have
brought about negative media criticism and embarrassment .
Notwithstanding, we are in an era where the consular demand continues
to spiral upwards and to graw in catplexity while the number of
personnel charged with this function diminishes . Thére is now greater
pressure than ever before to afford air personnel the ooapetency that
is required in dealing with these potentially explosive situations .
This Department has over the last few years, expended vast sums of
money to inform the Canadian public that we are there to help . It
would be a false economy if we did not ensure that our personnel were
adequately equipped to respond .

MAJOR STEPS AND TIMING
1. Design training program for Canada-based Present - Feb . 1984

employees .
2. Commence courses for Canada-based March 1984

enployees .
3. Design program for honorary consuls Sept . - Nov. 1984

and locally engaged consular assistants .
4. Commence training for honorary consuls Dec . 1984

and locally engaged consular assistants .

5 . Develognent of visual aids to ecmplement Ongoing, 1984/85
classroan training .



gESp~CE sU[~fARY : cs000) operetin9 and capital .
Dollars incluàe salary .

l~estimate of $15.0
represents the preliminaiY develoiment of a

consular training film to be used in classroaa sessions or sent

abroad to posts as required .

(2) This amount reflects anticipated production costs of the new

training film. Costs have been spread acres
.s the two fiscal year

period in an effort to reflect financial canstraint
. ShauLd

'
total

funds be made available in one fiscal year, this project e0uld be
completed at an earlier date.

BENEFITS:~letion of this training project will provide an impressive

departure from the one and one half day
briefing session currentlY

offered to Canada-based personnel only
. In addition it will afford the

visual caoplement to training whidz is now non-existent
.

Better trained eiplvYees 1 ° are equipped to handle O0~ cases
with)ut constant referral

~to headquarters, can only present a more
image to the public who seek their assistance, and st~auld

professional
substantially reduce the amount of time and money expended on

eornsunications between posts and headquarters .

Date

project



E,AMIP PRQ= NO. SF06

Counsular Operations Management Information Systems
(ooMIs )

RESPONSIEILITY: Project Manager: L. de Salaberry, Director (SIC) `T
Project Officer: B.J . Davies, Deputy Director (SIC )

TITLE:

DESC RIPTION: See MIS Section



EAMIP PR(a= NO. SF07

TITLE: Extension of Cost Recovery in the Consular Progra m

RESPONSIBILITY :

PRFSIIN'T SITUATION :

In the fall of 1984 the Consular Services Program will begin an
examination of the possibility of extending cost recovery efforts .
This project will not be fully developed or full responsibility
assigned at this date .- However, it is a potential project for
inclusion when the plan is updated a year fram now .



EAMIP PRlJJEGT NUMBER SF0 8

TITLE: Domestic Information and Communications Strateg y

RESPONSIBILITY: Project Manager : G.R. Rejhon (SCI)
Project Officer: E. Mikkleborg (SCI )

PRESENT SITUATION :
The management requirement is to develop more effective and efficient
means of ccmminicating information to domestic audiences . At the
moment this is done in a haphazard and misdirected fashion and the sys-
tems used to inform Canadian audiences are inefficient . For exaple,
many units in the Department provide information to danestic audiences
and there is a general lack of coordination and consistency in these
activities. Goals of departmental communications directed at domestic
audiences have never been established. There are currently no methods
of evaluating the efficacy of our various and disparate activities or
measuring the impact of the information received by various Canadian

groups-

OBJECTIVE :
The objective of this project is to improve the Department's communica-
tions with domestic audiences .

GOAL:
The following are the goals of this project : a clear statement of oarr

munications' objectives and goals, methods to attain those objectives
and goals, methods to evaluate the pursuit of the objectives and goals,
greater interaction between the decision makers and the domestic ccnr-
munications specialists in the Department, and the rationalization of
the systems used to cannunicate with the Canadian public .

DESCRIPTION:
The project will provide senior management with options on how to
improve the current situation . This project will involve or affect all

parts of the Department that cannunicate with danestic audiences .

These organizational units include inter alia the Press Office, the

External Information and Creative Services Division, various general
enquiry services, the Business Information Centre, and the divisions of
the International Trade Development and Eeonomic and Trade Policy

Branches .
The project will require the preparation of a paper for senior manage-
ment that describes the actual situation and mechanisnms used by the
Department to canmanicate with domestic audiences . Further work will

be required to review all earlier reccmnendations related to domestic
communications and subsequently to set out objectives, priorities and
operating procedures to be used by the Daestic Information Division
and other units of the Department . This work will consist of defining
the mandate for domestic cqmunication and setting out alternative ways
by which senior management can ensure this mandate is carried out . The

finished product will,be sutmitted to the Executive Co:rmittee for deci-

sion. At all stages, the project manager and officer will consult the
other parts of the Department involved in dcmestic information activi-

ties. These units are of two types
: the'purveyors of domestic

information and the departmental clients of the domestic information

units.



This project should provide a clear understanding of the respective
roles and responsibilities of the Domestic Information Division, the
other units engaged in dcmestic information activities and clients of
those units. This project will be successful if there is inprovement
in the coordination and consistency of the Department's dcmestic infor-
maticn activities in the efficiency and effectiveness of informing
dcmestic audiences ; in senior management's control of danestic informa-
tion activities ; and in program managers' ability to support priority
departmesital goals and policies .

IlMPr EMM rAmrCN OCKSIDERP,TICNS :
This project is related to the cngoing work of the Danestic Infozmation
Division and the External Infornration and Creative Services Division as
well as other units with major domestic information programs . Once
senior management of the Department bas taken decisions regarding the
reoanmendaticns of the Oatcnunications Task Fbrce (Delvoie Report), cer-
tain parts of this project plan nay have to be reassessed and altered .
Given the close relationships between the Departments of External
Affairs and Regional and Industrial Expansion, the latter department
may be involved in or affected by this project .
The Deputy Director-General (Infozmation), the Press Office, the ALM
(Social Affairs and Programs) and the Executive Gtmmittee will have to
approve various meucrarx3a or papers fran this project . Consultations
will be necessary with all the divisions and units of the Department
that either supply information to dcmestic audiences or that regularly
seek the advice and assistance of units to provide such information .
The External Affairs' posts abroad will not be involved; however, it
may be necessary to consult the DRIE regional offices .
Changes that result fran the project will be implenented through brief-
ing sessions, circular letters and administrative notices . Information
will be requested regarding the current danestic information policies
and activities of various units in the Department ; this and related
analysis may be done through a survey to be cccxiucted by a consultant
hired on contract .
The following are possible cocistraints that could affect the successful
caipleticn of this project : inadequate collaboration of those con-
sulted; the pressure of cngoing duties and responsibilities of Danestic
Information Division and difficulty in hiring a consultant on contract .
If this project is delayed, iaiprovenents would riot be made in the
Department's domestic catnamicaticns practices and this crucial depart-
mental function could indeed regress because of inattention .

MAJOR STEPS AND TIlM3NG :
a) In c~ltation with other departmental units, identification of

problen areas and assessnent of current situation, November to
January 1984 ;

b) Preparation of paper for the Deputy Director General (Information)
and the ALM (Social Affairs and Progra¢ns) describing the actual
situation and the mechanisms used to provide information to domestic
audiences, January 1984 ;



c) Review of all earlier recata,arlaticns ccncerning domestic

caritunicaticns : and priorities on domestic
d) preparàticn of a statemezt of objectives

in&smation, March 1984;

e) Description of the current axganiu tianal and administrative
~~s area and

cocsstraints that i~e the reaching of our goals

identification of possible crganizational and administrative

improyenents, Hfarc3l 1984 : i

f) Establishment of agreed routine operating procedures between the

domestic information division and other units with significant

domestic information zesponsibilities, April 1984:
with options r~~9g) presentation o

f s to the rDeputy)Dir)ector General (Infonaatien) , the AOM

(Social Affairs and Programs) , and the Executive Ca=L
ttee .

April 1984; May
h) planning for the inplementaticn of the ap~oveà - reoa~tia:s .

to June 1984
; stions. Septerber 1984 :

J) Inplensntation of approved
j) Assessmerrt of the iisplemented i

nvromments . SePtember to October

1985 .

Total Direct Costs

.25 10.0

.25 25 . 0

.50 35. 0

[ .25 10.0

.45 18.0

.25 25.0

---
BaEFITS

~~ent will have a straic~tfozwara med anlsm~
5 W~ licies
~,. ~rta i ni na danestlc ~~tians anQUcatiClis of pl Po

and a more strea:nlined vehicle for eannaiicatin9 with

~~o~~ ~domestic audiences . There will be less dispersion (and therefor

e increased efficiencyand onherence ) in the developumt and deliverY of

domestic infoznatiaz ProJram ' This should benefit the Department ' s

public image and enhance support of its prograus;•



I
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EAMIp PRATr7(T NLIN BER SF10

TITLE : Establishment of Performance Measurement Tools for
Public Diplanacy Activities

RESPONSIBILITY : Project Manager : ALM - SFB
A. B. Roger SCD

Project Officer: D. Mrkich, SCD

PRESENTT SITUATION :
The Bureau does not at present have in place operational performance
measurement systems which would assist in the planning, controlling,
monitoring and evaluation of their processes, activities and outputs .

This situation contributés to a potential lack of control over the
Bureau's operations, specifically the service levels, the timeliness,
econcxny, efficiency and effectiveness with which results are achieved

in all activities.

OBJECTIVE :
To develop the mechanism which will ensure that the Bureau is producing
outputs consistent with departmental, client and Bureau objectives, in
the most econanical, efficient and effective manner . There is the

possibility that developing such a system for specific operational
areas could provide models for all of SCD . The Departrnent is exploring

the development of a general project management system and this

project is consistent with that initiative .

GOALS:
- To produce a performance information system for SCD by December 1984 ;

- to ensure that the system is consistent and appropriate to the nature

and mode of the operations in SCD ;
- to provide mechanisms for linking planning, monitoring, controlling

and evaluating the costs activities, tasks and output of the Bureau ;

- the project would ideally result in improved cost control, methods,
outputs, service levels and impacts or results ;

- the .provision of a historical profile which will permit managers to
determine the, casual linkages contributing to the final results .

- to ensure that the PMS is consistent with departmental plans for the
introduction of PMS and consistent with SCD's project management

system .

DESCRIPTION :
The assigrment will focus on the work of the Bureau, Yx7wever, it will
include a survey to determine the methods and systens used outside the
Department and may require consultation with client and target groups .

Advice may be sought fran the program evaluation and the management

service groups within the Department .

The methodology will include :
I Background and Information Gathering

. ccmparative example s

• existing information system
• objectives, goals and plans
. target groups, client and results identification

. selection of a project management system 's information

. identification and analysis of work activity, manage r

requirements and expectations .



II. Fieldwork and Analysis

. performance indicator developnent

. priority setting

. establishment of standards .

III. Design and Develvpnent
. design supporting infozmatiod system
. monitoring and reporting formats
procedures for maintenance and application of PMS .

IV Testing, Refinement, Reporting

. test run and preliminary internal report
system refinanent

. issue management report .
The chief participants will be officers and staff in SCD who form a
small task group to address this project.
Assessnent would be based on the existence of the following benefits or .

impacts :
- improved management planning
- provision of tools for more effective decision-making
- effective allocation/reallocation of resources

- assessment of operational efficiency .

IM~~ ATION OON.SIDERP,TIaNS : -
This is a management improvement initiative internal to the Bureau with
limited iaplementation implications for others, however, technical advice
and assistance may be sought from finance, OCB, Evaluation and Managenent

Services .

MAJOR STEPS AND TIMING :
i) Background and information gathering

ii) Fieldwork and analysis

iii) Design and developnent
iv) Testing, refinement, reporting

RESOCTRCE SCMyp.RY: (SOOOs )

Dollars include salazY, operating and capita l

83/84 84/85
PY $

85 86
PY $

Existing

New (1 )

Total Direct eosts

PY $

.10 5. 0

. .10 5 . 0

Indirect Cbsts

1 40. 0

40 .0

OON PI.EIE
PŸ ST

April/84
Aug./84
Dec./84
Apr./85

PROJF7CT
PY $

1.1 45. Q

1.1 45.g

FUTURE
PY $

BENEFITS: lan, oontrol and assess work, to allocate resources.
Inceased ability in SCD

to P in SCD.
Improved information for managers



.*w4~ . 16'- i.z . IfIll .
Project Officer Date

\~►,,~`Q•~- 1~ • 1t•L~i •
Project Ma g r Date



EAMIP PROTECT NO. SF11

TITLE: Project Management System•for Cultural, Public and

Information Programs Bureau

RESPONSIBILITY : Project Manager : ADM SFB/A.B. Roger/SCD
Project Officer : D. Mrkich, (SCD )

PRESENT SITUATION :
There is presently no standardized project management system in th e

Bureau to give management a control mechanism which monitors the
economy, efficiency and effectiveness of operations and activities i n

SCD. A project management system i6 required to facilitate the
planning and coordination of the Bureau's work particularly i n
relationship to specific services provided'to the geographic bureaux ,
posts and guidance to other federal departments and agencies conducting

public information activities abroad .

OBJECTIVE :
To develop a camprehensive and relevant project management system for
SCD, which will facilitate the coordination, planning, control and
evaluation of the work and the provision of public information services
to the Department and posts abroad .

GOALS :
Tb develop a project management system which :
- is consistent with the departmental approach (see project CC11 )

- is appropriate to the work and needs of the bureau and their clients
- is consistent with the performance measurement system being developed

for SFB
- is canpleted in tandem with the performance measurement system in

December 1984
- provides adequate direction for all aspects of project planning,

control and evaluation .

DESCRIPTION:
The scope will include consultation with client (including other
departments) groups, CCB and finance, however, this is a project which

is internal to the Bureau. The approach will include developing a -

project management system with the standard project life cycle system

(9 stages) as a base .
Nine stages in Project Life Cycle

1. Initiation Need for project

2. Planning Feasibility, org. plan

3. Requirements Desired/necessary

4. Design General/detailed

5. Developtnent Construct, document, tes t

6. Implementation Prepare user, convert, install, operate

7. Operation Routine, non-routine

8 . Maintenance Correct, improve

9 . Evaluation Identify/take corrective actio
n

The approach will also entail the developnent of guidelines and systems
and procedures for such elements as the following :

Letter of Intent ; Engagement Memorandum ; Project Profile ; Follow-up

(project) ; Oomnitment Documents ; Zerms of Reference ; Project Record ;

Relevant Documentation ; and Progress Repôrts .



Assessment for the project will be based on exanination of the
documentation of the system and the following benefits being in place :

1. Improved project control and management decision-making in SFB
.

2. improved ti.meliness, service levels, effectiveness, efficiency and
ecommy with respect to SFS's output .

IlmpI.EMIINTATIQ+I OCNSIDERATIONS :
attached

This
project, as an internal initiative, has limited conplexitY

to iuglementation. Some unforseen issues may arise out of consultation

with SFS's clients and CCS . In this event adjustments will be made t
o

the project plan .

MFJOR S1EPS AND TIMING :

1. Factfinding Consultatio n

2. Analysis and need statement
3. Design, develapment

4. Implernentation, refinenent, reporting

5. Assessment

RESpUR(,E St Mp,RY: ($000)
Dollars include operating and capital.salary ,

New

.30 16.0

Total Direct Nsts . 05 1.0 .25 15. .30 16 .0

* To be determined after assessnent .

BFIIEFITS :

1 .
improved project control and management decisiocr-making in SFB .

2. IaQ=cved timeliness, service levels, effectiveness, efficiency and
ecorony with respect to SFB's output .

April 84
August 84
Dec. 84
Apr. 85
Apr. 85

10 TOIAL

83/84 84 5 85 6 COKPL~ ~ *~~
PY S PY $ PY S PY ~ S ~
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Project Officer Date
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EAMIP PRUTECT NO. SF12

TITLE: Rationalization of Publications in the
Department of External Affairs

RESPONSIBILTTY : Project Manager : ALM/SFB : A. B . Roger, SCD

Project Officer: D. Mrkich, Management Advisor (SCD)

PRESENT SITUATION :
There is some evidence that the proliferation of publications which are
produced by DEA and other departrnents on related subjects (without
coordination and rationalization) are contributing to duplications in
cost and effort. In accordance with T.B. and D.S.S. regulations it is

incumbent upon departments to rationalize all publishing activities .
There is a very specific need for this study due to the recent

amalgamation with the former I .T.C. and the special requirements of

posts. There is no existing inventory of all departmental

publications . •

OBJECTIVE :
To determine the potential for rationalizing the use of the
print/publication media, in order to reduce the numbers and costs
associated with publishing in DEA ; in addition to identifying

the appropriate clients and target groups for each publication and the
best media for disseminating information .

GOALS :
- To establish an inventory of all publications issued by DEA with a

description for each which includes : objectives, budget, target

groups, clients, actual costs, production specifics, effectiveness
assessment (if there is such an assessment) and potential
alternatives .

- To identify and describe all similar or related publications which
are produced by other departments and agencies of the Federal

Government.
- Th conduct a canparative analysis which is aimed at determining

potential alternatives, savings, efficiencies and improvements in
the publishing practices in DEA .

- By July 1984, to recarmend a streamlined publishing activity

for DEA.

DESCRIPTION
- The project involves both DEA and other departments and agencie s

publishing relevant documents, particularly marketing and promotion
publications that overlap with DEA publications . The review of
DEA's publications will focus on the effectiveness of the print
medium to the objective, the effectiveness of each publication, and
will address campliance issues with respect to T .B. and D.S.S

regulations .
- Participants will include primarily the officers and staff from SCD .

However, there is a requirement, in order to ensure objectivity, to .

set up an advisory or steering group to review and sanction the

study findings and conclusions . In addition, there is a possibility
of engaging the assistance of an independent consultant as a
researcher/special advisor.



- Assessment will be based on the degree to which the following

benefits are realized:
' reduction in publishing costs and activities .
• iuproved planning for publications through improved information

produced by the inventory apd oarparative analysis .

* There may be sane changes to this project plan due to the potential for
D6S to accept some or all of this assigrment . This may change the
resource suamaiy as well .

IMPLQMFI,TTATION OONSIDFRATIONS
As this is an internal project in SCD there are few constraints or
iuplementation considerations which are not identified through the
process of the study and consultation with the bureaux' primary clients

and target groups.

MAJOR STEPS AND TINlI1VG
. Inventory DEA Publication s

* 2. Inventory related publications
3 . Consultation
4. Analysis and Conclusions
5. Report/Reconmendations
6. Cannittee Review /Approval by Administration August 198

4

7. Implementation September 1984

gEqpUgL'E Si7M yARY: ($000 )
Dollars include salary, operating and capital.

83/84
PY $

84/85
PY $

85/86
PY

TO
OOrPI.ETE
PY $

TOM
PFIO= •
PY $

Future
PY $

Existing .10 4.0 .20 5.0 .30 9. 0

New

Tbtal Direct Costs .10 4.0 .20 5.0 .30 9. 0

Indirect Costs

BFNEFITS
1 . Creation of an inventory of all publications

.

2. Establisiwent of a strea¢alined publication function in the

deparhaent. This may produce savings as same publications might
be eliminated, but no estimate can be made until work is well

underway on the review .

3. Better information to DEA's clients through more focused
publications for each target audience .

January 1984
February 1984
April 1984
Jure 1984

July 1984



Project Officer Date

r !^

P ojec an er
IT • l1 . b;

Date



F.ANIIP PRO►7DLT NO. SF15

TITLE: Corinauzications

RESPONSIffiLITY: To be detenmine d

DESCRIPTION :
The goal of this project is to inplement approved recatIInendations of
the Cccnnuzications Task Fbrce . (i.e . Delvoie Report) .

TIMING :
This project should be developed as soon as Senior Management decides
on the status of the reco:nnendations of the Delvoie report. Overall
timing to be determined .

RE90URCES :
Th be determined .



EAMIP PBU7ECT NO . SF16

TITLE
: Review of International Cultural Relations Policy

(to be conducted in conjunction with the Department

of Carrnunications )

RESPONSIBILITY : Project Manager
: Director of Cultural Policy Division

(SCC)

Project Officer : Bilateral Agreements Office
r

(part time basis )

PRESEBTr SITUATION :
a) gnall Task Force (DOC/DFA officials) has net once to initiate the

review and to maP out the direction and scope in general terms .

of and re
fCeren~e~tions have exchanged

b) Ministers of External Relations
letters aimed at setting

c) Terms of reference are embedded in a Memr~r ~toCabinet ~ on
International Cultural Relations discussed b

Y

November 28, 1983.
d) Research phase ~~gun - SCC project officer is to determine

range of existing programs with detailed descriptions (to cover

DEA, CIDA, DND, D2IE) .

e) The project began
will be _subRUr'tand tedwtolMinisterein for sunme

rrol9 4)ely

one year .
(M.C.

OBJECTIVE :
A broader and deeper understanding of thè process and substance Of

cultural diplomacy, as an indePendant program and in supp°rtof
overall policy objectives in the department, especially on part of

regional bureaux. mandate
b) Reiteration of foreign policy objectives and correspondin

g for international cultural relations programs in a manner which i
s

closely linked and which reflects current thinking .
of

c) An examination of the appropriateness of the size and scope

existing cultural progra~ns, including .the possibility of

supplementary and new elements with the eoncomittant resource

rationale. servicee) Possible creation of a cultural stream of foreign

officers.

GOAL: of
Short term

: Two Cabinet Menora~ for discussion and approva

l Ministersto be subsnitted jointly by the Ministers of Externa
l

Relations and CaMinunications (the first in sunmer of '84, the second

Dec ./84) .

Long tean
roved cultural program in DEA with the appropriate

: an imP
implementation to take place beginning in 1984 and continuing into

1985 .



DESC.RIPTION:
Scope : Programs, Trade and Relations divisions of the geographic
branches, the U .N., Fed-Prov. and other bureaux as dictated through the
course of the review. Posts will be affected by process and the
results of the study.

APPROACH :
Phase I :
. Research or "Tour d'horizon" . i
. Consultation by DF,A/DOC with other federal bodies with international

programs and within DEA - Geographic Branches, UN Divisions,-etc .
. Analysis of effectiveness of existing prograQns .
. Identification of overlaps and duplications .
. Preliminary consultation with provincial govemnents and cultural

individuals, groups and agencies .
. Proposals of new program directions and additional functions .
. Negotiation and definition of roles and authorities of DEA and DOC

with agreement on the division of responsibilities (including the
resource implications) between the two departments .

. Development of a Cabinet Meamrandutn establishing preliminary
conclusions and a detailing of the work plan for Phase II.

Phase II : (general outline )
Departmental consultation (in-depth) with those organizations
outside the federal and provincial governments, as well as
-continuing internal consultation .
Final analysis and conclusions .
Production of the final Cabinet Memorandun recannending a long-term
federal strategy for international cultural relations .

Participants include the following :
. DEA: SCC with SCD will take the lead and hold consultations with

departmental divisions and posts as appropriate .

DOC : The lead here will be vested in the Cultural Affairs Branch .

Other federal governiment departments and agencies with a mandate 'and
(or) programs in the international cultural arena .

. Provincial govercYnents .

• Representatives of the cultural carmunity .
Changes in policy and programs will affect :
. Relationship with programs divisions and geographic branches within

DEA.
. Programs of D.O.C. and other federal governnent departments

.

• Role of posts in initiating and implementing programs .

. Applications frlan artists and groups with an interest in tours,
exhibits, exchanges etc.

The review itself will incorporate a detailed assessment of existing

programs and policy in DEA and DOC. Formal assessment of the impact of

the review and the effectiveness of the pursuant measures will be
proposed as part of the Cabinet Memoranda. Approval of Cabinet

Memoranda and the program changes will also be a measure of the success

of the project .



I ypT .EanF N rATION CO[3.SIDERATIONS :
This project is autonoirous with respect to other special projects in
the department but will affect the working out of future relationships
with program divisions and will be conducted in consultation wit h

them.

Also involved are: DOC, 10(ten) cultural agencies, Secretary of State,

NRC, MSSD, FnvirorIInent/Parks Canada, etc . Two Cabinet Manoranda will

require ministerial signatures and the subsequent approval of the
Cabinet Catmittee on Foreign Affairs and Defence (and possibly the
Cabinet Carmittee on Social Develognent) .

Extensive fact finding will be required throughout the department in
the first phase of the study, in order to determine scope, status and
costs of the existing set of arrangements .

Posts will be involved at the beginning and final stages of the review .

For example, 8 of 9 Pacific posts met in Tbkyo December 1 & 2 for

discussion of the problems and potential for cultural policies and

programs in the Far East. Other such meetings of posts may be called
,

but, in addition individual posts will be involved throughout (example,

Washington) . The implementation of proposed changes is not resolved
but we expect a major feature of the study will be the study and
analysis of the creation of a "cultural stream" of foreign service

officers . Consultation throughout the study will mitigate against the

need to make sudden or unexpected changes : the most controversial
proposal may involve a cultural stream of FSO's, the resulting changes
of which will be far-reaching and long-term structurally . Current

inadequate resourcing could reduce or limit the scope and depth of the
study in addition to affecting the impact of the implemented changes .

Full oatmittment will be required on part of senior management to
ensure the successful realization of recannendations in the study .

Delays could man a-continuation of the current intention whereby the
program is insufficient to serve foreign policy or cultural goals and
would postpone the develognent of an improved delivery capacity within

DEA. -

MAJOR STEPS AND TIMING:

Phase I: Research; analysis; consultation; and July/84

preliminary conclusions and proposals .

Phase II : Final consultation ; analysis; design, Oct./84

developrnent and issue of recamnendations
in final Cabinet Merrorandum.



RESOURCE SUMMARY : ($000) Dollars include salary, operating and capital .

TO TOIAL

83/84 84/85 85/86 OCMPLElE PROJECT FUTURE

PY S PY S PY S PY S PY S PY S

to be

Existing 1 45.(
1

1 45. determined
in study

New (1) 1 35. 1 35.

Tbtal Direct Costs 1 45. 1 35 . 2 80.

Indirect Costs



EAMIP PRUTDCT NO . SF17

TITLE : Process Model for Formal Bilateral Cultural Agreements
and Informal Arrangements .

RESPONSIBILTTY : Manager : Director of Cultural Policy Division
(SCC )

Project Officer: Deputy Director (SCC )

PRESENT SITUATION:
a) No previous study has been done on the process and overall

inplications of the develoiment of cultural agreements and
arrangements, even though an increasing number of such agreements
and arrangements are being proposed and prepared each year .

b) Reorganization demands that a new process that enoanpasses the
regional bureaux is designed .

c) Cultural and other agreenents (science, education, trade etc .) are
developed in isolation with meetings and work conducted with no
deliberate or even informal co-ordination .

d) Processes and procedures are not consistent,planned, documented or
linked so that opportunities for mutual support and enhancement are
not exploited .

e) No work has been done in this area, although study of the
agreements as a,substantive tool of cultural diplomacy rather than
as a mode to improve the process will be subsumed under the D EA/DOC

joint review of international cultural relations policy .

OBJECTIVE :
. To establish a process nrxdel which will improve the development of

bilateral cultural .agreements, ensure better informed consultation
on the Canadian side, provide a context related to other bilateral
agreements and result in programs which are more focussed and

practical.
To provide a model which may be extended to other kinds of
agreements and/or linked to the development of canprehensive
agreements with countries where Canada also has cultural
agreements.

GOAL:
The description of an ideal process whereby biennial or periodic
consultations pursuant to cultural agreements/arrangements can be
conducted econonically, efficiently and effectively which will
situate the cultural talks within a general or political dimension

as appropriate .
Enable Canada to propose programs, projects and exchanges under an
overall and specific eatmitment of funds .
Stipulate the process and participants for consultation with parties
outside the department .
Render the proposals in each round of talks with foreign countries
more precise and practical .

DESCRIPTION:
This praoject will extend to all those programs, divisions, and posts
who are implicated in the developanent of bilateral cultural

agreements . The approach will include the description and analysis of
status quo including a broad range of issues, such as, need,
usefulness, process, procedures, acàninistration, resources, etc .,



There will be consultation within DEA, with other federal government
departments/agencies, provincial goverranents, etc . (who are involved
with foreign countries on cultural issues) to determine thei r

perspectives . Options available to DEA for future initiatives will be
identified, and analyzed. A preferred process model will be
recommended with supporting arguments. Products, results and
assessment criteria include :

. management planning tool .
• timing of consultation and proposals .
• prior cannitment and recognition of resources .

• improved understanding of cultural milieu and problems between
Canada and other countries .

• more creative yet practical proposals encouraged .
• greater use of agreements by other departments, agencies, provincial

governments, artists and cultural groups.

• built-in assessment process.

IMPLFNiEBTrATIaV CONSIDERATIONS :
Executive Committee will be asked to review the final process model.

There will be some involvement and consultation with those posts in'
countries where Canada is engaged in cultural agreements/arrangements .

This is particularly important at the beginning and during the
develogment of options . This process will be developed independently
and-will be applicable specifically to Cultural Bilateral Agreements ;

however, the usefulness of results will be greatly increased by
applying the model to other Bilateral Agreements .

Implementation of changes will be accanplished throughout the next year
where practical and experimental changes will be made to the process
following each 83/84 set of cultural talks, which will columinate in a
final model which has thus been tested and approved by all participants
implementation plans to be more fully developed in the latter stages of

the project. There are no constraints which can be readily identified

at this point; hcxaever, without linkages to other kinds of agreements
the potential success of the initiative will be limited to only one
segment of bilateral agreements/negotiations . Minimal impact would be

realized in the event of a postponement of this project .

MAJOR STEPS AND TIINING
: Januari, /84 to1 . Fact finding Analysis )

2. Consultation ) October /84
3. Option Identification

November /84

4 . Recarnendations Reporting Deo~nber /84



I
gESpURC£ SUMMARY : ($000)
The resaurces for this project are impossible to isolate from the
orrVoinq work of the directorate and from the efforts to develoQ an

International Cultural Relations P0licY •

BIINEFITS :
(Seeobjectives )

project Officer

ei/ ,C
project Manager

143 .



EAMIP PFtOJDCr NO. SF18

TITLE : International Population Conference- Mexico City
August 6 - 13, 1984 .

RESPONSIBILITY: Project Manager : J.M. Harrington (SIS)
Project Officer : I .M. Hall (SISS )

DESCRIPTION :
This is a major world conference held every ten years under the

auspices of the U.N. to assess the many faceted inter-relations between
population growth, econanic developrent, environment and social

policies. Canada's contribution in support of U.N. population

activities has grown substantially from sane $4.4 million in 1973-74 to

$19 million in 1983-84 . Canada has also contributed $100,000 to UNFPA

for the 1984 International Conference on Population.

In order to prepare the Canadian position for the 1984 Conference two
comnittees have been established : an interdepartmental catmittee
chaired by the Director General of the Immigration and Social Affairs
Bureau (SID) and a working group to support the interdepartmental
carmittee chaired by the Director of the Social Policy and Programs
Division (SIS) . The World Population Plan of Action MPA) which
resulted fran the 1974 Bucharest Conference is being reviewed with a
view to developing further recannendations for approval by the

Conference. There has been one preparatory meeting in New York and a

second one will be held in March. Both meetings use two basic

documents - the U.N. .Secretary General's report on the review and

appraisal of WPA progress in all U .N. countries and recotRmerxiations

based on that report . The objective of the second preparatory meeting
is to reduce the present 94 recaomendations to a manageable number and
to develop realistic content for consideration at the Mexico

Conference .

OBJECTIVE :
To contribute to the development of recanmendations, through the

Conference negotiations, that incorporate the interelationship between

population and developrent, population and enviroraoent, population and

basic health, and population and the participation of warnn in

society.

GOAL:
To ensure, to the maximum extent possible, that the negotiated text
reflects Canadian objectives in these four basic areas and at a minimum

does not deter them.

DESCRIPTION :
DEA has resource responsibilities as the lead department praviding a
broad international overview and serving as coordinator for all the

activity. Other departmental divisions or bureaux who are involved
include IMU, IDA, EEA, LSR, SIM, SFP and SCR plus a number of others in



I

a more minor way . In addition to the federal goverrmient, provinces
non-goverranent organizations and parliænentarians are involved and will
be represented on the Canadian delegation . The major activities are

wide ranging consultation, to develop consensus for the Canadian

position; meetings of the ccnmittees
; preparatory meetings in New York ;

the conference itself ; preparation of material for all of these
discussions and follow-up after the conference to cammainicate the
outcame and to develop cammitment to implementation of the approved

recccRmendations. The hoped for result is recammendations that can be
realistically pursued as targets over the next 10 years and that do not
conflict with the Canadian perspective. There will be internal

assessment of the success of the Conference from the Canadian
perspective and monitoring by DEA but overall monitoring of population

develop:nents is carried out by the U .N. after five years and prior to

another conference in 1994 .

IMPLEMEWA'rrON CQNSIDERATIONS :
A number of other goverrment departsnents are participants in the

project including NHW, CEIC, CIL1A, WE, Statistics Canada, MSSD,

Secretary of State and Status of Wanen. Interdepartmental agreement on

and Cabinet approval of the Canadian position is required . All

provinces, a large number of non-goverrinent organizations will be
consulted, as will parliamentarians of all parties . The New York

Permanent Mission, and the Embassy in Mexico will be involved in
providing input and support as is the Einbassy at the Vatican and a
variety of key posts in the developed and developing world . Advice and

reaction to the Canadian position as it develops will be sought from

these key players. Twenty posts have been consulted so far
. The

results of the conference will be canrnunicated -to Ministers and all
concerned departments and agencies for inplementation as appropriate in

their respective jurisdictions. Because the international cammunity is

involved, there is a wide .range of consultative activity. The volume

of material to be produced and distributed places a heavy load on the
secretarial, photocopying, printing and distribution capacity and
resources of the division and the department . Delay in the work wwld

mean that Canada would be unable to participate effectively and would

be seen not to be living up to its international responsibilities in

these policy areas. Because of extensive provincial, I300 and
parliamentarian interest, this would generate public critiscism of the

goverrment and the department .

MAJOR STEPS AND TIMING :

1.-Second Preparatory Carmittee Meeting in New York
. March 12 - 16 .

2. Consultation and preparation of the Cabine t

Submission on the Canadian position. May -

3. Completion of consultation and preparation in lin
e

with Cabinet direction and establishment of a
Canadian delegation that adequately represents the

federal and provincial goverrments, parliaQnentarians~ June
and non-goverrmnental organizations

July4 . Preparation of the delegation. August 6_ 13.
5. Conference participation.

6 . Follow-up to the conference including assessment
September

and communication of results .

,7. Ongoing monitoring and response to U .N.

questionnaires/enquiries for U.N. monitoring . agoing



RE90[lROE S(JM +IARY: ($000 )
Dollars include salaxy, operating and capital.

83/84
PY $

84/85
PY

85/86
PY

TO
COMPIETE
PY $

TOM
PRO3ECT

PY $
Fluture
PY $

Existing .75 27.011 1.3 182 .510 2.05 209.

New

Total Direct Costs .75 27.0 1.3 182.5 2.05 209.

Indirect Costs

Includes consulting and tesporary help requirements ($10 .0) and
travel and living expenses for 20 participants from Canada, ($80 .5)

office space, hospitality and interpretation.

At the end of the project an estimate of the total costs associated
with production of material will be made and documentation of the
project and associated costs will be left on file for the benefit
of other officers who may be involved thereafter .

BENEFITS '
1. ilunan fertility, morbidity and population growth are major factors

affecting econanic develop,nent, the envirorment and social and
political stability, in all of which Canada has major involvenent

and interest. It is clearly in accordance with Canada's foreign

policy objectives for the International Population Conference, 1984 ,

to be successful and for further progress to be made in slowing the rate

of population growth, particularly in developing countries, given

Canada's role as a major aid dor►or and the interest of Canadian

parliamentarians and N0O 's in population and its relationship to

develognent . It is also clearly desirable for Canada
to play and to be

seen to play, a constructive role in the lead-up to the Co
nfe

re
nee, at

the Conference itself, and in the implementation of policies, as

appropriate, thereafter .
Aithough four other federal depa rtments have a major role in

2.
population

questions (and
four others have relatively minor roles)

there
was no obvious single department able to take a lead position

.

For this reason and because of its inte
rnational responsibilities MA

felt obliged to assume the lead role with the concurrence of all others

concerned. SIS has taken on this
responsibility, despite a lack of

resources, because there was no real alternative . The Department's

credibility will definitely be enhanced if our participation
is

successful but we will certainly be severely criticized if it is not.

The management of Canada's participation in IPC 84 is
fully in

accordance with the Departinent's role (and that of SIS) as an

3. interface
between danestic social policies and programs and the

international envirorment
. It is therefore fully in accordance with our

recently re-defined mandate .



L

4 . Opporttmity to benefit fran the caiference feedback as it
influences danestic policy, development of innovative approadzes to
international conference work and develognent of new policy

initiatives.

5 . Opportunity to cost, in a realistic ati3nner, financial inPlications

that accrue with "lead department responsibility" for a LN'sponsored
international conference .

ject,Officer

F~ • ~.3
Deme

,-Z ~-- 23, f~~c G
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EAMIP PROITECT NO. SF19

TITLE: Indigenous Peoples' Organizations International
Liaison

RESPONSIBILITY : Project Manager: Social Policy and Programs Division
(SIS)

Project Officer: to be determined

DESCRIPTION : I
The Department has been asked to work with the various Native Peoples'
Organizations of Canada to assist than in their contacts with the
United Nations and other international organizations and groups of
indigenous peoples in various parts of the world, to pramote their
coRnon interests . Responsibility for developing and carrying out this
function has been assigned to SIS which is also to serve as a focal
point for the Department's contacts on indigenous issues with other
departments and organizations in Canada and abroad . No resources have
yet been provided for this purpose and the task has not yet been
defined .
Men an officer has been assigned the following study should be
undertaken :
1) Inventory of existing activities ;
2) Examination of possible new activities based on suggestions of

indigenous peoples' organizations ;
3) Assessment of these in context of Canada's overall foreign policy ;
-4) Consideration of possible need for new consultative machinery :

a) intra-departmental
b) inter-departmenta l
c) with Native Peoples' Organizations ;

5) Resource iinplications .

MAJOR STEPS AND TIMING:
Project will be fully developed, depending on assigranent of desk
officer, before the end of the fiscal year.





HUMAN RESOURCES MANAGEMENT



EXTEI2NAL AFFAIRS MANAGIIMENP IMPRCNIIMENr PRDGRAM

The following are the projects from the Personnel Branch which form
part of EAMIP .

Ex Conversion Exercise - Phase II

PMIS Workload Priorities

Affirnative Action Hbrkplan

Design and Implementatical of a Human Resource Management FraneAark in
External Affairs

Integrated Policy and Management Framework for Training and
Develognent

Review of Secorxlnents Program

Implementation of Executive Conmittee Decisions on McDougall
Recxxmendations

Management of Non-Rotational Personnel in External Affairs

Review of Stream Concept

Human Factors in the Introduction of New Office Technology

Foreign Service Career Models by Strea m

Human Resource Plan for Responding to Financial Management Needs

Delegation of Authority for Personnel Management

Consolidation of Develommt Aid Stream

Rotational AS/AT Program Implementation

Inprovement of Foreign Language Training Program

In1provement of Support Services Program to E7nployees and Families

Retirement Program

Assignment Policy for Dmployees Obuples

Review of Diplomatic Designations



Projects in the DevelopTient/Discussion Stage

Develap nent of a Strengthened and More Responsive Classification
Process in External Affairs (to cc me )

improved Capacity to Deliver Secretarial Services

Establishunent Analysis (to be discussed with QMID) (to cane)

Career Review and Qotmselling (to came )

J:G. Harris

Personnel Branch
Assistant Deputy Minister

,T3I'L.-/t 3

Date

\ ._ _ ; ..



EAMIP PRQ7ECT NO. ACO1

TITLE: EX Conversion Exercise - Phase II

RESPONSIBILITY: ACB - Project Manager
AtBZ - Project Officer
AOA - Project Office r

PRESENT SITUATION :
At its meeting of August 10, 1983, Treasury Board approved the new
organizational framework for the Department of External Affairs as well
as the twelve Assistant Deputy Minister titles :
Treasury Board attached the follawing conditions to its approval :

i) that this reorganization not result in incremental PY or dollar
resources;

ii) that canplete job descriptions for the twelve Assistant Deputy
Minister positions be submitted by September 30, 1983;

iii) that canplete job descriptions for the Headquarters senior
personnel caplement be submitted by December 31, 1983 .

Responding to this last Treasury board condition constituted a major
managerial exercise in that a majority of .the approximately 180
Headquarters EX and EX/FS positions were substantially affected by the
September 6th reorganization and their job descriptions would have to
be reviewed and rewritten to capture an entirely new set of
responsibilities and relationships . The follawing process was
established by ACB to met the December 31st Treasury Board deadline
for developing new job descriptions for the Headquarters senior
personnel canplement :

i) an EX Camplement Task Force was created in October to ensure that
up-to-date job descriptions are rewritten by the present incumbents
to the positions and reviewed by their respective Assistant Deputy

Ministers ;

ii) a pre-evaluation of the Headquarters Senior Management Canplement
Group level positions would be undertaken by the Barton Ccznnittee
which was reconvened in November of 1983 in order to meet the end
of December deadline .

OBJECTIVE : I

The creation of a fully qualified, properly sized and classified senior
Headquarters canplement to provide effective managerial leadership and
senior executive attention to the cxmplex array of challenges and
opportunities facing the Department of External Affairs .

GOAL:
The effective conversion of the qualified'FX and FS/EX incumbents to an
adequately resourced and properly classified Headquarters senior

personnel complement, by mïd-1984 .



DESCRIPTION:
A more detailed description of the sequential tasks involved in
completing the EX Conversion Exercise can be sumnarized as follows :

i) The EX Complement Task Force, headed by Rick Kohler, supported the
preparation of up-to-date job descriptions by the 180 Headquarters
EX and EX/FS incumbents to accurately reflect their levels of :

- know how;
- problem solving ; and
- accountability, in accordance with the Hay system of

classification .

i

ii) The Barton Catmittee was reconvened in November of 1983, to
ccxmplete a thorough pre-evaluation of the EX and EX/FS
classification levels, ensure internal oampatability between the
classification proposals and to make recanmendations on the
appropriate size and composition of the Headquarters senior
personnel ccmplement. Key representatives on the Barton Conmittee

included :
- Deputy Head of Mission OECD - Paris
- Counsellor Commercial - Washington
- Minister Social Affairs - London
- Director of UTT
- Consultant from C.I .D.A.

iii) Presentation of the Barton Carmittee recanrendations to the
Assistant Deputy Minister Personnel and subsequently by ACB to the
Under Secretary of State for External Affairs . A Treasury Board
Sutmission will then be prepared providing detailed justification
on the size and composition of the Headquarters senior personnel
cccnplement and the recccnnended classifications of the 180 Ex and
EX/FS positions .

iv) Review and discussion of Treasury Board's response to the
Department's recannendations and a finalization of the
Headquarters senior executive canp'lement and classification
levels.

V) Conversion of well qualified EX and FS/EX incumbents to the newly
classified senior executive positions would be undertaken as a
separate exercise under procedures to be worked out with the
Public Service Commission .

IMPLEIm E NTATION CONSIDERATIONS :
This task is clearly a direct extension of the earlier canpleted
classification and scoring of the Department's new Assistant Deputy
Minister positions and will be an integral part of the eventual overall
classification review of those positions which have been significantly
impacted by the September 6th reorganization. In recognition of this,

Bill Barton has consulted closely and individually with all AENLs to
clarify reporting relationships and mandates within the context of the

new organization .



MAJOR STEPS AND TIMING :
Major milestones of this project include :

i) Ccipletion of the findings and recamendations end of Nov/83
of the Barton Carmittee. Nov. 83 .

ii) Review of Barton Cammittee recammendations with Dec . 83

the Assistant Deputy Minister Pérsonnel and the
Under Secretary of State for External Affairs .

iii) Signoff and onward transmission of the EX mid Jan ./84
Headquarters Caiplement submission to Treasur y
Board by the Under Secretary of State .

iv) Treasury Board finalization of the authorized May 84
Headquarters Senior Management Group Complement (estimate)
and its approved classification levels for the senior
positions .

V) Conversion of incumbents to the newl y
classified Senior Management Gro :ip positions, by mid-1984 ,

under arrangements to be worked out with th e
Public Service Commission .

RESOURCE St MMARY: ($000 )
Dollars include salary, operating and capital .

83/84 84/85 85/86
TO

OOMPLETE
TOM

PRfJJECT Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

1 .3 75 . 1 .3 75.

Total Direct Costs 1 .3 75. 1 .3 75 .

Indirect Costs .9 36 .J .9 ' 36 .

See detailed costing breakdcawn attached to this project description .

BENEFITS :
A properly sized and classified senior Headquarters camplement will
ensure that an effective level of senior executive attention is directed
towards the carplex array of issues and opportunities facing the
Department of External Affairs .



APPROXIMATE COSTING FOR EX COMPLEMENT TASK

FOR A PERIOD OF THREE MONTH S

Salary Costs

Barton Committe e

Mr . Barton ($350.00/day )
3 FS 3 ( 230.00/day)x 10 days
1 CO 4 ( 230 .00/day)x 10 day s

Task Force (convened for a three month period)

1 FS 2 ($173 .00/day x 60 days )
4 . FS 1 ( 96 .00/day x 60 days)
1 CR 3 ( 77 .00/day x 60 days)
1 Word Processo r

Operator ( 112 .00/day x 60 days)

Travel Cost s

Air Arrangements (Estimates)

London-Ottawa (Return)
Paris-Ottawa (Return)
Washington-Ottawa (Return)

Per Diem s

3 Officers (33 .55/day)x 15 day s

3 Hotel Rms (55 .00/night)x 15 nights

Misc (Taxis etc . )

Overhead

Photocopier ($500 .00 x 3 months )

Stationary and

Telephone

Indirect

Cost of havin g
1 day each to

Average Salary

supplie s

180 EX officers spending
prepare job description s

of $200 .00 x 180

$ 8,750 .00
6,900 .00
2,300 .0 0

10,380 .00
23,040 .00
4,620 .0 0

6,720 .0 0

2,120 .00
2,290 .0 0

350 .0 0

1,510 .00

2,475 .0 0

250 .0 0

1,500 .00

2,000 .00

200 .0 0

36,000 .00

TOTAL $ 111,405 .00



TITLE : PHIS Workload Priorities

RE:SPCNSIBn~~: Manager : A.D. Morgan
Project Officer: A. Schwartz

IIESCRIPTICLJ: See MIS Section



EAMIP P%a7ECr O. AC03

TITLE: Affirmative Action Workplan

RESPONSIBILITY : Project Manager : AGS
Project Officer: ADA

PRESENT SITUATION : .
The overall objectives of the Affirmative Action Policy issued by the
Secretary of Treasury Board are aimed at eliminating systemic as well
as overt discrimination against wonen, Indigenous people and
handicapped persons as well as introducing effective measures to ensure
that these groups achieve equitable participation at all levels in the
Public Service based on their representation within the available,
interested and qualified wnrk force .

Given the scope and complexity of implementing the Affirmative Action
Policy, Treasury Board has formalized its requirement to prepare a
detailed, time-phased Work Plan to guide the analytical phase of the

Affirmative Action Program.

The Vbrk Plan is to provide detailed information on and designation of
responsibility, within External Affairs, for the following topics :

A) The Organization :

Ccctanunications Plan
Cammitment of Deputy Head and Involvement of Senior Management
Maintenance of E0 Activities During Affirmative Action Analysis
Resources Allocated to the Affirmative Action Program
Person-years to be allocated by T8S (if applicable )

Union and Target .Group Involvement

B) The Analysis :

- Workforce Analysis
- Employment Systems Analysis

WARKFORCE ANALYSIS :
The workforce analysis is intended to provide a oanprehensive picture
of employees by sex and target group status . The situation of target
group members is to be canpared to that of norrtarget group members in
order to identify whether differences exist. A utilization analysis,

based on the availability of target group members, is to be made to
detennine whether under-representation exists.



IIMPIAYMEIQT SYSTFMS ANALYSIS :
The purpase of the employment systems analysis is to identify and
measure the impact of enployment policies, practices and procedures
which may serve to exclude or disadvantage target group nnembers . The

quantitative aspect of impact analysis lends itself more readily to
wanen as a target group than it does to the Indigenous and handicapped
target groups because of their small numbers in the Public Service .
Thus, the qualitative aspect of the impact analysis is essential .to

ensure a full diagnosis for these latter two target groups . The
deadline for canpletion of both analyses is August 1984 .

y,Te are now in the process of preparing the Affirmative Action Work Plan
which is to be approved by and submitted to the Treasury Board over the
signature of the Under Secretary of State for External Affairs.

OBJECTIVE :
To ensure that sound planning and forethought precedes the
implementation of the Affirmative Action Program in External Affairs .

GOAL:
To prepare a canprehensive and practical workplan which lays a
realistic foundation for the analytical phase of the Affirmative Action
Program as soon as resourcing from Departmental sources is knaan .

DESCRIPTION:
The personnel Policy and Planning Division has been assigned overall
responsibility for preparing the Affirmative Action Work Plan in full
accordance with the Treasury Board outline and timetable . Departmental

managers, employees and bargaining agents will be kept informed on the
contents of the Affirmative Action Work Plan and the feedback from
Treasury Board when those results becare available .

IMPLEMFINrATION OONSIDERATION :

The major implementation consideration is the dedication of an adequate
level of Person Year and financial resources to translate effectively
the Affirmative Action strategy into action, given that :

i) existing Equal Opportunity activities are to be maintained during

the Affirmative Action Analysis .
ii) the Affirmative Action Analysis is very data reliant and the

collection and assessment of data will provide the basis for
preparing the eventual action plan to implement the findings and

reccnmendations of the review.

MAJOR STEPS AND TIMING:
The deadline for sutmission of the Affirmative Action Workplan to
Treasury Board is Decésnber 31, 1983 .



RESOURCE SUMMARY : ($000)
Dollars include salary, operating and capital .

83/84 84/85 85/86
TO

QOP PLETE
TOTAL

PROJDCT Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

.3 12.0

- -

.3 12.

Total Direct Costs . 3 12 .0 .3 12 .

Indirect Costs .1 10.0 .1 10. (

r

BIIQEFITS :

The project represents the first phase of impl8menting the Affirmative
Action Policy in the Department of External Affairs . Benefits will

include inproved manageinent of hunan resources and nnre equitable
treatment of ine:nbers of the target groups.

Project Officér Date

ProjectManager Date



EAMIP PROJECT NO . AC04

TITLE : Design and Implementation of a Human Resource Management
Framework in External Affairs .

RESPCNSIBILITY : Project Manager : ADA, A. Morgan
Project Officeri ADA, M . Duncan

PRESENT SITUATION :
The Personnel Branch in the Department of External Affairs has'
identified the need to establish a strengthened basis for planning and
managing the camplete spectrum of personnel activities in an effective
and fully integrated manner . A major step towards acccmplishment of
this goal will be the design and implementation of-a Human Resource
Management Framework which emphasizes :
a) a formalized basis for the integration of corporate priorities and

directions into the personnel planning and resource allocation
processes ;

b) a more direct input, by Personnel, into the departmental strategic
and operational planning decision-making processes ;

c) a sustained effort to identify and formally respond to the
longer-term personnel priorities and needs of senior management ;

d) the design and delivery of individual personnel activities, e .g .
training, human resource planning, performance appraisals, staffing,

etc ., within a fully integrated, clearly understood program
context ;

e) the establishment of explicit linkages between the personnel
planning, budgeting and performance reporting processes ; and ,

f) the definition of clear, well understood roles, responsibilities and
inter-relationships for human resources management in External
Affairs .

OBJECTIVE :
To improve the capacity to plan and manage a more effective and better
integrated set of personnel activities in relation to the overall,
substantive objectives of External Affairs .

GOAL:
To design and implement an effectively integrated Human Resource
Management FYamework, fully linked to the departmental planning system,

by October, 1984 .

DESCRIPTICN :
Effective accanplishment of this goal will require a substantial
contribution from each of the Personnel Divisions as well as the senior

personnel managers . Attairrnent of a more direct integration of
critical human resource dimensions into the departmental strategic and
operational planning and performance reporting systems will require
continuous consultation and discussion with the Corporate Management
Bureau and particularly the Corporate Planning Division . our approach

to undertaking this canprehensive managerial initiative is suRmarized

in the following points :



a) ADA will take the lead role in preparing a preliminary sketch of the
integrated Human Resource Management Fra¢Ttiework for detailed review
and discussion, initially within the Personnel Branch and
subsequently with designated representatives throughout the
Department. We must ensurethat we are proceeding fran a cammon
conceptual understanding and uniform use of planning and managerial
terms . Tb this end there must be sufficient precision and
canpleteness to the preliminary document to enable identification of
areas of agreement and isolation of those topics which require more
detailed review and attention . A simple description of the human
resource strategic, operational, work planning and reporting systems
will be devised in terms of their : Scope, Main Planning Steps,
Roles and Responsibilities, Timing, Illustrative Examples, and
Options for Attaining Greater Integration .

b) This project will proceed under the leadership of a Steering
Comanittee chaired by ACB and canprising : ABD, . P,PD and ADD supported

by ADA. Initial co-ordination & consultation at the divisional
level will be effected through the existing Branch Human Resources
Planning Ccmnittee.

C) There will be regular consultation with the Corporate Planning
Division in order to ensure that there is an effective meshing of
the Branch and Departmental planning processes and that the range of
options for integration are fully developed and explored .

d) ADA will undertake a step-by-step procedure to ensure a full
understanding and realistic testing of the proposed management
framework by the Directors in the Personnel Branch and outside it as

may seem appropriate.

e) Necessary modifications and suggested areas of improvement will be
worked into a final version of the Human Resource Management
Framework and presented to the Personnel Steering Catmittee for its

review and approval.

f) The Implementation Phase of this project will give maximum emphasis
to the developanent of understanding and skills through the
presentation of training sessions built upon relevant case study
materials .

IMPL .E MEN TATION CONSIDERATIONS :
As indirectly indicated in previous sections of this project
description, the design and implementation of our Human Resource
Management Framework cannot take place in isolation of a large number
of carplementary initiatives laid out in the External Affairs
Management Improvement Program, e .g. the Departmental Planning,
Resource Allocation and Reporting Systems, etc . as well as the emerging
requirements of Central Agencies for a deeper integration of personnel
dimensions into the senior management decision-naking processes by the

spring of 1985 .



It will necessarily take between two and four years for this integrated
planning, resource allocation and performance reporting system to
becone fully operational . The approach will be to start simply and
build upon existing Branch capacities and systems . The challenge of
selecting, developing and deploying the right mix of emplayee skills to
achieve the Department's priorities and objectives is becaning
increasingly complex and demanding of human resource leadership and
managerial abilities particularly in the context of a career system
with little turnover operating in aPynamic environment. Any decision
to postpone this important managerial initiative, or, a failure to
complete it well, will seriously diminish External Affairs' capacity to
effectively respond to this challenge .

MAJOR STEPS AND TIMING:

1 . Design of a preliminary description of the Human March 1984
Resource Management Framework, fully linked to
the corporate planning, resource allocation and
reporting systems .

2 . Full consultation with designated representatives April/
inside the Personnel Division and throughout May 1984
the Department .

3 . Incorporation of necessary modifications and June 1984
suggested areas of improvement into the fina l
version of the Human Resource Management
Fxamework.

4 . Senior executive review and approval of the July, 1984
major recatmendations and management systems .

5 . Development and delivery of skills development August/
sessions which emphasize case study materials Sept ., 1984

to ensure the effective implementation of
inproved managerial practices, systems and procedures .

6 . Introduction of the Human Resource Management
Systems, in October 1984, coincidentally with
the start of External Affairs Operational
Planning cycle .

7 . Assessment of the effectiveness of the Human August/
Resource Management Framework after its first Sept ., 1985

year of implementation .

RESpURCE SUN MARY: ($OOOs )
Dollars include salary, operating and capital

83/84 84/85 85 86
TO

OCM PLETE
TOTAL

PROTECT Future

PY $ PY $ PY PY $ PY $ PY

Existing

New

.25 25. 0

- -

1.5 90. 0

- -

.25 30 .0

- -

2.0 145 .

Total Direct Cbsts .25 25 .0 1.5 90 .0 .25 30.0 2.0 145.

Indirect Costs - - 1.25 70.0 .25 20.0 1.5 90.



BENEFITS :
Effective impleméntation of a well integrated Human Resource Management
Framework will produce a strengthened departinental capacity to plan and
manage a more coherent and responsive set of personnel activities .

Inportant aspects of this managerial improvement will include:

a) a direct integration of major human resource dimensions into the
senior executive decision-making processes of the Departrment ;

b) a formalized basis for translating corporate priorities and benefits
into the Personnel Branch's planning processes ;

c) an improved strategic responsiveness of personnel prograTis to the
priorities and needs of line managers ;

d) an explicit statement of the respective roles, responsibilities and
inter-relationships of line and personnel managers for effective
human resource management in External Affairs ;

e) a nmuch higher emphasis and visibility on the professional service
and advisory dimensions of the Personnel Branch's mandate as opposed
to the control aspect ;

f) the establistanent of a strengthened basis for allocating attention
and resources to the highest personnel priorities and for monitoring
progress towards their effective achievement .

2
Project Ofticer Date

~D'Cc 7 t , 1793
Date



EAMIP PROl7DCr NO. AC05

TITLE: Integrated Policy and Management Framework for Training and
Development in the Department of External Affairs .

RESPONSIBILITY: ALM - A(B
ADD

PRFSIIVT SITUATION :
a) Issues to be addressed :

1. Senior Departmental Executive (particularly the
Under-Secretary) places a high priority on strengthening the
managerial, professional and administrative capacity of all
staff throughout the Department of External Affairs . Training
and Development is considered to be a fundamental means of
achieving this. The establishment of ADD is seen by senior
departmental management as an expression of the priority no w
.given to training and development.

2. Training and Developnent has been reactive to the assignment
process and to Central Agencies . The Department must develop a
more systematic method of determining training and development
needs and the means to meet them. This requires a strengthened
set of management processes .

3 . The training and development function lacks the resources to
fulfill its mandate in the Department. There is a need to
establish an improved basis for identifying and ranking
training needs, translating these into operational and
financial priorities and ensuring an adequate resource base to
deliver approved training programs .

4 . There is no clearly defined statement on the purpose and
philosophy of training and development within DEA. Should
training and development be concerned more with the quality of
the departmental managerial framework or with the particular
skills of individuals within it? Should it emphasize the
similarities or the differences of DEA operations fran those of
other departments and agencies?

5. There is no clear understanding of the overall mandate, role,
responsibilities and inter-relationships for training and
development in External Affairs . There is a need to strengthen

the essential linkages among training and development
assignments, career planning, manpower, forecasting,
secondments, appraisal etc .



b) What needs to be done :

Management Framework
1 . Develop an improved basis for planning, resourcing and managing a

DEA Training and Development Program.

2 . Establish an improved basis for identifying and ranking training
needs, for translating those into operational and financial
priorities and obtaining the additional resources required to
deliver the approved Traning and Development Program .

3 . Respond to corporate priorities and directions by contributing to
the definition of human resource strategies at the Executive level .
(A fully integrated management framework is described in Figure 1) .

STEPS AND TIMING :
1. DeveloFment of a draft outline of the major

elements of the integrated Management
Framework i.e . strategic, operational, work
planning and reporting in terme of their :

- Scope
- Steps and Timing
- Roles and Responsibilities
- Essential Linkages
- Illustrative Exanples

2. Full consultation on draft Management
Framework, both within the Personnel
Division and throughout the Department .

3. Incorporation of necessary modifications and
suggested areas for improvement into final
version of the Management Framework .

4. Presentation to ACS and other senior
managers for review and approval .

5. Implementation of Training and Development
Management Framework coincidentally with the
1985/86 Operational Planning Cycle.

Feb.84

Feb.-Mar.84

Apr.84

May.84

Oct.84

Policy Framework
Develop a clear and canprehensive policy statement for Training and
Development within the Department of External Affairs . Major elements
of this policy statement would include :

- Departmental Training Philosophy
- Training priorities and objectives
- Purpose of formal training, assignments, educational leave

secorndments, CAP assigrments etc . within a well conceived and fully
integrated Training and Developanent Progra m

- Mandate for Training and Develogtent
- Roles, responsibilities and inter-relationships etc .

._



STEPS AND TIMING :

1 . Preparation of a draft Training and Develognent
Policy Framework .

2 . Circulation of draft Policy Framework within the
Personnel Division and throughout the
Department. I

3. Incorporation of all necessary revisions and
develognent of a final Policy Framework fo r

- presentation to P,CS and other senior executive
members .

Dec.84

Mar.85

4 . Proueulgation of the Training and Development
Policy Framework. Apr.85

Essential Linkages
There is a need to undertake a systematic examination of the critical
linkages between Training and Development and other major dimensions of
the Personnel Function and to strengthen those linkages found to be
underdeveloped .

An initial listing of these essential linkages includes :
- Recruitment Process
- Assigrment Process
- Career Planning
- Secondment Process
- Appraisal Process
- Manpower Planning
- Affirmative Action

STEPS AND TIMING :
1 . Development of methodology for conducting the

review. Nov.84

2 . Conduct of the study with regular progress
reports made to Personnel Branch Steering Dec .84-

Committee. Jan.85

3. Development of a management action plan that

responds effectively to the findings and
reccamendations of the essential linkage study. Feb.85

Organizational Structure and Capacity

Implementation of a more systematic basis for determining Training and
Developemnt needs and senior executive approval of the Policy Framework
to establish an effective basis for reviewing the adequacy of the
Training and Develognent organizational structure and professional

resources.



S'I'EPS AND TINIING :
1 . Review of Training and Development Organization

structure and level of professional resource
requirements, on the basis of kriaan program demands,
approved mandate etc. .

2 . Presentation to ACB on major findings and recarinen-
dations of the organizational study .

gESOURCE SUtqMARY : ($000)
Dollars include salary, operating and capital .

83/84

Existing

PY $

.1 15. 0

New

Total Direct Costs .1 15.0

84/85
PY $

1.25 117. 0

1.25 117 .

Indirect Costs 1 .25 10.0 1 1 .0

Project Manager

<=X=C

85/86
PY $

52 .0

Apr.85

June.85

TO TOTAL

pprPLETE PRQTDCT

PY $

1.35 132. a

1.35 132. 0

$PY

1 .25 62 .~

Date

~~~~ ( -z--r' .

Z-/ /,/r3
Date

Future
PY Ÿ



INI'D('RAI'ID MANAGEMENT FRAMEnAIâC FOR
TRAINING & MVFZDPMEN T

SrRATF7GIC P.[AMJINr
- Factors in External and

Internal Environnent
- Issues, opportunities

Marxiate, objectives,
policy strategies and
priorities

OPERATIQNAL P.[ ANNING
GOALS

Activities, Outputs,
Resources

Current Year
Budget Year
Planning Year 1
planning Year 2
Planning Year 3



DEPARIlMIINT OF EXTERNAL AFFAIRS

TRAINING AND DEVEIAPMFIVT OVERVIEW

Major Priorities and IIqDhasis - 198 4

I . Strenthened Managerial Skills, especiall_y for the Middle
Management Group

The strategy here will be to develop internal modules which
reflect the systems that departmental managers must use. To
this end a profile of needs at the mid-rank officer level will
preface the development of training. Special emphasis will be
given to planning and the administration of public funds. At
the senior management level strategic planning will be
stressed.

In addition to internal training the Department must endeavour
to strengthen its management capabilities through the use of
outside programs . Courses at the Staff Development Branch
provide a good overview of government management systems and are
particularly useful to officers who have spent long periods
overseas. We need to ensure that the Department meets the
minimum standards of attendance set by the Central Agencies,
both at the EX and middle-management levels . Programs of proven
quality such as those offered by Banff, Western, Queens and
other private institutions should be supported. Education leave
and our secondnent program should be carefully examined to take
full advantage of opportunities for management development .

Ii. Administrative and Financial Training

Internal modules in the areas of finance, property and materiel
and personnel have been developed in the past, and aimed
primarily at support staff, especially clerks . These need to be

offered on a regularly scheduled basis to cope with the lack of
rotational training positions at Headquarters . The line
trainers in various bureaux need continuing support to ensure
programs are properly designed and conducted .

The above modules need to be mmodified and offered at the
middle-management level. Especially important are programs in
budget planning and performance management, including discipline
and the handling of grievances . Administrative Trainees are
currently exposed to a eomprehensive program of on-the-job
assigrunents and formal training sessions . This should continue,
but greater attention must be paid to the first overseas
assignment, especially for ATs recruited outside the

Department.



III. Officer Developenent

In the "new" External Affairs courses developed within
predecessor departments are being continued, but with a view to
adapting these and offering them to other streams. A program on
International Negotiating has already been conducted
successfully on this basis, and will be repeated during the
caning year. Seats on the Entrepreneurial Immigration course
will be offered to the Commercial stream, and there will be
participation by both the Political and Social Affairs streams
in Carmerce officer modules .

There will be greatly increased resources for foreign language
training in 1984, which will contribute not only to job
performance but cultural adaptation as well . Consular training
will be revamped, increasing the tire allocated to the current
headquarters workshop and making the training techniques more
participative and practical . Secondments and assignments will
continue to play a major role in officer development and their
linkage to formal training needs to be strengthened wherever
possible .

IV. Technological Change

Change has already begun to reach into the Department with the
introduction of specialized equipment such a word processors and

microcamputers. Experience in the private sector has shown that
a number of problems in this area can be alleviated or prevented
by training. In 1984 there will be two types of sessions ;
general awareness for senior management and workshops to help
operational managers understand the capabilities and limitations
of equipment and operators .

There has already been a heavy demand for financial support from
all levels of personnel to attend a wide variety of outside

courses. The strategy for 1984 will be to concentrate on
internal seminars for creating management awareness, and to use
outside facilities for regularly scheduled, hands-on training,
especially for word processing . The Department's word
processing units do not have the time or resources to mount
effective in-house skills training this year . The training job
will be helped inmeasurably by effective management decisions in

such areas as equipment standardization .



TRAINING AND DEVELOPMENT - EXTERNAL AFFAIRS

PROGRAM PRIORITIES - 198 4

I . Management Developnnent

i. PFMS/Ministry of State Project
Design and delivery of an in-house course addressing the
need to understand the policy and expenditure management
system. Work has begun to identify course content and
outside resources who might assist in the training .
Developtent work to be done by end of March '84 with pilot
project ready for the pre-posting season. Courses to be
run during '84/'85 on a regular basis for priority
audiences.

ii. Middle Management Training Program
The issue of management develognent has not been
specifically addressed in recent years, although the
Commercial Stream has a tradition of sending officers to
outside courses . A needs identification profile for
mid-rank officers is currently underway and will be
available by the end of fiscal year '83/'84 . TYie ensuing
program will be a mix of in-house modules and courses
offered by private institutions and the PSC . New internal

programs will stress budget management and performance
management, especially as it relates to grievances, the
discipline procedure and recall from posts. Outside
courses will include the Staff Develogrent Branch middle
manager program, in order to provide our officers with an
overview of govern¢nent systems. Established management
programs such as those offered by the major universities
will be used to expose officers to private business
practices and contacts. Short outside courses will focus
on specific skills such as titre management and
decision-making .

iii . Executive and Head of Post Training
The department should ensure that we meet the central
agency standard of 10% of the EX Group attending

orientation courses. Feedback fran 1983 participants has
been positive indicating that it is beneficial for our FS
officers to be exposed to problems experienced in other
departments and government systems in general . A target of

25 participants has been set for 1984-85 . Courses offered
outside the public service should be utilized especially
those institutions with established programs such as
Queens, Western, Banff, Insead. Strategic planning should
be stressed in executive development.



The annual Heads of Post briefing session will feature
several management subjects, including leadership style ;
post and headquarters planning systems, performance
management and discipline overseas. Case studies will be
introduced wherever possible .

II. Administrative and Financial Training

In response to the demands of reorganization and the increasing
complexity of administration abroad, the strengthening of the
overall administrative training program is a priority . The
program will be developed in accordance with the following
principles :

a. training courses should be offered at the beginner, middle
and advanced levels in Finance, Property and Materiel and
Personnel ;

b. new modules will be developed for Heads of Post and Senior
Program Officers to familiarize them with
managenent-oriented issues in this area ;

c. courses will be offered on a regularly scheduled basis
throughout the year ;

d. the major administrative bureaux will identify a coordinator
who will be responsible for courses offered in their area
for a period of one year ;

e. agreement should be sought between the Administration and
Personnel Branches so that high importance will be given to
this sort of training.

III. Officer Development

i . Carmerce Officer Developrent Module s
Six of the nine modules traditionally run by ITC have
always been of interest to External Affairs. In 1984 we

will contract to have these nodules given in-house, and in
addition will develop a course on Export Financing in

conjunction with EDC . Our intention is to continue to
place some External Officers on ITC-sponsored courses, and
offer seats on our own programs in return . In this way

links between the two departments will be maintained .

ii . Entrepreneurial Assessment Course
The course centering on the analysis of entrepreneurial
potential and business performance was designed for
Immigration Officers, and conducted once in 1983 . On the

basis of favorable feedback, it has been decided to offer
this program again in 1984, making changes where

appropriate. It appears that attendance could benefit a
number of officers in the Catmercial Stream as well.
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iii . Consular Training Program
The current formal Consular training workshop is of 1-2
days duration only. This does not provide time for
adequate skill development in the areas of interviewing,
handling unusual situations and difficult clients. The
prograa is presently undergoing re-design, and will be
expanded to one week . Greater use will be made of case
studies, role plays and VTR feedback .

IV. Technological Change

In 1984 Training Division needs to offer two types of training
to the Department : a) awareness seminars on the impact of
technological change for managers and b) skills training for the
employees:who must operate the hardware and systems . The
following actions are currently underway :

a. a special administrative notice has been drafted outlining
our training strategy for word processing and computer
awareness. Training targets for 1984 have been included .
The notice is currently being cleared through streams and
MFS .

b. one-day workshop on the role of senior management in has
been designed. It was .offered to menbers of the senior
Executive catmittee in early February (see CC19) .

c. a pilot seminar on computer awareness for users and managers
has been designed. It will be offered-within the Personnel
Branch to start and then extended to others in the
Department;

d. funds have been earmarked in the 1984-85 BYOP to train up to
200 staff in word processing at headquarters and an
additional 120 overseas, as machines are installed at our
posts.

e . an awareness seminar for managers on word processing and its
effects on work and employees will be tested in the spring
of 1984 .



EAMIP PFtOJECT NO. AC0 6

TITLE : Review of Secondments Program

RESPONSIBILITY: Project Manager : Assistant Deputy Minister, Personnel
Project Officer: Executive Pool/Secondments

Coordination Division (APZ)
I

PRESENT SITUATION :
The Government, in its January, 1982 announcement on departmental
reorganization, declared that an "extensive program of secondments with
domestic departments" would be one concrete expression of its
undertaking that Canadian operations abroad would henceforth reflect
the full range of Canadian domestic interests .
The Government envisaged that up to 20 per cent of the officer staff of
the Department of External Affairs, in trade related positions, would
be canprised of secondees fran other Departments and Agencies . A Task
Force on "International Activities of Government Departments and
Agencies", headed by John Edwards, examined the feasibility of
extending this 20 per cent target to all Canada-based program officers
in the Department . On the basis of a preliminary analysis it was
concluded that by 1986, 16 per cent of the Departnent's Canada-based
program officers could be on secondment outside the Department, at any
one time, and up to 13 per cent of the Department's program officer
positions could be occupied by secondees from outside of the
Department .
Since then extensive further analytical and consultative work was
carried out by a Task Force working group headed by a departmental
officer . The working group conducted a unit-by-unit and post-by-post
examination of the Department's ability to accept and give additional
secondments and consulted with a wide range of other Departments, the
Public Service Gacmission and the Treasury Board Secretariat . The

result of that work was a ccmprehensive Secondment Policy and Plan
which was circulated by the Under Secretary of State for External
Affairs to his Deputy Minister colleagues in July 1983 . Efforts to
implement the major thrusts of this Secondaient Policy are well in

train . A separate Division has been set up in the Personnel Cperations
Bureau to serve as a focal point for identifying opportunities for
secondsnents both into and out of the Department . The Division has
begun discussions with other government Departments with a view to
negotiating framework Memoranda of Understanding with them .

OBJECTIVES
To provide the Under Secretary of State with a ccanprehensive account of
the progress to date in achieving the major priorities of the-
Secondment Policy .



GOALS :
1 . To measure the extent to which the Secondments Program has ;

a) contributed to the purposes of the reorganization and
particularly ensuring that the broadest possible range of
Canadian interests is taken into account in the formulation and
implementation of foreign policy and in the management of
Canadian government policies abroad;

b) enhanced the Department's ability to promote and represent the
full range of Canadian interests abroad ;

c) assisted in ensuring that international relations concerns are
fully considered by other government Departments and Agencies .

2 . To give an up-date on negotiations with other goverrIInent
Departments and agencies with a view to establishing framework
Memoranda of Understanding to facilitate individual secondnents .
3 . Tb give statistical data on numbers and levels of members of the
Department who are seconded to other Departments and Agencies, on the
Departments and Agencies that have received them and on persons
seconded into the Department, the positions that they are filling and
their home Department, Agency or organization .

DESCRIPTION
The task at hand is essentially to undertake a review in June/July,

1984 of the overall progress which has been made in achieving the

priorities of the Secondment Program .

IMPLFSiENTATION CONSIDERATIONS :
The Secondments Program requires extensive consultation with
Departments that receive and are the source of secondees and liaison
with the Personnel Operations Divisions that manage the streams from
which the Department's secondees are drawn and into which secondees
from outside are placed. The program, because of the nature of the
interdepartmental deployments, must be implemented in close contact
with the central agencies, in particular the Public Service Commission
and Treasury Board. The review, while it will serve all of the above
as users, will be conducted in house by the Executive Pool/Secondments
Coordination Division, and will be presented to the Department of
External Affairs senior executive for its review and approval .
MAJOR STEPS AND TIMING

While the Secondment Program is an ongoing program, the review
envisaged in the project will take approximately six weeks in June and
July 1984. By that time discussions with other Departments will be
well advanced and many of the elements in the Foreign Service officer
assignment plan for the posting season will be in place .

Exis!

New

Iot

Indi



gESpURCE SUNSYfARY: ($000s)
Dollars include salary, operating and capital

83/84

F.xisting

Total Direct Costs

PY $

.1 2. 0

.1 2 . 0

Indirect Costs

84/85 1 85/86
PY $ PY $

.25 12. 0

.25 12.0

TO
COI IPI,E'1'E
PY $

Future
PY $

BENEFITS :
The review of the Secondments Program will provide a useful instrument
for assessing the achievemrnent of overall progress towards the major
priorities of the Secondment Program and for implementing necessary
modifications and adjustments as may be identified by the review .

~ C .

proj t Officer

Projéct Manager

I

Date

F- TOTAL
PF2Q7E;CT

PY $

.35 14. 0

.35 14 . g

Date



EAMIP PROJECT NO. AC07

TITLE: Implementation of Executive Committee Decisions

on McDougall Recatraendations

RESPONSIBILITY: ACB: J.G. Harris - Project Manager

AOA: A. Morgan - Project Office r

PRESENT SITUATION:
The Executive Catmittee's response to and decisions on the McDougall
recannendations are a matter of public record e .g., House of Cammons
discussions, incorporation into the External Affairs Management Plan
Phase I Agreement with the office of the Canptroller General ,
consultation with TYeasury Board, etc .

Responsibility for the overall co-ordination and iuiplementation of the
106 separate decisions by the Executive Oommittee was assigned to the
Assistant Deputy Minister, Personnel Branch, within an overall
timetable for canpletion of December 31, 1983 .

Implementation of the 106 separate Executive Committee decisions is
well under way in the vast majority of cases but there will be a
limited number of managerial action plans which will not be fully
conpleted by the December 31st milestone .

Iwo principal alternatives have been examined to achieve an effective
monitoring of this latter group of longer term projects :
i) the creation of a separate project within the External Affairs

Management Improvement Program which formalizes the accountability
for monitoring these projects which extend beyond December 31,

1983 ;

ii) development of an administrative arrangement with ADA who, on
behalf of the Assistant Deputy Minister, Personnel, will continue
to monitor the outstanding projects and provide regular progress
reports to the EAMIP Steering Committee and at appropriate points
to the Executive Oarmittee .

This latter approach has been accepted by senior designates from ACB
and CCBM as the most effective basis for ensuring a co-ordinated
follow-up to the remaining N1cDougall recamnendations .

oject manager



EAMIP PF437ECP NO. AC08

TITLE: Management of Non-Rotational Personnel in
External Affairs

RESPONSISLITY : Project Manager: APD
Project Officer: APN

Pi2F5Er7T SITUATION :
Non-rotational human resources represent an important dimension of the
Department's Canadian personnel establisïunent . There is a pressing
need to define more clearly the framework within which the
nor-rotational occupational groups will be managed in External Affairs
and how this framewnrk will relate to the current and evolving
personnel practices for rotational errployees . Additionally, there is a
requirement to examine the overall state of develcpnerrt of personnel
management for non-rotational enployees in relation to other
domestirbased Federal Government Departments i .e. comparability of
niunbers of staff, classification levels, career planning and
develognent, training program and so forth .

OBJECTIVE :
To improve the Department of External Affairs capacity to plan and
manage an effective, well integrated set of personnel activities for
non-rotational personnel .

GOALS:
1. To establish a Human Resaurce Management Framework for

non-rotational personnel which gives primary enphasis to
departmental priorities and a timely and effective response to
ncn-rotational management needs .

2 . To seek direct and extensive involvement of senior non-rotational
managers in the assessment of current practices, the determination
of emerging personnel needs and the means to effectively meet those
needs, as an ongoing dimension of air Planning process .

3 . To undertake an independent examination of the carpleteness and
effectiveness of existing non-rotational personnel activities in
relation to other domestic departments and rotational staff .

4 . To prepare clearly defined, well understood, statements on the
respective roles, respomibilities and inter-relationships for the
personnel management of non-rotational employees and in the
development of human resources for assignment abroad .

5 . To strengthen the hLanan resource management skills of
non-rotational line managers through training and development
Programs• ,

DESCRIPTION :
The consolidation and reorganization of the Department of External
Affairs has provided an opportunity to introduce inportant improvements
into the management of its non-rotational human resources . To this end

we have undertaken the following initiatives, to date ;
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1 . Senior non-rotational managers were invited to attend a "Goal
Setting and Review Exercise" held at Tburaine, in June of 1983. .
Clirrent progran deficiencies were identified and action plans
agreed upon for the upccming planning period. We intend to make
this a formalized aspect of our planning cycle .

2 . The first of a two part Manager's Guide to Personnel
Administration is nearing completion .

3 . A report is being circulated to all Directors General, on a
semi-nonthly basis, on the status of all vacant positions, thereby
providing a yardstick for senior managers to guage the efficiency
and effectiveness of responsible personnel service areas .

4 . ~ Training modules are being developed for a three day personnel
administration seminar for line managers .

What is now required is a more canprehensive examination of the current
state of personnel practices for non-rotational employees and the
develognent of improved strategic, operational, work planning and
reporting systems which can be directly integrated into the management
framework of the Personnel Branch .
This ecmprehensive examination of the scope, adequacy and cxmparability
of existing non-rotational personnel practices would address the
following range of issues ;

a) The appropriateness of the existing rotational/non-rotational
designations for positions in the Headquarters' establishment on
the basis of an agreed to set of criteria e.g. demand for
specialized skills, continuity, developmental opportunity for
rotational enployees etc .

b) adequacy of existing arrangements for the management of
rotational employees by non-rotational managers .

c) the respective roles, responsibilities and inter-relationships
of Headquarters' specialists in the development of human resources
for assignment abroad, in terms of : classification, selection
appraisal, training and develognent etc .

d) the camparability of non-rotational personnel practices with
danestic Federal Government Departments e .g .

- comparability of classification levels for similar
work

- staffing speed and effectiveness
- performance appraisal process
- career planning ; CAP assigrments, secondments, etc .

The scoping and conduct of this study will proceed under the leadership
of a Steering Ccnmittee with strong representation from both senior
non-rotational managers and the Personnel Branch .



IMPLEMENTATICN CONSIDERATIONS:

This project complements a number of other EAMIP Personnel Branch
projects including ; AC04 - Human Resource Management Framework ; AC09 -
Review of Stream Concept ; AC12 - Human Resource Plan for Financial
Management; AC16 - Rotational AS/AT Program ; and AC21 - Review of
Departmental Position Establishment .
The constraints which will affedt the successful completion of both the
examination of the current state of non-rotational personnel management
and the strengthening of the strategic, operational, work planning and
reporting systems will include provision of adequate staff and
resources as well as the active involvement of senior non-rotational
and Personnel Branch managers .

MAJOR STEPS AND TIMING :

(A) DESIGN AND IMPLEMENTATION OF AN INTEGRP,TED PLANNING, RESOURCE
AI.LOCATION AND PERFORMANCE REPORTING SYSTEM

1 . Davelop:nent of a draft outline of the integrated
management system i .e. strategic, operational,
work planning and performance reporting processes .

2. Full consultation with designated representative s
within the Personnel Branch and with senior non-
rotational managers

3 . Incorporation of necessary modifications and
suggested areas for improvement into a final
version of the management system

4. Presentation to the Assistant Deputy Minister,
Personnel and other senior executives for their

review and approval

5 . Implementation of the integrated management
systems coincidentally with the co:nnencement of the
Personnel Branch planning cycl e

6. Assessment of the effectiveness of the planning
and management processes

April/1984

May/June 1984

July/1984

August/198 4

October/1984

June/1985

(B) EXAMINATION OF THE STATE OF DEVELUPMENT OF EXISTING NON ROTATIONAL

PERSONNEL PRACTICES

1 . Establish Steering Conmittee and confirm its

terms of reference 'April/1984

2 . Complete detailed planning of the scope and
methodology for conducting the review and sign-
off of Steering Comittee June/1984

3. Conduct the review and prepare draft report on June/Oct .
its findings and recarenendations ' 1984
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4. Consultation with designated range of officials or-t./Nov.
on the draft findings and recomnendations 198 4

5. Finalization of report and presentation to
Steering Caa~aittee for its approval and onward -
transmission to Executive Cacmittee December 198 4

6 . Development of a management action plan to
iaplement authorized recxnmendations January/1985

RESOURCE SUMMARY : ($000s )
Dollars include salary, operating and capita l

83/84 84/85 85/86
T0

OOMPLE,TE
TOTAL

PROJECr Future
PY S PY $ PY $ PY $ PY $ PY $

Existing

New

1 .25 120. 1 .25 120 .

Total Direct Costs 1 .25 120 . 1 .25 120 .

Indirect Costs .25 20. .25 20 .

BENEFI't'S :
Effective' iaplementatica of both dimensicns- of this project will
produce a strengthened departinental capacity to plan and manage a more
coherent and responsive set of personnel activities for nor-rotational
eirployees in External Affairs .

Z Z Z ft 36-1100L
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EAMIP PRQ7ECr NO AC09

TITLE: Review of Stream Concept

RESPONSIBILITY: Manager: ADA A. Morgan, Director,
Project Officer : ADA K. Carter ,

PRESENT SITUATION : I

The stream management concept was introduced to permit the
consolidation of foreign service specialties within DEA. It was a new
approach to personnel management that was designed to permit on-going
operations of various programs and functions until sufficient practical
experience could be acquired that would allow a realistic appraisal of
a series of issues related to personnel management in DEA ; e.g. Should
the Foreign Service officer group be managed on a stream basis? Lbes
the right number of streams exist? Should DEA continues to use the
stream concept to manage the largest percentage of its personnel
resources? The Department made a public ccn-anitment, in 1982, to review
the policy of stream management after the 1984 assignment process . It
is necessary to prepare a basic plan around which the formal review can
be designed and conducted .

This represents a critical personnel management issue that engages a
wide variety of interests . A decision to end the stream concept would
have far-reaching effects upon the management of DEA personnel
resources as well as its actual operations . A decision to maintain the
present approach will raise a number of related issues concerning suc h
elements as the job content, membership and number of streams.

OBJECTIVE:

To provide an assessment of the merits or demerits of the stream
concept and a decision as to its retention, modification o r
termination .

GOAL:
To produce, by mid-February, 1984, an outline suRmary of agenda paper
describing the range of issues to be dealt with in the formal review .
After review by the ADM Personnel and perhaps the Executive Carmittee
the document should provide a sharper focus for conducting the formal
review in 1984.

DESCRIPTION :
Virtually all organizational units, programs, and functions will be
implicated, at least indirectly, in the formal review . The greatest
impact will naturally be felt within the Personnel Branch . In
consultation with other elements of the Personnel Branch, an analysi s
of the basic issues which must be considered will be prepared in th e
form of an agenda paper . Fran this document will flow the detailed
investigation of the stream concept that will form the prcmised forma l
1984 review itself. Major Activities include the preparation of an

0201 .
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agenda paper by mid-January, 1984, itemizing the many and varied issues
to be examined. On-going and cxYnprehensive consultations at the formal
review stage may be necessary with various sectors of DEA, other
departments such as CIDA and CEIC, and central agencies with a view to
producing a consensus on the viability, or lack thereof, of the stream
concept.

Product/Result - a definitive agenda paper by mid-January, 1984,
followed by a ccxprehensive review document leading to a decision
retaining, modifying, or terminating the stream concept .

Consumers - all sectors of DEA are potential consumers of the end
product because it will, in one way or another, have an impact upon all
facets of this Departsnent's activities.

Assessment - the success of the agenda paper will be indicated by the

ease with which the subsequent formal review will be able to cane to

grips with the issues. In the long term, the decision that is the

final product of the strean concept review can only be assessed in the
light of subsequent experience in managing the personnel resources of

DEA. -

IMPLEMIINTATION CIXNSIDERATIONS :
The formal review will have relationships with many other activities in
the Personnel Branch, and in particular, with at least 9 of the 16
other EAMP Projects found under the Human Resources Management heading .
The degree of interdependence between these projects is high, and will
méan that in scme instances the findings or decisions of this project
will have a significant impact upon the result of other projects or
vice versa . The views of the PSC and Treasury Board may be required
eventually in the formal review . The views of other departments, such
as CIDA and CEIC, will also have to be considered . The review itself
will not likely require the approval of any particular catanittees .
However, when the decision stage is reached the Executive Cannittee
will have to take the necessary steps to achieve a final conclusion .

Consultation outside the Personnel Branch wi,11 have to be undertaken as
part of the formal review process, and may involve all sectors of DEA,
the two central agencies, staff associations, and "client "

departments . The activities surrounding such projects as area of
conpetition policy at the PSC and Federal Court levels, EX conversion,
the corporate Human Resource Management System, training and
development, the enlarged secondment program, the management of
non-rotational personnel, the role of CCs, FS career models by stream,
roles and responsibilities of Line and Personnel Managers, Aid Stream
consolidation, the implementation of the rotational AS/AT program,
cross stream assigrment and transfer policy, and lateral entry policy,
must be monitored carefully to assess interrelationships, along with
related issues involving employee morale versus frequent change in DEA
over the past few years .

Information concerning all these above-mentioned projects or issues
will be sought frcmn the responsible project officers, directors and
ccimnittees. In addition, advice may have to be obtained from the
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central agencies on a variety of subjects. It is not foreseen that
posts will have any direct involvement in this project . A decision to
retain, modify or terminate the stream concept will no doubt be
camunicated to DEA enployees by a circular letter signed by the USSEA .
Similar advice to the central agencies and/or other departRnents would
be provided by means of a personal letter from the USSEA to the deputy
heads concerned. A major constraint on this project must be the
on-going and lengthy debate thA is occuring at various levels,
especially in the Appeals Branch and the Federal Court, concerning area
of carpetition, secondments, and therefore assigrments, as
appointments. The time factor surrounding these debates will be an
important aspect while any decisions evolving from these basic issues
will naturally have a major impact upon the review itself and any
subsequent decision. A major consequence of a delay in the project
will be, in effect, the Departznent's failure to honour the catmitment
to staff and the PSC to conduct a review of the stream concept during
1984.

MAJOR STEPS AND TIMING :
1.- Determine the scope of the project :

- inventory of problens, issues and legal restrictions Jan .31/84
- possible alternatives to present system
- preliminary reconmendations

2. Prepare outline of review project for discussion Feb .17/84
3. Develop agenda paper dealing with proposed scope of Mar.31/84

the project for Executive Carmittee discussion an d
decision .

4. Consultation with interested groups as described Oct/84
elsewhere in this project plan .

5. Produce final review document for Executive Oarrnittee Dec/84
decision .

6. Consideration & decision by Executive CaRmittee Feb/8 5

RESOURCE SUMMARY : ($000 )
Dollars include salary, operating and capital .

83/84 84/85 85/86
TO

QOPPL,E.TE
TOTAL

PI20JECT
PY $ PY $ PY PY $ PY $

Existing

New

.1 15. .3 30. .4 45 .

Tbtal Direct Costs .1 15. .3 30. .4 45.

Indirect Costs .05 8 . .1 15. .5 23.

BENEFITS :
- The project will prepare the analytical groundwork necessary to the

thorough and meaningful review of the stream concept promised in

1982.



- The subsequent formal review will produce a decision relating to the
retention, modification or termination of the .stream concept which
should improve the hunan resousce management efforts of DEA .

Project Officer Date

1 , t983
Date



EAMIP PROJECT NO. AC10

TITLE: Human Factors in the Introduction of New Office Technology

RESPONSIBILITY: Project Manager: ADiA - A. Morgan
Project Officer: AAA - M. Duncan

PRESENT SITUATION:
At present high technology is being introduced into the office in the
form of word processors, micros and mini-computers and autcmated work
stations. This is being done in an attempt to maximize office
efficiency and effectiveness. In order to gain the most possible from
this move to high technology, we need to manage the introduction of
change so that both support staff and officers are able to make the
best use of the machinery and systems while avoiding or minimizing any
negative impacts such as fear of loss of jobs, poor organizational
structure, resistance to change, ineffective use of training,
unrealistic expectations of upward reclassification of positions etc .
To date we have introduced office technology with .little concern for
people other than initial training, mainly because the effects of the
technology have been concentrated in a few specialist areas rather than
spread widely throughout the organization. The Department needs to .
develop a method for introducing high technology into the office in a
manner which recognizes the human concerns in headquarters and at posts
while co-ordinating action with the technical and systems specialists
because it is already clear that the success of conputer systems
depends more on human than on technical factors.

OBJECTIVE :
To produce a method of introducing high technology into the office

environment which maximizes the benefits and reduces or eliminates
negative reactions on staff of the department .

GOAL:
To use the current work being done with the secretarial group to
develop in one year a change model which can be used for other groups
or other types of technological change .

DESCRIPTION :
The impact of the model developed for introducing high technology into
the office will be felt throughout the entire Department . It will
affect officers, support staff, and locally engaged staff . The
approach taken in developing the model will be to study current
Departmental practices, other organizations' practices and experiences,
especially the OCS field trials; identify critical factors for success ;



and test the applicability of these factors to a variety of situations,
e .g. headquarters vs posts, rotational vs non-rotational, etc . The
major activities will consist of information gathering, critical
comparison, and model formulation . The participants for the project
would cone-fran a variety of areas in the Department including :
training, planning, staffing, word processing, systems analysis, and
affected groups and their union representatives . (Positive union
attitudes to new technology are critical to its successful
introduction) . The product would be an approach to technologr that
recognizes human concerns . The benefit to the Department would be the
reduction of resistance to change, avoiding duplication of systems,
optinn.un use of expensive equipment and training. If the model proves
effective, it will be used before major technological changes are
introduced into an area. The assessment criteria for the Departznent
will be our ability to successfully use and implement office
technology .

IMPLFI+'1FNTATION ODNSIDERATIONS :

This project is closely related to the review of the secretarial group,
the office automation pilot, word processing project and, other MIS/EDP
project and training and development .

It involves the experiences and knowledge of other departments such as
DOC, 1B and PSC. It also includes the experiences of other
organizations such as the US State Department . No formal approval is
required from other organizations . Consultations will take place with
members of the Personnel Branch, MFS, employee groups and other
organizations. Information will be required on the present state of
technology, and future plans, current state of training, future
training plans, availability of different types of training,
experiences with technology, and factors contributing to success or
failure . This information will be gathered fran within and outside the
Department. Posts will be involved in two ways . One will be to assess
the impact that new technology has at posts . The second will be to see
if separate or additional factors must be considered when technology is
implemented at posts . The types of changes that may result from this
project could be new or different training programs, training for
officers as well as support staff, critical assessments and briefings
before equipment is introduced to an organization .

There are two large constraints affecting the project . One is that it
is a relatively new area and few of the dynamics are well understood .
The second is that technology is already being introduced, so that the
Department is already in a position of "catching up" as opposed to
pro-active planning. The consequences of delay are that we will fall
further behind in responding to change and we will suffer greater
negative impact when we do introduce it .



MAJOR STEPS:
This is a one year project involving many different people .

Step 1 : Meet with mFS and AIIT to establish current Feb/84
levels of technology and training patterns .

Step 2 : Identify future trends or introduction of March/84
technology .

Step 3 : Discuss experiences of introduction of
technology with DOC . ZB, PSC, State

Department, Departmental headquarters, July/84
employees, unions and posts.

Step 4 : Identify critical factors affecting success sept/84
or failure.

Step 5: Recatmenà model for introducing change that Oct/84
optimizes chances of success. Dec/84

Step 6 : Iest model at posts and headquarters
.

Step 7 : Results of test co:mlunicated and final Jan/85
recarmendations made .

gESOURCE SClM 4ARY
: ($000) capitalDollars include salary, operating and ca p

83/84

Existing

PŸ $

.3 15 . 0

New

Tbtal Direct Costs

Indirect Costs

.3 15 .Q

84/85
PY $

2.2 105. 0

2.2 105 . 0

1 .0 40.a

85/86
PY $

TO
00MPLE'TE
PY $

1UTAL
PFtfJJECT

PY $

2.5 120. 0

2 .5 120 . 0

1 . 0

BENEFITS :
If change and high technology are effectively introduced maximzn
benefit will be derived from the office of the future

. The Department

will be able to optimize efficiency and effectiveness of office s
will for

both officers and support staff
. Managing change effectively

minimize oostly negative impacts such as overlapping systemss,
underutilized hardware, 1ow morale emploYees and maintenance of manua

l

"bac}CupS" 5ystelti5.

fl:ture
PY $



EAMIP PR0.TECr NO. AC11

TITLE : Foreign Service Career Models by Stream

RESPONSIBILITY: Project Manager: A. Morgan, Director, ALIA
Project Officer: K. Carter, AL1A

PRESIIII' SITilATIO1V:
There is a perceived need within this Department for a more explicit
and structured career planning process . Much discussion has taken
place concerning the development of career models for the four streams
that would strengthen the capacity of both individuals and the stream
management units to plan careers by selecting training programs and
work assignments to meet the general requirements of the Department and
the individual employees concerned. These requirements would be
expressed in broad terms via a career model or identified career path .
Little has been done in this direction to date . It now appears to be
tire to develop such models on a long-term basis as an aid to general
career planning and personnel resource management .

OBJECTIVES :
The develognent of career mcdels will serve to place career planning on
a more formal footing thereby permitting greater consistency and
transparency in the making of career decision by employees and
management, and as a result, increasing confidence in the assignment
process and improving morale in the Foreign Service .

GOAL :

The preparation of career mcdels for each stream that can be used in
human resource management. Ideally, this process should be ccopleted
in early 1985 when the results of the stream review will indicate

whether four career models or one general model are required .

DESCRIPTION :

All sectors, programs, and functions of DEA are affected by this
project either directly or indirectly . The main impact will inevitably

fall upon the stream management units charged with the responsibility

of imQlementing the spirit, if not the precise letter, of the career
models, and on individual employees whose careers will be heavily

influenced by such models . The first step will involve the

identification of the appropriate level in the FS structure to which
all staff development, such as education leave, formal training or the

experience requirements to be identified in the career models must be

directed. Once this target level is identified, a general set of ideal

skills and knowledge will be isolated that can serve as a basis for the
determination of the type of experience required to reach the target

level. Finally, the career models will be developed. A preliminary

paper will be prepared as the basis for the consultation within DEA

that will be necessary in order to reach a consensus as to what ideal
the Department should be aiming for in the recruitment, training and

development of its FS officers . This will be followed by discussions

with various interested groups, particularly those in the Personnel
Branch, with a view to identifying the nature and benefits of the many

assignment possibilities, i.e., postings in stream, cross-stream



transfers, secondments . Once these facets are explored in detail,
working models will be developed for study by all interested parties .

It is envisaged that the chief participants in the development of
career models will be from the Personnel Branch. However, at various
stages input may be requested fran the central agencies, the staff
association (PAFSO) and other DEA sectors .

Consistent, structured career planning by both management and
individual employees will be aided by the results of this project .
There should also be an improvement in morale among FS officers, but
support groups may seek comparable treatmnt .

The stream management units and Foreign Service officers will be the
chief users of the career models and the ultimate success of the
project should be reflected in a decline in the ccxnplaints about a lack
of career planning in DEA and a corresponding increase in officer
morale.

IMPLFIMENTATION CONSIDERATIONS :
This project is highly dependent upon the results of the 1984 review of
the stream concept. In addition, such activities as the projects on
training and development, an enlarged secondment program, the
management of non-rotational staff, aid stream consolidation, the
rotational AS program, Phase II of EX conversion, and the corporate
human resource management system will have a considerable effect upon
the career model project.
- Other departments, such as CIDA, CEIC and ERIE may seek to have

input, and may be consulted in the later stages along with the

central agencies .
- Decisions concerning the nature of the ideal or goal of our various

staff development programs will have to be made at a senior level,
possibly including Executive Comnittee .

- The chief emphasis in the consultative process will inevitably fall
upon the Personnel Branch, but the views of the staff association and
Executive Carmittee will also be sought .

- The stream management units will be requested to provide information
about the nature and benefits of all general assignment
possibilities, i .e., postings, cross-stream assignments, and

secondments. The views of senior management of DEA concerning the
skills and knowledge of the ideal employee at the target level would
be most helpful .

- It is not anticipated that posts will be actively involved in this
project .

- Project results could be announced in a circular document outlining
the general career models by stream with the caution that such models
are ideal and are general guidelines around which meaningful dialogue
between management and employees can be built .

- Ccmpletion of the project will be heavily dependent upon the results

of the 1984 stream concept review . The maintenance, modification or
termination of streams will dictate the nature of the career models .

- A delay in this project would mean a continuation of the ccmplaints
that no rational career planning is being done .

Of.



r1A7oR S'IEPS AND TIMING:
Exploratory steps may be taken at an early stage during mid-1984, but
the main effort of career model developnent must take place after the
ccmpletion of the stream concept review in December, 1984 .

Pmong the explanatory steps will be found :

1 . an analysis of past practices, rate of prcrotion in the past, age
profile of FS group.

2. an assessment of future promotion and age profile
s

3. an effort to obtain from senior management a view of the ideal
skills, training, and experience desired of FS officers in general,

and by individual stream.

The preliminary work will be done by Deeember, 1984, so that it can
then be used to produce final career aodels based on the results of the

1984 stream concept review.

RESOURCE SUMMARY : ($000 )
Dollars include salary ► operating and capital.

84/8583/84
PY $

Existing

New

Total Direct Costs

PY $

.25 22.0

.25 22 .0

85/86
PY $

TO
OGMPLÉTE
PY $

TOTAL
PROJECT

PY $

.25 22. 0

.25 22. 0

Indirect Costs

BFSIFITS :
- Trie develognent of viable career models will fill a long-identified

need in DEA and will make a significant contribution to officer

morale.
- Overall efficiency in DEA should improve considerably as human

resource planning and develoFment is placed on a more logical and
organized foooting .

Project Officer Date

~~ z~ , ! 9â3~~

a2/D •

Future
PY $



EAMIP PRC)JECT W. AC12

TITLE: Human Resource Plan for Responding to Financial
Management Needs

RESPONSIBILITY: Project Manager: MCS

Project Officer : ADA

PRFSFNT SITUATION :
This project is a proposal which is intended to consolidate several
current EAMIP projects including ; the Financial Management Training and
Development project (AtNi-MCB project officer - MFD Bresnahan) and the
Branch contribution to Improved Financial Management at Headquarters
and abroad (ADM - ACB) .
This proposal has been drafted because there was significant degree of
overlap between the two projects. There is also a need to clarify the
systems and authorities supporting financial management before it is
possible for Personnel to respond effectively to the training and
organizational concerns .
The project is therefore amended to be the development of a Hunan
Resource Plan that will respond in a camprehensive way to the priority
needs of the parties involved .

OBJECTIVE :
To achieve a strengthened level of financial management performance
both at Headquarters and at Posts.

GOAL :
To develop a Human Resource plan which effectively responds to the
classification, organizational, training and develojxnent and such other
personnel needs as may be identified .

DESCRIPTION :
This project affects all parts of the Department's Financial Services
with overall responsibility for financial management, including Posts

abroad .
The approach will consist of a review of previous findings, and will
depend on the prior implementation or confirmation of appropriate

financial systems. It will focus on organization analysis, training

needs identification and succession planning . Personnel and Finance
will work together to produce a Human Resource Plan that will cover the
personnel aspects of managing an effective financial system . The plan

will be used as a basis for subsequent training and development
programs for a wide variety of employees including LES, CR, AS, FI, FS

and EX.
The project will be successful if it provides an effective basis for
systematically addressing issues raised in various audit reports and

reviews. '

IN PLE3MENTATION 00NSIDERATIONS :
It is impossible to identify training and development and org anization

concerns until the issues of financial systems and authorities have

been settled.
The authority for establishing systems and subsequently developing a

Human Resource plan resides within the Department .

Senior management approval may be required if,the systems or

responsibilities worked out as a result of this review are

significantly different fran current practices, e.g., inc
reased

~2.I~ •
i
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delegation to Heads of Post or if a radically different organization
structure or high training costs are identified as desirable .

As this is to be a teaQn project, consultation will take place between
Personnel and Finance, and between Headquarters and Posts .
This means Posts will be involved in providing information contributing
towards preparation of the plan and in implementing its
reconnendations. The changes that will result from the project may
take the form of training, manuals, circulars, or reorganization of
staff.
There are a number of constraints that may affect this project and its
subsequent implementation including agreement on delegation of
authority, agreement on appropriate systems, availability of funds for
training, and availability of PYs for training .
Delaying the project will put the Department in the position of failing
to ;respond positively to audit reports . It may also result in a
failure to provide needed assistance to employees so that they may
fulfill their financial management responsibilities in an effective
manner.

MAJOR STEPS .AND TIMING :

1 . Development of a management action plan by Finance which clearly
sets out which major recatmendations and findings will be
implemented. (Finance should set the time and resource
requirements . )
- Review of previous findings
- Decision on which findings to accept and which to reject
- Confirmation of financial systems .
- Confirmation of financial authority
- Defining the role of Finance in influencing Personnel actions .

2 . Organizational review : Representatives of Finance, Classification
and Human Resource Planning would carry out a review of the existing
organization to see whether it supports good financial management .

3. Training Needs Identification: A system for identification of
training needs at Headquarters would be constructed .

4. Succession Plan : A plan would be made to review the financial group
to identify any potential turnover problems and also to identify
trends for future development .

5 . Training Needs at Posts : A plan for identifying training needs for
posts would be developed that would cover everyone from LES to
HOPS.

6 . Recarmendations : The plan would be finalized including
alternatives, options, and final reconmendations .

It should be noted that the plan is the first step . The payoff to the
Department is in its implementation .



gESOURCE SUMMARY : ($000 )
Dollars include salary, operating and capital .

Existing

New

Zbtal Direct Costs

Indirect Costs

83/84
PY $

84/85
PY $

2.0 80 .d

2.0 80 .q

85/86
PY $

Î TO
COMPLETE

PY S

TOTAL

PROJECT

T S

2.0 80 . 0

2.0 80. 0

BENEFITS :
The benefits would be an and orderly thorough approach on the part of
Finance and Personnel to respond to the need for improved financial

management .

Project Officer Date

**be c L 1 19P 3
Date

.213

Future
PY $
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EAMIP PRUJECT NO . AC14

TITLE: Delegation of Authority for Personnel Management

RESPONSIBILITY: Project Manager : ADA, A . Morgan
Project officer : A]]A, M. Duncan

PRESIIIT SIIUATION :
Thexe is a need for both the Personnel Branch and Line Management to
have a clear understanding of their respective delegated authority and
responsibilities for personnel management . Miat is needed as a first
step is to produce a clear and canpxehensive statement of delegation of
authority for personnel management . There is also a need to delegate
formally from the Deputy Head (Under-Secretary) to legalize current
practices . Tb date, some legal requirements for delegating certain
authority from the Undex-Secxetaxy to lower levels of management have
not been met . The recent reorganization of the Department and the
creation of Geographic Branches increases the requirement for
clarification of delegation with respect to personnel management .

OBJECTIVE:
Tb delegate authority for personnel management in an effective manner
that will clarify the respective authority and responsibilities of both
the Personnel Branch and Line Managers .

GOAL:
To produce a revised instrument of delegation of authority for
Personnel Management, by August 1984 .

DESCRIPTION :
Delegation of Personnel authority affects the Personnel Branch and all
managers in the Department . Zb produce an instrument of delegation, a
brief general fiamework statement will be developed within which
functional experts in the Personnel Branch will draft specific
statements of delegated authority for their areas of specialty which
meet the Departmental-needs, Central Agency standards, and legal
requirements . AOA will co-ordinate the insertion of these various
statements covering the functional areas, e .g . discipline and
grievances, classification, staffing etc . into a coherent delegation of

authority docunent .

The product will form the legal framework for delegating authority for
personnel management and subsequently establishing accountability for
personnel matters by both Line and Personnel Branch managers .

It will be used to meet the Department's legal requirements under
assorted Acts and will be used in ongoing consultation with senior
management in defining roles, responsibilities, and accountability for

personnel management of both rotational and non rotational staff .



!

The act of formally delegating authority constitutes the end of this
project. Laying a solid foundation for managerial responsibility and
accountability in personnel management is the key to the effective
completion of this important effort .

IMPLIINENTATION, CONSIDERATIONS :
Drafting an instrument of delegation relates to the larger on-going
task of improving management skills, and is directly linked to the
Branch and Post Management Project. It requires the approval and
support of senior management in that it establishes more clearly and
enlarges for managers their formal responsibility and accountability
for personnel management practices. The final product is a number of
instruments of delegation which define the functional responsibilities
of the Personnel Branch and the line managers . In many instances,
these instruments will simply be a confirmation of current practices .
In others, it will mark a philosophical change by placing more
responsibility with managers. The information required to draft the
document is largely within the Personnel Branch and will be drafted by
its officers, but will be reviewed for legal form by Dcmestic Legal
Services. Creation of the document will place no additional burden on
posts or headquarters. It should be strongly noted that delegating
authority for personnel management is a first step in thi s

continuum. Receipt of that delegation, the second step, has a
substantial impact on managers as they become directly responsible and
accountable for their personnel management actions . An example of this
-impact would be a manager's role in disciplinary actions or release for

inconpetence . This project is technically concerned with the drafting
of the document, but its impact and cost are in step with managerial
accountability and increased managerial costs for training . There is
little constraint on the project other than senior management approval .

To delay the project would be to leave the legality of certain
personnel actions in question and to continue the present blurred
relationship between line managers & the Personnel Branch .

MAJOR STEPS:
1) The general framework for the instrument of delegation Jan/84

will be drafted and approved by senior management .
2) Individual statements on delegation will be canpleted . Apr/84

3) Circulation of draft document for cannent and Jun/84
suggestions for improvement

. Jul/844) The instrument of delegation will be forwarded

for senior review and approval .
5) Promulgation of the Statement of Delegated Aug/84

Authority for Personnel Management.



âcr.►%OUcv.il Sui nMâiRi . ($000 )
Dollars include salary, operating and capital

83/84 84/85 85/86
TO

OCMPLETE
TOTAL

PRO= Future

PY $ PY $ PY S PY S PY $ PY $

Existing

New

1.0 40.0 1.0 40 .0

Tbtal Direct Costs 1.0 40.0 1.0 40. 0

Indirect Cost s

BENEFITS :
provides the first step in clarifying managerial responsibilities for
personnel Management . Meets legal responsibilities of the Department

with regard to delegation. Sets the f=ainework for needed development

of managezs•to fulfill their responsibilities for personnel management

and clarifies the role of the Personnel Branch .

iProjec Of icer Date

'bec a it /48 3
Date

r



OITT= OF EAMIP PRQ7ECT PLAN

Titre: Consolidation de la filière Projet #AC15
de l'aide au développement

Envergure :
Le Service extérieur est constitué de quatre (4) filières, dont la plus
récente est celle de l'aide au,développement . Sa création fut retardée
par la nécessité de tenir un concours de recrutement dont les résultats
ne furent disponibles qu'en avril 1983 . Un premier groupe d'agents de
l'aide au développement s'est alors joint au Service extérieur mais la
consolidation de cette filière requiert un coruplément d'interventions
qui doivent être effectuées conjointement avec l'Agence canadienne de
développement international (ACDI) . La consolidation de cette filière
se doit d'être complétée avant que ne puisse être effectuée une
révision de la présente politique de gestion par filieres des agents du
Service extérieur.

Responsabilité : ACE est responsable de cette consolidation .
W.J. van Staalduinen, directeur de APA, doit mener à
terme les différentes actions requises à cet effet .

Situation :
La taille et l'envergure (nanbre de positions et leurs niveaux
respectifs) n'ont pas encore été établies, canpte tenu de l'impact qu'a
eu la récente réorganisation du Ministère sur l'exercice de conversion
FS-3/EX. En effet, le nombre de positions de niveau supérieur dont
sera éventuellement dotée la filière demeure incertain, ainsi que celui
des niveaux FS-2 et FS-1 qui en découlent .

En l'absence de données définitives quant à la taille et à la
configuration de la filière, il n'est pas possible d'élaborer et de
négocier avec l'ACDI une entente relative aux modalités opérationnelles
(responsabilités respectives des organismes quant au recrutement, à la
formation, aux affectations à l'étranger ou à la réinsertion à l'ACDI,
nombre de positions réservées à l'ACDI pour ces agents etc .) . La

gestion de la filière présente donc une grande ccnplexité .

Objectif :
Capacité de contribuer efficacement aux programmes d'aide à l'étranger

et au Canada .

But:
Filière de l'aide au développement opérationnelle en décembre 1984 .

Description :
APA, en étroite consultation avec APD et ACB, devra, dans un premier
tenps, négocier avec l'ACDI le complément de positions de niveau

supérieur qui seront disponibles à l'ACDI pour les agents de la

filière
. Cette négociation ne pourra toutefois intervenir avant que ne



soient connus les résultats de la consultation AE/Conseil du trésor en
ce qui a trait à l'exercice de conversion FS-3/EX .

Une fois établi le nombre total de positions de niveau supérieur pour
la filière, le ratio de positions FS-2 et FS-1 sera fixé, permettant
ainsi la détermination de la taille et de la configuration de la
filière.

La dotation des positions de niveau supérieur devra par la suite être
effectuée ainsi qu'éventuellement un cctmplément de positions aux niveau
FS-1 et FS-2 .

Une entente entre l'ACDI et AE, précisant les divers paramètres
opérationnels régissant la gestion du personnel de la filière (nombre
de positions à l'AC9I réservées pour la réinsertion des agents,
responsabilités respectives en ce qui a trait à la formation, le
recrutement, les affectations, etc.) devra être négociée .

Les effectifs de la filière de l'aide au développement seront
finalement complétés par l'intégration de 12 positions à l'étranger de
la filière politique-économique ainsi que le transfert inter-filières
de 24 agents de cette filière .

Mise en oeuvre :
De nanbreuses consultations impliquant le Président de l'ACDI, le
Sous-secrétaire d'état et le Sous-ministre adjoint du personnel des AE
devront être tenues, notamment pour ce qui est d'établir la taille et
la configuration de la filière

. Les opérations relatives à la dotation seront gérées par APA, bie n
qu'il soit prévu,d'y associer, à différents étapes du processus, les
autorités canpétentes de l'ACDI .

Les paramètres opérationnels de l'entente à conclure avec l'ACDI seront
négociés par APA, en consultation avec APD et ACB, il est probable que
l'entente soit signée par le Sous-secrétaire .

Les modalités relatives à l'intégration des positions de la filière
politique-éconanique ainsi qu'au transfert inter-filières des agents
seront établies conjointement par APA et APG, en consultation avec ADA
et, lorsque requis, avec le CFP .

Étapes et Échéancier :
(a) Laécision à intervenir, en consultation avec le Conseil du Trésor

et l'ACDI quant au nanbre de positions de niveau supérieur, ce
tant à l'étranger qu'à l'ACDI - mars 1984 ;
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(b) Négociation avec l'ACDI du ratio entre les niveaux, Permettant
ainsi l'établissement de la taille et de la configuration de la
filière - mai 1984;

(c) Dotation des postes supérieurs, par voie de transfert latéral
d'actuels eaployés de niveau EX de l'ACDI ou par le biais d'un

nouveau concours FS-3, si requis - juin - décembre 1984 ;

(d) Dëtermination de la nécessité de nouveaux concours aux niveaux
FS-1 et FS-2, carpte tenu des effectifs requis et, si nécessairer
cmpte tenu de ces concours - juin 1984 ;

(e) Négociation des divers paramètres opérationnels devant être inclus
dans l'entente ACDI/MAE - juin 1984 ;

(f) Translation des positions de la filière politique-éconanique qui
doivent être intégrées à la filière de l'aide au développement et
transfert inter-filières de 24 agents de cette filière
politique-éconaniqve - juillet 1984 .

Ressources : ($000 )

Aucune personne-année supplémentaire n'est requise.

Existing

New

Total Direct Costs

I Indirect Costs

83/84
PY $

84/85
PY S

85/86
PY $

TO
00MPLETE

PY S

TDTP,I.

PRO=

PY S

Future
PY S

.1 6.2 .4 96.5 .5 102.7

.1 6.2 .4 96 .5 .5 102 .7

3 .0 11.0 14. 0

Bénéfices:
La consolidation de la filière de l'aide au développement, telle que
décrite ci-haut, s'avère essentielle pour mener à terme sa création et
assurer ainsi aux agents qui en font déjà partie, des perspectives

adéquates de carrière. Cette étape de consolidation doit de plus être
ccffplétée avant que puisse se réaliser une évaluation globale de la
politique de gestion par filières et des modifications devant y être

apportées .

W
Project Officer



EAMIP PRU7EC.T NO. P,C16

TITLE: Rotational AS/AT Program Implementation

RESPONSIBILITY : Project Manager : Director of AP
A

Project Officer: Deputy Director (APAA)

PRESENT SITUATION :
The Department's decision in 1979 to reintroduce the AS officers in its
rotational service received considerable support fran posts abroad and

Headquarters alike. Since then some 55 Rotational AS positions have

been created: 44 abroad in 42 posts and 11 in Ottawa
. with the bulk of

these positions classified at the AS-3 and 4 levels on1 .~A conce o
f levels effort must be made to expand the Rotational AS group

the Departrnent's administrative and managerial apparatus on both a

short and long term basis .

OBJECTIVE :
Once brought to its logical conclusion, the day-to-day managerial and
administrative capability and quality of the Department at Headquarters

and abroad should improve significantly .

GOAL:
To achieve the above objective an undetermined nianber of positions,
both at Headquarters and abroad, must be identified and converted to

the AS group in the short term (i .e., 1987) . An additional number of

non-rotational positions must also be identified for conversion to the
rotational service to meet long term requirernents .

DESCRIPTION :
In the first instance, APAA will determine the short and long term
requirements and the structure the Rotational AS group will take, by
1) identifying Post Administrative Officer (PAO) positions abroad and
officer level positions in the personnel, financial, property and
materiel operations at Headquarters, and 2) preparing a rationale for

converting each identified position .
The project will then examine the resource requirements to meet the
short and long term demands and examine the staffing methods to be used
to balance off the denmnds vs resources availability .

Finally, the project will consult with Headquarter units and posts
concerned to determine suitable timing for each conversion and prepare
a report, for Senior Management approval, outlining both strength and
staffing requirements for the implementation of the project, including
a prcmotional system for career advancement withinthe~~gô up~ ,

The assessment of this project can only judged in
since the anticipated overall improvements to the Department's
personnel, property, materiel, and financial management operations will
not be reflected overnight but at sane point down the road once the

project has been implemented .

IMPLFIMENTATION CONSIDERATIONS :
Close consultations can be expected will all posts/divisions whose
positions have been tentatively identified for conversion, as well as
with personnel stream division, particularly APG and APS where the bulk



of the identified positions will came from . Senior management will, of
course, be asked to play an active role in solving the most
controversial conversion decisions.

In formulating its reccamendations, particular attention will be given
to the outcome of the EX conversion exercise, currently underway and
will also take into account the utilization of an important number of
capable FS officers, whose background and abilities lie mainly in the
administrative areas, for the more demanding positions identified for
conversion .
Given the current constraints placed on the Department's human
resources, specific proposals on how to achieve our short and long term
staffing objectives without exceeding PY limitations will be presented
as additional input, in time, for Management's review of the FS stream
concept scheduled for 1984 .
Ever since 1979, more and more posts abroad have been requesting AS
Officers. Up to now, the results have been largely positive. However,
to delay or even limit the development of the Rotational AS group now,
will not only erode whatever core of relatively young, and for the most
part, seasoned PADs that the Department now possess but will also
adversely affect the Department's ability to project itself as a
credible, responsible and well managed central agency thus inviting
further criticism from the T.B. and the Auditor General, not to mention
Parliament, the press and the public in general .
Even with a solid base of PAOs, continued support for the group will be
needed, with emphasis being placed on better training of both recruits
and incumbents and greater resources devoted to carry out this task .

MAJOR STEPS AND TIMING:

1 . Prepare a manpower planning study to determine Early November 83
requirements and a preliminary structure for

the Rotational AS group
2 . Identify positions for conversion to fit Late November 83

preliminary structure
3 . Consult with HQ units to determine short and Early December 83

long term requirements for group

4 . Adjust structure to meet requirements, Early December 83
following consultations

5 . Document rationale for each position to be December 83

converted
6 . Prepare a staffing study to identify resources December 83

to met the group's requirements

7 . Consult with HQ units and posts to determine Mid-December 83

timing of conversion

8 . Prepare a draft of a proposed pranotional Mid-Deceqnber 83

system for the group

9 . Prepare a report, for SM approval, including End-December 83

an inplementation schedule

10. Begin implementation by converting identified January 84
positions in time for the 1984 posting seaso n

11 . Continue conversion process for 1985-87 period ongoing to 1987
with periodical evaluation of project .
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pJMOLTRCE SUMMARY:
Dollars include salary, operatirg and capita l

83/84
PY

84/85
pY

85/86
py

QOMPIME
py

TOrAL
PR03DGT

PY $
Future

PY

Existing 0 .2 12.2 0 .1 6 .0 0 .3 18 .2.

New - - - - - - - -

Total Direct Costs 0 .2 12 .2 0.1 6 .0 0 .3 18. 2

Indirect Costs Nil Nil Nil

Notes : -Costs ir~cludes salary of a PE-4 and an ~ for 0
.2 PY an 83 84

and 0 .1 PY in 84/85 and costs associated with stenographic
services and stationery câlculated at 10% of projects in total

BENE ITS :
With the increased accauntability of the Heads of Post for the
management of all post programs, a well structured group of Rotational

and professional PAOs would :

capability;
1 . Strengthen the Department's overall administrative and aanagerial

2 . provide zua 1 i ty and mich needed continuity to the Administration ~

Support Services Program at posts abroad-and ;

3 . provide advancenent opporttaiities to the rotational support

.;;-) l D ec 093 .
Date



EAMIP PF2QTECr NO. AC17

TITLE : Improvement of Foreign Language Training Program

RESPONSIBILITY: Project Manager : R.W. Burchill, Director General
Personnel Planning and Developtnent
Bureau, ADD

Project Officer: Loréta Giannetti, ADIB
I

PRESEIJT SITUATION: .
McDougall Report identified the need for employees and dependents to
undertake foreign language training in preparation to a posting .
The Department in response to the McDougall Report reviewed it's
foreign language policy and identified foreign language training as a
high departmental priority and encouraged enlargement and improve :nent
of the program.
A departmental surmission to the Treasury Board was presented to seek
additional person-years and budget to enhance the foreign language
training program .
The Treasury Board authorized 10 person-years in 1983/84 - 9
person-years to be used as a pool to enable employees to undertake
foreign language training and 1 person-year to be used for the
administration of the program. For 1984/85 and 1985/86, the Department
should be seeking through the MYOP review, additional person-years to
be used as a pool. Starting in 1983/84, the Posting Briefing Centre
mandate was to make all the necessary modifications to the existing
foreign language training program (taking into consideration the new
priority given to it) so that the new program would fulfill the needs
of the organization, the employees and their dependants .

OBJECTIVE :
Assist employee to adapt to the new foreign envirorment and therefore
reduce the number of days where the employee is not fully operational
because of the lack of foreign language knowledge .
Assist the family in adjusting more readily to the conditions of a post
where languages other than Canada's two official languages are spoken .
Facilitate the implementation of various programs abroad and improve
the departmental relationship at various levels with the host country .

Reduce the tensions with some countries who are particularly sensitive
to foreign domination by dealing and conducting foreign operations
using the countries national language.

GOAL :
Over a period of 3 years - 1983/84, 1984/85, 1985/86 to design and
implenent various project related activities which will contribute to
establish an effective and efficient foreign language program, focusing
on specific ccnmunicative skills required in the various,fields of

foreign operations (i.e ., nade, policy, aid, immigration, etc .) .

D 3CRIPTION :

Impact mostly on the Post erations but Headquarters divisions and

their .organizational capacity to provide employees, who are posted,

with the necessary time off to undertake language training, will

greatly impact on the success of the project .



The major activities are related to a cycle :
- fall/winter - design stage
- spring/suamer - implementation stage
- fall/winter - evaluation stag e

The participants are departsnental employees and their dependants - as
well as all enployees on secondment fran other depaztaents (over 150
employees per year) and their dependants .
The major constraint to full implementation is whether or not employees
are released fran their job several weeks before departure to a post,
in order for them to undertake appropriate foreign language training .
The assessment process is done at two levels :
1) Posting Briefing Centre will be evaluating the effectiveness and

achievements obtained by the various foreign language programs .
2) An independant and external overall program evaluation will b e

undertaken by the Evaluation Division at the end of the 3 year
program implementation .

Consequences of delaying the project :
- Frustration of employees not being able to be operationa l
- Frustration of the entire family and creation of "morale" problems
- Loss, for the post organization, of productive person-days if
employees lack foreign language skills .

IIMPLEMEVTATIQN CANSIDERATIONS :

See above .

MAJOR STEPS AND TIMING:
1983/84

- Publication of the foreign language training policy Sumer
and a guide for employees which explains the foreign
language training administratio

n - Organize foreign language courses to meet inrnediate Spring/sumne r

posting needs
- Research on cxcTninicative skills required by the Fall/winter

trade officers in order to introduce, in any language ,
program - situation and vocabulary pertaining to the
job requirements of a trade officer . This research
materiel will be the basis on which the teacher will
build a curriculun for the intermediate and advanced
levels, beginning in the 1984/85 posting season .

- Review alternatives to the 2 year Mandarin Hong Kong Fall
program

- Design of "survival courses" in 4 difficult Fall/winter
languages : Arabic, Russian, Japanese, Mandarin
These courses will be provided in 1984/85 posting
season

- Provide part-time foreign language program related Fall/winter
to a future posting

- Draft necessary amendments to the departmental Winter
policy and publish revised policy .

Because one third of the total participants as well as one third of the
foreign language budget is related to the Spanish and Portuguese
language programs, special attention and emphasis has to be devoted to
foreign language training in those two languages .



Spanish/Portuguese Programs 1983/84
- Design and development of Spanish laboratory exercises Fall

which will be used as self-instruction material in
addition and in conjunction with classroan material

- Design of country related audio-visual material to Winter
be used in support of both Spanish and Portuguese
language material

- Canpilation by subject of articles fran Spanish and Winter
Portuguese newspaper fran each Latin American country
- to be used as additional classroan material

- Evaluation of Spanish program in two ways - to Winter
immprove the 1984/85 Spanish progra m
i) identify the level of fluency the employees and

spouses achieved before arriving at post (test
results - teacher's camnents, etc . )

ii) evaluate to what extent the learning which
occurred, assisted employees and dependents-to
adapt more quickly and more easily to the foreign
environnent (based on interview of employees and
spouses who received foreign language training
and those who did not )

- Establish closer relationship with Spanish schools Winter
to improve irnnersion training before arrival at the

post
1984/85

- Organize appropriate foreign language courses to Spring/suinner
meet imnediate posting needs

- Provide specific training for trade officers - based Spring/sumner
on previous years research

- Research on cannunicative skills required by, the Fall/winter
political officers - this material will b e
introduced during the 1985/86 posting seaso n

- Review alternatives to intensive 12 month Arabic Fall/winter

program in Cairo
- Revision of the Russian curriculum which is provided Spring/surcmer

during 10 months, intensive study in External

(Posting Briefing Centre )
- Evaluation of other major foreign language programs Fall/winter

such as: Russian, German, Japanese (these language s

constitute 1/3 of total participation and budge t
- Provide part-time language programs to meet future Fall/winter

posting requirement s
- Identify and establish contacts with foreign language Winter

schools in Europe and Middle East .
1985/86

- Organize appropriate foreign language courses to Spring/suRmer

meet inmediate posting need s
- Provide specific training for the political officers , Spring/sunmer

based on previous years research Fall/winter
- Research on cannunicative skills required by th

e Social Affair and Aid officers - this material

will be introduced during the 1986/87 posting season



- Evaluation of other major foreign language program Fall/winter
(Italian, Hungarian, Malaysian, etc . )

- Provide part-time foreign language programs to meet Fall/winter
future posting requirement s

- Identify and establish contacts with foreign language Winter
schools in Asia .

RESO[JRCE S[lM4IARY: ($000 )
Dollars include salary, operating and capital

TO Z'OrrAi .

83/84
PY $

84/85
PY $

85/86 COMPLETE
PY PY $

PROJECT
PY S

Future
PY

will be det-

Existing 6 192.0(1) 6 192 .0 8 256 .0(4) 20 640.0 ermined by
overall eva

New 2 640 .0 2 64.0 in 85/86 .

Total Direct Cbsts 6 192.0 8 256.0 8 256.0 22 704 .0

Indirect Costs* 1000(2) 1500(3) 2000. 4500

* This figure includes salary of employee on language training .

40TES:
(1) Treasury Board approved on May 4, 1983 (minutes no . 787633)

additional operating funds and one additional PY for program

administration .

(2) This cost includes $281,000 (i .e . 9 person-years) approved by the

Treasury Board. The difference is salary of employees on foreign
language training absorbed by the Deparbment .

(3) Salary of enployees on language training totally absorbed by the
Departznent - doesn't include any funds approved by the Board
because the Department missed the MYOP Review of sumner of 83 .

The Department will be asking for an additional 25 person-years to
cover employees on language training for 85/86 .

(4) 1985/86 is the last incremental . Budget will be stabilized by
1985/86 in terms of operating funds and person-year requirements•

(5) A program evaluation will be undertaken by the Evaluation Divisio n

in 1985/86 using Departmental resources. A copy of the report

will be forwarded to Treasury Board .



EM :
- More effective promotion of Canadian oormercial and ecooanic
interests abroad.

- More effective job in the dev+PloFment assistance pz ogran - the
officers being in close proximity with levels of society whidi never
have access to French or FYnglish .

- Facilitate aspect of consular work especially whea the officials must
deai with police, doctors, prison official in the host country
language .

- The ability to cainainicate in the host country language increases

credihility of our officials, increases opportunities, and reduces

significantly the drain on the resources of the Post .

- The inability to can unicate in the foreign lanaguage, increases the

sense of frustrations and isolation at the Post.

- The inability to communicate in the foreign language limits exchange

of ideas and information with local oantacts .

~,,, ~L- 1 42 ~ ~ -!;
Pro]ect Of cer Date

Project Manager Date



EAMIP PROJDCT NO. AC18

TITLE: Improvements of Support Services Prograas to employees

and families

RESPONSIBILITY : Project Manager: RW. Burchill, Director General
Personnel Planning and Development
ADeD

Project Officer: L. Giannetti, Project Coordinator
AI7IB

PRESENT SITUATION :
The McDougall Report identified several deficiencies in the
dissemination of information for the employees and their faznily.

Briefings provided to people being posted were not always adequate and
too few were provided. Information on education for children and work

opportunities for spouses was lacking . The lack of information existed

at the different stages of the posting cycle : prior to being posted ;

at the post; on return to Ottawa .
A departmental submission to Treasury Board sought to improve the
quality of briefings, to provide more up-to-date information of
particular concern to the family and to establish closer communications

with spouses. Treasury Board authorized an additional 5 person-years
to implement the Ccmrnunity Liaison Services to employees and families .

In 1983/84, the Posting Briefing Centre was given the mandate to
implement catmunity liaison services in Ottawa and abroad. During the

same time, a pilot experience at Paris, of the Carmunity Liaison
Services was sucessfully undertaken .
The Posting Briefing Centre must improve the quality of its briefings
and information on posts to employees and their family . It must also

implement the concept of the C.cnmunity Liaison Services in identified

posts. Finally, the Posting Briefing Centre should have close r

communications with the entire foreign service family .

OBJECTIVE:
Better preparation and knowledge of the post situation will facilitate
adaptation, reduce tensions at a post, and improve the foreign service
ccmrnunity "tmrale" . Important aspects of this objective include :

- Reduction of number of "early returns" because of family
difficulties in adapting to the post environnent .

- Respond to deficiencies identified by the McDougall Commission
- Develop a family approach where not only the employee is

provided with the required support systems but all me :nbers of

their family.

GOAL:
By the end of 1985-86, to imple:nent an effective and well integrated
Support services Programs which will respond to needs of the employees
and their family as well as the organizational needs, throughout the

posting cycle. More specifically, appropriate support services
activities will be undertaken prior to being posted, during the
posting and on return from posting .
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The emphasis will be put on briefings and training sessions prior to
the posting on "cxRmunity liaison services" at the post, and on
de-briefing activities upon return to Ottawa .

DESCRIPTION :
In order to improve the information provided during the preparation to
a posting, the following projects must be undertaken :
- review post reports in order to reduce their length and improve the

quality of the information provided .
- production of audio-visual material to supplement information

contained on the post reports
- provide adequate briefings on topics which will facilitate and assist
employees and families in adapting to a new posting

- provide counselling services on education facilities and spouse
employment opportunities abroad.

During the posting :
- establish at selected post the concept of carmunity support services
- establish relationships between the Posting Briefing Centre and the

oversea ocnmunity liaison services.
Return fran the posting :
- provide re-entry support services to the foreign service employee and

family
- provide information on education and spouse employment in Ottawa-Hull
- prepare de-briefing sessions to capture employees and family

suggestions and comnents for program improvanents .

An evaluation approach is built in each project to identify program

changes, effectiveness and efficiency of the services .

IMPLEMF,BTTATICN CONSIDERATIONS :

- Consequences of delaying the project :
departmental catmitment to improve information dissemination,
especially since Treasury Board authorized additional 5
person-years to improve the quality of briefings, and information
on education and spouse employment.
continued dissatisfaction of employees and family towards lack of

information
increasing demands of families on post administration, alread y

overloaded .
Treasury Board authorization of 5 additional person-years was
conditional on substantive improvement of support services to the

foreign service earmunity .

MAJOR STEPS AND TIMING :

1983/84

A) Briefings/Traininct/Research

- provide briefings and training session s

related to employees and families needs Apr/May/June/83
prior to posting

- evaluate effectiveness and efficiency of Oct/83
brief ings and recarmend change s

- organize weekly information session on Dec/Jan/Feb/Mar/83/84
particular countries 2 sessions per- conduct training sessions for spouses ~~ pe

o?z9•



- undertake a preliminary study on effects
of school discontinuity on the children
of the Foreign Service OmTwnit y

B) Documentation
- produce 3 audio-visual video to be used

as support material on briefings
- produce 15 slide/audio programs on
different posts

- produce 30 slide collections on post
conditions

- produce 15 interviews of employees and
spouses on their return from a post

- review the post reports and make
recatmendations for format and content
changes

- improve information dissemination to
émployees and their family during the
administrative arrangements prior to
posting

- establish a canputerized information
data basis.on education facilities
abroad and prospective job opportunities
for spouses and dependants

- establish direct coinnunication with
spouses and forward information related
to family concerns

- implement an information newsletter for
family concerns

- provides Canadian educational "content"
packages for children at post s

C) Catinunity liaison services abroad
- review the pilot Paris "cxnirnuu ty

liaison service" and reccomearxl action
for further implementation

- implement the concept in selected post s

1984/85
A) ei fings/IYaining/Research

- provide brie ings and training sessions
as required and based on employees and
family needs

- design career develognent programs for
spouses

- organize weekly information sessions on
countries

- undertake a feasibility study on the
establishment of a day care centre in
the depaaztment

- publish newslettez for family concerns
B) Documentation/information

- review 60 post reports and implement
the new format

- produce 30 slide collections on post
conditions

March/84

by March/84

by Maxch/84

by March/84

by Dec/83

March/84

by Feb/84

Mar ch/84

March/84

Jan/84
Feb/84

ApL/May/June/84

Oct/8 4

on going

Sept/84
every 2 months

by Dec/84

by March/85



- produce 20 slide/audio programs on posts by March/85
- produce 15 interviews of employees an d
spouses on return from a post by Dec/84

- produce 10 interviews with spouses on
post job opportunities by Dec/84

- prepare employment reports on 60 posts by Mar/85
- review and update educational facilitie s

in Ottawa/Hull I by Mar/85
- provide to posts, Canadian educationa l
"content" packages for children March/85

D) CcRmunity liaison services abroad
- implement the concept in several othe r
selected posts Jan/85

- Evaluate experience in previous year
post implementation Sept/84

1985/86
A) Briefings/`IYaining/Researc h

- provide briefings and training sessions
as required by employees and family Apr/May/June/85

- organize weekly information sessions
on countries on going

- zeview the conputerized information o n
education and employment for prograRtaing
changes June/85

Docimentation/Information
- review the balance of post reports (60 )
and implement new format Dac/85

- produce slide collections and slide/audi o
programs on post conditions March/86

- produce interviews of employees and
families returning from post Drc/85

- prepare employment reports on the othe r
60 posts Maxch/86

- publish newsletter on family concerns every 2 months
C) Cccimunity liaison services abroad

- review and evaluate the previous yea r

implementation Sept/85
- implement the concept in all other post s

as required Jan/86



gE.çpURCE SUMMARY: ($000 )
Dollars include salazy. operating and capital .

21p TClTP,I.

83/84 84/85 85/86 C .~I.EIE PROJDCT Future

PY S PY S PY PY S PY S PY
S

Existing 8 541.0 8 541 .0 • (3) (3)

(1) 1 32 0 1 32. 0

8 541 0 24 1623. 0

New

Notes Board (minutes no 787633) approved an additional $395 .0 and
1• InMay/83, Treasury

5PYs to implement an iaproved Caamunity Liaison Service .

2. Indirect costs includes salary of employees on training
. This cost

is absorbed by the Department
.~ will depend on cost aspect of

iaplenenting at every post , 3
. The cost to co~lete thist ~conce of comtmitY liaison

services .

.
Indirect Costs(2) 100.0 200

.0 200.0 500 0
Total Direct Costs 8 541.0 8 541

.0 9 573 . 0

BENEFIZS :
- iàecognition by the Departznent of the "faanily" unit as having a vital role

in the rotational career service .
all Commission and- Respond to concerns identified by the McDow 9

related to education, health, job possibilities for spouses-
- Inprove "morale" of employees and spouses and therefore increase

effectiveness of our foreign operations .

Pzoject Managez

--- Date

Date



FT,SPONSISn.ITY: Project Manager: J.T. BoeYm, Director, ABS
Project Officer: J. Filion

PRESIIIT SIT[F,TICN:
The Department needs to provide a more ccmprehensive and rational
programme of service to all employees concerning retirenent . To date ,
such service as exists, tends to be ad hoc in nature and oonsists
almost exclusively of voluntary reti .renent semi* aTs addresse3 to the
full range of employees without regard to either their status, i .e. ,
rotational or nar-rotational, or their inccame levels . In most cases ,
those who attend are near narr3atory retirement age and have already

made the decision to retire .
What is needed is a more cdzerent and structured programme to sensitiz e

humane process.
levels, retirement should be made a more attractive prospect and a more
retirement. In some cases, particularly with respect to more senior
appropriate conselling through4ut the period leading to actual
retireqnent at an early point in their careers, and to provid e
all enployees to the ocnsequences and benefits of planning for

OBTDCPIVE:
To prwi-de better retirement-related advice and services to all
employees and to inprove employee understanding of and attitudes taaard
retirement. In doing so, we might expect an increase in the rate and
perhaps predictability of retirement . That would, in turn, assist
personnel managers to better assess overall departmental human resource
requirenents and inprove their decision-making capacity in specific
areas such as recruitment, assignnent, career planning and development
including promotions . More generally, the programme shculd make a
positive contribution to employee m=ale .

GOAL:
To design a caiprehensive, well-structured retirement Programme for
departmental employees in Headquarters and Canada-based employees
abroad by November 1, 1984 .

DFSCRIPTION :
VJtule such a programme would have an obvious impact on the Department
as a whole, Personnel Branch would be most affected as it would have
responsibility for sizing, designing and implenenting the programme .
Specific programmes most affected would be superaruiuation, recruitment,
assigrment and career planning and develognent .
The project will require eonsiderable research and analysis .

Anticipated activities include :
a) the identification of current departmental resources devoted to

retirement ;
b) a decngraphic analysis of the Department to establish target

populations ;
c) assembling and analysing retirement programmes in other federal and

provincial government dePartments and agencies, the private sector
and possibly foreign departrnmts such as the United States State

Department and the British FOO ;
d) assembling and analysing relevant provincial and federal legislation

and directives, etc . ;



e) preparation of a detailed assessment of the nature and extent of the
problem based to some extent on a survey of current and retired
employees;

f) on the basis of the foregoing, preparation of accmprehensive series
of programme proposals and options with resource implications for
senior management consideration and approval .

While responsibility for the design and implementation of the project
rests with ABS and specifically the Personnel Services Unit, there will
be an obvious requirement for input fran personnel stream managers, ADA
as well as a more general but limited call on employee/retirees time in
connection with any surveys undertaken .
An improved retirement programme providing accurate and relevant
counselling and advice to all employees could affect savings to the
Department in ternts of pay and benefits but it would be extremely
difficult to quantify . In tenus of management improvement, an increase
in the number and rate of retirements could substantially enhance
Personnel Branch's capacity to manage the Department's human resources .

There could be indirect effects on overall departmental managerial
capacity and efficiency .
The programme will not readily lend itself to early assessment of
success. It may.take some time before certain indicators such as
employee interest or participation in counselling, the number of
retirees, departmental morale, feedback, etc ., suggest success or
failure of the programme . The design of a valid system of monitoring
the progra¢nne would be a part of the project. Beyond that, whether the
success of the programme is quantifiable or not, it is an essential
service to employees which has not been treated with appropriate
consideration in the past .

IlMPLFIMENTATICN CONSIDERP,TIONS :
A retirement programme is clearly related to current efforts on
retirement .counselling undertaken by strean managers and the
superannuation section of the Personnel Administration Bureau . What it
would do, however, is attempt to place such ad hoc and uneven efforts
within a more systematic framework . The programme would have an active
mode rather than the current reactive one and attempt, resources
permitting, to provide guidance of a more personalized nature to
employees.
Clearly othèr departments and agencies will be involved in providing
information and guidance in the establishment of the progranme . These

would include Treasury Board, Health and Welfare, Supply and Services
and the Public Service Commission . The implementation of the
programme, however, would rest solely-within the Department .
The proposed programme will be presented to the Senior Executive
CoRmittee for approval.
As mentioned earlier, information will be collected fran a variety of
sources both in and out of the federal government. Such information
will include legislative requirements, central agency policies ,
material on similar programmes elsewhere, demographic statistics, and
attitudes, concerns and experiences of current and former employees .
By and large, posts will not be involved except insofar as a selected
number may be asked to obtain specific information of a relevant nature
fran their host countries .
Once approved, we would anticipate distributing a circular letter to
all employees and spouses outlining the intent of the programme and the
parameters involved. At the sa¢ne time, we would develop a more



intensive briefing programme which may require some training of
briefers and the provision of outside expertise (e .g ., financial) where

warranted. Consideration will be given to the establishment
of

and be
fu11-~time retirement advisor who would report to ABD through
responsible for delivery, maintenance, monitoring and inproving the programe •

MAJOR STEPS AND TIMING
: Jan. 2- May 31/84

A. Research and Analysis

1. Identification of current resources

2 . Demographic analysis

3 . Analysis of other public, private and foreign programmes

4. Legislative analysis .
B. Consultation with Finaloyees/Retirees Mar. 1 - June 30/B4

1. Design and distribution of survey

2. Sanple interviews
3. Consulations with staff associations. July 1- Sept. 30/84
C. Derelo~xnent of Draft Retirement Progra~me

D. Discussion and Review by Hunan Reso
urces Oct. 1 - Oct. 15/84

Planning Carmittee and AD +1 Personnel
Oct. ~_ Oct. 31/84

E. preparation of Final Foan of Pro9ramrre Nov
. 1/84

F . Circulate to Senior Executive Ca~uttee

by ACB
for subsequent discussion and approval .

gESp[?RCE SUMMARY: ($000s)

Dollars include salary, operating and capital

83/84

Existing

PY S

.25 11. 0

New

Total Direct Costs

J Indirect Costs

10. 0

.25 21. 0

.10 7.0

84/85
Py S

.75 27. ~

2 . 0

.75 29. 5

.20 14 ._q

85/86
PY $

70
COP PLET£
P1' $

TOTAL
PRO=
PY $

1 .0 38. 5

12.0 1

1.0 50 . 5

J .30 24 .0 1

BENEFITS : rehensive Programme to deliver sound
The project will produce a cx~ tematic and coherent
advice and counsel on retirement on a more sl's would result in a
basis to departmental e~tQlcyees

. Such a programme

more knowledgeable esrployee, amore positive attitude towrards
retirement and inproved departnental morale

. It could also result in an

increased rate or level of retirement of a more predictable nature
. If

so, there would be positive benefits to departnental management of its

h=en"resources in a number of specific areas.

jure5



EAMIP PRO= NO. AC20

TITLE: Improved Capacity to Deliver Secretarial Services

RESPONSIBILITY: Project Manager : Bryan Hutton (ADL )

Project Officer : Ms. M. Landeryai

PRESE[1T SITUATICN:
The outline of this project was approved for development by the ACM's
of Policy Coordination, Personnel and Administration Branches at a
meeting January 6, 1984 . Also in attendance were the Directors General
of Corporate Managenuent and Management Review and Audit Bureaux . It

was agreed that the project plan would be implemented under the

authority of Mr. Harris, AIN, Personnel . At a time of generally
increasing workload and resource limitations, it is imperative that the
department's secretarial system be as productive as possible .

Interviews with a sample of seventy-five staff at various levels and
from different parts of headquarters, showed that the current
secretarial system is posing delays, wasted time, backlogs, and
frustrations in getting routine work done .

Analysis of secretarial workflow problems showed reasons to include
workforce shortages, lack of workload organization, inadequate
.equipment and procedures, unconstructive inter-staff relations, and an
absence of control of the system in organization units . In the face of

such a multi-faceted problem, and remembering disappointments with
other studies, many staff are resigned to,the current situation and,
unfortunately, thereby contributing to the overall problem .

Improvement in the productivity of the secretarial system is possible
if steps are taken in each, not one, of the areas of efficiency,

effectiveness and resources . Steps must be tasks or events which can
be achieved within a relatively short titre by an individual or group so

assigned. Senior management must support the project over a long
enough period for,the necessary skills to be acquired, specific results
to be acccmplished, and some mcnentusn to develop .

CJBJECTUE:
To improve secretarial systems at headquarters .

G(IAL :
Efficiency
-Tb1 . e imil nate time wasting and irritating procedural p

roblems by :

a) teaching the skills and establishing a process for the

identification, analysis and resolution of problems in selected

bureaux (a pilot) ; and
b) arranging ccnmunication between sec retaries and central services

on administrative problems .

2. Tb improve the productivity of returning rotational secretaries by

developing and implementing a re-entry progra m.

3. Tb irrprove bureau adminis trative management by teaching selected

staff work-organization and camunications skills.

4 . Tb optimize the performance and use of non-ro
tational secretaries .



Effectiveness
5. Zb provide for the planning, organizing, directing and control o f

the bureau secretarial system by defining and assigning such
responsibility to the Director General's secretary (DGS) .

Resources
6 . To provide for secretarial positions matched with person-years

adequate to support the bureau iworkload .

LESCRIPTION :
This project emprises six work packages, the details of which are
attached. Generally, the first phase of the project involves inmediate
efficiency measures, and testing of new duties in selected bureaux ;

developing of training material ; and rationalizing the 1984/85

establishment. This phase lasts from February to April. -

The second phase involves the application of efficiency measures and
duties in different bureaux, the testing of training materials and the
appointment of new secretaries to canplete the secretarial
establishment. This phase lasts from April to June .

The third phase involves implementation of the re-entry program,
replication of the bureau efficiency measures and implementation of the
special duties of the Director General's secretary (DGS) in other

bureaux. This phase will conclude in September with an assessment of
the project and recannendations for the final phase .

The fourth phase of the project will involve further implementation of
problem solving methodology and training in different bureaux and
monitoring of the planning for secretarial resources for 1985/86 . This

phase will end with an evaluation of each work package, by objective
and goal, as well as of overall secretarial services. The proposed

method of evaluation is to interview a randan selection of staff
regarding subjective measures of efficiency and effectiveness .

INIPLENIENTATION OONSIDERATIONS :
The role of the project staff officer is to coordinate the work of
other staff on different work packages and to undertake specific tasks

as required. Ms . Landeryou has been assigned to this job for the

period February to September, 1984 . Before that period lapses,

arrangements must be made by the Project manager for someone to assume
her responsibilities, expected to require part-time attention on the
last two phases lasting fran October to March, 1985 .

For two of the work packages (02 and 04) it is proposed that a specific
task be contracted to a retired foreign service secretary and officer .

This is an important provision because it taps and builds on existing
useful experience and, therefore, helps ensure that the effort to

improve is well based .



In as inuch as this project is about secretarial work, provisions have
been made for a voluntary ad hoc group of secretaries to be kept
informed on progress to plan, to assist in monitoring performance
(acceptance), and to help make adjustments to plan, as required .

Although the tiae this group will invest amnunts to several work-days
over the life of the project, the value of their input and support will
surely mean the time is well spent .

Three of the work packages (nunbers 03, 05 and 06) are related to the
External Affairs Management Improvement Project (projects CC02, OC03,

G801, AC08, AC21, MF01) . it is intended that the cottparatively modest
effort to improve secretarial services will canplement these projects .

MAJOR ST£PS AND TIMING : 1984

Specific schedules are detailed in sub-projects for each of the six

work packages .

1 . Bureau Management Skills
2. Non-rotational Secretarie s

3. Bureau Secretarial Efficiency
4. Bureau Secretarial Management Function
5 . Re-entry Progrz¢n

6. HO Secretarial Establishment
- Assessment and Evaluation -

gESaURCE SUMMARY ($000)
Dollars incluce salary, eperatincJ and capital .

83/84

Existing

New

Total Direct Costs

Indirect Costs

*

**

PY $

84/85
PY $

85/86
PY $

70
CONiPLETE
PY S

Apr. 30 .
Jun. 30.
Aug. 31.
Oct. 15.
Oct. 31.
Dec. 31 .

1985

TOTAL
PROJECT

PY $

.3 14 .0~ 1 .1 50 .01 I I 1.4 64 . 0

.3 14 .0#1

**17.0 1 1

.0

In 1983/84 costs include 2 months full time work by the Project
Officer and $6,000 of a contract to research and draft a reference

manual. In 1984/85 costs include seven months work by the Project
Officer and 30 person-weeks of secretary time during re-entry .

Thirty person-weeks to allow for personal time to establish oneself
in Ottawa upon re-entry are shown as indirect costs .

Included is $7,000 for contracts to finish the reference manual and

conduct the re-entry program, and $10,000 for materials for the

re-entry program (to be detailed by March 30, 1984 by the Director

of Training) .

Future

.6**

PY S



EAMIP PROJDCP NO . AC23

TITI,E: Assigrment Policy for F]nployee Oouples

RESPCDTSIBIISTY: Project Manager: ADA A. Morgan
Project Officer : ADA E. Whitoamb

PiZP= SITUATION: I
The rnIInber of rotational employee couples in External Affairs has grown
to over 100, in excess of 7 percent of the total rotational population,
some of which have advanced into managerial positicns .

There is at present no formalized assigrment policy statement for
enployee couples with the result that there has been uncertainty of
approach .

OBJECTIVE:
To create an effective, well understood approach to managing enployee

couples within the assigranent process .

GOAL:
To develop a coherent assignment policy for employee couples, by April

of 1984, which will serve ;
1 . to provide clear guidance to assignment officers and employee

couples on the detailed policy parameters and procedures ;

2 . to explain to the employee couples the particulars of any
limitatirns which may be placed on their assigranents by the fact of

their relationship ;
3. to provide a code of corr3uct for the employee couples ; and

4. to provide single employees with a fuller understanding of the

enployee couple policy.

DESCRIPTICI1 :
Conzpletion of this project will result in the preparation of a Circular
Document which will be issued to all rotational employees by the

Personnel Operations Bureau .

The Assigrunent Policy will state, in general terns ;

1 . that enployee couples on assigrar :ent cannot work in a direct line of

authority to one another .

2 . that there may be sane limitation on the flexibility to underfill or

overfill jobs ;
3 . that the career of one member will not be prejudiced by the recall

of the other;
4. that employee couples will serve in their fair share of hardship

posts; and
5 . that on occasion one nenber of the couple might have to take LWC)P .

The Assignment Policy will outline posting procedures and the various

responsibilities of employee couples-



MAJOR STF'PS AND TIMING :

1. Scoping of project. Spring of 198
3

2. Conduct of the review
- ompletion of interviews with employee

couples and personnel officers
- review of available files and

background materials
- obtain information on prevailing

practices by the U.S., U.K., Australia

and Sweden .

3. Prepare a draft version of the policy
statement and circulate to the Assigrment
Division for comment .

4 . Prepare finalized Assignent Policy
statenent for approval .

5. Translation and publication of Assignent
Policy for IInployeé Couples.

gESOtJRCE SUMMP.itY : ($000 )
Dollars include salary, operating and capital .

September, 1983

November, 1983

February, 1984

April, 198 4

83/84 84/85 85/86
TO

COr+PI.ETE
PY $

TOTAL
PRa7ECT

PY $

Future
PY $

PY $ PY $ PY $

Existing

N

.05 3.0 .05 3.0 .1 6. 0

ew

Total Direct Costs .05 3.0 .05 3.0 .1 6. 0

Indirect Costs _ .03 1.5 .03 1 .5 .06 1. 5

BENEFITS :
Creation of a more formalized basis for managin9 the assignent process

for employee couples .

Project officer Date

bcc L t / 113
Date



EAMIP PR0.TECT NO AC2 4

TITLE : Review of Diplomatic Designations

RESPO NSIBILITY: Project Manager : Assistant Deputy Minister
Personnel

Project Officer:, Executive Pool Secondments
Coordination Division

PRESENr SITUATIQV :
The diplomatic titles of Counsellor, and of First, Second and Third
Secretary are determined by fixed provisions outlined in the Manual of

Post Administration. Attaché status is given in particular instances
in accordance with established practice . The senior titles of .Minister

and Minister-Counsellor are not granted on the basis of established
criteria but on the basis of managerial discretion exercised through
decision of the Designations Panel.

OBJECTIVE :
To develop criteria that will establish the diplanatic rank of senior
officers of the Department assigned to non Head of Post positions on
the basis of the programme requirements of the positions .

GOAL:
To consider approaches to designations that will reduce the number of

ad hoc decisions by the Designations Panel and counter the present
tendency toward inflation in title and to examine the question of the
extent to which senior designations should be used to give personal
rank to individuals that would serve as recognition for achievement .

DESCRIPTION :
In recent months it has becane apparent that our system of diplomatic
designations is not functioning as it should . The current guidelines

(contained in the Manual of Post Administration are outdated and,
particularly do not reflect either existing international practice or
the situation of the Department following the consolidation of the
foreign service, the reorganization of January 1982 and subsequent
adjustments, and the establishment of the aid stream this year . The

Designations Panel, which is supposed to deal with truly exceptional
designations questions which cannot be handled according to existing
criteria, has received an inordinate number of requests for exemptions .

In considering those re4uests, the Panel has cane to the view that

designations in the Canadian diplcmatic list may have becare inflated

relative to our major allies
. As a result, the Panel decided at its

September 1983 meeting to undertake a thorough review of the

designations system .

One of the principal sources of difficulty has been the number of
requests for augmented senior-level designations, principally at the

Minister and Minister-Counsellor levels
. For the ranks of Attaché to

~
Counsellor, the guidelines are fixed and are found in at~ln~ th

e

Manual
. There are, however, no fixed criteria for appol

5



Minister and Minister-Counsellor levels . These appointments are
determined by the Designations Panel in light of the views of senior
management and the reccmsnendations of the Head of Post . Among relevant
considerations are : host goverranent practice, general political
considerations, the importance of the program in the post country plans
and objectives, the individual's job package, the need for access and
the individual's qualifications and standing. In essence, the current
practice of appointing Ministers and Minister-Counsellors is usually on
an inctanbent-only basis and pertains specifically to the individual .
The arguments presented to the Designations Panel both by headquarters
and the posts (and often by the individuals concerned) for these two
types of designation are generally exhaustive . Over tire there has
been considerable multiplication of senior designations with the result
that the credibility of senior level personnel abroad may have been
diminished .

The Review will be considered by Executive Co:imittee before the posting
season begins so that the conclusions could be taken into account in
the posting program .

IMPLQMENTATICN CONSIDERATIONS :
The review of diplomatic designations will require consultations with
the Assistant Deputy Ministers, responsible for management of posts to
obtain their opionions on senior designations as they relate to their
areas. Specifically the views of geographic, and as appropriat e

functional, Assistant Deputy ministers are being sought on the
existing profile of the posts in their region, and on the requirements,
as they see them, to have post programmes headed by Ministers,
Minister-Counsellors or (in areas where posts tend to be smaller)
Counsellors. (There are now 14 Ministers and 23 Minister-Counsellors
in various posts) . The Assistant Deputy Ministers have been asked to
consider an approach whereby the senior level designations at a post
are more closely keyed to the post's programmes (taking into account
what other like-minded countries are doing) and their relative
importance both within the mission and in canpariscn with other
Canadian missions . The question of "accountability", as defined in the
Management Classification Plan and used in the EX conversion exercise

could also be relevant factor.

In addition, as part of the review, posts in Washington, London, Paris,
Bonn, Tokyo, and Canberra have been asked for information on their host
goverranents' policies on senior designations and the criteria they use
to determine them. The sane posts and several others have also been
asked to supply data on the number of senior persons accredited to the
host govern¢nent by the U .S . Finbassy, the Britsh Mission and other like
minded and comparable missions .



Feb.29/1984

I TO

84/85 85/86 ~ PLETE
PY S PY S PY $

ZCJTAL
PFilJJECT
PY S

.3 8. 0

.3 8 . 0

BENEFITS' anting of Minister andBy developing fixed criteria for the gr
Minister-Counsellor titles, the review will reduce the necessity to
refer designations questions to the Panel.

~. ?2 " /Irr3
Date

Existing

New

Submission of Discussion Paper
to Executive Catmittee

Discussion Paper

on post profiles and progr=re requirenent s

Information from posts on host country practices Oct.15/Dec.01/1983

Dec.01/Jan.15/1984
Drafting of Discussion Paper

Jan.15/Feb.14/1984
Further Consultations with ArM's on

MA7Ct S'IEPS AND TIMING:

- Establishnent of Teans of Feference Oct ./1983

- Consultations with Geographic ALM's Oct
./Nov./1983

RESOÜRCE St24MARY: ($000 )
Dollars include salary, operating and capita l

V 83/84
PY $

.3 8 .0

I .3 8. 0Total Direct Costs

l Indirect Costs

Future
PY $

.3 8.a
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MANAGEMENT INFORMATION SYSTEMS

AND

ELECTRONIC DATA PROCESSING

A. New Initiatives or Major
Improvement s

B . operational Improvements



The Management Information Systems (1KIS)/Electronic Data Pro-

cessing (EDP) section of the External Affairs Management Impz'ovement
Program covers projects in several branches of the Department .

The main reason for displaying all the projects in one section
is to highlight to senior management the scope of this activity in the
Department, the resources that will bave to be catmitted to implement
the projects and also the interrelationships amcng these projects .

There are several projects that are of a planning nature, for
the delivery of effective systems for the Department in the long texn,
while others focus on the short term and in particular on EDP . It must
be borne in mind that not all systeAS identified in the projects may be

autartiated . However all projects do deal with informationi for manage-
ment or operational purposes . For convenience and ease of understar~d-
ing the projects bave been divided into two categories; those that are

new initiatives or major improvements or extensions to existing sys-
teas, and those that are operational improvements to existing systems .



A . NEW INITIATIVES OR MAJOR IlKPROVEMENTS



PROJECT NUMB ER NiF08 . 1

TITLE: Finance and Management Systems Enhancements
- Financial Information Needs Definitio n

RESPONSIBILITY: Project Manager: D.W. Gordon

PRESEDTr SITUATION:
The financial information presently produced in the department is
mainly limited to that available in the standard responsibility and
reporting object structure . As these reports are generally of a cost
nature, other information needs such as project control, conmitment
control, accruals, etc. are not being not .

GOAL:
The purpose of this project is to determine the information required by
all levels of management to control departmental operations . This
includes the definition of what information should be reported, to whon
and in what format .

OBJF7L'PIVE :
Define the financial information need of responsibility centre managers
and other users of financial reports and enhance systens to meet these
needs in order to provide information to managers that would be useful
in both managing their operations and assessing them to take corrective
action when necessary .

DESCRIPTION :
The general framework for this project will be based on the Treasury
Board Guide on Financial Administration interpreted for the
Depariznent's environ :nent .

IMPLIINE=IQV CO[3SIDERATIONS :
This project is sequentially and concurrently linked to projects CC14 and

CC15 .

MAJOR STEPS AND TIMING
Phase I : Develop review plan based on work in

projects CC14 and CC15 Jan.-April/84

Obtain Approvals May/84

Phase II: Iaplement review plan May/84-Oct/84

Phase III : Develop system requirenents
descriptions for further assessment
and development Nov/84-Mar/85

Jqs -



gESCUgC E giMMARY : (g000s.)
Dollars include salarY• operating and capita

l

BIIJEFITS irements established
~ro~d arnprehensive financial infoanati~ requ

for iuproved financial syste~ planning and development .

project Offioe r

Project Manager



TITLE: Financial Planning gnhancements

: Project Manager: D. Gordon (MER)
Project Officer : H. Burrill (NFZtE)

I

PRESENr SI'Ii1ATIC N :
The present depaxmental financial planning systen is imre than ten
years old and in no way represents the new reorganized department : It

is only vaguely linked to departrnental objectives and is not used for
planning, analysis or control . The AG has observed the need for this
work as did the IMPAC Survey .

OBJECTIVE :
The out=ne of this project sYould be improved accountability and
visibility, lower risks in decision-making and improved management
practices and control . It should assist management in justification of
proposed levels of financial and person-year resaarces required to
deliver approved policies and programs .

GOAL:
Zb mprove internal and external acooimtability of managers and related

decision-making through the provision of timely, carplete, reliable

financial and integrated management informaticn and to balance

financial administrative service and control responsibilities .

DESCRIPTICN:
Develognent and implementation of an autc:nated financial planning
system module which resource linkages to an approved operational plan
framE.~aork (OPF) reflecting the activities and planning elements of the
MYOP, Spring and Fall MOP updates, Main and Supplementary Estimates
including Part III of the Main Estimates ,
- determination of the data base requirements ;
- ecrrputerization and management of systems to meet Central Agency

(e.g . PIIMLS) needs and executive management requirement s

ION O c JSIDERP,TICNS:
Directly dependent on the results of the OPF structure and the

determination of overall Executive management ~nfoa~tion needs .

Equignent requirement to process data in-bouse or use of DSS facilities

will have to be determined . The Operational Plan rrmework and its

related planning elements and program activities must be approved by

the Executive Carmittee and the TBS and OOG . There will be interfaces

with EMIS and at might be required from managers (including posts)

where budgeting by activity/subactivity is required .



Phase I Review/Clarify Issues April 1984
Phase II System Design & Module

Priority Schedulin g
Management Approval & Novembe

r 1984
Develognent

Phase III iuplementation (begins
follawing MYOP approval

1986for 1986/87 in 1985) Apri
l Phase IV Evaluation and Octobe

r 1987Maintenance

RESaJRC.E SUNIlMARY:
Dollars include salary, ooperating and capital

V l

Existing

New

Total Direct Oosts

Indirect Costs

83/84
PY $

84/85
p7 y---

85/86
PY $

.5 25.01 2.0 100 .0 1.0 50.0

TO
OJMPLErE
PY $

117PP,I.
PiâJJECT
PY $

3.5 175 . 0

5 50.0 .5 50-01 1 .0 100. 0

.5 25.01 2.5 150.0 1 1.5 100. 0

.1 5.0 .4 20.0

BENEFITSs
Required by PEMS/OPF/MYOP

I

ject Officer

project manager

4.5 275. 0

.5 25 .0

/G 11-e- IF-4
Date

FZTIURE
PY $



PR4TECT PIAN P,C0 2

TITLE : PMIS Workload Prioritie s

RESPONSIBILITY: Manager: A.D. Morgan
Project Officer : A. Schwartz

PRESF3RT SITUATION :
The PMIS is currently being utilized to about 40% of its designed
capacity and capability . The reasons for this are both historic and
perceived. A continucus understaffing and underfunding problem has not
enabled the section to load data elements of records beyond those
considered as basic to the operation of the system, i .e ., the position
record and the employee record ; further, staff has been hard pressed to
maintain the operational aspects of the system and have had little time
to follow-up on inaccuracies of data elements although this has been
done whenever possible. Because of this, management and staff have
coire to regard the system as less valuable than its potential in fact
allows. They continue to maintain hard-copy files of information which
is either duplicated in PMIS or can be entered into the system. Senior

management is still required to make decisions based on manual
calculation, e.g. person-year utilization when, given the appropriate
resources, such a decision support system, already designed into the
PMIS, could quickly and easily satisfy managers with their needs. A
further consequence is that scme managers, not satisfied with the
contents of PMIS on what it can presently provide, are calling for the
setting up of separate application systems to serve their particular
needs. This will lead, inevitably, to the duplication of information,
inccmpatibility between systems, high costs for maintenance for many
single-application systems, increased paper-flow, bottlenecks in the
information flow, and disputes between branches as to who has the right
to access the data and how this data is to be made accessible to other
managers in External Affairs . Under such conditions, information will
becane a negotiating asset rather than a resource available to
management to be used in running the department more efficiently an d

effectively.

To overcane the deficiencies of the PMIS, the division has in the pas t

nine months hired a data administrator, (whose responsibility it has

becane to identify the areas of weaknesses in the system, improve

efficiency and effectiveness by making the most appropriate use o f
existing staff and other resources, meeting with the users, explaining

the capacity and capability of the system to management, auditing the

infonnation currently in the PMIS and planning for the improvement of

PMIS fran the expressed needs and desires of the system's users) and is

in the process of staffing a CR-3 position (which will permit th e

correction of mistakes in the current system, to help audit the presen t

system and to help with the increasing number of searches that hav e

been coming to the section) .



A PMIS Workload Priority List has been prepared and awaits approval
fran the senior management of the branch .

OBJECTNE :

A) Th develop the PMIS to its full capacity as a Decision Support
System for use by the Senior and middle managers of this
Department .

B) Tb make effective use of Data Resource Management by improving the
use of the Data Base by all managers .

A)~ To develop and implement by December 1984 a quality standards
prograaa which will ensure a 98% level of accuracy and an input
turn-around time of 24 hours maximi.aa.

To develop and implement by June of 1984 a Person-Year Utilization
Reporting System to meet Personnel and Corporate Management
requirements.

C) To inaugurate the use of the Posting Preference Record and to
provide Assigrment Officers with Phsting Preference Lists by
Decenber, 1983.

D) Th develop and implement by June of 1985 a'Work Assignnents/work
History Field which will satisfy the requirements of all the
streacns and to input by December 1985 all of the work history of
the Foreign Service Officers of this Department .

E) To start by December 1983, a pilot project on the feasibility of a
distributed PMIS network and to evaluate, by April 1984, the
possibility of continuing and/or extending this in-house network.

F) To develop a record on PMIS by Decenber 1984, for Locally Engaged
Staff, to input data by June 1985 on locally Engaged Staff, and
then to maintain such records on an ongoing basis .

G) See attached for additional goals .

DESCRIPTION :
This project will improve the efficiency and effectiveness of the PMIS,
will create administrative mechanisms which will ensure that PMIS is an
up-to-date and reliable source of information for the entire
department, and will be responsive to the current and future
information needs of senior and middle managers within the department .
The success of this prograan will be felt not only throughout the
Personnel Branch but in the Corporate Planning and Security Branches as
well. The major activities include the loading of data fran historical

.2 SZ



files and currently used forms ; the develoFanent of new records and

programs for PMIS ; and, contact and input fran user groups .
Participants will include ADA, APA, APG, APN, APS, APr, APZ, APD, ABC,

( MA, CML, MFS and ZSS. Other branches or divisions may be included

later on as required . The product of this exercise will be a more
ccmplete, accurate and responsive PeFsonnel Management Information

System. The success of the project will be measured by the increased
desnand upon the system (both by increased requests for information
coming directly to ADAP by monitoring the use made of distributed
terminals), by the increased use of special reports for special
purposes, (e .g. the use of Posting Preference Lists for the Posting
Exercise, or the Person-Year Utilization Reports), and by the increased
input workload within ADAP (which will indicate the acceptance of the
system by the users and the willingness on their part to provide it
with accurate and timely information) .

MAJOR STEPS
AND TIMING:

Ste initiate tiate this project are already underway in ADA. Parts of

the Project will be cczmpleted this fiscal year, 1983/84 and others in

the next fiscal year 1984/85 .

RESOURCE SUMMARY: ($000 )

Dollars include salary, operating and capital

TO

Existing

Total Direct Costs

l Indirect Costs

BENEFITS :

84185 85/86

1.5 27. 5

1.5 37 .0

CCMPLETE _1
PY $

2.5 46 . 5

3 .5 97 . 5

The internal, as measured by nuanber of requests for information
processed, use of PMIS will increase by 20 to 25 percent. There will

be more data available to all users. Data will be more
.timely and as

accurate as possible
. Person-Year Utilization and establishment



reports will be available to be used in the promotion and recruitment
exercises, for input to MYOP, for historical purposes, for Than
Resource Planning, for the posting exercise, for LF5 Resource Planning,
etc. External Affairs will be at the forefront in the use of Data
Resource Management which will help eliminate the duplication of stored
information or the creation of separate, single-problem solving
applications. The use of highlY expensive computer equignent will be
imde more effective and efficient through the use of a oxnbined,
central user's service and distsibuted network.

02~4..4 J%Le- -L / , / V ,
Project fficer Date

(~ :~• Y ~ Z' ,~Sp 3
Project ManqoBr Date



1 -+ Z

12
1 3

14
1 5

16

17
18

19
20
21
22
23
24
25

26
27
2 8

29
30
31

32

PMIS WORKLOAD PRIORITY LIST

Work assignments/history Project (2)
Verification of : 1) Posting restriction s

2) Employee citizenship/
nationality/place of
birth

3) Spouse/dependent-
citizenship/nationality/
place of birth

Stream hierarchy in RC listings
Creation of a recruitment and promotion

responsibility
Decentralize terminal s

Expiry Date of term appointments
Current term appointment s

Priority C - To institute major enhancements
or to develop new applications
for PMI S

Assignment simulation/optimization model
Appraisal completion and follow-up
Appraisal standards monitor
Demographic projections (model)
Promotion simulations (model )
Complete replacement of personnel data cards
Security clearance codes - i) individuals

ii) positions

Create job title s
Load position profile classification totals
Renumbering of all position s

Requests Incorporated Into Other Pr iorities

Total authorized position s
Total filled positions
Total vacant positions

Upcoming Projects - Identified as being on the
horizon but awaiting
further development s

Conversion of FS 3 to EX positions

DATE : 1983-10=31 AS

ADAP
ADAP
ADA

ADAP

ADA
ABD/
APP
ADA

APT
ADA
ADA
ADA
ADA
ADA
ZSS
ZSS
ADAP
ADAP
CMA

CCBR
CCBR

CCBR

12mo
3mo

6mo
6mo
9mo



PMIS WORKLOAD PRIORITY LIST

All of the priorities listed below, except
for the first, are dependent upon the
verification of the Headquarters Establishment
exercise which is currently being undertaken
by CMA and the entry into PMIS of the
resulting data . Although some aspects of the
work below can be begun, this amount is
minimal and relatively minor until such time
as we receive approved organization charts and
manning levels .

Priority A - To improve management practices
and control and to meet stated
needs .

Transfer of information from APT

Develop quality standards program
Meet quality standard s
Person-year utilization report :

Rationalizing special RCs eg .
i) EX margin
ii) Foreign language training list
iii) Special assignments lis t
iv) Travel and leav

e v) Etc.

Posting Preferences
Changes in strength report
Passport Office 'position Code
Clean up stream codes on positions (1)
Add stream code "P" for political stream
Pay Allowances Projec t
Further bilingualization of PMI S

Priority B - To improve planning, service o r
visibility of PMIS . (Because of
the number of items listed as
Priority A, and because of the
human resources required to
achieve them, items identified as
Priority B and C will not be
ranked until such time as
resources permit or unless senior
management chances them to
Priority A Status . )

(1) substantive level

ADAP

ADAP
ADAP
CCB/
ADAP

APP
ADA
ADA
ADA
ADAP
MFS
ADAP

?J

h

12
wks
6mo

12mo

3mo
2mo
lmo
lmo
lmo
8mo
6mo

6
7
5 .1
5 .2
5 .3
8
9



EAMIP PRQ7ECT NO. MR13

TITLE: Property Management Information System Enhancement

RFSPJNSIDILITY: Manager: Doug Hill
Project Manager : N42CS, Lise Trepanie r

PRFSIIJT SITUATION :
The inplemsntation of the current BMIS in 1982 has provided MRD with an
inventory of property and therefore a base for decision support . On

the other hand, there is a confirnned need to improve the quality of the
BMIS information, to extend the flexibility of the present system, and
to provide autamated interfacing with FMIS .
Although the system provides the Bureau with autonated capability to
process and report property information, it does not serve as a central
source of information. Both the ccmpleteness and the accuracy of the
information are unsatisfactory .
Other manual property information "systems" (Property Records still
exist in MRMI, Registry File and other working files used by officers)
hold nuch of the same information as in BMIS. This situation leads to
data duplication and difficulties in controlling the information flow .

Consequently, there is no single source of information fully credible

to the users.
Issues to be dealt with by this project include :

1. Reliability of the BMIS informatio n

2. Flexibility of the system.

3 . PMIS and FMS interface .
4. Branch Manual information system interface .

OBJEC.TIVE:

The-establishment of an operating property management information
system which serves its clientele according to an appropriate optimal

set of criteria .

GOAL:
To design, develop and implement an autanated property management
information system which is flexible in its response, rationalizes data
capture, reduces data duplication, and provides a canprehensive
information base for users and serves as the authoritative source and
base for information on the department's properties .

DE,SCCRIPTION :
The project encanpasses the redefinition of management information
requirements and revision of the BMIS to meet the agreed needs of both
management and operational users, involved in property management

(including Posts) . All aspects of the current BMIS will be reviewed in

tests of users' requirements, data collection, processes, and reports .

The system will be designed and implemented following Ta Administrative

Policy guidelines (Chapter 440, Appendix B) .

Methodology:
1 . Data Gathering : This activity will be accanplished by carrying out

"tcp down" interviews with the BMIS users and staff of other

information systems, FMS ► PMIS . Each client will be interviewed

individually. Post Administrators from pre-selected Posts will be
visited and interviewed at the next phase of the system development.

This activity will be coordinated with the MIS project which will
also examine the needs of Posts .



2. Data Ànalysis : The data analysis will be acccmplished using
structured analysis technique :
Logical Data Flow Diagra¢a (what is the business )
Entity Model (what type of "things" the organization needs in order
to operate) .

3 . Walkthroughs : Revision of the DFD and entity model with the user
cxltmunity through individual interviews and/or Users Advisory
Catmittee meetings.

Participants will include Administration Branch, Physical Resources
Bureau, Area Management Advisors and Users in the Physical Resources
Bureau . In the post installation phase, the project will b e

evaluated.

IMPT .E24ENTATTTON UONSIDERATIONIS :
There are linkages as follows :
i) MIS Project on General Purpose canputer . The new cxmputer should

be compatible with the existing installation in order to allow
existing systems to be transferred without rewriting and to provide
backup capability. Since this will limit canpetition in the
procurement, Treasury Board approval will be required, and this
could lengthen the timing (above) .

ii) Identification and acaparation of the space requires DPW action and
could impact on the Accommodation Project .

Any changes resulting from the project will be put in place mainly
through users training plan and users guide manual .
The absence of input from Posts and lach of resources would affect the
successful co:npletion of the project .

MAJOR STEPS AND TIMING :
A definition of the information needs will be in place by the end of
March 1984. A schedule for the design will be developed after the
information needs have been identified . It is expected that all
enhancements will be .implemented by 1986 .
Phase I steps are as follows :
1. Creation of the Users Advisory Ccnmittee : This

camnittee will be canposed of operational users to
resolve issues, concerns or conflicts, and to
reccnmend to BMC the approval of the project
deliverables .
Also the ccnmittee will include me :nbers
(N. Subramani, W. Plyler) who can provide advice
on technical aspects .

2. Data Gathering: This activity is to further
clarify problems, requirements and opportunities ,
and to identify business process. Jan. 13/84

3. Data Analysis : Organization, evaluation and
representation of data which has been gathered . Feb. 13/84

4. Walkthroughs : Iteration of activities 2 and 3 . Feb. 13/84



5. Development of Alternative Solutions : Each
solution being described in terms of the functions
it addresses, interface with other systenss,
information flows, processes, hardware, software, .
and database . Feb. 24/84

6 . Evaluation:' Each solution being evaluated considerin g
the project objective, potentialibenefits and
constraints .

7 . Conceptual Design of the Proposed System
8 . Preliminaiy Project Plan.
9. General Design Plan
10. Report on the Information Requirements Definition

11. Approval
12. General Design of System )
13. Detailed Design )
14 . Programming and Testing )
15. Installation )
16. Post Installation Evaluation)

March 9/84

March 23/84
End March/84

Dates will be notified
to EAMIP when
project is approved
and funds have
been released

RESOUIKE SUMMARY : ($000)

Dollars include salary, operating and capital .

TO TOTAL

83/84

PY $

84/85

PY $

85/86

PY $

CCMPLErE

PY $

PFta7ECT
-Y--s

Future
PY $

Existing .8 30 .0 2 140.0 1.1 39.0 - - 3.9 209 . .5 15. 0

New - - - 120.0 - 50.0 - - - 170.( - 5. 0

Total Direct Costs .8 30 .0 2 260 .0 1 .1 89 .0 - - 3.9 379. .5 20 . 0

Indirect Costs

BENEFITS :

1. Reduction of Data Transcription
2. Reduction of Data Duplication

3 . Reduction of Time spent in Locating Information

4. Accurate and Current Informatio n

5. Post Support Provision

6. Decisiorrmaking and Progrem Planning Improvement



~~
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TITLE : Inventory of Existing Systems

PRESENT SITUATION :

This project is ccrplete . Thereforedt was felt that introducing a
detailed project outline, in the format adopted for other projects,
would serve no useful purpose . A short report outlining the major
findings of this project follows .

The project has identified 21 systems of which 7 may be considered
major. These systems relate to Finance, Personnel, Physical Resources
(Property Management), Passports, Import Permit Issue, Library Services
and the Program for Export Market Development . The other systems are
all relatively inexpensive (around expenditure under $100,000) .

Interviews have been canpleted for all but two of the systems and a
profile has been drawn up which includes the following elements :
Title, Purpose, Description, Scape, Key Users affected, who the system
is operated by, Frequency of updates, Key Inputs, Key Outputs, and
relationship to other systems .

The main findings of this project have been that the identified annual
expenditure on those systems is between 4 million to 5 million dollars ;
MIS/EDP costing is not consistent from system to system e .g. some of
the systems are costed out fully while some identify only out of pocket
costs like Service Bureau Expenditures ; the administrative systems
should be made more useful to managers outside the Bureaux responsible
for the systems, mainly Finance, Personnel and Physical Resources ;and
the department spends more than 2 million dollars at service bureaux .

The project will be implemented in early January 1984 and the inventory
will be printed and available in February 1984 .



FAMIP PFiATDCT CUMPLETION REPORT

TITLE:
Inventory of Existing Systems OC1 2

OBTDL'TIVE:
To profile aaputer systems currently operational within DEA in order
to create'an inventory of all systems in the department .

GOAL:
To nake available a publication for distribution within the Department
that describes the key features of these systenzs .

PLAIaiFD DATE OF COMPLETION : ACILAL DATE OF ODL%PI=ON :
End February 1984. End February 1984.

PIANNED COb'15 : ACIi1AL OJS"I5 :

$ 1,000 Less than $1,000
PY 0.1 PY 0. 1

DESCRIPTION OF THE kORK:
The contacts for the various systems were first identified. These
people were interviewed and the profiles of systems were a result of
the information obtained at these interviews . These individuals also
reviewed the system descriptions . This project does rot address a
specific Central Agency oomrent but it does fill a specific information
need in the department .

PRODIK .T RESULT ( S) OF THE PftCa7DCr :
A publicaticri entitled "Curent MIIS/EDP systelL within Exterrnal
Affairs" February 19, 1984. .

ASSFSSTg34 T OF SUCCESS :
Publication provi.des accurate basic information and the source for
further information is identified. Bo-th the objective and goal have
been net .

ONS/F0Lt4W ' UP:
This publication be given to MFSC who should also have the
respcnsibility for updating it as necessary .

Project Manager Date



EAMIP PRUTDCT NUMBER C B04

TITLE : Pilot Project on Substantive Information Management

(Canada--U.S. Relations Branch )

RESPONSIBIL.ITY: Project Manager: M. Von Nostitz - URR
Project Officers : N. Subramani - OCB I

H.i Korn - CML
PRESFNT SITUATICN :
Existing information systems'in the Department serve operational
purposes rather than the information needs of Senior Management . This

project will identify the information needs of Senior Management by
introducing technology in one Branch . It is hoped that, with use and
familiarity with the limitations of technology, the information needs
can be determined and systems designed to satisfy these needs .

OBJECTIVE :
The objective of this project is to determine the information needs of
Senior Management to permit design of systerrs to satisfy these

information reeds .

GOAL:
This pilot project will be located in the Canada-U .S. Branch .
Specifically, this project will identify what systems, presently
available either in the Department or in the private sector, are useful
to Senior Management ; and also the manner in which information must be

presented to them. If the results of this project are encouraging
similar systems will be introduced in other Branches .

DESCRIPTION :
This project is initially limited to the Canada-U .S. Branch. Although

this project could cover all prograus of the Department it will be
useful to select an approach that will yield results in the short term .

Therefore, to start with, the project will concentrate on the items
that are most important to the user and those in which the results can
be achieved with either available software or available data bases .

The major activity will centre around the assessment of the information
available in public data bases and to establish how these may be

usefully presented. Other information that nay be useful is that
derived from existing operational systems related to Aid, Trade,
Tourism, Inmigration, etc . In these cases it will be essential to

package the information so that it is useful to managers . Another

major activity will be to identify the key issues between Canada and
other countries and devise means to keep Senior Management informed
instantly of thé latest developments in these areas . Other activities

will relate to identifying financial and organizational information. A

list of criteria will be drawn up, in consultation with"the Progran
Evaluation Branch,,to assess the success of this project .

IMPLEMENTATION OCNSIDERATIONS
on the informationThis project will be closely linked to the project

s needs of the depaitment and on Office Automation in DEA . The latter

project will identify the medium that may be n~st suitable fo r

presenting information to Senior Management.



Sinoe equipment procurement is needed, possibly a micro cxmputer, the
approval of the MIS/EDP Canaittee will be needed.
Posts will not be involved in this project in the initial stages-but in
the second stage of the project oauainication with the posts will be
attempted where applicable .
The main consequence of delaying this project will be a growing
intolerance of MIS/EIP acmng Senior Management in DM who have not been
given much that is useful to them .

MAJOR STEPS AND TIMING:
1. Establish Information reeds
2. Assessment of what data bases are available in

the private sector
3. Assessment of what modifications will be

needed to Departmental Systecr s
4. Determining requirement for new systeas
5. Seek approal of MIS/EDP Gommitte e
6 . Procurement and installation of hardware
7. Evaluation

8 . Determine recanaendations for how this will be
extended in the Department, including post s

9. Seek EDP/MIS Caimittee approva l
10. Structure second phase of the projec t

RESOURCE SUMMARY: ($000s )
Dollars include salary, operating and capital

Mar.1984

Feb. 1984

Feb. 1984
April 1984
April 1984
May 1984
6 months after
installation

Sept. 1984

Oct. 1984
Oct. 1984

83/84 84 85 85 86
TO

OOvlPI.EIE
TOTAL

PRO= Future
PY $K PY $ PY $ PY $K PY $K PY $ :

Existing

New *

.1 4. 0

5.0

.3 15.

100. 50.

.4 19. 0

155. 0

Tbtal Direct Costs .1 9.0 .3 115. .4 174. 0

Indirect Costs 1.0 10.4 1
Estimate only .

B ENEFITS :
This project addresses the serious shortage indicated in the
information needs of Senior Management. It provides an opportunity to
determine what existing'infozmation can be accessed to respond to the
requirements.

: e

'~ . - I ~
Project Offi r e



EAMIP PRfa7DLT NO. CC14

TITLE: Information Needs of Headquarters Management

the Department .

RESPON.SIBILITY:. Project Manager : OCBI

PRFSIIJT SITUATICN :
The Canptroller General's IMPAC survey of 1979 and the Auditor

General's Comprehensive Audit of Foreign Operations indicated that the

Department should develop oanprehensive information systems to serve

The lack of resources devoted to MIS/EDP in the Department has resulte d

in a 1--J-- of planning related to the development of information

systems. There has been no canprehensive identification of informatio
n

needs in the Department - a necessary first step to the developanent o f

an integrated Management information System for the Departnent .

OBJECTIVE:
To develop an integrated Management Information System that will take
into account the specific information needs of Senior Management and
the overall information needs of the Department. The first phase of

this project will identify the information needs .

GOAL:
The products of this phase will include :

- An inventory of overall information needs of management ;

- Identification of the inmediate information needs of senior

management and an identification of the systems that will yield that

information ;
- An inventory of existing systems ;
- An estimate of the resource and organizational requirements to

develop an integrated MIS for the Department.

The priorities of the Department will be applied to this list t o

determine the order of development of systens .

DESCRIPTION
The scope of the project is to examine the overall need for information

in the Department
. As a first priority, the needs of senior management

in the Department will be addressed and systems identified to satisfy

the needs.
Management will be interviewed and the resulting discussions will yield
the need for information in such areas as canmunication with posts,
financial information, operational information in the areas of trade,
immigration, aid and tourism, information on visiting dignitaries,

country profiles, etc.
A plan for the implementation of identified systems will be the product
of this project together with a clear indication of the resources

needed to develop the systems .
Since the final product of the project is a plan there is no provision

for assessment of success
. However the identified steps for the

1 tationdevelopment of each system will include post unp e~ ►en

evaluation .



IMPLIIKEi1TATICN CONSIDERP,TIO[3S
The work is not dependent on other projects in the sense that things
have to happen before this project can start. Hawever, should there be

any areas in which information needs have been already identified or is
in the process of being identified and established this will b e

included in the plan produced by this project .
Posts will not be involved directly in this project as there is a
separate project to address that issue.
Sinee management is involved in the project, care will have to be taken
to ensure that the demand on their time is minimal and that maximum
information will be obtained froa interviews. This will be made

possible by drawing the attention of interviewees to models specific to

their needs to produce sharply

focussed discussions.
The rain constraint on-the successful eampletion of this project is the
need for resources and for understanding of the role of 0(BI with
respect to the establisianent of information needs for the Department .

MA7Cât STEPS AND TIMING

1. Approval of project by Executive Catmittee
. Nov. 83

2. Resourcing project tea¢a
. Jan. 84

3 . Interviews with management
. Jan.-April 84

4. Synthesize information and produce plan May 8
4

and resource requirements .
5. obtain approval for implementation

fraa bcecutive Ccamittee .

July 84

* Some parts of the plan will be i mplemented before the final approval

as there will be urgent needs of management.

gES(7URCE S(MMARY ($000)
Dollars include salary, operating and capital .

83/84
PY $

84/85
PY $

85/86
PY $

Tp
GtiMPLE,TE
PY $

TOTAL
PROJECT Future
PY $ PY $

Existing 0 .3 15.0 0.3 15 .0 0.6 30. 0

New 25 .0 35.0 60 . 0

Total Direct Costs 0.3 40.0 0 .3 50.0 ~ 0.6 90 . 0

Indirect Costs 3 .0 3 .0 6. 0

BFNEFITS
The successful campletion of this project will result in an identified

and established inventory of information needs which will ensure

coordinated develogrent of this activity within the Department .

Project Officer Date

PLbject Manager

_ ~, ~6_L~ 3
Date

1 J



EAMIP PROJECr NO. CC15

TITLE: Information Needs of Posts

RE.SPONSIBILITY : Project Manager: N. SubraQnani
Project officer :

PRESENT SITUATION: ~
In response to the telegram to posts announcing the EAMIP, a number of
replies have been received stating that they welcome the EAMIP
initiative and are anxious to get some MIS/EDP support at Posts .

Major Posts i.e. London, Paris, and Washington have some EDP support
;

either vwned hardware and/or Service Bureau Support. Hoaever, with the

exception of the largest posts, smaller posts have had little attention
with regard to local MIS/EDP support . They are aware of the decreasing

cost of EDP hardware and are anxious to get support in this area.

OBJECTIVE
To introduce MIS/EDP at Posts in a manner that will ensure that the
same productivity tools available to Headquarters is available to posts
and that communication between posts and Headquarters is improved.

GOAL
At the canpletion of this project there will be an identification of
the camai information needs of Posts and the systems that need to be
designed and installed to satisfy the information needs .

DESCRIPTION
The ultimate objective of this project is to provide as rauch MIS/EDP
support to Posts as they can handle . Hawever, since rotational
staffing is a feature of DEA every precaution must be taken to ensure
that systems at posts are as similar as possible so that when new staff
moves in, the time to get familiar with the new system is as short as

possible .
The approach to this project will therefore be focused more sharply on

identifying those systems which are cammn fro
.a post to post at least

in concept if not in detail
. Other factors that have to be considered

are local currency, which varies fran country to country ; the

availability of equipment maintenance expertise; the abilities of the

LES, and training opportunities .
The geographic branches (through the area management advisers) and
people who have returned fran specific posts recently, will be

interviewed to establish post needs .
Zhe introduction of MIS/EDP to posts could provide job enrichirent and

new opportunities for many who are now at the top end of their salary

scale.

IMPLEMENTATION CONSIDERATIONS :
This project canplements the project which will establish the needs of

headquarters managemsnt
. Since our posts deliver prograins of other

departments, some consultation with those departments is inevitable e .g

CIDA, CEIC, to name two. .
In implementing MIS/EDP in Posts local conditions e .g. availability of

technical expertise,
assured electricity supply, capacity of loca l

staff to work withnodern,mth ~ye~•a b~ffâCtôr.~
be taken into

account. In addition
-,"i ng



The consequences of delaying the project are that, having raised the
hope of posts, to delay the project would have a dampening effect on
their enthusiasm and support. Delaying the project also delay
provision of better information management for posts .

S'IEPS AND TIMING:
The steps will be similar to that of the project to determine the needs
of Headquarters. However some visits to posts will be necessary at
scme stage .
1 . Approval of project by EDP Policy Caimittee February '84
2. Resource project team March '84

3. Research available material April '84
4. Set up interviews with key people May 984
5. Visit certain posts as necessary
6. Synthesize information June/July '84
7. Identify cammon and unique systeutis June/July '84
8. Sutamit for approval a plan identifying the systens August 18 4

to be developed, the resources that will be needed
and the time span during which developcrent will
take place .

NOTE : Each system will have a step to assess its performance oanpared
to its objectives.

* Timing to be discussed and negotiated with geographic branches .

RESOURCE SUMMARY : ($000 )
Dollars include salary, operating and capital .

83/84 84 85 85/86
TO

OOr1PI.8'IE
TOTAL

PROJECr Future

Py $ PY $ PY $ PY $ PY $
.
PY $

Existing

New

.1 5 .0

15.0

.2 10. 0

60.0

.3 15. 0

75. 0

Total Direct Costs .1 20.0 .2 70 .0 .3 90. 0

Indirect Costs

BF NEFITS
This project will give posts some badly needed attention in terms of
administrative support . It will also enable Canada based staff to
enjoy the same productivity iuprovement tool at posts that they ar e
used to in Canada.

there could be a savings in terms of PYs both Canada-based and LES.
Headquarters. In the longer term after inplementation of local systems
This project will improve oaritounications between Posts and

-i y _ ---

ject officer



EAMIP PROJECT NO. MF10

TITLE: General Purpose Computer for Headquarters

RESPONSIBILITY: Project Manager: MFSC; J. Rogers
Project Officer: MFSC; J. Rodgers

PRE.SE[JT SITUATION : I
The Financial Management System, Personnel System, Physical Resources
Database, and a number of smaller applications are currently "nrun" on
the Department's DEC-20 computer in Communications and General Services
Branch, a machine which was acquired specially for the Information

Storage and Retrieval System (IS&R) . These circianstances create a

number of problems .
i) The "inteanix" of administrative programs with the potentially

sensitive data of the IS&R is considered by the RCMP Security
Evaluation and Inspection Team (SEIT) to be unacceptable .

ii) Although the load imposed by the additional systems is still
moderate, further graath or the implementation of additional
systems for management Information, will degrade the response of

the primary system. A separate general purpose computer is needed
to host the present administrative systems and others to be
developed and to provide backup to the IS&R system .

iii)Security considerations, and the limited expansion capacity of the

Dec. 20, inhibit extensive deployment of terminals to end-users
.

OBJECTIVE:
Theacquisition and installation of a general purpose computer facility

to support EDp applications at Headquarters .

C,OAL :
To acquire , install and operate a general purpose

computer to serve

Headquarters data processing requirements .

DESCRIPTION :
Standard EDP equipnent acquisition methodology will be followed .

Responsibilities and approvals are extensive - MFSC, MFS, MFD, MCB,

EDP, and Executive Ccaimittees, and B .

IMPLEMF N TATICN CONSIDERATIONS :

This project is related to a pilot office Automation system for

Headquarters, scheduled to begin in the first quarter of calendar 84
.

A significant constr
aint will be the recNirement for a new computer

room, another is the need for reasonable ccmpatibility with the DEC-20

to minimize the conversion effort for the administrative systems and to

permit the new computer, if practical, to serve as a backup for the

DEC. These considerations conflict with t
with those at posts (see

state-of-the-art computer facility compatible

MF11) for system development, and a trade-off between these

requirements will be needed .



MAJOR STEPS AND TIMING :
T.B. approval in principle
Preparation of tender specifications
Award Contract
Delivery of Equipment
Conversion of existing systen~s

RFSOURC.E SUMMARY :

Dollars include salary, operating and capital

by April/84
June/84
Aug/84
Dec/84
Jan-Mar/85

83/84 84/85 85/86
TO

ODr4PLETE
TO ►TAL

PFOJDCT Ftiture
PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

1.5 57. 0

350.0

.5 21.0

50 .0

2 78 . 0

400.0

Total Direct Costs 1.5 407.0 .5 71.0 2 478 .0

Indirect Costs

BENEFITS :
An additional benefit would also be as an on-site backup to the DEC-20
and the IS&R system .
An EDP facility to support EDP Headquarters application and develop
and test general purpose post applications .



EAMIP PR0.TDCT D. SF04

TITLE: Cariputer-Assisted Immigration Processing System
(CAIPS )

PRESENT SITUATION :
Management requires a system which will assure the efficient delivery
of the Immigration Program abroad and provide information needed to
manage it. Procedures presently used to process visa applications and
to collect data are manual and often highly labour intensive . The slow

pace of manual data collection means that information available to
management is seriously out of date and inexact. Management recognizes

that excessive dependence upon inflexible personnel resources is a
major source of difficulty in meeting the changing demands of the
Immigration Progrm and that computerization can offer important labour
savings in information-intensive activities which characterize this

work. For this reason a formal feasibility study of potential computer
applications to immigration processing operations abroad was recently
ccmpleted and a report sutraitted to senior management for approval of
full systems development and pilot testing . The study tem recccrmended
that Hong Kong be selected as the test site and that the pilot project
be implemented there during fiscal 1984/85 for evaluation purposes .

0&TECTIVFS:
The ec i~ ves of the system are to provide efficient and effective
processing tools which will reduce the disproportionate level of
personnel resources required, provide accurate and timely information
needed by management, and contribute to general post efficiency by
making available powerful computing and office automation facilities to

other post programs economically .

GOAL ' bygoal Pilot roect earlyThe innediate is to implement the proposed P P j
1985 so as to enable early evaluation of benefits and to gain

operational experience. This will provide an improved planning
perspective for global implementation of the system.

DESCRIPMON'
A project team consisting of one program specialist (SIME), a computer
analyst fran MFSC, and possibly, one outside consultant has been

identified . The tecm will develop and implement the project according

to ZB guidelines for EDP projects . This will include the general and

detailed design of the system, develoFment of performance goals,

preparation of all
manuals, training materials and procedures, liaison

with the CEIC and posts, tendering for equipment, site preparations,

installation, and training of personnel
. In general the proposed

system would provide a miniconputer at immigration posts with terminals



and printers distributed to various processing and decision-making
personnel . Data fran applications would be captured, decisions
recorded and processing documents including visas would be prepared
auto:natically from stored information. Most of the physical work
associated with the present paper-based system would be eliminated
because an electronic file would becane the working document and the
paper file would became a"back-up" and repository for legally-required
documents . Transmission of data to CEIC and DEA HQ would ultimately be
accanplished electronically via telex lines when the NOCAMS II switch
becanes available in 1987/88 . This could eliminate the physical
transmission of hundreds of thousands of data transaction records . The
pilot project would be run for a period of at least six months of
normal operations at which time a post-installation audit would be
carried out to determine and confirm the benefits obtained from the
system, its impact upon operations and personnel, needed changes or
enhancements, the degree of achievement of system objectives . The
audit team's report to management would include recamnendations
concerning the desirability and pace of further implementations of the
system at other posts .

IMPLIIMENTATION CONSIDERATICNS :
The wnrk required for the proposed pilot project can be accauplished,
within present resources and tasking, by both MFSC and SIME the major
participants. The CEIC, and possibly HWC and the RCMP, will be
consulted . In the case of the CEIC these consultations may be
extensive and may include coordination with a parallel project in the
early planning stages"there . This will not involve delays in the
present project however . One post, Hong Kong, will be actively
involved in the pilot project . Thereafter, in order of priority, all'
other immigration posts will be provided with the system, probably
within 5 to 7 years of confirmation of its benefits and effectiveness .
Because such benefits are .expected to be large any delay in project
implementation would result in continued inefficiencies and higher than
necessary expenditures for the program .

MAJOR STEPS AND TIMING
1. Approval of pilot project by Senior Ex . Cttee. Dec. 83

2. TB EDF Approval-in-Principle Feb . 84

3. Final Systems Design Approvals
( SID, SIM,SIME,MFS,POST )
- Award of equipment tender (MFS,DSS)

$44,000 from existing resources .

Sept.84

4 . Installation of equipment at post ( MFS, POST) Feb.85

5 . Completion of training and initiation of pilot
project operation . (MFS,SIME )
$185,000



6 . Post-Installation Audit of Pilot Proj.(SID,SIM,MFS) Nov. 85

$15,000
7. Long range EDP Plan (MFS,SIM,SENIOR WZlT) Mar. 86

- 8. Global Implementation Canpleted (MES, SIM)

Total Cost of Project : $7.8 million 1991

RESOQRCE SUNINIARY : ($000 )
Dollars include salary, operating and capital .

I

The summary below refers to capital and one-time implementation

expenditures.

83/84
PY $

84/85
PY $

85/86
PY $

TO
C7CM0?LEI'E
PY $

TpTAL

PRO=

PY $

Annual Oper.

Maint.Costs

PY $

(2)

Existing 1.1 63 .0 1.4 262 .0 1.0 62.0 3.5 387. 34 1920 .0

5520. 0
New

(1)

Total Direct Costs 1.1 63.0 1.4 262.0 1.0 62.0 3.5 387 . 34 7440 .0

Indirect Costs

1 . These costs are recoverable fran resource savings

2. Sufficient funds exist in the approved MYOP

BENEFIIS ;
The feasibility study for this project indicated large potential
efficiency gains which should more than offset its costs . An annual

net savings of $1.1 million is anticipated once the proposed systesn

becanes fully operational . These estimates are considered to be
conservative since long tean historical trends in (decreasing) cost s

of canputer equipment, and (increasing) costs of Personnel are favourable .

Once forecast benefits are oonfirned through the pilot project further
inplementation will be targeted at high volume posts ~~ greatest

resource savings are anticipated . The Hong Kong
and 5 LES person .years for

expected to reduee progra~ ► requirements by 2
~

a net annual saving of $293,000 . Similar cost decrements are expected for
many other posts so that, if a satisfactory rate of inplementation is achieved
annual savings could approach $1 million by as early as fiscal 1989/90 .

The proposed project would replace present labour-intensive processing
procedures with a more effective and efficient system which would require
substantially lower personnel levels to operate . The Immigration Program

is characterized by'shifting and changing desired levels and targets and

is further carplicated by the pronounced seas
onality of its work load . By

reducing the work force required such changes since management will
increase its ability to respond t o

~ . . . Y. . ~_ .."i . ._ . .,, ._ . . .-.



less constrained by the inherent inflexibility of personnel re sourcing and
will experience lower expenditures for the deployment and redeployment of
personnfA, temporary duty, and related staffing oost,s

projec Manager



EAMIP P%a7ECr D . MF09

TITLE : Office Automation in External Affair s

RE.SPONSIBILITY: Project Manager: MFS; P.S. Dunseath

Project Officer: MFSX; M.E. Duncan

PRESENT SITUATION :

Over the past several years, DEA has installed various automation tools
to enhance the efficiency and effectiveness of its various functions .

Tïie majority of these automated tools have been added to the
administrative functions. Recent technological developments have
reduced the cost and risk in expanding automated tools to the larger
officer group. Many of these tools can be integrated with existing or

planned facilities. As well, demand for these tools is being made by
the officer group particularly in posts . A pilot project at the New
York Consulate-General is about to beginr using a KpNTAC MITEL system
based on a telephonic system .

OBJECTIVE:
To improve the productivity of officers in the Department of External

Affairs through the provision of an appropriate level and type of

auto:nated office systems .

GOAL
This project is intended to assess the degree to which it is possible
and appropriate to provide advanced technological support to this group
and, when that determination has been made, to implement a long-term
plan for the Department as a whole.

DESCRIPTION:
This is essentially a research and development project by MFS carried

out under its current mandate to coordinate E EP design and develoixnent,

Office Automation developiment and Word Processing at posts .

A limited implementation of the tools, in the form of a pilot or
prototype system (KONTACT-MITEL) is a low risk to determine haa
officers adapt themselves or the tools to their needs . .

The first step will include limited pilots in a post and in
headquarters to study the effects of office automation tools - the
gains in productivity, the problems encountered in its introduction,
and its acceptability to the officers of the Department .

The result of this study, along with the oamplementarY study being
conducted by CCBI, will be used as input to the "requirements

definition" stage. The next stage, which is beyond the period covered

by this F.AMIP project, will be detailed requirement analysis, in which
the information obtained in the requirements definition phase is melded
with that gained from the Immigration EDP pilot project in Hong Kong
and experience with the London and Paris computer systens, to produce
the Detailed System Design for an integrated global approach to
automation in the'Department (see, in this regard, the closely-related
EAMIP project of ECP Support at Posts [MFII] )

. At this stage, Office

Automation (including Word Processing),becomes one of several
applications on the computer facility, at HQ or at posts, and ceases to

exist as a "stand-alone" function . The later stages comprise the

classic steps of Inglementation and System Maintenance .



Scope s

The locations selected for the pilot are the New York Consulate General
and sections of CCB (CMD, CMA and CML), MCB (MFD, MFR, MFS, MGD, MGL),
and ACB (ALiA and ADD) .

Major Activities related to the Pilot:
1 . Cccrauission an evaluation study in both New York and Headquarters to

establish and implement the observation framework for the pilot .
The study will address the questions of training requirements, user
acceptance, applications, both those introduced to the user and
those generated by the user, observed and perceived changes in the
catnunication structure and tasking models used at the pilot sites
and productivity changes (effectiveness and efficency) .

2. Implementation of the office systems in the locations chosen . This
phase involves working closely with the pilot sites in scheduling
the actual equipment installation as well as training and support
functions during the first months of operation .

3 . Assessment of feasibility of incorporating into the pilots features
supporting requirements defined in the studies by CCBI and UGB.

4 . Final evaluation of the course of the project, with publication of
results, including recomnendations aimed at the "requirements
definition" stage .

IMPLEMENTATION CONSIDERATIONS :

The pilot studies will ccaplement the investigations undertaken by CCBI
into the information requirements of the Department . The pilot project
team will maintain close contact with this and other projects for this
purpose.
Until integrated office systems are available which address the full
range of functions performed by the knowledge workers, there will
continue to be a requirement for stand-alone and cluster system word
processors. It will obviously be essential ; however, that acquisitions
of this equipment for both posts and headquarters are coordinated and
consistent with the other related initiatives . To ensure that this is
the case, Management Services Division will continue to exercise an
approval and monitoring role on Word Processor and Microoanputer
acquisitions, and will bring before the Department's EDP Policy
Conmittee a statement of policy on the approval process,
standardization, security implications and Canadian content in
procurement.
The EDP Policy Conmittee, on behalf of the Executive Conmittee, will
act as the Steering Coinnittee for the pilots . At present, there is a
heavy but suppressed demand for equipment, both abroad and i n
Headquarters ; spurring this demand are the vendors of a large variety
of microccaputers and related products which, to the non-specialist,
can readily be represented as the answer to all of their problems .
Without a planned approach to Office Automation, the Department runs a
very real risk of haphazard acquisition of equipment which is
incatipatible, structures data differently (and therefore makes it
impossible to cccpare or integrate information from various sources
accurately), and which is not cost-effective .

MAJOR STEPS -AND TIMING:
1 . Pilot project, and assessment Feb./84-Mar./85
2. Consolidate pilots results with other studies, Dec./84-Apr./85

overall Statement of System Requirements for
Office Automation.

3 . Integrate with on-going automation of financial, Mar ./85-Apr./85
immigration and other program areas .



RESOURCE SUMMARY: ($000s )
Dollars include salary, operating and capital

TO TOM

83/84
PY $

84/85
PY $

85/86
PY $

OCMPLETE
PY $

PROJECT
PY $

Future
PY $

Existing .4 81.0 2.75 95. 2.75 95.( 5.9 271.

New 1.0 371. 1.0 326 . 2 .0 697 .(

Total Direct Costs 0 .4 81.0 3.75 466 . 3.75 421 . 7.9 968 . (

Indirect Costs 0 .5 20 .1 0.5 20. 1.0 40 .

BFNEFITS :
Approved set of criteria on which the Department can assess what autaaated

tools will be provided to the officer group.

F (o 1QL !K'3
Pro~ect Manager Date



EAMIP PR017ECT NO. EF06

TITLE : STRB Pilot Project for Ad Hoc Reports

RESPONSIBILITY: Project Manager : G. Simard
Project Officer :

PRESENr SITUATION:

The Import Permit processing system was designed primarily to issue
permits; the production of Ad Hoc Reports for management is cunbersare
and time consuming.

OBJECTIVE :

The objective is to provide management with the information necessary
to carry its responsibility for the Bureau . -

GOAL :

This is a pilot project to provide management reports as required .
This project will most probably be superceded by the redesign of the
import permits Process of systems . There is a current need to provide
these reports and this service must be maintained until a redesigned
system is implemented.

DESCRIPTION :

The system consists of one (1) IBM-PC and off the shelf software
"answer" . The hardware and software must be debugged to make them
useful tools in the context of this system . The pilot project will be
evaluated following full iaplementation in Jan. 84 . There are two
aspects to this Pilot :
a) For a limited set of countries (17) and restricted to the textile

and clothing industry, a menu will be developed to enable the
production of Ad Hoc Reports on an IBM-PC .

b) TO use and evaluate the ANSWER software p4Lckage to extract data for
countries and cammodities not covered in (a) on a more general
scale. -

IMrPLEME[JTATION OONSIDERATIONS :

Project is more than halfway canpleted and no purpose will be served by
delaying the project at this stage .

MAJOR TEPS AND TIMING :

1) Irrplementation of design Jan. - Mar. 84
2) Evaluation of results June 84



gESpL1RCE SUMMARY : ($000 )
Dollars include salary, operating and capital .

83/84 84/85 85/86
TD

CCtO?LETE
TOTAL

PFo►7ECT Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

1 100.0

197.0

1 100. 0

197.0

Tbtal Direct Costs 1 100 . 197.0 1 297 . 0

Indirect Costs

BENEFITS :
Main benefit is that this project will enable the production of special
reports to aid in the negotiations of import levels for certain
cannodities, which had been impossible in the past .

Project Manager Date



EAMIP PROJEC.T NO. EF07

TITLE: Redesign of the Import Permits Processing System

RFSPONSIBILITY : Project Manager : ESC ; Mr. G. Simard
Project Officer: MFS ; J. Rogers

PRESFNT SITUATION:
The present Import Permits Processing System, the life of which is'nnw
limited by the numerous changes needs to be redesigned to effectively
accarmodate the increasing demands placed upon it . This system was
originally designed to issue import permits and to control imports .
Now the system is used as an import information system and to extract
ad hoc reports, functions that were not included in the original
design.
A feasibility study is scheduled to start early January 1984 to oonfirm
the users requirements and to examine the current system to determine
what should be done to effectively meet the users requirements . The
study will also examine the possible integration of the export
information retrieval system.

OBJECTIVE :
To have the most effective and efficient oamputerized system to support
the activities of STM .

GOALS :
The feasibility study wil1 exaanine the current system and establish

future requirements .

IMPLIIKF3NTATION OONSIDERATIONS :
It is an independent feasibility study and the existing operations will
not be affected by the study. No other departments are expected to be
involved at this stage.
Once the feasibility study is canpleted its recoRmendations will be
sukxnitted to the new EDP policy cacmittee for reccnmending to Executive
Cammittee release of resources to implement reccnmendations .
The present method of delivery calls for the use of a service bureau
(IST) on a . facilities management basis. This contract will terminate
on July 1985. The consequences of delaying the feasibility study would
mean less time available to obtain all the necessary approvals
(departmental and central agencies) should the recatmendations indicate
a different method of operation . (e .g., In-house equipment. )

MAJOR STEPS AND TIMING :
Scope of the feasibility study will be restricted to the activities or
responsibilities of SIRS and the impact should result in the
amelioration of the import and export controls . Outside consultants
will be used to conduct feasibility study under the direction of MFS.
It is hoped that the feasibility study will identify a solution to
resolve existing problems with present operations .

1. Award contract Jan/84
2. Layout Workplan Jan/84

3. Conduct Feasibility Study Jan. - Mar./84
4. Report Recannendations April/8 4

5. Approval of Recoccmendations May/84
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6. prepare if necessary TB Sutxnission ;
RFP if necessary; Contract with Supplier ;
installation and testing of equipment if
necessary etc.

7. Iaplementation
8 . Assessment

May/84-7une 85
July/85
Sept./85

RESOURCE SUN MARY: ($000s )
Dollars include salary, operating and capital

TO TOTAL

83 84 84/85 85/86 C OMPI.E;TE PRO= Future

PY $ PY $ PY $ PY $ PY $ PY S

Existing 40.0 40. 0

New

Tbtal Direct Costs 40 .0 40. 0

Indirect Costs

BENEFITS :
The redesigned system will satisfy all the requirements of STRB saae of
which are not presently being serviced . In addition, it is hoped that

a change in the method of operation may yield considerable dollar
savings in the region of a 1/4 million plus dollars annually .



EAMIP PRQ7DC.T NO. TF04

TITLE: Defence Imports Contract System

RESPONSIBILITY: Project Manager : TDD, Tan Qlell
Project Officer: TDR, Pat Fera

PRESFNr SITUATION:
The present system was developed so:re 7-10 years ago and as such the
progrananing, logic, caaputer language specifications and layout reflect
the user requirements of a similar vintage . The system is inefficient
as it provides information that is no longer required and the system's
data is derived from questionable logic . The present system is no
longer compatible with our present defence export contract system nor
with other governuent systeus . Further, documentation for this system
is non-existent thereby making maintenance of the program very arduous
and costly. For example, correcting a program malfunction last year
required the efforts of consultants fran DM, D6S and the private
sector at a cost of $4,000 . It also resulted in the loss of the system
for approximately six months . Therefore, the need for the design,
develop:nent, progranming and installation of a new system is self-
evident and is a high priority. Due to staff shortages the project has
yet to be initiated; haaever, work should begin the 4th quarter FY
83/84 and carry on into FY 84/85 .

OBJECTIVE:
The data and ancillary information obtained from this system and the
Defence Export Contract System are used by management in its
negotiations with foreign goverrments during bilateral trade meetings .
These meetings and the resulting decisions directly affect the Canadian
high technology industry . As such the system is essential to provide
the required data and in the case of the Canada/U .S. Defence
Development/Defence .Production Sharing Arrangements, our maintenance of
the data is obligatory under the terms of the Arrangements . The data
are also used to brief Ministers and officials in this and other
Departments in the formulation of defence and cannercial trade policy .

GOAL:
The requirement is for the redesign, develogrent, progranming and
installation of an upgraded canputerized defence import system .

DESCRIPTION :
This is a standard EDP Design and Develogment Project. The remaining
phases will be dom according to the phases specified in the
Administrative Policy Manual, Ctiapter 440 .

IMPLEMENrATICN CONSIDERATIONS :
This is an approved project and therefore no further approvals are
needed. Resources have been allocated to this project .



The organizational units involved in this project are
(1) Defence Progra¢ns Bureau - ZDD DE A
(2) Computer Systeutis Division - MFSC/DF.A

(3) Oontract Information Management Division - I~SS

- potentially
(4) EDP analysts/consultants i
(5) External service bureau or other Deparbnents' facilities fo r

hardware and processing .

MA70R STEPS AND TIMING :

1 . Project Initiation
2. Feasibility Study
3 . General Desig n

4 . Detailed Design
5 . Progranming and Testing
6 . Implementation
7. Post Implementation Evaluatio n

RF SOLJRCE SUMMARY : ($000 )

Dollars include salary, operating and capital .

Existing

Total Direct Costs

Indirect Costs

83/84 84/85

The timing for these -
steps will be negotiated
with the consultants who
will carry out the work .
EAMIP will be notified when
negotiation is coaplete .

85/86

BENEFITS :
The redésigned system will resolve all the problems encountered with
the present system and will reflect the needs of the users today . It

will avoid the costly aspects of the present system, therefore savings

should be demonstrable .

Project Officer

Project Manage



EAMIP PRfaTDCr NO. SF06

TITLE : Counsular Operations Management Information Systems
(CQMIS)

RESPONSIBILITY: Project Manager: L. de Salaberry, Director (SIC)
Project Officer: B.J. Davies, Deputy Director (SIC)

PRESFNT SIZUATION :

The management need is to find a more accurate way of determining how
consular programme resources are being used, to estimate future
resource needs, to aid the allocation of resources abroad, and to
contribute to better monitoring and evaluation of programme
effectiveness .
As a first phase, the new statistical reporting system was introduced
at six selected posts for a six month trial period ending December 1,
1983.
The results fram. the six post pilot project will be massaged by IDP
systems and analyzed to determine the feasibility and utility of OOMIS .
If satisfactory, work will begin in early 1984 to develop the
mechanisns for introducing it on a global basis .

OBJECTIVE :
To develop a statistical reporting system for the consular programme
that will serve as the basis for workload projections, resource
determination and deployment, the identification of policy and
programme problems and to assist in the evaluation of progra¢rme
effectiveness .

GOAL:
To devise a monthly reporting format for consular statistics, broken
down into detailed activities, to feed that input into EDP systems and
then, using a variety of correlations, to provide useful workload data
for heaquarters management and posts abroad .

DESCRIPTION :
The current operational reporting system is proving inadequate to meet
the consular progranme management needs . It is too inaccurate to serve
as the basis for management planning, workload projections, resource
allocations, and identification of policy and programme problems . In
consultation with the Management Services Division, a new system is
being developed and is currently being tested at six posts with a view
to determining: how easily it can be implemented abroad ; its accuracy;
its adaptability to EDP massaging ; its utility in satisfying management
information needs.

IMPLEMEBTTATION CONSIDERATIONS :
Development of a better management information system, making full use
of the Department's data processing capacities, is in line with the
general thrust within the Department to improve the quality of
management information . COMIS is also intended to improve management's
capacity to monitor and evaluate programme effectiveness, a capacity,
which the Auditor-General indicated was in need of improvement.
OOMIS was developed jointly by the Consular Policy Division and the
Management Services Division. Other divisions within the Department
have been consulted and informed but the system is essentially being



~ S3

controlled and managed by the Consular Policy Division . The

information produced by COMIS will be distributed regularly to pQsts
and geographic divisions. Senior management and other divisions and

departments will be informed as required .
Tne success of OOMIS will depend ultimately on the efforts and
cannitment of posts to provide reliable, timely input. To this end, it

will be introduced globally in mid-to late 1984 by means of a circular

letter to heads of post . It will also be buttressed by the consular
training programme, pre-assigrmient briefings to consular programme
managers abroad, and review of its implementation abroad by the
Management Review Division's inspection teams. The consequences of

delaying the project would be a continued inability to determine
adequately how consular resources are being used abroad and how those
resources can be distributed most effectively to achieve programme

objectives. Clearly this information is necessary not only in terms of
good management but also to take account of resource restraints and
close scrutiny by agencies such as the Treasury Board and the

Auditor-General's office .

MA7m STEPS AND TIMING:
Step 1 Testing new data gathering system at six posts Dec . 83

Step 2 Study results of tests and integrate into a Feb
. 84suitable data processing format

Step 3 Introduce reporting system on a global basis July 84
Step 4 gnploying statistical techniques to provide

useful management information and assessment of Dec . 84

COr1IS .

gE.SOUFtCE S[JMMARY : ($000 )
Dollars include salary, operating and capital .

83/84

Existing

PY $

.2 4. 5

New (1 )

Total Direct Costs

LIndirect Costs

.2 4.5

84/85
PY $

.5 11. 0

.5 11.0

85/86
PY $

TO
CCMPLETE
PY $

TOTAL
PRQJECT
PŸ $

.7 15. 5

.7 15. 5

BENEFITS :
The reporting system will enable determination of :

a) hcta consular prograrmrles are being use d

b) the extent of future resource needs
c) allocation of resources abroad and

d) the evaluation of programme effectiveness .

~,• ~~ 1~~3
Date

*-,(-£ 14, F'r,~3
Date

Future
PY $
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EAMIP PROJEGT NO. CC19

TITLE: mis/Imp Training in DEA

RESPONSIBILITY: Project Manager CCBI

DESCRIPTION :
Although courses in MIS/EDP are available within the department and in
the public sector, there is a pressing need to train all officers in
MIS/EDP in a focused manner so that they may take advantage of
technological opportunities as they becane available . We therefore

need to start formulating, in conjunction with ADD, .a more structured

approach to planning and managing a relevant and effective set of
TYaining and Develogtient activities within DEA. The approach will
consist of developing a basic course in the concepts of MIS/EDP which
will address the needs of most officers. Special courses will be

offered to Senior Management. For leading edge subjects the public

sector offerings will be considered .

TIMING :
a) A course for Senior Executives was held on February 9, 1984 .

b) Other courses will be offered in March and April for Directors

General.

RESOLJRCES :
To be determined .



B . OPERATIONAL IMPROVEMENTS



EAMIP PRWDLT NO. TF02

TITLE: Program for Export Market Developanent (PFrID)
System Improvements

RESPONSIBILTTY: Project Manager (ZED)
Project Officer: Nick Della Valle (TEP)

PRESFNr STITUATION :
PF1KD is managed by DEA but delivered by both ITC/REE and DEA .
Financial and other program delivery data required by management are
thus generated and used by both departments . At present, management
reports prepared using these data contain errors and generally are not
timely. The PEMD canputer system and data base are resident on the IST
(a service bureau) computer facility in Montreal . A strong linkage is
required between the PIIKD system and the financial systems of ITC/REE
also resident on the IST facility . The present linkage has•been, and
continues to be, a source of difficulty. The PEMD management have
produced a report on the financial data validation requirements and are
currently assessing various recatmendations for solving the linkage
problem. Feasibility studies and implementation plans are yet to be
done

OBJECTIVE :
This project will result in the specification of a means whereby
consistent, timely data will flow from a linkage of the DEA and =/REE
systems in order that management decisions can be rendered with the
most complete information available .

GOAL:
To implement the system improvatents by April 1, 1984 .

DESCRIPTION:
The project consists of the following elements :
(a) the preparation of a report on the current financial data

validation process for PIIMD so that the linkage problem will be
more fully understood. The report will explore the problem
thoroughly and will contain recatmendations for solving all the
user requirements ;

(b) an outline of the financial data required by PIIyD management and
DEA and ITC/REE financial services ;

(c) preparation of feasibility studies of alternatives solutions
carried out in accordance with the systems' life cycle methodology
adopted by DEA management; and,

(d) implementation of acceptable solutions :

IMPI.IIKFNTATION QONSIDERATIONS :
The project involves close cooperation with systems design personnel of

ITC/REE. Personnel of DEA cc:nputer services are aware of the project
and will assist in ensuring that the final product is consistent with

DEA policy and operations . The posts abroad are not involved .

Il



Danestic delivery units will be surveyed in order to obtain their data

requirenents. The constraints involved in eanpleting this project
involve a lack of system analytical person years• Since delay will
mean untimely data and will hamper management decision making, we
intend to hire systens analytical consultants to complete the task .

MAJOR STEPS AND TIMING: ~~r 15, 1983
1. Fa¢niliarization with the system:

2. Report on financial data evaluation and ~r 15, 1983
specification of needs

3. Feasibility Studies of different options March 15, 1984

4 . Tmplementation of recannended options April 1, 1984
5. 'Post Implementation Evaluation June

.1984

RESOURCE SUMMARY : ($000)
Dollars include salary, operating and capital .

83/84

Existing

PY $

.5 24.0
73 .0

New

Total Direct Costs

Indirect Costs

.5 97 . 0

.5 24.0

84/85
PY $

85/86
PY $

ZO
OC M0?LETE
PY $

.5 24.0
73.0

.5 97. 0

.5 24 .0

TOrTAL
PROJEGT

PYY $

BENEFITS :
The fits to DEA are derived fran improved management information
systems which in turn allow for more flexibility and informed
management response than is presently available . PfiyD is a major

portion of DEA's trade pranotional activity and any increased ability
of management to respond to questions concering the operation will be

favourably received by DEA's senior management, by other goverranental

agencies and by the business eammninity.

project Manager

Z .I4S ~
Date

Date

Future
PŸ $



EAMIP PRQTECT NO. MF12

TITLE : Systems Support for Headquarters

RESPONSIBILITY: Project Manager: P.S. Dunseath, MFS

PRESENT SITUATION:
The Bureau has itself identified over 20 essential projects which have
arisen in the recent past but is either unable to undertake or complete
them in the tire frame required and has been forced into a reactive
mode. The resource implications of undertaking these projects and
identifying new ones in an orderly, planned manner must be determined .

Both departinental and goverranental systems are dynamic and require
frequent enhancements and changes to meet new requirements, including
those of central agencies . Within External Affairs, systems support to
meet these requirements has been provided by the Management Consulting
Section of MFS (authorized strength 5, actual 4 including one Admin .

Trainee, i.e. approximately one O&M officer per 2000 employees ► whereas

conventional wisdo:n holds that a ratio of one per 500 is appropriate) ;

and the Computer Systens Design section, also of MFS (authorized
strength 12, actual 9 including one term enployee, which is
approximately one third the strength calculated on a conservative per
capita basis goverranent-wide) .
Cost benefit analysis perfonned for a number of years consistently
demonstrate that the Management Consulting section achieves dollar and-
PY savings which significantly exceed the eost of its operation, but
its meagre level of staffing means that only the most urgent projects
can be addressed . On the EDP side, good progress has been made in the
past on computer systems for Personnel, Physical Resources and Finance,
but a large latent requirement still exists in Personnel, and this and
other systens must also be transferred in the near future to a second
HO coirputer (see also project MF10) .
Although the EDP section has grown•in real terns by only two persons
since consolidation, the workload associated with Inmigration and Trade
represents a quantum increase over the previous base. Inadequate
resourcing has made it impossible for the section to provide the same
level of service to the Trade systems as is required (or as the Trade

systems received in IT&.C), and there is real danger of disaster

overtaking such major programs as PFIMID . In addition, necessary
upgrading and consolidation of Trade systems cannot be undertaken with
existing resources, and the Department is very vulnerable to excess
costs and waste in its systems operating on private-sector facilities .

OBJDCTIVE:
To provide on an ongoing basis, the appropriate level of design and
support services for management and operational systems (both manual
and automated) throughout the Departznent.

GOAL:
To assess current capabilities and evaluate knawn and expected needs
for design and systen support and develop a plan that will ensure
timely-and effective provision of design and support services for
managment and operational systems .

1

r:



DESCRIPTION :
Currently MFS has ernanerated the following requirements for design and
support services for management and operational systems .

i) EDP for Trade Support Systens including :
- the rationalization of existing EIP trade support systems ;

and
- the redevelopment of systems to net currently identified and

new requirements .
The expected-results are improved management practices and
controls.

ii) EDP Security, including administration of access controls,
passwords, liaison with RCMP and reaction to SEIT findings .

iii) General EDP support to Headquarters including :
- generalized MIS requirements in the orderly development of

systems following approval of an overal departmental MIS

strategy;
- financial systems ;
- library systems ;
- allowance, leave and overtime systems;

- removals ;-
- education and F.S.D. benefits ;
- cultural data;
- canputerization of public accounts, travel advances, etc . ;

- cacputerized security system (L .B. Pearson Bldg.), specific

project design development and implementation ; ,

- physical resources system;
- the Information Storage and Retrieval System;
- microcamputer applications.

iv) Organization and Methods studies across the Department, additional
to or in concert with ELP development .

The first task will•be to determine likely resource requirements of
this inventory of demand as well as developing an inventory of
additional needs derived from the HIIS work and assessing its resourcing

implications. These resouree needs will then be compared with existing

resource availability . Organizational and personnel skills
requirements will then be considered in concert with MFO1 . This will

be followed by the development of a plan to meet design and support
services requirements . If the plan is approved, the next phase will be

to implement the plan .

IMPLEMF NTATICN CONSIDERATIONS :
Work in this area impacts on virtually every part of the Department,
with particular emphasis on MFR, MFF, MGL, MRD, MGI, SID, TflD, TED,
TEM, TEP and involves CEIC and ITC/DRIE, as well as consultants fran
the private sector and suppliers of data processing services . While

much of the work can be authorized and approved at the Divisional or
Branch level, major initiatives require the approval of the

Administrative Co:rmittee, EDP Users' Committee, EDP Policy Caarnittee,

and/or the Executive Ccnmittee .
Successful cmpletion of the work associated with this project requires
that PY resources, adequate in numbers and seniority, be made

.available .



MAJOR STEPS AND TIMING:

1. Assessaent of current capabilities Jan./84

2. E,Valuation of known and expected needs mar./84

3 . Organizational and personnel skills considered Apr./84

4. Plan developCnent May/84
5. Recarmendations and approval June/8

4

Phase II
Plan implementations TBD

REBaJRCE SOrqyp,RY : ($000s )
Dollars include salary, operating and capital .

83/84
PY $

84/85
PY $

85/86
PY $

TO
*OOMPLEIE
PY $

TOTAL
*PROJECT
Py S

Future
Py $

Existing 1 260.0 10 715. 10 750. 21 1725 . 10 770. C

10 685. 10 555. 20 1240.
New

Total Direct Costs 1 260.0 20 1400 . 20 1305. 41 2965 . 20 1455.C

Indirect Costs

BENEFITS :
Inroved support for management practice and controls as well as more
efficient and effective operational systems .
Adequate resourcing for systems support will achieve dollar and PY
savings throughout the DePartment and ensure that high-cost and highly
visible systens are mana9ed and operated in a cost effective manner.

Project Officer

10 685.C



DIRECT 006"I5

I Existing
PY
Salary
Consulting
Other Operating

I Capital

Sub-Total Existing

New
PY
Salary
Consulting
Other Operating
Capital

Sub-Total New

Total Direct

Indirect Costs

83/84

1
60

60

60

pgpJEGT COSr WpRKSHEET ($000s)

84185

10
420
255

30

715

10
460
200

15

685

1400

85/86

10
440
300

30

780

10
460
200

15

685

TO
00@1PLETE

TOTAL
PROJEGT FUT JRE



EF1NlIP PizQTECr NO. MF11

TITLE: EDP Support at Posts

RESPCLISIBII.ITY: Project Manager: MFS - Paul S . Dunseath
Project Officer: WSC- Jim Rodgers

PRFSENP SIRikATICN :
Prior to consolidaticn with Iumigraticn and Trade, little of the work
of the Depariznent abroad (except for the f; *+a*+c; ai function) lent
itself to autcmation, while the cost of EDP equipment at that time made
it difficult to justify at any but the largest posts . The 7n:nigraticn
program, delivery of which is now the responsibility of Externa] .
Affairs, is highly labour-intensive with ooc~siderable clerical
involvesnent, and in principle is an ideal candidate for autcmatica. At

the same time, the continuing decline in the real price of canputers
has brought powerful "super minis" into reach . Study has silown a
positive benefit/cost ratio as to justify a global inplenentation . A
pilot project is scheduled for 1984/85 in Hong Kong, inter alia to
verify the projected resource saving .

OBJEC.TIVE :
To apply state-of-the-art Electronic Data Processing support to the

Finance, Immigration, Trade, Consular, Administration and other

programs at posts in order to inprove productivity and achieve new

resource savings .

GOAL :
BEEIg the next two years (84/85 and 85/86), to install aarputers in
Paris (now urrïerway), Ebng KcrY3• Brussels, and two other posts to be
confirmed (Washington and New Delhi are the most pznbable ) .

DF.SCRiPTIC~I :
The purpose of this project is to design and inQlenent apprcpriate
autcmated systems for support of posts, e.g., EDP support for Finance
and Inmigration activities abroad, for consular cperations abroad, and
for posts' decision support systems .
The project will respenci to currently identified requests and

anticipated requests . The long term results of the project should be
inproved management practices that are also nore cost effective in

posts. Standard systens develaFznent methodology will be used .

Responsibilities and approvals will include involvement of users, N FS,

the IDP, Administrative and Executive Ooamittee.

il
i
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IMPLEMENTATION CONSIDERATICNS :
This project will follow on from the MIS project once priorities are
established and information needs confirmed, and is closely related to
the Office Automation project in this plan and to the Informatic needs
of posts. This project is closely related to the Office Automation
project (MF09), which is intended to establish global user requirements
for Office Automation (including decision support systems, internal
electronic mail, work processing, calendaring, personal computing,
etc.) . These requirements, once established will be input to the.
system design of the computers to be installed in the post-EAMIP
period, and retrofitted to the systeaLS to be installed up to 1986 .
Due to the inter-deparànental nature of the Immigration progran ► CF.IC

will also be consulted regularly, and system design will take into
account the requirements of the Commission for data from . posts .
Internal consultation, on an ongoing basis, will also occur with
Finance, Personnel, Immigration and Consular bureaux, and with the
posts.
Approval of the plan in general will be by the EDP Policy Catmittee,
with funding and scheduling also subject to E~cecutive Catmittee

approval .
Prior to and during installation, the Administration Section of each
post will be heavily involved in site preparations, negotiations with
local contractors and suppliers, acceptance inspections an d

verifications. At the tine of system start-up there will also be a
workload of 1-2 PYs per post in file establishment and conversion to
the autamated system. Following cutover, 1 PY per post on an on-going
basis will be needed for system operation . Off-setting these resource
costs are estimated savings at the six posts listed above of 6 officer
PYs and 22 LES PYs (these figures subject to confirmation by the Hong
Kong pilot) . Delaying the projects would, of course, defer these

savings .

MAJOR STEPS AND TIMING :

EguiPment
EDP Policy Carmittee Approval
TB Approval in principle
Coitipletion of requirements
analysis
Tender Specifications
Award of contracts
Delivery & installation of
equiFment

Systems
System development will
parallel the equipment
acquisition process
Inplemented

Hong
Kong Brussels Washington New Delhi

Jan/84 Jan/84 Jan/84 Jan/84
Mar/84 Mar/84 Mar/85 Mar/85

Jun/84 Jul/84 Dec/84 Dec/84
Aug/84 Aug/84 Apr/85 Apr/85
Oct/84 Oct/84 Jun/85 Jun/85

Jan/85 Jan/85 Dec/85 Dec/85

Apr/85 Apr/86 Apr/86



xESouRCF, sur MA Y: ($000 )
Dollars include salary, operating and capital .

83 84 84/85 ~ 85/86
TO

OOMPLETE
~
PRO= Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

1 210.0 2.25 95.

3 515.

2 .25 99 .

2 484.

5.5 404.

5 999 . 4 100. C

Total Direct Costs 1 210.0 5.25 610. 4.25 583 . 10.5 1403 . 4 100 . (

Indirect Costs 20 .0 120. 120. 260 -

BENEFITS :
Inved administration at the posts.
Note - each post facility has been separately cost/benefit analyzed

or will be .



EAMIP PFtO.7EC'T NO. MGO1

TITLE: Word Processing Review

RFSPONSIBILITY : Project Manager: A. D. Small (MGD)
Project Officer: B. Macvicar (MGDW )

PRESENT SITUATION:
There is some confusion over the roles of various parts of the
Departsnent concerning word processing since several conpeting interests
exist in W.DW, MGT and MFS as well as the geographic and functional
branches. These campeting interests have contributed to the Department
now being equipped with a variety of incompatible word processors which
has resulted in limited back-up and technical support because staff are
experiencing difficulty in maintaining skills_at a high level to
respond to pressure situations . It is also very time consuming and
costly to transfer information fraa one medium to another because of
the technical limitations of the equipment . This factor is canpourxled
when poorly recorded work for transmission is received from the
decentralized areas .

Requests for equipment exceed resources, yet there is no monitoring of
the decentralized equipment. Therefore, no one really knows if word
processing machines are being used effectively or efficiently . There
is no co-ordination of previously recorded information in the
decentralized areas which could be used as a oatmon data base
(personnel letters to Heads of Posts, for example) .

Action to date has been the identification of some of the difficulties,
the writing of a project sunaaary and the drafting of a work plan. The
next step is to hold discussions with MFSX and bGT to obtain agreement
on how best to proceed to resolve the difficulties . The management
requirement, at all levels, is the judicious utilization of scarce PY
and financial resources for the benefit of the Departsnent without
creating undue stress for staff .

OBJECTIVE :
The result of this review should be the establishment of working
relationships among a wide variety of users and disparate equipment to
increase the overall operating efficiency and effectiveness of word
processing .technoloçy and techniques in the Departtrrent .

GOAL:
The strategy and guidelines for the cohesive development, management
and utilization of departmental word processing resources should be in
place by July 1984 . The result would be a smooth functioning,
integrated word processing system by Decenber 1985 .



DESCRIPTION :

All organizational units with word processors and all programs would be
affected by the project. The review or study would include such
information gathering techniques as interviews, randaa samples and work
sheets. An analysis should take place of the existing and long-tenn
situations and the review should recomnend solutions, alternatives and
generally provide direction. I

The major activities include focussing on the follawing topics and
issues: user,needs identification (wants vs . needs), haa much
decentralization, role of MGDW in integrating the
centralized/decentralized concept, appropriate organization structure,
operational improvements, criteria for equipment purchase decisions,
survey existing equipment, utilization and locations, secure vs .
non-secure equipment, technical support, systems and mechanisms for
resource management and delivery of service, training mechanisms (who
should be trained?), co-ordinating and integrating information, -
typesetting requirezznents . The main participants in the review will be
MGDW, MT, MFSX and consultants .

The product should be a clearly defined and viable network of
departnental word processing resources, with decentralized and
centralized independence . The product would be used for the timely ,

accurate production of departmental documents . The success of the

project would be determined by at least 80% equipment utilization by

decentralized areas and one day document turnaround time by centralized
areas for documents not exceeding 20 pages, provided the centres are
fully staffed. Monitoring or audit mechanisms will have to be part of
this assessment process .

IMPIJEMENTATION OONSIDERATIMS :
This project is related to MFSX's office automation strategy . Approval

fran the Administrative, Executive and ELP catmittees would be

necessary. Consultations will occur anong MM, WT, MFS, AD2, MFD,

MGDW, EtIE and DJC from time to tire . ERIE's involvement would be in

connection with information exchanges among the trade branches and
regional offices . DJC is developing an inter-city comnunicating word
processing network and a text conversion facility. Statistics will be

provided by branches and MGDW on word processing operations. Posts

could be involved via a geographic representative since headquarters
word processing will impact more and more on their operations

changes(interchanging diskettes, eanmunicating network) . Any approved

would be implemented by briefings, training and documentation.

Constraints which could affect successful oanpletion of this project
are lack of money, and direction, or jurisdictional disputes .

Consequences of delays would be continued confusion, expenditures in
all directions, increased equip¢nent incanpatibility, poorer service .

The answer is not more word processing at this stage, but a
co-ordinated, systematic approach using existing resources as the

foundation .



MAJOR STEPS AND TIMING

Milestone
a) Identification of need
b) Work Plan
c) Selection of resource team, consultant
d) Stucy

i) Briefing participants
ii) Data collection
iii) Analysis
iv) Report Writing
V) Presentation of Report
vi) Hardware acquisition

e) Inplementation
i) Installation
ii) Procedures
iii) Training
iv) Data conversion

f) Evaluation

RESOURCE SUMMARY: ($000s )
Dollars include salary, operating and capital

Timing
Oct/83
Nov/83
March/84

April/84
April/May
June/July
Aug
Sept
Oct/Nov
Feb/Mar/Apr/85

Nov/85

83/84 84/85 85/86
TO

COMPLE.TE
TOTAL
PROJECP Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

.5 117.0 1 .0 170.

1 .0 365.

.5 167. 0

200.0.

ÙNIONOW J 2.0 454.

1 .0 565.

UNFavOM

rotai Direct Costs .5 117.0 2.0 535. .5 367.0 3 .0 1019 .

Indirect Costs



BIIVEFITS :
1 . Capability to exchange information with minimal difficulty.

2. Creation of distributed word processing facilities, capable of

expansion.
3. Greater back up and support for all word processing areas ,

particularly during periods of~crisis.

4 . Creation of accessible data bases .

5. Increase in work sharing .
6 . Reduction of frustration and stress .

7 . Reduction of overtime .



APPENDIX

PROJECT COST WORKSHEE T

DIRECT TO TOTAL
COSTS 83/84 84/85 85/86 COMPLETE PROJECT FUTURE

Existing

PY .5 1 .0 .5
Salary S 17,000 $ 34,000 S 17,000
Consulting
Other Operating
Capital $100,000* $ 136,000 $ 150,000 Unknown Unknown

Sub-Total Existing $117,000 à170,000 $167,000 $454,000

New

PY 1 . 0
Salary $ 30,000
Consulting $ 15,000
Other Operating $ 20,000
Capital $300,000 $200,000 Unknown Unknown

Sub-Total New $365,000 $200,000 $565,000

Total Direct $1179000 $535,00 $367,000 E1,019,000

Indirect Costs

Notes :

a) New resources should be sought through a request to Treasury Board .

b) New costs for 84/85 and 85/86 are based on budget and MYOP submissions from MGDW
to resolve some of these difficulties . They have not been approved .

(*) The Executive Committee recently approved the transfer of $100,000 to MGDW to
establish a third secure word processing centre . This will achieve a greater
measure of compatibility within MGDW than formerly and provide the foundation for
distributed word processing to the rest of the Department .



F,AMP PRO►7ECT MG02

TITLE: Library Services

RESPONSIBILITY: Project Manager : Ruth M. Thampson
Project Officer : Eeva Stierwal t

PRESENr SIT=ON: I
INET. There is a need to provide current news to posts as it is
printed and to survey retrospective news speedily .

On-line Catalogue. Zb provide more effective access to the library
catalogue and related bibliographic data, that is, books on order and
received, serials ordered and received, etc .

OBJECTIVES :
INET. To commence a pilot project with four posts in January 1984 as
soon as the CRTC has signed an agreement with INET, and as soon as MGL
is aware that posts are capable of receiving information via lNET/ENVIWY
100 on Telex Equipment used by the departmental Zieleco:nnunications
Division. Vie have sent the attached letter to the Director .

On-line Catalogue . The on-line catalogue along with a file of books on
order and books received (including serials and documents) will provide
a canplete inventory of the library from point of order through
receipt, cataloguing and placement on the shelf . Therefore users
queries will be answered inmediately at the front desk . At the same
time on-line catalogue and the order system cxxnbined will save precious
time which can be turned more fully toward the more cxcnplex needs of
users.

GOAL:
INET. Tb cooperate with the four posts in the INET project so that
together it may be illustrated to other posts and to the Department
that the receipt of current news, or other information electronically
is useful and worth the expenditure of the monies involved . MGL hopes
to illustrate this in a period of less than one year .

On-line Catalogue. Ila1aVAoQ/UTLAS hopes to be able to camplete the

test of the on-line catalogue in four months . If the catalogue
satisfies the requirements of MGL we will continue to use it since the
software license will be given to us plus a copy of our bibliographic
data base housed in the LTILAS Shared Cataloguing Database .

DESCRIPTION :
The organizational units impacted upon will be :

m .-._:.~ . _.. ..: . ï ~,. ,, . . ~. :......
P,!.~;~6'-tr•• ,~Y•i:~s .: .s:°~'?,~:}R:^,sY.as" .. :. Â~-''s'rat

:~.vupiw_;: .l`~= .v

mnaames

n



INET.
aT-Teleoaaauiications Telex equignent and the operator at post ;
b) Increased workload for on-line searching at M3L ;
c) The Area Management Qoorcïinator who will have to consider funding

for the project at posts ;
d) Staff at posts would be expected to provide feedback commentary .

The product will be successful if the posts indicate tthrough their
cannents and an MGL survey that there are considerable benefits .

On-line Catalogue . The units in the library bearing the greatest
ijact will be the cataloguing unit and the reference/ ~ ~ ~*rn» *vj desks and
book ordering staff who must play a role fran the beginning .
Ultimately all library staff must be involved because all must learn to
use the catalogue on-13ne. Users who wish to use the or-line catalogue
will be sixun how to use it by libraazy staff .

TMmr EME arnTrIN OCNSIDERATICNS :
Il~E.T. The results of the pilot project will be described to
Teleccarmnications; the Area Management Doordi.nator; Senior Management
and the pcsts taking part in the pilot project.

Training will be done by library staff and will be minimal. Mcney
would prove to be the greatest ccnstraint.

Don .sequence.s of delaying the project wauld be ocigoing carplaints fran
posts.

On-line Catalogue. The Naticnal Library will wish to have reports on
the success of the on-line catalogue and will wish ML to share results
with other federal libraries .

A circular letter will describe the new autaciated catalogue and,
indeed, early in the test a circular letter will describe the ongoing
test to the departsaental staff .

Delaying the project would mean that the library would have to continue
searching in several places every time a book is requested. In
addition if MCG turns down the test site offer we will have to pay
upaards of $25,000 for the software in 1985/86 and in the neigYibou=iLOOd

.of $25,000 for the electronic delivery of air catalogue fran UTiAS
shared bibliographic database. As test site we will have a maietary
benefit of some $50,000 for our role in the test .

MAJOR SrEPS AND TIMING
INET
1 . Sign contract with=
2 . Commence test
3 . Evaluate
4. Go/No go decision
5 . ImplemPntation at Post if Go decision

Jan./84
Jan./84
Mar./84
Mar.31/84
TBD (subject to
availability of fuxïs ) .

Jan./84
Jan/March/84
March/84
March 31/84



8 . RE90LJRCE . S[PTjhRY: **

Dollars include sala=y, operating and capital

TO 70TAL

83/84 84/85 85/86 QONPLETE PROJDGT F1uture

PY PY $ PY PY PY PY

Existing $244 $1,220
I

$1,464
MsL MtiI, M3L
2 months 10 months 12 months

New $2,520 $12,600 $189,000
4 posts 4 posts 50 posts
2 nociths 12 months

Total Direct Costs $802 $4,000 * 1 perscn
(1 PY hour (1 PY boux year
per da ) per da y)

Indirect Costs Director $500
$500 (~ week)
(~ week) 1010
System (2 weeks )
Librarian
(1010
2 weeks)

* When we bring on 50 posts we will bave to bave one person year
unfrozen. 50 posts will receive current news and searches on

demand. This is a considerably greater workload than can be managed
with the current persan year level of one professional librarian in

on-line research . If INE.T and the state of the art nakes it
possible to include all posts in 1985-86 the oost for posts will be

$378,000 .

See next page for Resource Sumary Update .

fi tuYiti¢A \Ysc9~18b
Projet Manager

Project Officer Date

A~=



8 . RF.SCJIJRCE St. MMAFbl : *

Dollars include salary, cperating and capital

83/84 84/85 85/86
TO

WiPLE.TE
TOTAL

PROJDCT Future

PY PY PY PY PY $ PY $

Existing

New

4 }

Total Direct Costs

Indirect Costs

* Costs supplied in the first pass of this FAMIP project have been
overtaken by technical developnents . Costing for the new technical
alternative is in progress and will be supplied to EAMIP as som as
it beoanes available .





EXTERNAL AFFAIRS MANAGEMENT IMPROVEMENT PROGRAM

ADMINISTRATIVE SERVICES

The following are the projects from the Administration Branch whic h
form part of EAMIP .

Bureau Organization Review

Regionalization of Financial Service s

Review of Financing of Operations Abroad

Departmental Manual s

Financial Management Training and Development-

Review of Departmental Financial Authoritie s

Financial Management Systems Enhancement
- Needs Definition
- Planning Enhancement
- Enhance Financial Managemen t

Development of the Office Automation Stategy

General Purpose Computer for Headquarter s

EDP Support for Post s

EDP Support for Headquarter s

System Support for Headquarter s

Financial Management Manua l

Physical Resources Roles and Responsibilitie s

Facilities Master Planning and Delivery System

Guidelines for the Evaluation of Accommodation

Project Completion Report

LRCP, Treasury Board Requirement s

Works of Art Inventory and Management

Materiel Management Procurement and Shipping Control



!

Management of the L .B . Pearson Building

Delegation to HOPs for Vehicles and Supplementary Furnishings

Property Management Manual

Administrative Review of Property Management

Materiel Management System Feasibility Stud y

Property Management Information Systems (BMIS) Enhancement

Word Processing Service s

Library Service s

Departmental Telecommunications Policy

Improving Radio Communications

Enhancement of the Communicator's Position

Records Management Work Plan

Telephone Services

Rationalization of Enquiries Servic e

Develop Audit Plan and .Activities to be Audited

Management Review Plan

83-/Z-2 3
G .R . Harman

Assistant Deputy Ministe r

Administration Branch

Date

1. .~: --~ - .



EAMIP PRQTECT NO. MR14

TITLE: L.B. Pearson Building Acccnmodation Project

RESPONSIBILITY: Project Manager: T.S . Czarski

PRESENT SITUATION :

Integration of IT&C units into DEA has meant that the Pearson Building
office space would have to be redesigned to accomtndate new employees .

The project has been underway for six months and 5 floors have been
corrpleted. The remaining 17 floors are in either design or

construction phases. In the meantime, while remaining floors are being

constructed, temporary accommodation has been allocated in the Fontaine

Building, Hull.

OBJECTIVE & GOAL

Provide adequate working conditions and space accat¢tiodation for all
employees of DEA. Complete physical integration of the reorganized DEA
by August 1984.

DESCRIPTION
The accommodation project involves the entire department. The design

phase is contracted out to Forrest/Bodrug (design contractors), the
construction phase is the responsibility of DPW who are the awners of

the LBP Building. The product will be an efficiently functioning

physical infrastructure of DEA .

IMPLEMENTATIO:V CONSIDERATIONS :

The involvement of other departments is only marginal in that DEA

occupies temporarily space in C .D. Howe Building (DRIE) .

No further approvals are required .
The constraints affecting successful conpletion of the project are :

- any further reorganizational changes ,
- any further growth in the size of the branches, bureaux and

divisions,
- construction delays and in particular telephone installations .

The consequences of delays would be :
- further alienation of units operating outside LBP building .

- additional costs arising out of extending the need for
communication and transportation anong four buildings in Ottawa and

Hull ; time delays will also mean loss of effectiveness because of
the lack of cc-locations of functionally integrated organizational

groups .

MAJOR STEPS AND TIMING :

See attached flow chart . Project should be eampleted by August 1984
.

RESCXJRCE SUNSMARY :

Direct costs of the project are in the budget of DPW . Indirect costs
incurred by DEA, cannot be ascertained since they are incurred by all

members of the department .



BENEFrrs :

Co-location of all departmental emploYees will greatly improve
intra-departmental consultation processes

; reduce travel titre and costs

when visiting other buildings; "clients" will be able to meetwitr
► all

contacts within ore building ; Branches and bureaux will be able to

operate in an integrated fashion .

N R
projec Officer Dat

e

II 1,)--[ 9, S
Date

30~ .
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FINANCE AND MANAGEMENT SERVICES



EAMIP PRQTEGT NO. MFO1

TITLE Bureau organization Review

RFSPONSIBILITY Project Director: NFD, D. Bresnahan

Project Manager: NED, D. Bresnahan

PRFSIIW SITUATION :
AG observations, OOG IMPAC survey ,reca mnendations as well as internal

studies have confirmed on nunerous occasions the need to raise the pro-

file of financial management within the Department.

OBeTEC.TIVE
To Fr-6v-1-de for the maintenance of the most appropriate organization for

the delivery of the financial administration program including the pro--

vision of financial and management support services and systems ser-

vices.

GOAL
Organization, classification and staffing of the function to meet its
mandate with sufficient flexibility to respond to departmental priori-
ties as evidenced by clarification of the role of the Bureau relative
to the departmental context as to i) service, ii) financial control,
and iii) systems .

DESCRIPTION
The scope of the project will include consideration of the captroller-
ship function in the departmental ccntext including ccnsideration of
functional direction at headquarters and at posts .

Phase I
i) in the light of the reorganization of the department, to clarify

and ocnfian the Bureau's role, mandate responsibilities and

authorities ;
ii) to assess current organization in tenus of its roles and respcnsi

bilities and determine appropriate organization ;
iii) to develop an organization structure and obtain appropriaté Cen-

tral Agency and Departmental approvals ;

iv) to develop an implementatica plan and obtain departmental
approval .

Phase II - in-plement the plan
a) Develop the organizaticn, determine staffing requirements, seek

classification levels
b) Staff to requirements .

Phase III
Assessment and evaluation

IMPLIIMENTATION CONSIDERATIONS
Respcxisibilities approvals include involvement of N F'D, MCB, Executive

Coiimittee and USS .

Interfaces and linkages are needed with the training projects and with

CCB concerning respective roles and responsibilities with respect to

planning .



MAJOR STEPS AND TIMING:

Phase I

1 . Mandate
2. Current organization assessment

3 . Organization design

4. Approval
Phase II
5 . Staffing and classification

6 . Staff
Phase III
Assessment and Evaluation

Existing

New

RES0[TRCE SUMMARY: ($000s )
Dollars include salary, operating and capita l

PY $

.25 15 .0

84/85
PY $

1 150. 0

- 250. 0

f .25 15. 0Total Direct Costs

Indirect Costs
*

.25 10
ongoinq to be determined .

85/86
PY $

1 60. 0

1 60 .0

.5 20.0

Jan. 84 - Mar. 84

Apr. 84 - Jure 84
July 84 - Dec. 84

Apr. 85

May 85 - Dec. 85

Sept. 85 - Mar. 86

April 85 - April 86

TO
C~I.ETE
PY $

ZOrTÂL - (
PROJEC"T
PY $

2.25 225. a

250 . 0

2.25 475. 0

1.25 50. a

BENEFITS : roved management
A financial administration function contributing to im p

practices and controls . ,

1 400.0

.5 20

DateC

~. ~
1 )

Date

Future*
PY $



EAMIP PRQ7EC.T NO. MF02

TITLE: Post Accounts Management .

RESPONSIBILITY: Project Manager : MFD ; D. Bresnahan

Project officer: MFF; H. Mathews

PRES ENTT SITUATION:
In 1981, concerns about Post Accoûnts were addressed in an Internal
Audit review of Accounting and Financial Services Division. The

Internal Auditors identified a number of "problems related to
weaknesses in methodology employed in the verification of Post

Accounts, and the non-availability of experienced staff to fill vacant

positions" . About the tire the Internal Audit report was available,

the Auditor General was reviewing Financial Management Control systems

at External Affairs. The Auditor General recamnded that "the

Department should review the mandate, role and goals of the Post

Account Section with a view to reducing its scope of activity" . Action

on the implementation of these recaimendations was deferred while a

Task Force on Financial Management canpleted its study on the most
appropriate financial management and control system for the department .

This Task Force was established to review inter alia, Financial
Management requirements resulting fran the transfer of the external

trade components of the former Department of Industry, Trade and

Consnerce to External Affairs . The recomiendations contained in the

Task Force Report do not appear to adequately address the issues raised

regarding the most appropriate organization and methodology for the

verification of post financial returns including reporting and

follaa-up .

OBJEC,TIVE :
To establish an organization appropriately designed, classified and
staffed to meet its objectives, an appropriate methodology for program

delivery ; and a set of appropriate performance indicators .

GOAL:
The goal is to design, develop and implement an appropriate
organization for the management of posts financial returns including
processing, verification, reporting, assessment, feedback and

follow-up .

DESCRIPTION :

Overall: - The major tasks will be to confirm organizational mission,

objectives and goals ; to assess alternative delivery mechanisms

(including training) ; and to implement an organization and delivery

mechanism.

Phase I (BMC contract) : - The approach will be to review the basic
concept(s) of accounting and control first rather than organizational
and training problems currently faced by the division . Resolution of

conceptual issues will provide a firm basis for resolving the
organizational and training problems which will be reviewed

subsequently .



The broad and conplex concept of control inherent in this project
includes the delegation of authority in Canada and abroad

; accounting

document controls (reconciliation, control accounts, etc .) ; documents

required to support a transaction
; and, statutory controls, including

the issue of their relevance and applicability in a foreign context
.

Phase II of the project will involve the implementation of approved

recannenàations .

IMPLII4ENTATION CONSIDERATIONS: ani~tion Review
This project is closely related to the Bureau Organizatio

n

and will run concurrently
. It is also linked to the training

project within Finance (MF06), the Financial Management Manual (MF13)
, nside

r and the Financial Management System (FMS ) enhan~~ibilit~s and us
e

of audit retrieval and selection packages) . Respo

approvals involved include MFF, MFD, (MMA - signoff on controls), and

MCB.

MAJOR STEPS AND TIMING :

Phase I Nov./83-Jan./84
1 . High-spot review; Jan. - Feb./84
2. Analysis ;
3 . Deteanine required controls and internal audit Feb

./84

methodologies; mar./84
4 . Develop, control framework and general system

s

syste~ flow and Mar./84flow;
5 . Confirm control framework ,

feasible methodologies with operators and users ;

6 .
Document assumptions to support control fraane- Apr

./84

work, systens flow and methodologies ;
May/84

7 . Reconfirm and finalize control framework an
d

systems definitions ;

8
. Develop timings and costs for irriplementation May/84

May/84
9 . Final recatmendation

Phase II ' 84-Oct./84
Implementation of approved recammendations May/

gEçOtJgCE S[7NIIr1ARY : ($000s)
and capital

Dollars include salaryt operations

IIgIFI *for PY redeplayment

31 1 .



//2 z- 1-!e 3
ject Manager /Date



EAMIP PRaTECT NO. MF03

TITLE Regionalization of Financial Services

RESPONSIBILITY Project Manager : MFR, Ive Gordon

Project Officer :

PRESENT SITUATION :
Recent experiences in regionalization have demonstrated better delivery
of the financial administration prôgraQn. Continuation of the process
appears to offer more effective results than past practices . With the

exception of Britain, France and Belgium, most posts presently maintain
their own accounting services which includes letter of credit
administration and banking services . Accounting services and financial

management at posts is generally not well done ; as well cash management

at individual posts is loosely controlled and expensive .

OBJECTIVE
To improve financial administration in terms of financial control (in
accordance with Central Agency directives and sound management

practices), financial services (as required by departmental managers in
order to achieve a better balance between financial control and

services), and the delegation of Receiver General responsibilities for

operations abroad .

GOAL
The outcane of the project should be

: improved delivery of financial

administration
; attainment of reasonable performance criteria for

program delivery (greater accountability and consequently more

effective management)
; ensuring that systems are in place so effective

control takes place well before the fact and ensuring that
responsibility is clearly established where it belongs .

Specific benefits anticipated by Regional accounting centres would

include
: i) reduction of the administrative workload at posts while at

the same time enhancing post management responsibilities for budgets,

forecasts etc
., ii) centralization of letter of credit and banking

administration and auditing of accounts and cheque issue, iii)
elimination of monthly post financial returns, iv) reduction of costs
for letter of credit administration and v) savings on currenc y

purchases.

Over the next five years, the departrnent should have in place the mos
t 4-rinancial accounting structure possible for

abroad
. This structure ml--t meet rot only the management

operation
s requirements of the departsnent, but also the delegated responsibilitie

s

of the Receiver General for Canada
. A proper balance between servic e

and control must be established
. The result will probably'be a

fccmbination o :
a) regional service centre for nnilti-post countries ,

b) regional service centres for groupe of posts, and

c) individual centres where difficulties arise from currency
limitations .;-

restrictions and/or data tra .smiss



DESCRIPTION current
Regionalization of-fi nancial functions includes reviewing of
departmental practices in the U .K. and France; expansion ~~alia,

st countries, e.g
. Germany,

regionalization to other mil.ti-po

Italy and Brazil, as well as extension in the U
.S. ; assessment of area

regionalization (grouping of countries where feasible) and cost/be
costs, canmunication costs t

analysis to reflect such things as hardware

staffing and training.

IMPLIImIFNTATICN a)NSIDERATIONS es with Geographic Bureaux,

There will be interface and linkag review
Finance and Management Services, Bureau organizatio n ~t Accounts Proj~t .
project (MFO1), the training project (MFO6)

. and

(MF02) .

MAJOR STEPS AND TIMING

Phase I irements
1
. Identification of financial administration req

u

abroad :
i) Receiver Genera

l ii) DeP~ntal requirement s

iii) Local requirements

2
. To profile characteristics of successful/not so successful

regionalization ;

3
. To establish other performance and su~ss criteria

;

4. Identify locations which meet criteria; jan.-May/84 .

5 . ~e ~caranendations and develop i~lementation plan
;

Phase II
Plan Imple:nentation
Part A - Multi-post countries
Part B- Hard-currency countries
Part C - Other Posts

RESOURCE SUMMARy ($000s)
rating and capital

Dollars include salary, oPe

Apr .-Mar./85

Apr./85-Mar./86
part of ongoing
operations



BENEFITS
a) reduction of administration workload at posts with resource

redeployment to higher priority activities .

b) improved financial administration information for control and

analysis .
c) improved cash management and management of currency exchange

issues . I

Project OfficPx



TITLE: Review of Financing of Operations Abroad

RFSPONSIBILITY: Project Manager: M - D. Bresnahan
Project Officer: bFF - H. Mathews

! NFR - D. Gordon

PiZF= SITUATION :

The Director General (MFD) questioned whether the administration of
Letters of Credit for the financing of operations abroad continues to
be the most appropriate in light of cpportunities for savings to accrue
to the Government.
Post Operations are financed primarily through letters of credit uhich
the Posts draw on (usually twice a month) to pay for local operations
in local or other foreign currencies .
DEA has received a nimber of unsolicited proposals from foreign banks
proposing variations in the provision of financial and banking
services .

OBJECTIVE:
To opt ze the treasury functions associated with post financing.

GOAL:

The purpose of this project is to determine -vaiether the current post
financing processes are the most appropriate .

DESCRIPTION :
Major Tasks involved in the project include : establishment of criteria
for evaluating financing methods; identification of alternative
financing processes; assessment of alternatives against criteria ; and
developxnent of recarmerrlations .

IMPLFI,gNTATION OWSIDERATIONS :
Criteria detesnunation will probably include an assessment of problems
with the current process fran all involved parties . This project will
be undertaken bearing in mind the project on the regionalization of
financial services .
Responsibilities and approvals include Users (Posts), MFF, NM, and
MCB.
There are some important benefits that should be considered in terms of
total government involvement in the financing of governanent operations
by the Department of Finance and government cash management
administration by the Receiver General .

MAJOR STEPS AND TIMING :
Phase I : Review and Alternative : Assessment July 1984 to

RecaRnerr3ations Oct. 1984
Obtain Approvals

Phase II : . Implement Approved Recairendations To be determined



RESOUI2 CE sUr MAitY : ($000s )
Dollars include salary, operating and capital

T

i
1

Existing

New

83/84
PY S

Total Direct Costs

Indirect Costs

84Z85
PY $

.5 75. 0

.5 75 .0

TO
85/86 CDi~SPLETE

PY $ PY $

BENEFITS :
Potential for reduction

of financing costs for operations abroad

I

Project Officer
Date

/5,-//~- 4i3
te

~/~•



EAMIP PRQTECT NO. MF05

TITLE: Departtrental Manuals Development and Publicatio n

RESPONSIBILITY: Project Manager : MFS ; P. Dunseath
Project Officer: MFSX ;

PRESENT SITUATION :
The current state of departmental manuals is substantially less than
satisfactory and no priority has been given by senior management to
providing resources to remedy the situation .
AG reconmendations :
14.133 - Guidelines for evaluating acco:tanodation needs and establishin g

priorities
14 .180 - Ccmplete the Financial Manual and ensure it is kep t

up-to-date
14-198 - Document appropriate methodology for verification of pos t

financial returns
At the time the Manuals Project was undertaken in 1979 the followin g

manuals were in existence :
- Consular Instructions ; Financial Management; Materiel Management ;

Post Administration ; Property Management; Procedures; Regulations ;

- Supplement 3 to the Manual of Regulations (the FSDs) ;
- Manual of Security Instructions
A number of these were thoroughly obsolete, and Procedures an d
Regulations manuals had beccme catch-all receptacles for a variety of
information for which no other suitable container existed. In
addition, the contents of several parts of the manuals had been
superseded by a large number of Circular Documents, "all posts" letters

and telegrams, none of which were coherently organized or indexed, and

many of which had becane lost over the years .

OBJECTIVE :
To review the current plan for the production of departmental manuals,
determine changes, additions, deletions, consolidations, set priorities

and action the plan .

GOAL :
i) Publication of a full canplement of departmental manuals ;

ii) Improved training of departmental personnel ;

iii) Improved caimunication;
iv) Clearer focus on problems and issues for management and operations

personnel .

DESCRIPTION :
The existing manuals, along with their aggregation and accretion of

Circulars, Letters and Telegrams, have been or will be split apart into
a number of "single subject" volumes, within the context of an overall

"Departmental Manual" envelope with a Sim¢nary volume containing an

index and cross-reference to all the manuals. The selected "volumes"

are the following:
- Post Administration Diary
- Consular
- Materiel Management
- Property Management
- Correspondence and Carmunications

- Protocol and Legal Affairs
- Personnel

- Foreign Services Directive
- Financial Management
- Post Openings/Post Closings
Guide

- 'Security Instructions
- Public Affairs
- Records Classification Guide
- Policy



Of the above, Security Instructions is in good condition ; Consular

Instructions has just been republished and is in excellent shape; the
Post Administration Diary, the only one produced completely by MFS, has
now been produced in its third annual issue and has been very well

received ; Materiel Management has been written (by contract) and
translated, but now needs to be converted from Xerox word processing
diskettes to Micom for printing ; the Post Openings/Post Closings Guide
has been produced and translated, but at the direction of the
Administrative Conmittee is now to be rewritten based on the experience
gained by the Post Opening Manager for the new posts opened over the
last two years ; the Foreign Service Directives are in good shape,
although not completely in the new Manuals format ; Financial Management

is badly out of date and should be ccxrpletely rewritten ; a Personnel

Manual has been produced, but is not properly formated and is awkward
to use and requires a considerable amount of rework to adjust it to the

conmon format ; Correspondence and Communications is partially written

only; the others are in various stages ranging fran obsolete to

non-existent .

IMPLEMENTATION CONSIDERATIONS :
This project will interface with almost every orgaization in DEA since
MFS's responsibility is limited to publishing and distribution of the
user/developed - prepared document . There should be coordination with
the Training project as well as lines of caRrnunication and involvement
with Geographic and Functional Bureaux for development ,

cross-referencing and consistency in message and product . There is a

link to the guide expected to result fran the Branch and Post
Management project.
Resources are not currently available to rewrite the Post Opening/Post

Closing guides .
Approval was given by the forerunner to the Administrative Conmittee

(MPSS) in February, 1981, to convert a position in MFSA to
non-rotational AS to "manage" the manuals, encourage author-divisions
to assume responsibility for writing, updating and amending the
manuals, identify requirements for anendnents, act as a catalyst to
divisions and coordinate the process fran drafting through editing to
translation, printing and distribution .' Classification action took a

year, and staffing was requested on an indeterminate basis (term
enployment having failed to find a qualified candidate at the AS-3
level) in early October 1982 . At this point a successful candidate has
been identified and security cleared, but an offer cannot be made until
additional priority referrals are screened . This is pending PSC

action.

MAJOR STEPS AND TIMING :

Phase I - 1. Develop scope Nov. 83 - Mar. 84

2. Establish Priorities
Phase II - Plan Developnent Mar. - April 84

Phase III - Plan Implementation May 84 - Mar. 86

a) Develop & Publish Priority Manual s

Ongoing Operations April 86
a) All other manuals developmen t

and publication
b) Ongoing maintenance



83/84 84/85 85/86

TO
CChiPLETE

TOTAL
PRO= Future*

PY $ PY $ PY $ PY $ PY $ PY S

Existing

New

.25 7. 5

- -

2 .25 185 .C 2.25 185 .

- - - -

- -

- -

4 .75 377 .

- - - -

Total Direct Costs .25 7.5 2 .25 185. 2.25 185.C - - 4.75 377 .

Indirect Costs - - 2 90. 2 90. - - 4 180 .

BENEFITS :
Besides responding to internal oontrol requizenents, a canprehensive
set of current departmental manuals will contribute to the general
improvement of departmental management practices and controls through
their availability as references and utilization in training .



I
DIRECT COSTS

Existing

PY
Salary

Consulting
Other Operating

Capital

I

[ ub-Total Existing

New
PY I '
Salary
Consulting
Other Operating
Capital

Sub-Total New

Total Direct

Indirect Costs

83/84

.25
7 . 5

7 . 5

7 .5

APPENDIX

PgOJECr CpST WpgKSfiEET ($000s )

84/85 ' 85/86

TO
COMPLETE

2.25 2.0

85.0 85.0

100 .0 , 100 . 0

185 .0 1 185. 0

185 .0 1 185. 0

90 .0 1 90.0

#p MF0 5

TOTAL
PRD=

4.75
177 . 5

200.0

377 . 5

377 . 5

180

Notes :
The 100K for operating is printing and distribution cost, perhaps so

translation costs
. Assumes 4 volumes at $25K per print run

. This is

extremely rough• 1 PY and lOK other
Ass~ane maintenance of manual publications at

operating.

1 .0
30 .0

10. 0

40 . 0

1

40

45



EAMIP PRQ7ECT NO. MF06

TITLE : Financial Management Training and Development

RESPONSIBILITY: Project Manager: Dan Bresnahan, MFD
Project Officer : Tb be determined

PRESENT SITUATION :
External and Internal Audit studies have observed on the training for
staff involved in the financial function at posts . Current training
for staff with financial management responsibilities is limited with
appointees to the position often unskilled in financial management or
are not interested in learning financial administration procedures and
with financial management being accorded lcw priority by post
management with financial responsibilities delegated to untrained,
inexperienced support staff . As well, there is limited involvement by
senior financial officers in selecting, appointing, evaluating and
pranoting financial staff .

OBJECTIVE :
To establish an effective financial administration training program to

meet the needs of all levels of management .

GOAL :
The goal of this project is to ensure that appropriate financial
management training and development as well as selection, appointment

and evaluation of staff (both financial ànd non-financial) engaged in
financial activities is designed, organized and delivered in the most

effective manner.

DESCRIPTION :
Major tasks in the project are :

- the develoFenent of a formal plan for training and evaluating both
financial personnel and, in particular, non-financial personnel with
financial responsibilities, as well as locally-engaged personnel

abroad ;
- ensuring that training and develogrent needs are identified,

alternatives assessed and costs identified ;
- defining the role of senior financial officers in selecting,

appointing, training, evaluating and pramting all staff, both
financial and non-financial performing financial responsibilities .

IMPI.FMENTATION CONSIDERATIONS :
There are linkages with Personnel, the MFD project on the Bureau
Organizational Review (MFO1) as well as the Bureau and Post Management

projects . Responsibilities and approvals involve MFD, MCB,

Administrative and Executive Cammittees .

MAJOR STEPS AND TIMING:

Phase I Plan and developnent of Jan . 1 July 84

(i) SFO role in staffing/evaluation

Phase II - Development July 84 - June 85
Phase III - Implementation July 85 - July 86
Phase IV - Assessment and Evaluation April 86 - Sept 86



J23 .

RESOURCE SUMMARY : ($000s )
Dollars include salary, operating and capital

83/84 84 85 85/86
TO

CCMPLETE
TCTAL

PRaTDCT Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

.25 10.0

- -

1 70 . 0

1 150.0

1 70 . 0

3 400.0

1 70. 0

2 150 .0

3 .25 220 .

6 700 .

- -

2 170 .0

Total Direct Costs .25 10 .0 2 220 .0 4 470.0 3 220.0 9.25 920 . 2 170 . 0

Indirect Costs

BENEFITS :
This type of training is essential in an organization that has
financial functions performed world-wide . The outcome of the project
should be improved management practices and controls and improved
systems .

ProjectOfficer Date

c ~~. z- 3
Date

I

,



EAMIP PROJECT NO. MF07

TITLE: Review of Departmental Financial Authorities

RESPONSIBILITY : Project Manager : Dan Bresnahan, MFD
Project Officers : Harry Mathews, MFF

PRESENT SITUATION :

Reorganization II has clouded the existing departmental authorities and
these . must be clarified with particular reference to delegation to
departmental managers . There is no central repository of TB delegated
authorities and it is not clear to all managers exactly what
authorities DEA has .

OBJECTIVE:
To ensure that both the Department and its managers have the sufficient

and required delegation to appropriately discharge both the
Department's and its managers program responsibilities .

C DAL:
The goal of this project is to review existing departmental problems
and issues with respect to the sufficiency of delegation, document and

obtain approval and implement any changes to bring departmental
authorities in line with managerial requirements .

DESCRIPTION:
1 . Review current 1B delegations

2. Review internal delegation s

3 . Consolidate problems and issues
4. Determine solutions and assess implications
5 . Develop reccit¢nendations
6. Obtain approval
7 . Develop documentation and submissions required
8. Promulgate

IMPLEMIINTATION CONSIDERATIONS :
Responsibilities include involvement of MFD, MC'B, Administrative and
Executive CcirIInittees .
This project links with projects in the following areas : Branch and

Post Management, Personnel, Physical Resources, and Trade .

MAJOR STEPS AND TIMING :

Phase I - Review February 84

Phase II - Document June 84
Phase III - Approval of Delegations April 85

Phase IV - Implement September 85



RESOCIRCE SUpqyARY : ($000s )
Dollars include salary, operating and capital

83/84
PŸ $

Existing .5 20 . 0

10 . 0

Total Direct Costs

Indirect Costs

.5 30. 0

.2 10.0

84/85
PŸ $

.75 30. 0

30. 0

.75 60 .0

.5 25.0

85/86
py $ l

1 40 . 0

1 40. 0

.2 10 .0 1

TO
QONSPLETE
PY S

.1

TOTAL
PRU7ECT
PY $

2.25 90 . 1

40 .d

2.25 130J

.9 45 . d

BENEFITS :
Increased precision and clarity in the delegation of financial and

managerial authorities which will contribute to improved management

practices and controls in headquarters and posts .

Project O#icer

Prfilject Manager

Future
PŸ $ 1



PRUTECT NUMBER MFO8 . 1

TITLE: Finance and Management Systems Enhancements

- Financial Information Needs Definition

RESPONSIBILITY: Project Manager: D.W. Gordon

DESCRIPTION: See MIS Section

PRQ7EC.T NUMBER MF08.2

TITLE: Financial Planning Enhancements

RESPONSIBILITY: Project Manager: D. Gordon (MFR)
Project Officer: H. Burrill (MFRE )

DESCRIPTION : See MIS Section



EAMIP PRO= NO. bSF08 . 3

RESPONSIBILITY: Project Manager: D . Gordon (MFR)
• Project Officer: R. Goneau (MERS )

PRFSENT SZr=CN :
The bureau bas presently identified over 20 specific operational
projects ranging from a minicaputer installation in Paris to a new
comnitment control system for Headquarters . However, the bureau is

unable to undertake additional new projects or complete the present
ones within reasonable time frames and bas been forced into a reactive

rather than a proactive mode.

0BJELv=: capability toTo establish a financial policy and systeu devel~t

meet Statutory and .Re9ulatflty requirements of Parliament and Central

Agencies while at the same time meeting the essential needs of

departrnental managers .

GOAL: financial and mariagementTo is~lernent various revisions to existing

accounting and reporting s-ystems to reflect central agency and
management requirements and to design and implemecit revisions to other
methods and systems to accammodate full operation of the management

accountability concept .

DESCPIPTICU
The purpose of this project is to build a financial policy capability
and to strengthen financial systems develognent to satisfy
parliamentary and managerial requiremerits for financial usability,

accountability and control .

This project is a ecmbination of a number of different financial
management issues which must be pursued if we are to inprove internal
and external accountability of managers and related decision making
through the provision of reliable financial and management services and
to balance financial administration between service and control

.

The work, both short term and medium term, will include such things as

time phased budgeting ; budgeting by activity/sub-activity ; variance

analysis and reporting ; budgeting in local currency
; use of word

processing for bookkeeping purposes at posts ; changes to the
equipmen

t chart of accounts; financial management and control over major capital

projects ; inventory and asset management control
; financial control

over grants and contributions (i .e. PIIMD ) ; inproving control over

payroll and pay transactions; accounting services improvenents over

loans and advances and accounts receivable ; financial and systems

support to other bureaux ; documentation of procedures at both

headquarters and abroad ; tape to tape transfer of data to and from DSS
;

effects of foreign inflation and currency fluctuations ; project

management budgeting and reporting system .



The overall bureau requirement for delivery of financial administration

includes :
- classification of accounts : Identifying and designing the chart of

accounts used to classify and aggregate financial data .

- budget preparation : Providing data for planning purposes ;

organizing and co-ordinating financial input to budgetary
submissions ; and analysing and providing advice on such
submissions .

- budgetary control : Preparing budgetary data for input to financial

reporting systems ; analysing expenditures and caimitments and

preparing cash forecasts; and analysing variance reports shcaaing
differences between planned and actual accomplishment .

- financial reporting systems : Identifying the needs for accounting

information ; designing and maintaining reporting systems, including
the design of reporting formats ; preparing and distributing reports ;

and training recipients in the use of financial reports .

- financial systems and controls : Satisfying the needs for accounting
information by designing and maintaining accounting systems,
including specifications for canputerized systems ; disseminating

information on systesns by means of training courses, manuals and
other means of instruction ; controlling input of data to accounting

records ; maintaining accounting records, including all necessary
analyses and reconciliations ; designing and operating cost

accounting systems ; billing and accounting for accounts receivable

and other revenue transactions ; and accounting for inventories and

other assets .
- accounting and control : Verifying the accuracy, authority, and

completeness of vouchers and other documentation supporting

financial transactions ; reviewing transactions to ensure approval by

persons with delegated financial authority; exercising financial

signing authorities ; analysing proposals and documentation concern-
ing contracts and grants and contributions, as a basis for decisions

on payments ; controlling and collecting accounts receivable
; and

exercising control over inventories and other assets .

IMPI.QMIIVTATION CONSIDERATIONS :
The bureau has no dedicated financial policy staff and from its seven
FI analysts, at least five are dedicated to the routine FMS maintenance

and operations function
. In addition, of the seven CS positions in the

bureau, only one is dedicated full-time to financial related systems .

The limited capability is therefore used to met only the very
essential requirements of central agencies with very little being done

on departmental requirements .

MAJOR STEPS AND TIMING: Jan. 84 .
1 . Develop schedule, timing and priorities

.

Obtain necessary approvals, seek resources and Jan . -

begin staffing
. Apr. 84 .

Apr. 84-
Apr . Priority projects

. Apr
p,pr . 85 .

ects
. Sept.84-

Apr . Lawer priority projects. 86.



g£SpURÇE SUMMARY : ($OOOs )
Dollars include salary, operating and capital

Existing

New

Total Direct Costs

83/84
PY $

.75 30. 0

.75 30 . 0

Indirect Costs
*,Ongoing

84/85
PŸ $

40 .0

9 500. 0

10 540 .0

85/86
PY $

1 40. 0

18 1000.0

19 1040.0

TO
*COMPLETE
PY $ PY $

2 .75 110 . 0

27 .0 1500 . 0

29 .75 1610 . q

BQIEFITS :
a) the department will have established an adequate financial policy

and systeems developrnnt capability ;
b) the department will be able to meet essential parliamentary and

central agency requirements ; and
c) improved financial administration for service, control and

analysis .

Project Office r

Project Manage~

Future
PY $

40. 0

18 1000 . 0

19 1040 .0



EAMIP PRQTEC.T N1F08 .3
Sub-projects : Steps and Timing

1984/85 1985/86 Future

Sub-project Title PY $ PY $ Py $

Variance Analysis and Reporting 2 120 2 120 2 120
i

EDP Expansion & Headquarters & Posts 2 130 2 150 2 150

Ongoing changes to Chart of Accounts .5 20 .5 20 .5 20

Financial Mgrnt . of Major Capital Projects .5 30 .5 30 .5 30

Evaluate Existing Dept'1 . Fin. Policies .5 25 1 50 1 50

Determine the Fin. Inplications of New
or Changed Legislation and/or Regulations 1 50 4 200 4 200

Budgeting in Local Currency 1 50

Review and Inplementation of New
Accounting System at Posts 1 50

Time Phased Budgeting .5 25 1 60

Budgeting by Activity 2 120 1 60

Financial Control over Grants and

Contributions (i .e. PEMID) 1 50 1 50

Effects of Foreign Inflation and Currenc y

Fluctuations 1 50 1 50

Financial Systens Support to Other Bureau 1 50 1 50

Accounting Services Inprovements over
Loans, Advances, Accounts Receivable 2 100

Project Management Budgeting and Reporting

Systems 1 50

Improvements in Pay and Payroll System .5 25

Tape to Tape Transfer of Data to & fran DSS 1 50

Inventory & Assistant Management Control
.5 25

Documentations of Procedures at

Headquarters and Posts
1 70

9 500 18 1000 18 1000



EAMIP PROTECT NO. MF09

TITLE: Office Autanation in External Affairs

RESPONSIBILITY: Project Manager: MFS ; P .S . Dunseath

Project Officer: MFSX; M .E . Duncan

DESCRIPTION: See NIIS Section

EAMIP PRQTECT NO. MF1 0

TITLE : General Purpose Ccxnputer for Headquarters

RESPONSIBILITY: Project Manager: MFSC ; J. Rogers

Project Officer: MFSC; J. Rodgers

DESCRIPTION: See MIS Section

EAMIP PRO= NO. MF11

TITLE: EDP Support at Posts

RESPONSIBILITY: Project Manager: MFS - Paul S
. Dunseath

Project Officer: MFSC- Jim Rodgers

DESCRIPTION : See MIS Section

EAMIP PRO.TECT NO . MF12

TITLE : Systems Support for Headquarters

RESPONSIBILITY: Project Manager: P.S. Dunseath, MFS

DESCRIPTION: See MIS Section



EAMIP PROJEGT NO . [ F13

TITLE: Financial Management Manual

Development and Publication

RESPONSIBILITY: Project Manager: D. Bresnahan (MFD)

Project Officer: H. Matthews (bFF )

D. Gordon (MFR)

PRESENr SIZUATICN:
The existing Financial Management Manual is out of date, does not meet
the current needs of DEA, is not readily maintained and can not
support financial administration training programs . There is a need

to review policies, systems and procedures and to develop the manual
to couplement other management and control practices documents in the

Department .

OBJECrIVE:
To publish and maintain an up-to-date Financial Management Manua l

which appropriately reflects good financial management practices and

controls ; supports financial and operational management training
programs in support of improved financial management and control .

GOAI .S :
TU-Te-sign, develop, document, issue and provide for the ongoing
maintenance of a Financial Management Manual by December 1984 .

To improve the camunication of financial management and financial

administration .

DFSCRIP'I'ION:
This project will require the develoFcnent of an appropriate subject

documentation framework following current DEA manual developnent and
publication policy guidance, the identification of author/resource/

user/developer contacts, subject matter outline draf ting, review and

approval, translation, publication and distribution. As well an

organization locus needs to be established for ongoing maintenance and

revisicn .

IMPLBMENTp,TION OONSIDERP,TIONS :
Current priority demands on available resources preclude their
utilization for the management and develoFznent work in this project .

As a result, external consulting assistance will be acquired to
support the denanding task of documentaticn of subject matter and

obtaining approvals
. This project links with NFOl, NF02, NF03, MF06,

N F
07, M4'08, M1 and MF12 as well as the Bureau and Post Management

Project (GBO1) .



M~7pR STEPS AND TIMING: February 1984
1. Draft RFP for external assistance

April 1984
2. Consulting contract proces

s

3. Approval of consultant 's plan April 1984

4. p,pproval of subject matter framewor
k

and chapter develoFment and

publication schedule

5 . Establish organizational locus for october 1984
manual maintenance and staf f

RESOURCE ~UN~ARV* (5000) rating and capital .
Dollars include salary, oPe

Existing

New

BENEFITS and effectiveness of oa ►munication for financial
Inprovements in efficiency
management and administration throughout DEA.

project Officer



PHYSICAL RESOURCES



EAMIP PROJECT NO. MRO1

TITLE: Physical Resources Roles and Responsibilities

RESPONSIBILITY : Project Manager : NgtD, K. Plowman ,

Project Officer : MRMS, K. Pearson ,

PRESENT SITUATION :
Recent studies, AG observations and internal departmental perceptions
indicate a less than consistent understanding of MRD's roles and

responsibilities . The recent departmental reorganization increases the
need to clarify responsibilities in the light of the existence of the

five geopraphic branches .
This project involves the definition of the role of the Bureau of
Physical Resources, the determination of what should be delegated and
the ocannunication of those delegations as well as determining ongoing

working relationships .
A paper to define and designate accountability and responsibility was
prepared and presented to the Administrative Ccnmittee (AC) with
suggested MRD roles and a request for a mandate to proceed with
consultation to establish specific responsibilities . The decision of

the AC was that consultations should be undertaken in concert with .the

Branch and Post Management project .

OBJECTIVE :
To achieve clearcut assigranent of responsibility; increased

accountability and better overall management of physical resource

programs at the headquarters level .

GOAL:
To obtain agreement between functional elements in the headquarters as
to who is responsible for each of the various physical resource
activities in both an overall sense and for specific sub-activities .

DESC RIPTION :
Consultations will be accomplished through meetings and discussions
followed by submissions to the AC to ratify agreements or to rule on

areas of disagreements
. Ultimately the responsibilities should be

described in applicable Departmental Manuals .

In Phase I of the project the initial product will be a document on

roles and responsibilities
. Potentially the result of decisions on the

document could imply the reorganization of MRD and/or a changed

deployment of personnel between bureaux depending on the assignment of

responsibilities
. If so this would becane Phase II of the project .

Consultation will proceed with the Branch and Post Management Study .

The Operational Plan Framework will be used in analyzing

accountabilities and results . ~r hic Branches/AMAs, Oa3
Phase I : Participants

: MRD, MFD, ZSP ► aP

Phase II : Participants
: Bureaux with assigned responsibilities

The success of the project can be assessed through the demonstration of
greater accountability for physical resource activities which should be
evidenced by more specific as opposed to general criticisms in Audits .



I

IMpLEmENTp,TIpD1 CONSIDERATIONS : other studies involving the
This project is tied in with AMA role and any linked to the Branch and Post

mandate of MRD, !~O ► ZSB or «:B. It is closely

management project.
The Ac will have to rule on areas of disagreement~ibilities, indecision

Departmen~ ~iia1 s should reflect Bureaux resp
o

on need for clarification will kill the project
.

Jan. - April 1984MATpR STEPS AND TIMING :

1. Consultations June 1984

2
. Final statement of Bureau role and outline of

responsibilities ~ibilities to
3. Delegation of MRD responsibilities - Dec . 1984

Divisions and Sections .

RESOURCE SUMMARY : ($000)
rating and capital .

Dollars include salary, op
e

BENEFITS' and accountability
Clear lines of responsibility
Improved facilitation financial'planning
Easier for Posts to deal with Headquarters .

project manager

/6~83
Date

,0, to, (V3
Date



EAMIP PROJECT NO. Mi20 2

TITLE : Master Planning and Delivery System (Project 6 .4 )

RESPONSIBLITY: Project Manager : MRP/MRPC

Project Officer : (to be assigned when PY available )

PRESERr SITUATION :
The management requirement/need is a system of project planning and
delivery for the controlled development of facilities to meet
departmental objectives "by reflecting needs and input fran all its
users - including those fran branch, the posts and our clients" .

To date the basic features of the 6 .4 planning and delivery system have

been identified, and the terms of reference for the completion of each

part of the system have been established and approved in principle by

MRD, through MRP .
What now needs to be done is to canplete the project in one year so
that it will be an effective working instrument, and therefore satisfy
the expectations of the Bureau, the A.G. and EAMIP .

OBJECTIVE :
The impact which the outcome of this project will have on the

Department is :
a) to standardize the department's procedures in the creation of

Ernbassy and Post facilities planned and designed to meet user

needs ;
b) it will be an acceptable response to related aspects of the A .G.' s

report on the Bureau .

GOAL:
What is to be accanplished in one year is :
a) a work plan substantially carpleted for the project, based on the

one already produced, but streamlined to meet a one year time

limit ;
b) set up specific bench marks to facilitate progress reporting .

c) the canpletion of all graphic and written material for the 6 stages
in the system as well as the 4 levels of detail for each stage,
taking into consideration the main means by which facilities can be
acquired, vis "buy - build - lease - renovate" ;

d) all essential support documents to be'canpleted in one year, such

as:
- a policy manual - space impact,,
- a manual of operational standards ,

- a manual of space standards, an d
- coordination of work on other support documents being done by

other people in the bureau to ensure that all such documents are

in a format cross-referenced and integrated with the content o f

the 6.4 system;
e) a demonstration of the viability of the system by applying it t o

currenteither an historic project or, if time allows, a MW

project ;
f) guidelines and briefing for setting up a permanent 6 .4 resource

centre .



DESCRIPTION :

The scope of 6 .4 is very broad . All units either providing space or

working in such space are affected .

The approach and methodology in creating the 6
.4 system is simply to

link the natural universal logic of facility planning and delivery with
the specific logic on which the administrative structure of E.A

. in

general and MRD in particular, was based .

In particular, the 6
.4 documents will match up the jobs which must be

done to satisfy the natural logic of facility acquisition, with the
people who must do the jobs, or be responsible for the performance of

others (consultants) who do the jobs. 6.4 are :
The major activities and participants in creating
a) to set up a system of stages for the campletion of a facility in

which all activities are recorded under the appropriate stage, and
to link all the activity in a time/seQuence/dependency network

; and

b) to explain the 6 .4 system in such detail as will ~lex si tsland
understood by those who simply need to know the sY

works, such as top management, as well as those who use the system
day by day, such as project managers and users . •

The product is (a) a generic trace of procedure o25 upP andnts

produce uce a facility based on policy, and (b) som
e

which essentially state the standards which must be met .

The management impact will be a need to create a resource ce~t~ to

store all the 6.4 generic documents, to accaamodate equ L~n
e

reproduce project specific documents and space in which the Manager and

at least 2 assistants are able to work . The staff 's rerepopet~l~iicy

will be to (a) keep the system's documents current by

changes and experience gained from facility and operations

evaluations .
The system can be applied to regulate delivery of new accommodation as
well as auditing the ability of existing buildings and operational

styles to met Departmental objectives~,~ Managers, users an d
The product will be used primarily by

auditors .
Stage 6 is facility evaluation, so the sucrest~ determini ng9if o

n

the systems ability to provide a standard apP rnach having to
our facilities meet our needs, and if rx~t why not ► and by

control standards, the number of variations in space needs for simila
r

activities carried out in different post-

IpqPI,QKENTATICN CONSIDERATIONS :

The relationship to other work going on :

a) the "ucnbrella" under which man Y projects ► such as site selection

criteria, project completion report, professional contracts, etc
. ,

will be linked is the Master Planning and Delivery System
;

New Washington Enbassy
b) uses project specific docimients, e .g.,

, as

basis for developing generic model fran relevant material produced;.,ha _ nrnE - the
by Project Managers on GLLLLG116 . u,~+w•^'••-~-- ~

degree of interdependence is high because the 6
.4 system is required

to regularize different planning systems naa being used on eac
h

project.

Other departments affected are those which occuPY space in our

facilities as tenants (clients) such as D .N.D., D
.S.S., N.F .B., etc.

Approvals required are :
1st cm

--2nd r



- 3rd Geographic Bureau (users)
- 4th Security
- 5th T.B.
- 6th and sundry others who have a vested interest in the quantity,

quality and availability of space in which to carry out the
objectives of Canada in other countries .

Consultation is required from:

a) users
b) implementers
The information required pertains to policy based planning . That is to

say all information which creates or affects any activity which must be
carried out to set a fully operationàl facility in place . This chain

of activities starts with a policy and ends with the evaluation of
space intended to house the activities which are necessary to achieve
the objective of the policy .
The post must be involved in the developirent of operations analysis and

the ensuing space standards . A recatmendation has already been made,

to achieve this through a user group constituted under the senior
Geographic area liaison officer, who represents all posts in the
development of space layout and accommodation standards .

Changes will be introduced to the largest degree through the Project
Managers' understanding, and using the 6 .4 system. However, to a high

degree, Heads of Posts must be supportive of a controlled planning
system if the changes are to be successful in establishing a cannon
approach to the provisions of Post accommodation . For this reason, the

user group under the Geographic Area leadership must be thoroughly
briefed on the system, and especially they must understand it as a
positive tool for them, by understanding when they must enter the
project planning system, and what they must do to ensure that a
satisfactory environnent will be provided in which they can carry out

their duties .
The most serious constraint is human resources .

The consequences of delaying the project are :

a) The expectations of the A .G. will not be met ;

b) the investment of time to date will be wasted ;
c) hope of a better approach to planning and delivery will be crushed,

and esprit de corps in the Design and Construction process will

diminish .

MAJOR STEPS AND TIMING :
(to be developed as resources become available including expanding the
following overview of activities to more accurately reflect major steps

and to include timing )

1 . Familiarization
2 . Develognent

- Set up scope of wnrk
- Design basic system
- Approval in principle
- Research and develop support documents
- Camplete graphic and written material

- Approval of 6 . 4

3. Set up Resource Centre &
- Determine location of Resource Centre physica

l administrative
- Design layout
- Layout approva l
- Create physical space
- Staff Resource Centre

- Brief staf f

4 . Apply and maintain the 6
.4 system .



RFSOIJRCE SUMMARY :
Resource Requirements : The assessment of these resource requirements
is now underway within the Bureau, and the results will be made
available as soon as ocniplete . Initial estimates to canplete the
project indicated that it would take : (a) 2 persons for 3 years; or (b)

7 persons for one year .
Status of MRD Resources : While we acknawledge the inWrtance of
proceeding with this essential task as quickly as possible, the Bureau
of Physical Resources is severely undermanned at this time, and there
are no PYs available which can be assigned to the work .
In essence we will have to petition the Department for the necessary
additional PYs to complete this task . Our preliminary estimate is that
a minimum of 2 PYs will be necessary to ccmplete either a full or
abridged Master Planning and Delivery System .

RESOQRCE SUMMARY : ($000s )
Dollars include salary, operating and capital

83/84 84/85 85/86
TO

COMPL,ETE
TOTAL

PROJFX'T Future

PY $ PY $ PY $ PY $ PY $ PY S

Existing

New 0.6 36 . 2.0 1204 2 .0 120 . 1.4 84. 6 360 .

Total Direct Costs 0 .6 36.C 2.0 120 . 2.0 120 . 1 .4 84 . 6 360.

Indirect Costs

* assuming 2 PY's for 3 years at a canbined salary costs of $60,000 per
year

BIINEFITS :
The depart nent will be able to manage its acquisition (txuy, build,

lease or renovate) of facilities using a caap rehensive planning and

delivery system.
The nester planning and delivery system should respond to criticism of

the department's facilities acquisition process .

( no project officer/PY available )

1 L L ~ t .C~.c1i1 / Lt a ,ct /4n .

Project OfficeV Date

Project Manager Date



EAMIP PRQTECT NO. MR03

TITLE : Guidelines for Evaluation of Accommodation and
Establishment of Criteria .

RESPONSIBILITY: Manager: W.R. Graham (MRP)
Project Officer : G. Cliffe-Phillips (MRPR)

PRESENT SITUATION :

The Auditor General's 1982 Report observed that "the Department needs
to improve its planning for the acquisition and development of property
abroad, in particular its approach to identifying accommodation needs,
setting priorities and preparing feasibility studies" . Mile the
concern was that DEA failed to "consistently" follow central agency
rules relating to capital projects, it was felt by this Bureau, at
least, that the most serious lack was in clearly defined and "written"
systems and procedures, not necessarily de facto breaking of the
"rules" . A ccanbination of organizational planning and procedural
changes are required to rectify the situation . A document entitled
Project Davelognent Procedure (PDP) has been prepared and approved
within the Bureau of Physical Resources to meet the above
requirements .

OB7ECITVE :
The impact of this project on the Department can be measured in terms
of rectifying observations made by the Auditor General, meeting
Tréasury Board policy requirements, and providing an effective "audit
trail" for Bureau projects . To the extent that external confidence in
the Department's planning systems is enhanced, funding for our capital
and other accommodation programs will be more likely to be maintained
or extended in future .

GOAL:
The goal is to strengthen the up-front planning of projects through
utilization of appropriate professional staff, developing planning

procedures compatible with central agency requirements, as expressed in

Treasury Board's Administrative Policy Manuals (APM), and updating
Departmental standards and guidelines . The document noted above is

intended and expected to meet this goal in conjunction with the

appropriate staff resources to implement it effectively .

DESCRIPTION :
The PDP will be managed by the Realty Strategy and Planning Section

(MRPR) of the Bureau and will primarily affect projects within the
Property Acquisition and Develognent Division (MRP), including both the

Long Range Capital and major lease programs .

Methodologies used will include cost benefit and other realty analyses
within a planning context generally specified in existing Treasury
Board policy manuals (e .g. Ct►apter 112 on Real Property) .



The PDP consists of two distinct stages - Initial Investigation and
Feasibility Study. The prime feature of the system is a routine of
systematic management approvals at three designated points in the
front-end process ending with formal project (implementation) approval .

Each approval point will be based on an appropriate report -
Feasibility Initiation Report ; Project Meto; and finally Project

Feasibility Report . It is important to note however, that flexibility
exists to reduce ("fast track") or expand (e .g . Design and
Construction) the number of these approvals in accordance with the
scope and cmplexity of the project . Approval of the final Feasibility
Report represents the watershed after which full financial authority
will exist for project implementation, subject only to T .B. approvals .

Preparation and approval of these reports will mark the "audit trail"
which will enhance the effectiveness and accountability of the system .

IMpT .FMF'.N'l'ATIDN CONSIDERATIONS :
The PDP will fornn an integral part of both the Bureau's and the
Department's acccannodation planning activities and, as such, is
intended to be integrated with wider policy and resource considerations
at the macro-scale as well as implementation procedures at the
micro-scale .

The PDP has now been approved within the Bureau and, in fact, has been
utilized in a general way by MRPR since early in the year. No changes
are required at posts or in other Bureaux to implement the PDP but when
fully working it should provide a more structured and logical approach
to ensuring accatnbdation needs abroad are met in the most expeditious
and cost effective manner .

The only constraint that applies to the project is one of staff
resources . Full inplementation of Central Agency requirements for real
property acquisition tends to be labour intensive . A small planning
staff should also be dedicated to the PDP to ensure that long term
plans are prepared for the use of posts and realty analysts at
Headquarters . Delay in implementing this project will lead to serious
inefficiencies in the provision of accoanodation abroad and acute
embarrassment to the Department in the light of existing Auditor
General canrnents .

MAJCR STEPS
AND TIIKING :
This project is now oonplete .



RESOURCE

SUMMARY:
No further costs to caiplete this project . As noted in No. 7 above ,

however, some continuing P-Y resources are required to fully irtplement
the PDP :

RESOURCE SUMMARY : ($000 )
Dollars include salary, operating and capital .

83/84 84/85 85/86
TO

OOP PLEIE

TOTAL
PROÛECT Future

PY $ PY $ PY $ PY $ PY $ PY $

Existing

New

.25 11 .

2 65. 4 .0 130.

.25 ll.

6 .0 195 .

8 330+p.a.

4 160+ .a .

Total Direct Costs .25 11 . 2 65 . 4.0 130 . 6 .25 206. 12 490+ .a .

DV
Indirect Costs L

Non: Cost shown are estimates for salaries only NfftPR Section .

succeeding years is currently "frozen" (F.XT-610) .

BENEFITS :
Successful carpletion of this project should satisfy all legitimate
concerns of TB and the AG, in texms of procedures if not

implementation . Management in DEA will be assured that capital
decisions are taken after considered review and that all alternatives
are studied before the most cost beneficial one is selected for

inplementation . Training of staff, audits and accountability of staff
activities should be improved with the approval of a foaoalized project
planning system and production of an "audit trail" through schedule d

reporting system.

S



EAMIP PRQ7ECT NO. MR04

TITLE : Project Conpletion Report (PDR)

RESPONSIBILITY : Project Manager : MRP - W. Graham

Project Officer: MRPC - V. Marko

PRESENT SITUATION :

Requirement Need : To have an historical track of a project in order to
determine weakness in the development control system or to predict
happenings on future project .
Current Action : A draft outline for a project oompletion report for
the Paris, France Chancery addition has been started .

Needs to be done : A sample PCR established ; the format to be used for

other projects .

OBJECTIVE:
The PCR will provide a logical order of events in which to record the

progress of construction projects .

GOAL:
By January 1984, a oonpleted PCR will be available for review by

Senior Management . If accepted, all other major works projects will

follow the same format .

DESCRIPTION :
- The PCR will inmediately affect projects in MRPC and could be adapte d

for use by other sections under MRP .
- The outline for the PCR has been already established as an outcome of

the Project Delivery System (NIR02) .
- The form of the PCR has been set up for use on all construction

projects .
- The format will be preprinted and the Project Managers will be

required to "fill-the-blanks" as the project progresses .

- The participants are the Project Managers for each of the projects
under the supervision of the Manager of the Section .

- The product will allow Management to map the projects inmediately
upon substantial completion. Currently project reports have been
delayed due to lack of a proper system for reporting .

- The PCR will be set up to record the cost/tine and content of each

project.

IMPLEMENTATION CONSIDERATIONS :
The relationship of the PCR originating in MRPC can be used by other
Sections/Divisions to monitor the positive and negative factors of a

newly canpleted project .

MAJOR STEPS AND TIMING :

Completion expected January 1984 .



31/y .

RESOU% E SUMMARY : ($000 )

Dollars include salary, operating and capital

83/84

Existing

PY $

.1 4 . 0

New

Total Direct Costs

Indirect Costs

.1 4.0

84/85
PY $

85/86
PY $

TO
CONIPI.ETE

PY $

ZUTTP,I,
PRlJJECT
PY $

Future

PY

.1 4. d

.1 4.01

BENEFITS :
- PCR provides records of project progress in terms of planned versu

s

actual cost, time and content targets . It also highlights problems

and successes which can be overcane or incorporated in future projects .

- Project provides formal structure for assessing performance of all

involved on project .
- PCR will be useful tool for project managers as well as for Senior

Management .

1 .4 De c-p•, b .r- I 43 83

ect Officer Dat
e

Date
LagerPr ject
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EAMIP PRQ7ECr NO. MR05

TITLE
: Long Range Capital Program (LRCP)

Treasury Board Submission

RESPONSIBILITY: Project Manager: R.K. Plowman (MRD)

Project Officer(s)= G
. C14 e-PhilliPs (MRPR )

PRESENr SITUATION
: Board in 1979 (at $19m.,

The LRCP was last approved by
Treasury The Board has

adjusted annually for inflation) for a 5 yerovt~e an. update%valuation
requested the Department to present for app ~ ond
of the LRCP and a Capital Plan to alla~a approval of the program Y

March 31, 1984
. This would met the requirements of the TB Circular

(1983-25) on approval of capital projects and capital plans
.

A draft TB submission, with annexes, was prepared and presented to TB

officials this year
. In the opinion of these officials a number of

issues of particular concern to the Secretariat (e .g., priorities,

standards, evaluation of results) are not sufficiently detailed in the

first draft .
TBS has proposed that, through the Fall MYOP process, they seek TB
Ministers' approval for an extension to the LRCP for one additional
year (1984/85) with funding at the 1983/84 reference level (adjusted

for inflation)
. The LRCP submission would then be revised to met

these concerns and resubmitted for consideration byndT ~~~h~9 4 .
prior to the 1985/86 Spring MYOP required by the

OBJECrIVE' Department is imnediate and serious .
The impact of this project on the

Maintenance of the Capital Progra~ ► at required levels and security of

funding over the next several years, will depend directly on the
positive reaction of Treasury Board to the LRCp submission .

GOAL: rting annexes is to be prepared
A Treasury Board submission with supp o

and presented no later than March 31, 1984 .

DESCRIPTION :
The LRCP submission is primarily a responsibility of the Physilof the
Resource Bureau, which manages this capital program

. The impact

program, hawever, extends over almost the entire range of posts abroad

as well as other headquarters Bureaux .
The document will be in standard TB format with extensive annexes
outlining the rationale for the capital program, evaulating the
activities of the past 4 years and descriping the program for the next

5 years
. A recent Treasury Board Circular (1983-25) provides specific

guidelines for the approval of Long Term Capital Plans .

The Bureau's existing draft submission reports on the trend of rental
payments over the last several years in relation to the irrpact of the
LRCP on increased ownership inventory . estimated rental savings

arising from the program are also displayed as well as an estimate of

required budgetary levels
. Constraints on the progran are noted (e .g .,

central agency policies, security, inflation, special purpose needs,

etc.)
. The submission also addresses the major concern over LRCP

goals, i .e
., what weight the program should give to high econanic

return projects (rent reduction) as opposed to those justified on
political or other operational grounds .



3 yS
I

3 Y~ .

This project, per se, is not intended to improve management processes,
but rather to ensure continuation of existing programs . However, the
preparation of statistical data, the review of strategies and standards
will add to the effectiveness of the program in future years . The
level of funding approved for future years will be one measure of the
success of this project.

IMPLEMEATTATICN CONSIDERATIONS :
While other departments are not directly linked to the LRCP there is a
relationship with senior management in this Department outside of the
Bureau as well as posts abroad. This is particularly the case with the
generation of accomiodation standards and the setting of priorities .

Approval of the LRCP subnission would normally be through the ALM, and
eventually the Minister, but with consultation at the Administrative

Coinmittee level. Treasury Board, of course, retains ultimate authority
and, for specific policy issues, the Cabinet Comnittee has been
approached in the past .
Completion has been delayed by Treasury Board officials who have
requested further information on the following issues :
a) the criteria used by DEA in determining the priorities for aequiring

accommodation abroad ;
b) specification of standards for staff quarters and chanceries (and a

review of current practice for official residences) ; and

c) an analysis of the relative success of the LRCP over the previous 5
years, including rental savings, a review of rent increases, and

inventory changes.
The only constraints on canpletion are other demands on staff time but
this is not an insuperable problem. Delay of the project will not cane

from the DEA side - it is essential to confian funding for the next

planning period .

MAJOR STEPS AND TIMING :
This project must be oarpleted by the Bureau of Physical Resources

prior to March 31, 1984 . Final drafts for Departrnental approval should

therefore be ready prior to March 1, 1984 .

Major milestones are as follows
: Jan. 15/84

- Draft revisions co:Tplete Feb. 15/84
- Review/amendments capleted by MRD/MR P

- Budget levels available for Depaz trnental MYOP Mar . 1/84
- Final draft for MCB/USS approva l

- Final draft co:npleted for signature of Minister Mar.
315/84
1/84

- Submission due in ZB

RESOURCE SUMMARY :
Dollars include salazy, operating and capita l

83/84

PY $

Existing

Ne

Total Direct Costs

Indirect Costs

.3 15.q

84/85

PY $

TO TOTAL

85/86 COr PLETE PRO= Futur
e

PY $ PY $ PY $ PY $

.3 15.

.3 15 .



BENEFITS:
p,pProval of the document will Pro~.e the longer

foan enh~anc~~irr tir~. altl~eyPlanning

funding by extension of the Pro9 term plan to
process it will allow the continuation of a long

arneliorate living and working conditions abroad while proving economic
Crvwn ownership far into the future . If approved

► the

submissicci will provide for a moderate increase in budget levels and an
increase in authority levels which will enhance mana9ement flexibility
and minimize administrative buràen in seeking approvals for routine,

smaller projects .

~PYoject officér

~X . IV

Date

Date
Project Manager



EAMIP PROJECT NO. MR06

TITLE Works of Art Computer Inventory

RESPONSIBILITY Manager : MRP, W.R. Graham
Project Officer: MRPF, B .C. Mack

PRESE NT SITUATION :
After a review of existing records for the artworks owned by the
Department, it was established that a traditional cross-indexed manual
inventory system could not provide proper documentation, management
and/or control of the artworks . The records were too disorganized to
be correlated into such a system and there was neither secretarial nor
registry staff for support .

Various alternatives were reviewed and design and organization of a
computer information management system was undertaken in cooperation
with the National Museum's Cultural Heritage Information Network
(CHIN) . A computer data base has been designed and documentation
standards have been established . The second phase of inputing the
information into the computer system is scheduled to begin January,
1984 pending the contracting of an art researcher and CHIN scheduling .

Attempts are being made to hire, on contract, the art researcher
required for this one time project. This person would research all
available sources of information, input the acquired information into
previously designed canputer catalogue sheets and to proofread and

correct the computer copy . Funding has been requested in the 1984/85
budget to cover operational and capital costs .

OBJECTIVE
The objective of this project is to create an information management

computer system for artworks owned by, or loaned or rented to, the

Department of External Affairs
. This will result in a master inventory

which will document a valuable historical, cultural and monetary

resource and enable adequate and proper inventory control .

GOAL Inventory is to establishThe primary goal for the Fine Arts ProcJranme
a system for the registration and physical handling of artworks owned
by or loaned to the Department of External Affairs ;

As a consequence the following goals were established :

1 . a oanputer based information - management system
;

2. yearly loan agreements with the po

s

3. a slide library ;

4 . biographic files of artists in the collection
;

5. a manual of procedures ;

6 . secure storage/work space .



DESCRIPTION
The Fine Arts Collection consists of approximately 3,000 Canadian wor s

of art which are displayed in the public and representational areas of

official residences and chanceries at 122 posts abroad and at 7 Rideau

Gate and the Lester B. Pearson Building in Ottawa
. The Department also

borrows or rents artworks#, for display in Canada, fram the Canada
TheCouncil Art Bank, the National Gallery and the National Museu~ms-

Department began acquiring art for miss ions abroad in the late 1930's
.

These early acquisitions were carried out by a "Fine Arts Catmittee"
and guided and doctunented by the National Gallery until 1952 when the
Supplies and Properties Division of External Affairs became responsible

for the administration of the Collection
. In 1982 the Physical

Resources Bureau and the Fine Arts Ccmmittee established the Fine Arts
Programme and plans for a rcuseum record and maintenance system were

initiated.

Analysis - selection - application - reevaluation are the steps
follawed to establish a museun standard system

. Activities are the

responsibility of the curator
. Major activities include the

follawing:
a) analysis of existing records ;

b) selection of a canputer system ;

c) design of a data base
; research and correlation ~fer i~roa~freading

inputing the acquired information into the ~u
and correcting the data to make the system operational

;

d) evaluation of the system .

The activities will be carried out by MRPF and CHIN
. The result will

be an information managenient system which will make possible the
manipulation of a large volume of data with maxiTmzn flexibility and

minimi,m support staff
. This, in turn, will result in a master

inventory of the Department's art holdings
; the ability to better serve

the posts in relation to allocation, maintenance, restorationr~nts

conservation of artworks; the establfs~n~°~~ ly~l~ ~ility to

to better maintain the safekeeping o the collection . The
produce statistics .and research data relating t

o

daily user will be MRPF but information will ~~ have an ~ ë~n~ility

disseminated to all posts . The ~Pa~
to answer inquiries such as those received fran the House of Ccnmons,
the Treasury Board, Internal Audit and outside galleries and

institutions
. The project will be considered a success with the

production of a master inventory .



IMPLEMENTATION CONSIDERATIONS

The organization of this system will be an MRPF in-house activity . Up-to-date
inventories fran the posts will be used in the project but are part of MRPF's ongoing
function and therefore no change in activity will result . An education/awareness
program for ambassadors, administrative trainees and clerical staff makes mention of
the proposed computer inventory and posts will be made aware of the system through
inventory updates. If the requested funding or contract person are not made available
it will be impossible to institute the proposed system . The proposed canputer system
has already suffered delays due to CHIN's financial reorganization to cost recovery .

To delay the system further could have, lasting effects on . the very existence of the

Fine Arts PrograrrIIne and the Department's funding for the acquisition of artworks .

MAJOR STEPS AND TIMING

1 . Analysis of existing records.
2. Specification of required records & procedures .
3 . Interim organization of files & institution of

maintenance standards & procedures .
4 . Selection of ccmputer inventory system .
5 . Creation of data based - selection of fields .

6 . Design of data forms and manual .
7 . Information Entry on Data Forms .

8 . Data entry in carputer .
9 . Terminal becanes operational .

10. Printout of inventory.
11 . Proofreading of inventory (1) sequential

(2) by field

12 . Addition and/or correction of information .

13. System evaluation and changes .

14 . Depends on date point 7 begins .

15. Ongoing system.

RES(XJ12CE SUMMARY: ($000)

Dollars include salary, operating and capital .

Existing

New

Total Direct Costs !

Indirect Costs

83/84
PY $

6. 0

5. 0

11.0

84/85
PY $

.4 12.0

29. 0

.4 41 .0

I
85/86
PY $

ccmpleted
ccxnpleted
ccmpleted

canpleted
ccnpleted

6 no. (scheduled from Jan . 84
pending consultant approval )
2 no. (date to be determined)*
1 no . (date to be determined)*
1 week (date to be determined)*
6 no. (date to be determined) *

2 no. (date to be determined)*
Dec ./84 (depends on point step

7 begins )
* Depending on commencement of
Steps 7 and 8 .

TO i
COMPLETE

PY $

TOTAL
PRA7ECT
PY $

.6 18. 0

34 .0

7CII.-Vsâlary +

.6 52. 0

4

Future
PY

.4 27 .0*

.4 27 . 0

5 .0 system rental)



BENEFITS informatio
n The benefits will~toi~have

dollarf collection ltt~t isxnow documtiented in
system for a nultl r . ~~t~ will enable
a random, inaccurate and scanty manner .

accurate audit of the colleçtion, ~sn~~e a, consistent
and allocation planning and will permit roxmtely $27,000 a year

level . Econanically the system will cost ap
P

in salary and rental costs but there isostaff~m
e alternative

and 1~tl°r
effectively be carried out by one qualifie

d no secretarial and registry support.

project manager

` , ~- ~ ~J \qSc ~
- Date

i ~dr
Date



EAMP PROJECT NO. MR07

TITLE: procurement Control Systems and Automatio n

RESPONSIBILITY : Project Manager : R.K. Plowman, MRD
Project Officer : J.C. Stewart, Managemen t

Consultant, Management
Services Divsion

for service .

PRESENT SITUATION:
With the increased volume of procurement and shipnents to posts abroad
which have resulted fran the consolidation of programs in the
Department, MRD is concerned that the existing control systems within
the Procurement and Traffic Operations Section are adequate to handle
the additional transactions. Management of both MRD and MRM are
interested in the potential of office automation equipnent to assist
the section in increasing its productivity to meet the rising demand

OBJECTIVES :
The study has three objectives :
a) to evaluate and, if required,to recotanend irprovements to the

control mechanisms regulating the Department's furnishing inventory

for posts abroad ;
b) to assess and, if required, to recannend improved cat¢nitment

procedures for the shipment of goods to posts; and
c) to evaluate the potential for improvements in productivity through

the use of office automation equipment .

follows :

GOALS :
This project is sub-divided into three phases (A,B and C) which
correspond to the above three objectives. Goals for the phases are as

Phase A - Review and recatanend improvements to the Departmental

Furnishings Inventory .
Phase B- Review and recannend improvements to the material shipping

ccmnitment system .

Phase C -
Investigate and make recoimiendations vis-a-vis the use of

autanated systems for the functions .

DESCRIPTION
: question are largely confinedSince the systems in to the Procurement

and Operations Section of MRM, this study will focus on MRMP . As

systems rather than organizations are the subject~ére ~sdinérfaces
other organizations may becare part of the study major

are identified. seeks to document the Present control mechanisms
Phase one of the studygoverning the warehousing of Departrentally- furnished goods destined_

for posts abroad . These mechanisms include a~l account t~ernie the
volume of goods which can be stocked, a suspe 9ov ng



revenue needed to replenish stock, and an audit mechanism to verify

goods on hand
. Data to analyze these mechanisms will be obtaineo

fd
historical records, interviews with staff ~f ~ere ~possible, with
existing systems . Procedures will be cap

a

standard models of inventory controls
. If required, recczmendations

will be made on a new dollar limit, a method for determining an
appropriate limit, mechanisms to ensure financial control, and
procedures to ensure that stock levels on hand can be verified

.

Where financial changes are deemed necessary functional assistance will

be drawn from MRC and MFR .

IMPLIIMEDTTATION :
Although each phase of the study is related, each phase of the study is
sufficiently different that it could stand alone as a separate study

.

As one phase is canpleted, plans for the next will be clarified
.

The study is in turn related to a separate, broader study about~n~
conducted by outside consultants on Material and PropertY Manag

Interaction
.with and feedback fran this other study will be necessary

to avoid duplication and conflict . As the same organlzattitl~lfore
under investigation it is likely that there will be ccmp

e

access to staff time .

Although preliminary work on the study°has begun on a part-time
basis, work on Phase One will have to be deferred due to a physical
move by MRM to Hull and a peak in procurement brought about by a

Treasury Board-imposed purchasing deadline .

Since the study has been initiated at the Director General level and

sinoe
.the systems involved relate in a functional way to other bureaus

several groups will have to be briefed as progress is made
. Keepin

g participants informed will slow the Pace of the study but is absolutel
y

necessary to ensure successful implemsntation .

Although MFS is prepared to assist with implementation, responsibility

for this aspect of the study rests with the client . Formal MFS

involvement will end with the production of a study report covering

findings and recanm ►endations.

STEPS & TIMING :

Phase A leted

1
. Review the concerns of various organizations C~

(MRD, MRC, MRM, Mi2MP, MFF) with respect to

the Inventory Suspense Account; Feb. 3/84

2
. Identify and document all procedures and

policies relevant to the Inventory process ;
Mid Feb./84

3 . Determine the level of Inventory required t
o

meet the Account's objectives; and Feb. 24/84
4 . Evaluate the present control mechanisms and

,

if required make recamtendations for
improved control .
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Phase B

1 . Clarify managenent concerns relating to the
catmitment controls as they relate to the
shiFment of Departmentally-purchased goods
to posts abroad ;

2 . Document the existing conmitment control
system;

3 . Determine whether better oannitment control
procedures are required to ensure tighter
control of funds ; and

4 . If required, reco:nnend tighter control
procedures.

Phase C
Opportunities for use of office automation
equipment will be re-assessed in the light
of other Departmental initiatives .

RFSOUIKE SUMMARY : ($000)
Dollars include salary, operating and capital .

83/84

Existing - Phase A

Phase B

Phase C

PŸ $

.12 4 . 8

Project Manager

84/85
PY $

85/86
PŸ $

,3sY

M
COMPLETE
PY $

( .33 14.0 to be confirmed )

2 4c 2-619
a

TOTAL
PR0JECT
PY S

.12 4 .8

Future
PY S

( .33 14 .0 to be confir .
(to be determined)

l

p&4 , co /à-3
Date

(estirmted
to start in
March/April

1984 and
take 4 months
to carplete )

(to be
determined )

te



EAMIP PRfJJFXT D. MR08

TITLE
: Central Services Study

(Management of the LB Pearson Building)

RESPONSIBILITY: Project Managers
: MRD - K. Plowman

MGT - D. Small

PRESENT SITUATION: to
There are a nu<nber of administrative service functions pertainin

g the Headquarters building - provision of stationery, office equipment
,

accamlodation, telephones - that are organizationally divided between

various Departmental Branches, most notably the Ca
►munications and

General Services and the Physical Resource Branches, resulting ~ing
situation which leads to a confused environment for the client,

coordination difficult
. Also, it provides no clear location for

managerial accountability and control .
The Headquarters building operations and administrative services
activities are housed in several different Departmental Divisions

;

accamiodations and building maintenance and the telephone service are

part of the
.Ccnmunications and General Services Branch (MGP) ;

publishing, administrative publications and reproduction services are

in the Management Services Division (MFS)
; furniture and office

equipment supply, maintenance and repair, material distribution and
inventory, and general procurement of stationery and office supplie

s

parking and building
are found in the Physical Resources Branch (mRP) '

safety are in the Security Division (ZSS)
; and vehicle, conveyor, and

messengerservices are part of the Information System and Records

Management Division (MGI) .
Effective accountability for these Headquarters' administrative
services is becccning more and more difficult to achieve

. The recent

co-location of Trade with External Affairs, and subsequent movement of
staff within the Headquarters building, have produced an increased

demand for Headquarters administrative services . Thero riate to
organizational configurations may not be the most app

p

respond to this demand .

oBjECrIVE
' optimal DEA Headquarters' Administrative Services

To establish an
organization.

GOAL:goal of the study isto assess the current situation, define the

scope of Headquarters Central ~~icoplan~~~luation
organizational Model, develop an implementatio nactivity would be concerned
criteria and obtain approval. Subsequen

t with implementation of whatever is approved .

DESCRIPTION :

Phase I

A - An Assessment of the Current Situation :
This includes an analysis and review of the identified Headquarters'
office administrative functions, the issues and concerns related to



3S"G .

these programs, and the requirements and expectations of departmental
management and clients. The tasks to be carried out in this phase
include :
1 . Collecting and reviewing existing documentation and background

material for the study;
2 . Interviewing central services program area staff (approximately 15

interviews) ;
3. Analyzing the collected material, and preparing a brief reviewing

the present organizational configurations and concerns of the
Headquarters administrative service program areas ; and

4. Reviewing the brief with management of the Catmunications and
General Services Branch, the Physical Resources Branch, and the
Management Services Division .

B - Definition of the Scope of Headquarters Central Services :
Fran the assessment of the current situation, a number of alternative
organizational models should be reviewed, and the responsibilities of
the proposed organization identified. This will clearly outline the
scope of the proposed organizational model.
C- Develop¢nent of a recam¢nended Organizational Mode l
From the alternative organizational configurations a recarIInended model
will be proposed, outlining :
- the organizational policies, roles and reporting functions ;

- the personnel requirements ;
- the effects on existing program areas ; and
- the organization's proposed responsibilities.

D - Developirent of Implementation Plan and Evaluation Criteria :

This involves the preparation of a general inplementaticn plan for the
creation of the proposed organization, including a short description of
the tasks and approach to be taken .
Criteria for the short and long range evaluation of the organizational
effects should also be developed by the consultant .

E - Presentation and Final Report :
The final steps of the first part is the preparation and succinct
presentation of the study findings, recaRUnendations, implementation
plan and evaluation criteria, to be followed up with a final report .

Phase II - Implement the approved plan.

IMPLQyENTATIaN CONSIDERATIONS :

There are sane concerns respecting the material management function .

Implementation will require the consideration of organization, job

descriptions, classification and staffing
. Physical location will also

have to be considered .

MAJOR STEPS AND TIMING: Oct. 83 - Dec . 83
Phase I - Study and Recacanendations Januar

y AITM approval/Administrative Cttee. , Y

Phase II- Implementation Jan
. 84 - April 84

- Steps & Timing to be developé d

depending on approvals .



7 1 ; 1 r =~--- ---
~

) M.41

Dollars include salary, operating and capital .
SiJNIIMARY . ($000 )

I Indirect Costs

BENEFIZS :
= -Clarification of contacts for clients
- 9moothly functioning coordinated Headquarters administrative services

- Clear accountability for DEA Headquarters administrative revie w

- There may be sare PY and dollar savings arisin g

Proj ecV'1`fianager

project manager
Date



EAMIP PRWECT NO. MR09

Delegation of Authority to Heads of Posts for
Vehicle purchasing and Supplementary Furnishin g

RESPONSIBILITY : Project Manager: MRC D. R. Hill

Project Officer: MRCPE E. T. Galpin

PRESENT SITUATION:
Currently purchasing of vehicles and supplementary furnishing is a
Headquarters responsibility carried out by a vehicle and technical
services group in MRMA and for furniture by MRhP. Many vehicles are
indeed purchased locally by posts at the present time ; however, this is
done only on the basis of specific approval from Headquarters for each
transaction. Generally speaking, supplementary furnishings are handled
on the same basis to a sanewhat lesser degree .

GOAL :
To improve the effectiveness, efficiency and economy of post operations
through appropriate delegation of responsibility, control and
accountability to heads of posts .

OBJECTIVE :

i) Tb determine whether further delegation of authority in these area s

could appropriately be given to HOPs, having regard to the factors
of administrative efficiency, adequate oontrol mechanisms, econotny,
user satisfaction and feasibility .

ii) if a decision is made for further delegation, to establish policy,
procedures and implement .
The project will determine whether or not administrative
efficiency, economy or user satisfaction can be improved and by haw

much at what cost.

DESCRIPTION :
77w rking group is evaluating a review with a view to placing
recomnendations before the Administrative Cccnnittee by February 15,

1984. Depending on the outccme, a subsequent program of implementation
may need to be developed before further delegation could be

inTplemented.

INiPLEP1FIVTATION CONSIDERATIONS :
Assuming agreement on both elements, supplementary furnishings could be
delegated with only minor revisions to the Manual of Material
Management while vehicle purchasing would require about 2 elapsed
months with 1 person-month of effort to ccmplete .

MAJOR STEPS AND TIMING :
Phase I - SurveY and Report Witten Oct.83 - Feb .83

Study,
- Review/Approval by Administrative Cttee . Feb. 84

Phase II - Policy, Procedure Documentation and Post
March - Apr .84

Communication

Phase III- Assessment
April 1985



RESpURC E SUMMARY : ($000)
Dollars include salary, operating and capital .

I Existing

Total Direct Gosts

1 Indirect Costs

83/84
PŸ $

.1 7 .0 1

.1 7 .0

84/85
PY $

.1 5.0 '

.1 5.0 1

85/86
PŸ $

.1 5 .0

.1 5.0

TO
QOP4PLE .'TE
PY $

TOTAL
PRCNECT

PŸ $

.3 17. 0

.3 17 .0

Future J

BENEFITS : within
There is a potential of a reduction

contro
l Peaps

the unit which currentlY P
r

management function.
However there is a likelihood that workload increases would be experienced

at posts .

~.^ fi1.~,
pro ect Manager

Date

l i* . r qd- 3.
Ihte



EAMIP PRa7ECT NO. MR10

TITLE: Property Management Manual

RESPONSIBILITY : Project Manager: MRMS K.M. Pearson .

PRFSIIIT SITUATION :

The Property Management Manual has not been significantly amended since
1972 and is not applicable to the Department's current method of
operation. The AG Observation 14.130 underlined that the current
manual is out of date. Recent studies have raised policy issues which
need to be resolved in order to provide direction to headquarters and
posts .

OBJECTIVE :

To provide accurate and adequate policy and procedural guidance on the
management of post properties thereby increasing efficiency and
facilitating review of related activities .

GOAL:

To publish a new Property Management Manual by the end of 1985 .

DESCRIPTION:

The major tasks in the project include :

a. Definition and management of chapter writing (project manager)
b. Davelopment of new policies to incorporate into the manual

(functional headquarters elements )
c . Circulation of the draft manual/or caRment/criticisn/amendmen t

(project management MRD, MFD, AMA's )
d . Resolution of conflicts (Project manager through to AC)
e. Publication (MFS )
f. Assessing usefulness of manual will be done by MRD and Audi t

personnel taken together with Post and Branch catments .
g . Ongoing maintenance . Regular updating of the manual will be the

responsibility of MRD/MiàC/MRCP .

IMPLIIMF NTATION CONSIDERATIONS :
The policies required in the manual are clearly tied to many other
activities - the EAMP studies on post - branch management and the role
of MRD being the most significant . Approval will be required by MRD
through his BMC, MC8 through the AC, and ultimately USS (particularly
if there is disagreement in policy terms) . A blessing of sane issues
could also be required from TB .
Consultation will take place through participation in other studies and
allowing a full review of the draft manual . Information requirements
resulting fran these consultations should be satisfied informally .
Posts will not be formally involved in the project .
The need for coordinating the development of policies with all the
other studies will impose potential delays . Any indecision or
disagreement will require referral to higher levels for resolution and
this can take months .
Delay of the project will result in continued justifiable criticism
fran the AG and TB because of our inability to guide or monitor
property management at posts .

,u~+~._ ~~~~+-~G,-r~^ - -v~~s"'~-s~ _ . ~,_. i,-«•'-~ .. ~:,'
-
._.e.,:.~°-;.<+àLi~'~:s .a^rxd . .. . . _ _ . ~ -.



L

{

IMPLEMENTATICN CONSIDERATIONS
: all of MRD is affected

Primary impact is on posts although

potentially significant parts of the work of the AMA's an
d

MAJOR STEPS AND TIMING :

1 . Drafting separate chapters

2. publishing rough draft manual

3 . Review of draft

4 . Translation and final reviews

5 . Publication

RESUURCE SUrM'iARY : ($000 )

Dollars include salary, operating and capital .

I

L

Total Direct Costs

Indirect Costs

83 84 84/85 85/86

PY $ PY $ P,_-

1 55 .~ * 1 65 . 1 .25 19. 0

55. d • 1 65 .0~ .25 19 .0

2.25 139.0] .1 8. 0

2.25 139 . .1 8 . 0

BENEFITS: on propertY management
A ccxprehensive manual will reduce uncertainty ensuring
issues at posts and allow projects to flvw more smoothly

by
vide

proper information is provided first time around
. It will also pro

a basis to review post performance in terns of property management
activities.

1 ! ~~ (7)
Project Manager

Project officer

and
MFD.

Dec. - Mar. 84
May - Jure 84

July - Dec . 84
Jan. 85 - Sept. 85

Oct. - Dec. 85

TO TUTAL
COMPLM Pgp~7~ Future

PY S PY $ PY $

Date

~~ .'n...cc g,-~
Date



RESPONSIBILITY: Client for Consultant Study: MCB
Project Coordinator: EANaP Coordinator

PPJ3= SIZUATION :

Property management encxxtgasses the acquisition (buying, leasing,
renting), develogne.nt, maintenance and disposal of real property
including: needs identificatica ; priority and standards setting ;
planning; project management, monitoring, close-out and evaluation ;
maintenance planning and execution; inventory and condition reporting ;
and capital planning . This list is not necessarily exhaustive .

The way in which the Department manages its real property has been the
subject of critical observations from a number of sources including :

a) The Auditor General - In his 1982 Annual Report the AG observe d
that the Department should follow its own and TB procedures with
respect to property management, as well as develop and implement
guidelines for evaluating acccnmodaticn needs and priorities,
prepare feasibility studies and oust benefit analyses for projects
and enforce project close-out regulations .

b) The Public Accounts Ccnmittee - In its report tabled in the House
of Ccammns in October, 1983 the PAC accused the Department of
serious mismanagenient of Crown-oane3 property abroad and
recarme.nded that departmental officials negotiate more apprapriate
rules to govern property acquisition with TB officials .

c) The Treasury Board Secretariat - In delaying consideration of the
TB Surmission on the Department's ICng Range Capital Program, the
Treasury Board Secretariat pointed out that DEA needs to outline
its total inventory of properties, including a method o f
evaluation; discuss accommodation standards ; and address the itnpact
of selected capital strategies on operating costs, among other
things. The TB letter conveying this information also indicated
that Treasury Board Ministers have recently been concerned with the
rationale used by DFA in deciding which capital investments are the
highest priority .

Several projects have been initiated by the Bureau of Physical
Resources to address the observations of the Auditor General and
these will continue . However, it is felt that this response may
not be seen as addressing the overall property management issues
which underlie the concerns expressed by the various authorities .
To ensure that no fundamental issues are left out in the
inprovement of the overall praperty management function, and that
the Department is seen to be doing everything that is necessary, an
overall objective review of the function is re ;ui red.



tOBJECTIVE
: emenThe clear, concise and ooc~rehensive enunciation of property m ~-ina9

activities and responsibilities within the department to allaa maximIIn
support for delivery of the departmental Program, while caplying with
all rules and regulations of property management-

GOAL :
- To document the current property management system .
- To identify and classify problems and opportunities for improvement

within the existing system-
- To establish a set of regulations and authorities suited to the

Department's real property environment .
- Identify issues and problem areas not addressed by current

Departmental initiatives .
- Sunmarize and recaimend additional =Provenent opportunities .

DESCRIPTICV: consulting fizm who will carryThis ~~ect is being undertaken by a

out the following activities :

and
1. determine how DEA's property management sys aed~ to

functioning now, including roles and responsibilitie

s all activities at Headquarters; determine if the function is

adequately resourced .

2 . identify all the problem and issues related
.to the property

management system by :
a) reviewing all the internal and external (AG, PAC, TB) reports

and other docLunentation relating to property management '

b) interviewing D A personnel at all levels including ArM'st
selected Heads of Post, Foreign Service and commerce Officers
and administrative staff

; 3. determine whether there are central agency or departmental
regulations or authorities which are not applicable in the
successful conduct of activities in property management and
reeaomend a course of action to resolve any problems identified .

4 . ccapare DEA's property management system with other departments

(e.g. DND, PWC) .

5 . define the property naunagens--nt Prcblems of the Department .

6 . determine whether the imProvement projects already initiated in the
Department are sufficient to rectify the problems ; and if .

necessary. identify other options for addressing the proble~ ; and

7
. present the options to the client for consideration with estimated

cost and time requirements for the reconmended activities in each

option.

TmpLpmF,NATICN OONSIDERATICKS :
Work on this project will have to be tied in with the following
projects also being undertaken in the Physical Resources Bureau :



a) Facilities Planning and Delivery System;
b) Physical Resources Roles and Responsibilities ;
c) Guidelines for the Evaluation of Accanmdation ;
d) Project Ccnpleticci Report ;
e) Property Management Manual ;
f) Property Management Information Systems Fnhancerient ;
g) Works of Art Inventory and Management ; and
h) Materiel Management System Feasibility Study .

There will also be linkages to the Brandi and Post Management project .

In carrying out the project verification of problems as well as rules,
regulations and responsibilities will be required with central
agencies. Review of property management systems in other government
departme.nts may be beneficial and in addition, information will be
required on property management at posts .

The client for the project is the AEM administration who should receive
all progress reports and requests for approval on aspects of the
project as required. Delaying this project could have embarrassing
implications vis-avis the expectations of the Auditor General and the
Public Accounts Coitmittee . Most importantly delaying the project wvuld
hinder the departrnent's effort to ensure quality management in this area .

MAJOR STEPS AND TIMING : 1984
1. Study start up January 16.
2. First progress meeting February 3 .
3. Document systen February 17 .
4. Identify issues February 17 .
5. Second progress meeting March 2 .
6. Assess regulations February 24 .
7. Review other systems February 24 .
8. Specify key problers February 24 .
9. Third progress meeting March 30 .

10 . Assess initiatives and determine additional
efforts required .

11. Draft report
12. Final repor t

RESOURCE S( MMAiZY : ($000 )
Dollars include salary, operating and capital .

March 30 .
April 13 .
April 27 .

83/84 84/85 85/86
TD

QONPLEI'E
TOTAL

PRO= Future

Py PY PY PY PY PY

Existing

New

19 .6 7 .7 27 . 3

Total Direct Costs 19 .6 7 .7 27 . 3

Indirect Costs



I

BENEFI
TS

' objective assessment of issues , problei~ and
The study will ensure an t~„ri~ regard to management of
i~rovement initiatives in the Departrnen

will be
real propertY. Re~ eT~tions for other i~~ ~ is . The eventual
justified in an action plan with oost benefit analys _

benefit should be a confidence within and °Litside the Def-.2 ashio
nthe real propertY function is operating in a sound maz~ag

2L
Date

Client

i



EAMIP PROJECT NUMBER MR1 2

TITLE : Materiel Management System Feasibility Study

RESPONSIBILITY : Client for consulting study : MCB

Project Coordinator : EAMIP Coordinator

PRESENT SITUATION :
In 1979, an overall organization and management study was comunissioned
by the Department. One of the observations of this study was that the
materiel management activities of procurement, warehousing and export
shipping were segmented into several divisions within headquarters. In
some cases these organizational arrangements were causing uneconomical
use of resources including the inefficient use of specialized
management personnel to address these activities .

As a result of this study the USSEA coinnissioned the Management
Services Division to undertake a more detailed study of departmental
materiel management activities . This study was completed i n
January 1980 . Although soue of the reccctutendations of the study were
acted upon, it did not gain widespread support within the Department .
A more recent factor contributing to the materiel management concerns
has been the consolidation of foreign operations from other Departments
with those of the Department of External Affairs . This has caused a
significant increase in the workload of materiel management. There are
also problems in the materiel inventory area. Procurement alone
involves over $15 million of expenditures annually, while warehousing
and export shipping account for approximately another $15 million .
Although these are the two largest activities, there are also others .

In view of the previous concerns expressed about materiel management,
the additional responsibilities resulting from consolidation, and the
significant resource levels involved with this activity, a project to
investigate the feasibility of improving the existing materiel
management system is deemed to be warranted . The Department feels that
there may well be an opportunity for specific savings as a result of
this study. Personnel to undertake this study must have demonstrated
specialist expertise in the materiel management field .

OBJECTIVE :
The clear, concise and conprehensive enunciation of materiel management

activities and responsibilities within the department to allow maximum
support for delivery of the departmental program, while ccmplying with

all rules and regulations governing materiel management .

GOAL:
The goal of this project is to:

1 . Document the existing materiel management system within the

Department. This includes review of existing documents,
interviews in the department and canparisons with other materiel
management systems ;

2 . Identify improvements which might be made to the existing system;

3 . Recarmend courses of action to implement these improvements with
estimated cost and time requirements .



DESCRIP'IZCV: with potential in~pacts in
The scq~e of this project is deP~nt-wid

e with reoc~mendations forall areas . The product will be a report

acticn as necessary
. The longer term aim is to ensure that the best

possible materiel management system is in place given the operating
environnent and the rules and regulations whiàz mist be followed

.

IMpI,IIm=WTTATION CCUSIDERATICNS :
Work on this project will have to be tied in with the follvwing
projects also being undertaken in the Physical Resources Bureau

:

a) Physical Resources Roles and ResPo :isibilities
;

b) Materiel Management - Procurement and Shipping ; of vehicles
c) Delegation of AuthoritY to Head of Post for pur~e

s

and supplesnentary furnishings; and

d) Review of Real PropertY Management in the Department
.

In carrying out the project verification of problems as well as rules,
regulations and responsibilities will be required with central

agencies
. Review of materiel n~anagement systems in other goverr~ent

departments may be beneficial and in addition, information will be

required on materiel management at posts .

The client for the project is the ADM Administration who should receive
for approval cn.asPects of the

all pra3ressreports and requests s project could mean that inventories
project as required. Delaying th

i
for headquarters will not be maintained adequatelY and other aspects of

materiel may not be addressed .

1984
MAJOR STEPS AND TINBNG a

January 16 .
1. Study starts February 3 .
2. First progress report February 17 .
3. Systen docMentation March 2 .

4. Second progress meeting March 16 .
5. Identify Potential imProvgments March 23 .
6. Identify alternatives March 30 .
7. Third Progress meeting April 20 .
8. Draft report April 27 .
9. Fourth progress meeting May 11 .
10 . Final report



RESoURCE strsMArM : ($000 )
Dollars include salaazy, operating and capital .

TO TaM

83/84
Py

84/85

Py

85/86

Fy

CaMPLEPE

Py

PRWECr

PY

Future

PY

Existing 20.0 17 .8 37 . 8

New

Total Direct Costs 20.0 17 .8 37 .8

Indirect Costs

BENEFITS :
This jective review of materiel management in the Department will
result in a specification of at new arrangements may be necessary and
a oost benefit analysis of proposed options . It is hcped that over time

savings may result in this area .

Client
Date

z& . /s!Ae3



EAm,p pg0uECT NO . Ngt13

property Management Znformaticn Sjisten Fnhancenent
TITLE :



COMMMICATIONS AND GENERAI. SERVICES



TITLE: Word Processing Review

RESPONSIBILITY: Project Manager : A. D. 9m11 (MGD )

Project Officer: B .,Macvicar (MGDW)

DESCRIPTICU: See MIS Secticci
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EAMIP PR0.TECT NO. MG03

TITLE : Departmental Teleconmunications Policy

RESPONSIBILITY : Project Manager: D.G. tidoods (MGT )

Project officer : to be determined (see Resources
Section)

PRESENT SITUATION :
A departmental telecannunications policy does not exist . The

Department of External Affairs is a lead department in the field of
telecommunications - 5th amongst some 90 major departments and agencies
in staff and resources . It is also the program department for
representatives abroad of all other goverranent departments . A clear,

concise and approved telecannunications and security policy is required
to give credence to and authority for the management of the Canadian
Diplanatic Camunications Services (CDCS) . A departmental mandate is
required by MGT so that objectives are maintained, technology is
effectively employed, unnecessary duplication of effort and financial
investment is avoided, and conflict of parochial interest disappears .

In short, what is required is a statement on "who does what for whan,
how and when it is done?" .

A departmental telecommunications policy must be clearly enunciated

throughout the Department . To date no clear policy or even general

knowledge exists of the valuable resources currently available in MGT

and amongst its 400 staff nor of MGT's multi-faceted responsibilities,

which have either been assigned or assumed . These responsibilities

cover everything from photographic duplication to royal visits

telecaaanunications coordination - all without a clear senior approval .

What needs to be done now, and has been needed for many years, is to

put function into form, acknowledge the facets and receive official
sanction for each area of endeavour within the perceived and real

responsibilities of MGT. A project assigrIInent within MGT, that is

properly supported and resourced, is required to draft and present such

a policy for senior management's approval .

The Departments of Communications, Supply and Services and others send
messages directly to our posts without consulting appropriate parts of

External Affairs . If a single responsibility centre (i .e., External

Affairs Telecatmunications Division) is given the mandate for
international communications, thousands of dollars could be saved

annually .

OBJECTIVE:
The objective is to define for MGT, other departmental central services

and the custaner (External Affairs and other government departments) a

mandate including, the extent of responsibilities, the level of the

authority of telecommunications management and the reporting

relationships within and outside the Department .



GOAL:
The goal is topull together a seriously disjointed technological
revolution being experienced by the Department% provide parameters for
staff and financial resource allocations and provide direction, not
only to the teleccnmunications organization itself, but to the

Department as a whole .

DESCRIPTION: ams or responsibilityWhile NGT would be the project focus, such progr

areas as admin. support, security and intelligence, management
services, word processing, EDP, defence relations, consular affairs,
Manpower and Immigration and CIDA would be affected either directly or

indirectly by one or rmre services presently being provided by WT .

This project wou
ld address questions of national and international

responsibilities in camnunications and technical security, Personnel
safety, chancery security, crises management and emergency

preparedness, and many others . In most cases the project officer would

gather existing poliçy and formulate a consolidated document . This

document would have an executive sunmary and associated policy
statement, accompanied by an extensive administrative support document
which would give definition, responsibilities, reporting relationships

and administrative practices. The policy would serve as a guide to
those directly involved in the provision of telecannunications
services, MCB and the branch form an administrative support perspective
and the custcmer or beneficiary of one or more MST services .

IMPLFMENTP,TICN CONSIDERATIONS :
This project relates directly to any other unit having to do with
office automation, technological support, security ors t centra

l otherssu~rt
.

Divisions such as ZSS, ZSI, MFS, MGI, MRD, ~ ► amongst

oconstant associates in most programs
. The scope organization

responsible for everything fran secure word processing, telephone
systems, ccnmunications security to telecannunications coordination for

Royal Visits is wide, and touches upon many other goverrment
departments and provincial organizations . once campleted the policy

document will need to be approved by the Executive Cannittee, having

been cleared by the EDP and the Administrative Ccmmittees .

Consultation in the form of interviews, research, discussions,
round-table forums and instructional sessions, will be continuous and

wide throughout the project . Posts will not have heavy input int
o
velop

paper at this time, although the project itself may ver y

needs in many areas as yet unideront~ifdiWd~d ~ p~lished probably as a
The policy once drafted and app
circular document for all to read and would remain in effect as a
reference and consultative document until revised .



The constraints affecting a successful completion of the project would
be slow or frozen staffing of the Projects Officer position, other
priorities for which the project officer and Director are responsible
and lack of support by senior management . The consequences of delaying

the project will be a continuation of the current situation which lacks
direction, focus and central control .
The completion of this project is very mich dependant on available
staff and priorities within IrGT and the Department. One other similar

exercise in this Department took two years in a unit that had no
operational responsibilities . We find these demands bear heavily on

control.staff tine and resources totally beyond division=

TIMING•MP,TOR SEPSND Jan.-Apr./84
1 . Consultations May-Jure/84
2. Drafting of Paper sept./84
3 . Approval by Executive Connittee

4. Dissemination of M~T Mandate Document oct
./84

5 . Review & revision if necessary Sept
./85

RESOURCE SUmMARY : ($000 )

A project officer is needed and team members from MGT• The Division

has a "Projects" officer position to which this project could be

assigned if staffing approval were granted .

Dollars include salary, operating and capital .

83/84
PY $

Existing

New

Total Direct Costs

Indirect Costs

84/85 85/86

PY $ PY $

.6 25. 0

.6 25. g

.25 25.0

TO
COMPI.ETE
PY $

TOTAL
PROJECT
PY $

.6 25 . q

.6 25.a

.25 25 . q

NOTE :
An approval to staff the Projects Officer position is required so that

the project can be carried out .

BENEFITS: policy would be that IrGT would
A. The benefit of a telecantunication s

have a mandate and a sense of purpose and a direction .

B . The Department would be able to measure IrGT's performance
.

O. There would be a departmental focus for telecaurntnications
technology and a responsibility and resource centre for the new

world of "informatics" .

D. Econanies of scale would be imz
►ediately appreciated by establishing

conformity, avoiding duplication, consolidating services, etc .

Future
Y $P

I



project officer



EAMIP PROJECT NO. MG04

TITLE: Iriproving Radio Comnunications

RESPONSIBILITY : Project Manager: MGT, Mr. D. Woods, Director

Project Officers: To be determined ; see new

person-year requirements

section below.

PRFSENTT SITUATION :
Sowe Canadian diplomatic posts in specific areas of the world are still
unable to catminicate dependably with headquarters and their personnel
outside the chancery during periods of social unrest and political
insurrection. Such local crises frequently disrupt or close the
coaTmercial cantunications networks normally used by posts (e .g ., telex,
telephones, etc.) . Consequently, headquarters and posts nust rely on a
back-up system such as radio . Other countries have extensive
facilities in place at their diplomatic missions . On occasion (e.g .
Grenada) the Department's official spokesmen and the Ministers have
been unable to respond adequately to questions about the well-being of
Canadian nationals caught in a dangerous local or regional conflict,
because nornal conmercial conmunication links were cut and no back-up
means were readily available . In some cases Canada has been forced to
rely on other governments for civilian and military information .

In 1 980 the heightned tensions in the Middle East (e .g. Tehran) led to
the completion of a back-up network of radio connunication between five
Canadian posts . Since then, several back-up stations have been added,
in an incremental and ad hoc fashion, at our posts in Warsaw, Lagos,
Abidjan, Mexico and Guatemala . This work was done without a formal
departmental policy or overall plan regarding emergency radio and radio
teletype facilities and without additional person-year resources
specifically assigned to manage and to impler.ient these activities . The
Treasury Board has allocated funds to the Department for the
acquisition of radios and equipment ; however, related requests for
staff have not resulted in new person-years .

The Department now has in stock more emergency radios, radio teletype
systems and related equipment than can currently be distributed or

used ; the actual deployment of existing equipment is not being reviewed

and there is no carQrehensive plan for a thoughtful extension of the

radio services . In the meantime, steady demands from posts are being

received and MGT (Teleco[tnunications Division) cannot at present
analyse these requests or put them into priority based upon need (most

1 9 E2 requests remain unanswered) . The maintenance of existing

equipment is also not as adequate as it should be . In short, the

Department has the money to purchase and maintain radios of all types ;

but because of inadequate personnel resources, it is not currently
planning, managing, or implementing an effective radio service.



317,

OBJECrIVES: rtrnent's abilityThe objective of this project is to improve the DflP a

to con-nunicate with posts, and to ensure that certain missions have the
necessary back-up radio system to enable then to carmunicate with their
staff in the field or in staff quarters, particularly during local or

regional emergencies .

GOALS :
The folloaing are the specific goals of this project :

- a radio progra.n ► be officially acknowledged as an essential
element of the telecommunications requirement of the Department

;

and
radio system

- appropriate upgrading and extension of the tback-up plan,
take place, by providing MGT with specla is

implement and manage the emergency radio nebaorks .

DESCRIPTION :
This project would affect, to a greater or lesser degree, other

activities of the Department
: security, personal safety' consular

services, information services, general relations
. Besides pmviding

personnel resources dedicated to this project, it will be necessary to
train the staff at posts about the proper use and upkeep of the*

equipment. It will also be necessary to review the rules and
regulations concerning the use of radios, particularly with speunitto
general administrative activities at posts

. A snall specialist
asolidating the fourwithin MGT would be responsible for con rate

radio operations currently existing in the Departr~ent : pe

safety, local and international emergency voice, radioteletype and

protocol systems .

IMpLEMENTATIOrI CONSULTATIONS :
Intra-departmental consultations are necessary to plan and invlement

this project
. MGT normally seeks to identify the needs and priorities

as proposed by the Depaztinent's geographic bureaux regarding posts

likely to require a stand-by radio system . ZSS prové~~Tdepartments

priorities for personal safety systems and other go v

(UIrA, DND, F&O and DOC) sanetimes inquire as to the methods of

communications available in the field
. If MGT does not obtain the new

person-year resources re9uested, this project cannot be carried out in

an efficient and effective manner
. The existing workload and staff

ratio in IKGT is such that a re-allocation of personnel resources would
have severe implications on other important operations of the

flepartinent
. if this project is delayed, certain posts that need radio

systems irnnediately will not be able to obtain them
.



MAJOR STEPS AND TIMING:

1 . Staffing of unit devoted to eriergency radio service_ December 198
4

2. Review of existing back-up communication systems at post s
- March 19t3 5

3. Developznent of plan to extend' radio services to specific posts,

i.e ., priority list - September 1985

4 . Preparation of training schedule - October 198 5

5. Implementation of plan to provide radios to certain post s
- December 1985

6. Evaluation of extended and up-graded radio service and network s

- March 198 6

RESOURCE SUMMARY : ($000 )

Dollars include salary, operating and capital .

TO TOTAL

83/84

PY S

84/85
PY S

85/86

PY S

COMPLETE

PY S

PR0.7ECT

PY $

Future
PY S

Existing 200 . 250 . 45U.

New 3 .0 109. 1 .0 33. 4 .0 142.

Total Direct Costs 3 .0 309. 1 .0 283. 4 .0 592 .

Indirect Costs

BENEFITS :
The major benefit of the project is a more rigorous approach and an

innprovement in the Department's ability to provide dependable

cormunications to posts abroad . Other activities at posts such as

security, personal safety, consular service, general information would

be enhanced . Morale at posts would be boosted . Canada would have an

independent means of camunications during emergencies and not be

forced to rely on the information facilities controlled by other

gavernments .



the Departrieent and the Ministers

During a local or .=egional emergency' public and Parliament moreCanadian p ~und and
would be able to infoan t~t the actual situation on the 9

accurately and im*.~ediately
~

about the status of Canadians there '

Project officer

Date



FAMIP PRQ7ECT NO . NY;05

RFSPONSISLITY : Project Manager: MT; Doug Wk ods

Project Office.r : 1-GT; Mr. L. Bourque

PIU= SITUATICN : ~
The management requirement is to establish a new senior conmnmications
classification and to identify the location to which these positions

would be assigned. This review has becaiie amandatory requirement

because of the expanded role of the Department and because of an

explicit request by senior officials of gove .rranent. VAile agreement in

principle has been received fiaa the former ADM (Personnel), Treasury

Board, and other current or former senior departmental officials,
little progress has been made since June 1983 because of a dearth of

personnel in MOT to assign to the task . For interim assistance, M3T

has two telecanrnmications specialists on a one-time loan under a

mermranc3um of understanding with D .N.D . ; pending foimalizing and

irplementation of the comnnicators' positions, there is increased

urgency for this project . Coincident with the Department's MU

initiative, a manber of the telecarnamications staff had begun to plan

a project .

GOAL:
To put into place a new level of telecamminications operators with

greater responsibilities and new duties .

DF.SGRIPTICU :
The project touches such diverse units as personnel, security, staff

relations, Treasury Board, Privy Council office, office of the Prime
Minister, Department of National Defence, Public Service Alliance (CM

I,ocal), the Telecanrnuzications Division, the Administrative and

Executive Conmittees. The administrative support program

(Communications and Security) of the Department is most closely
affected and by extension will provide the personnel to camplete this

project. The project is not considered ccaplex and is expected to

involve the redefinition of sane existing senior CM positions at

selected posts and in Ottawa. It also will require the writing of new

job descriptions and conclude with a classification exercise. Later

activities will be a selecti,on or pranoticx : process .



The participants necessary to do this project, besides the project

manager and officer, are Messrs. Lapointe (APS) and Scott (ABC)
. The

project will result in the fulfilmPnt of a ca m i~t~n pt~sY theel ~nt

to establish a level of carnunicatiorss opera
taken on ~~ staff .

recognition of additicnal responsibilities being
will boost

The staff side will, of course, welcorm this l~t~rti
tunities . The

morale in a sector not known for
manY of the operations

job package will affect on all operational segments

branch of MT and more specifically the CM-6 and C M-7 ranks. A ripple

effect will possibly extend to the recruiting process by opening uP

scrm prarotional opportunities .

IN MEMEt7TATION OCMIDERATIONS: t concerning job
This project is related to other wcsk in the DeParbnen

enrichment of support positwns . Other dePartments are not involved in

the project to any great extent . The
Executive Carmittee should

authorize and stimulate this classificatica project. It may be

necessary for the project manager to brief the Executive Carmittee o
n

this project. Final inple nentaticn would include
consultations between

classification and staffing personnel and MT staff . The

organizational changes will be largely internal to the division
.

This project shauld not affect current departmental operaticns or

progran delivery, but may have a negative inpact on certain new

initiatives . Coazstraints that could i wrper catipleticn of the project

are a failure to identify an appropriate classification category, lack

of various approvals, delays in staffing action, ar4 lack of available

persoruiel. The consequences of delaying t
he project will be a failure

to discharge a departmental undertaking to ccnplete this work and the

lack of progress of a major program.

MAJOR STEPS AND TIMING : /84
a Gather all available data on duties and ~

./83-Feb .

responsibilities
b) Identify locations and positions to be reclas- Jan

. - Feb ./84

sified Mar . - May/84
c) L~aft suitable job descriptions; June/84
d) Review;
e) Classify
; July - Sept ./84

f) Sponsor a canpetiticn and coordinate staffing ; ~
:

5
g) Fill positions.

3'V:1 .



RE50[JRCE SUASMARY: ($000)
Dollars include salary, operating and capital

Existing

New

Total Direct Costs

Indirect Costs

83/84
PY $

.2 6 .0

.2 6.0

84/85
PY $

1 30. 0

1 30. 0

.25 1o.g

85/8 6
PY $

I

TD

QOMPLE.TE

PY $

TOTAL
PRQTECT
T $

1 .2 36. a

1 .2 36. 0

.25 10 . 0

NOTE :
There will be increased costs for the salaries of the incumbent s

of the new positions . It is not known at this stage, however, the number

of new,positions to be created or the salary levels . Therefore, suc
h

an estimate will have to be made later .

BENEFITS: ~ tion andThe project will enrich and enhance the ca~unicators pos i

career prospects .
A new level of operations personnel in the telecontcainications area
will allow the Department to dovetail its operational ccnanitments i

n

a small and specialized field of telecannunications with those of other

goverranent departments.

Future
P $



EAMIP PRUTECr No. MG06

TITLE
: Records Management Work Plan

RESPONSIBILITY : Project Manager
: NGI ► E.H.A. Bergbusch

Project Officers : MGI ► B. Wielheesen, M. Hutton

PREsENr SiTUATION: leted a majorDuring the past two years the Department has camp

reorganization, assumed new responsibilities and gr~ ~ éidgertrade) .
through the integration of new organizational canpo

These developmrnents have had important implications for the records,
mail and messenger services of the Records Management Division

: the

range and volume of records management has increased substan~lt~iiderablya
the workload of the mail and messenger services has gr~n of
These increases in the division's work have occurred during a perio

d restraint, which has restricted the acquisition of additional staff
.

Scre years
ago, senior management authorized the establishment of an

online information system for the classification ~ieval of the
lementation o f

Department's substantive records . The first
p

this system, involving principally political and econanic records, will

be corrpleted shortly
. The implementation of subsequent phases,

including the extension of the system to additional categories of~ta
records and the establishment of auxiliary services and specia

l

banks, remains to be done
. The implementation of subsequent phases

will require additional resources and a renewed ccannituent fran senior

management.

The Records Management Division requires a work plan to coordinate its
work effectively and to obtain a mandate fran senior management

. The

work plan will include a portfolio of projects and the develogrent of a
plan for their phased and integrated implementation

. Sare projects

have already been identified and described
; several are already in

progress
. Work is currently proceeding with the identification and

description of other projects (see Annex A)
. A canprehensive plan for

the implementation of the projects remains to be developed
.

CBJECrIVE: of ► a Records
The objective is to develop, and to obtain approva

l Management work plan that will provide direction to the division
;

enable it to increase the efficiency and effro~vi~sservi lces to
operations; and a1lc~► it to maintain and imP

Departmental clients
. An approved work plan is to be in operation by

January 31, 1984
. At that time, this objective will be updated based

on the approved work plan .

GOALS' acquisitions into the Department's
The goals are to integrate new fil

e file classification system and records operations
; to extend full



records services to key organizational components ; to maintain and

improve the level of records, mail and messenger services; to increase

the efficiency, effectiveness and economy of operations of all three

services ; to provide for progressive canpliance with Goverrunent records
management policies (Chapter 460 of Treasury Board's Administrative

Policy Manual) ; to prepare reccnmendations for the further develognent
of the online information system ; and to obtain a mandate fran senior

management in respect of the system's future application and

extension.

DESCRIPTION :
The task requires the establishment of a portfolio of projects (see
Annex A) for the Records Management Division and the development of a

ccmprehensive plan for their implementation . The project requires the

identification and description of specific projects, the identification

of the resources required, the assignment of responsibility for their

inplementation, the setting of priorities, and the preparation of a

calendar for the project's canpletion . Various staff in the Division

will be assigned responsibility for drafting detailed descriptions of

each project. The Director and Deputy Directors of MGI, after
reviewing and approving individual project descriptions, will prepare

the overall work plan . The plan will be presented to the Director

General, Communications and Central Services Bureau, and to the
Assistant Deputy Minister, Administration Branch, for approval.

IMPLEMENTATION CONSIDERATIONS :
The implementation of several projects will require consultation with
other divisions and in some cases with other departments . For example,

the project for the identification and storage of essential records
will require consultation with ZSE and Energency Planning Canada on the
Department's role in the goverrIInent's overall energency plan and on the
identification of the Department's essential records. Treasury Board &

Public Archives will need to be consulted on specific measures required
to achieve camplianoe with Goverrunent records management policy. Other

divisions will need to be consulted during the development of a
comprehensive inventory of Departmental record holdings . Negotiations

will be required in some cases to extend the Record Management
Division's control over records not now under its jurisdiction and in
respect of the conversion of trade records to the External Affairs'

file classification system . The development of recarmendations
.for

senior management for the future application and extension on the
online information system will require extensive consultation with

records users throughout the Department .

The project for the review and standardization of records and mail
forms and procedures will ultimately result in the develogrent of
instructions with application to the Department and posts abroad.

Resource constraints will delay the canpletion of some elements of the

work plan and could prevent the completion of others . The work plan

will be periodically reviewed and adjusted, if necessary . Further

projects will be identified, described and incorporated as the work

plan proceeds.



MA7C t STEPS AND TIMING :

i) Identification of Projects Dec . 12/83

ii) Detailed Project Descriptions Dec. 19/83

iii) Review and Approval of Detailed Projects Dec. 30/83

iv) Preparation of Work Plan Jan . 9/84

V) Presentation of Wbrk Plan and Portfolio of Projects

to Director General, Communications and General
Services Bureau, and to Assistant Deputy Minister,
Administration Branch, for Approval Jan. 16/84

vi) Revision and Final Approval . Jan. 31/84

vii) Submission of the work plan as corrpleted Feb . 15/84

project.

NOTE : workplan now exists in draft form with well detailed projects .

RESOUFiCE S(JM[yp,RY: ($000)

Dollars include salary, operating and capital

The resource sumnary includes only the resources required to identify,
describe and obtain approval for the initial portfolio of projects and
to develop and obtain approval for the Records Management work plan .

The resource implications of specific projects will be spelled out in

their descriptions. The re.ccmniendations for the future application

and extension of the online computer programs will have important
resource implications, which will only beccme clear as the
recaamendations are developed . They will be described in detail when

the reccmmndations are presented to senior management for
consideration .

83/84
PY $

84/85
PY $

85/86
PY $

TO

COMPLETE

PY $

TOTAL
PROJECT
PY $

Future
PY $

Existing .15 5.6 .15 5. 6

New

Total Direct Costs .15 5.6 .15 5. 6

Indirect Cost s

BF1NEFITS :
The el tion and imQlementation of the worlc plan will enhance NGI's
ability to achieve the goals described above . Several members of the

division will have gained valuable experience in organizing an d

planning their work as specific projects .

Y.-, . .

pr&iWct Officer

Project"Mânager

z. I % -2-\ 'T
Date

ZZ



PROJECT

MGI 001

MGI 002

MGI 003

MGI 004

MGI 005

MGI 006

MGI 007

MGI 008

TITLE

ANNEX A

STATUS

MU 1 Jcdl.ISLICdt Information Project described and in progress .
System To be completed February 29, 1984

Conversion of Trade Records
to . • 1= Fairs
Classification Syste m

Inventory of DEA Records
Holding s

Master File Inventory
(On-line) File Tracking System

Identification, Selection,
Storage and Maintenance of
Essential Records

Integration of Non-MGI
Records

Mail Management On-line
Data Base s

Extension & Further
Development of On-Line
Information Search & Retrieval
System

Project described and in progress .
To be completed June 30, 1984

Project description to be completed
by December 19, 198 3

Project description to be completed
by December 19, 198 3

Project described and forwarded to ZSI
for comment . Prerequisite i s completion-
of Project MGI 003 . To be completed
March 31, 1985

Project description to be completed
by December 19, 1983 . Prerequisite is
completion of Project MGI 003

Project description to be completed
December 19, 1983 . First phase of
project already underway .

Project description to be completed
by December 19, 1983 . Projects MGI 002
& MGI 003 impact on this project . To be
completed by September 30, 1984 . .

PROJECT OFFICER

B . Filion

A . Désormeau-x

L . Chartrand

D . LaFranchise

B . Wiélheesen

J . McLaughlin

J .H . Meilleur

M.J . Hutton



ANNEX A (con't )

MGI 009 Review and Standardization Project description to be completed L
. Chartrand

of rcecur ua wria i 1 Forms & by December 19, 1983 .

Procedures

i983to be completed L . Chartrand
MGI 010 Inventory of Non-Paper Projecdescriptio

n
Recor,i- by December 19,



PRQTECT NUMBER MG07 . 1

TITLE: Modernization of telephone services for the
Goverranent of Canada in Ottawa-Hull

- ENHANCED E CCCHAIVGE WIDE DIAL (EEWD) SERVICE

RESPONSIBILITY : Project Manager : A.D. Small (MGD)

Project Officer : L.G. Stewart (MGDT )

PRESENT SITUATION : I
Treasury Board recently approved an agreement between the Government
Telecottmunications Agency (GTA) and Bell Canada to provide
state-of-the-art digital telephone service for approximately 90,000
federal government users in the National Capital Region . This
Department has supported the project from the development stage . In
fact, the planning is conplete for the implementation of the system in
the Fontaine Building (Hull), the second building in the Ottawa-Hull
area to be connected to the new system early in 1984 .

OBJECTIVE :
To install a sophisticated Canadian developed telephone service with
the latest digital technology in the Pearson building and Rideau Gate .

GOAL:
The new system will be introduced in three phases during 1984-85 . The
final phase involves the reconfiguration of the station equipnent which
will provide each telephone user with EEWD features including
"touchtone" . A Branch by Branch review of departmental telephone
requirements must be canpleted well in advance before approving the
final reconfiguration to ensure an orderly, efficient and
cost-effective introduction of the new service . This review will
respond to concerns already raised by some geographic branches for
centralized answering, the need to demonstrate Canada's high-tech
achievements in telephone technology to visiting trade missions and
foreign visitors and at the same time contain costs within acceptable
spending levels .

DESCRIPTION :
EEWD will impact on approximately 90,000 federal government users in

the Ottawa-Hull region . Significant improvements will be realized in

the switching, transmission quality and reliability of the inter-city

services . At the departmental level, some 2500 users will experience

the speed and ease of touchtone dialing, improved voice and text
message transmission with the end result of better service to the

public. Fran a management point of view, greater cost control and

shorter service intervals for office moves are attractive benefits .

Departmental experience with similar telephone systems at the Paris and

Washington Embassies has been encouraging. -

IMPLEMENTATION CONSIDERATIONS :

The modernization of the Ottawa-Hull government telephone system was
approved by Treasury Board and most government departments will be
subscribers to EEWD. ?mplementation of the project has been planned by



GTA in concert with Bell Canada for a building-by-building

reconfiguration
. The orderly progression of the project will require

considerable advance planning by this dePartment before the actual

installation takes place
. Present departmental resources cannot

undertake the detailed review and system design as well as develop
training and orientation sessions for users at a time whenre~ ~1T19
telephone arrangements are in a state of flux due to the p
construction program in the Pearson Building

. It is estimated ~~

additional individuals who are conversant with technologye rover a
required to plan, implement and train departme fro ~l and each

period of one year
. Assistance will be prcmpt from personne

l

irements . The consequences of
Branch will have to be consulted ~i for the Pearson Building would
delaying the scheduled re~~igo $250,000 as DEA
be a direct cost to the Department of approximatel

y wculd have to install the systen a~~~ cost ll~

~level
. tho

r has participate in the TB/Bell plan
. ized an

y
additional funding for this project at the departmental

MAJOR STEPS AND TIMING Bell Canada.)
(The ic~lementation scheciule is established by

system design January 1984
1. Staff in place to initiate ~ainin g

and planning and to develop to
sessions for departmental e~1oYees
prepare them to use the new equipnent %

work plan June 1984

2. Staff develop January 1985

3. * Instàllation begins JanuaYy 1985

4. Training begins June 1985

5. Canpletion of installation June 1985

6. Capletion of trainin
g

* Subject to Bell Canada's timing

RESOUgCE SLMMAFtys ($000) Installation
Dollars include salary for additional personnel o elephone costs are

within the scheduled t~~l ratior~al budgetgfor 1984-85 .
includedin the departme

* To be determined when workplaces and training are developed
.



BENEFITS :
Errployees will have the latest state-of-the-art telephone technology
giving than touchtone dialing, call transfer, call forward, call
pick-up and 3-way conference features . Inprovements to voice and data
transmission on the inter-city network, improved departmental control
of costs, savings in installation/service charges, reduced service
intervals are other direct benefits fran the installation of the EEWD

service. I

Project Officer Date

Project Manager Date



EAMIP PROJEC-T NUMBER N G07 .2

TITLE
: Rationalization of Enquiry and Reception

Services for the Department

RESPONSIBILITSC : Project Manager : A.D. Small, Director General (MGD)

project Officer: L.G . Stewart (M=) ;
Paul Henry (CCBR)

George Rejohn (SCI )

PRESENT SITUATION :

In 1978, the Department established a unit under the supervision of the
Telephone Services Section (MGtiT) to respond to telephone eriquiries

from the general public
. The unit worked hand-in-haryd with the

departmental duty officers to provide service on a 24 hour 7 days a
week basis via a single telephone nuaber identifiable to the Department

of External Affairs
. The recent integration, re-organization and

subsequent restructuring of the Department has significantly increased

the workload of the two Enquiry Attendants . Trade related
enquiries

have addefl to the volume and carQlexity of servicing enquiries•

Demands from the business 'canm
:nity meant that an initial measure was

needed to handle trade enquiries . A Trade Information Centre was

created in the lobby of the Pearson Buidling
. The Centre requires new

information pamphlets and guides to supplement the information provided
via the new toll-free enquiry service number for trade/export
information. other enquiries are fielded by the public affairs branch,

the consular/passport divisions and, during silent hours, the duty
officer systPSn fields the whole range of public enquiries

. Nimerous

coisplaints from the public about poor servicing of enquiries
necessitates quick action to rationalize thi

.s Yughly visible service .

OBJEC.TIVE= roved service
I~rove enquiry and reception services to the public

; i~ ,
will enhance the public's perception of the Department and DFA s

ability to serve its clients .

GOAL: functions, as far as practical,gationalize the reception and enquiry e~ a~esive, well-nanaged
possibly under one organization, to proj the general public
department; to explore the feasibility of providing the present
with a limited number of contact points and thereby reduce initial

confusion; explore the feasibility for a referral system onc
e

contact is made with the Department and establish a data base for the
service or services as may be determined .

DESCRIPTICN:
At least five major organizational units could be involed

: the

Building Receptionists (ZS9G)
; the Telephone Enquiry Service (MGTJT) ;

the Trade Information Centre (TERE)
; Public Affairs enquiries and

publications distribution (SCI)
; and, the Duty Officer service (ZSE) .



The public services offered by the Posting Briefing Centre (ADAP),

Protocol (XDA) and the Passport Office in the Pearson Building will
need to be consulted in this context . O®'s may be consulted as well .

If the project is implemented, it could be expected that ocaiplaints

from the general public and the business camminity would be

significantly fewer.
I

IMPII=ATION OONSIDERATIC NS :
Iaproved Enquiry Service would go hand-in-hand with re-structuring of

the Department. The new telephone service Enhanced Exchange Wide Dial

Service (EE.~+ID) for the Government of Canada in Ottawa Hull will provide

features which will contribute to the services effectiveness .

Approval by the Administration Cannittee to re-align the diverse
contact points will be needed. The decision could then be ccutnriicated
by circular letter within the Department and through the public media .

Adequate and qualified staff, which may require reallocation or
additional person years, training and a determination of location(s)
would appear to be the only constraints to inplementing this project
quickly .

MAJOR STEPS AND TIl4IM :

l . Initiate consultation process to
confirm existing situation and explore
alternatives ;

2 . Draft a proposal with options for
staffing, physical location and data
base requirements ;

3 . Consultation on draft

4 . SuYamission to Administrative
Carnittee for review and approval ;

5. Inplementation of approved
recatmendation ;

6 . Assessment

January 1984

March, 1984

March, 1984

April, 1984

May 1984

March 1985



project Officer

gFSpU%:E SUNMARY: ($ 000 )

Dollars include salary, operating and capital
•

mGIIT Enquiry Service Only . Other departmental

* Existing PY and costs based on to enquiry function . Unable to assess
units dedicate dollars and person years

total existing costs, at the Mc1rnent *

person Years identified for the new service mal' be available fraa existing

** re~~ through reallocation
. Until the study is complete this is an

estimated figure only .

BENEFITS: nt to respond
Snhanced capability and service by the UePa~ general

effectively to enquiries fran tlie business ~ Pro~i~ ~~rate and

public. The dePar~nt would ~~O~n present
timely information support and would divest itself f~ the âiticism.~~ a source
diffuse and scattered approach whic

h

project Manager

Date

E A



MANAGEMENT REVIEW AND AUDIT



FAMIP PRQT NUMBER MMO1

TITLE : Develogrernt of Long Term Internal Audit Plan

RESPONSIBILITY: Project Manager : M.J. MacDonald, Director

Internal Audit Division (MM )

Project Officer: T.A. Norris, Deputy Director

Iriternal Audit Division (NN1A)

Project Manbers : B .P. Mellor, A.L. Gillette

Audit Services Bureau

PRFSIIJI SIZVATION :
The development of a long term Internal Audit Plan is being undertaken
in order to cattply with the Office of the Oamptroller General' s
requirements whïch are contained in the publication "Standards for
Internal Audit" and Treasury Board Circulars 1980-3 and 1981-6 .

Phase I of the Plan has been canpleted to date and has been provided to

the Audit and Evaluation Oatmittee for approval . The plan included the

followingareas of the Department: Oanrnmications and General Services

Bureau, Passport Office, Immigration Program, Personnel Bureau, Office
of Protocol, Financial Services Bureau, and Physical Resources Bureau .

Phase II is now being carried out and will include the balance of the

Department. At the present tire, the Legal Affairs Bureau and the

Con.sular Progranme within this Phase, are nearing campletion
. The

International Trade Develogt►ent Branch will commence shortly .

OBJECTIVE :

The ectiob~ ves of the plan are :
. to ensure the Department's Internal Audit Policy is eQmplied with ;

to provide the Audit and Evaluation camni.ttee with a listing of units

and activities planned for audit in both the short and long term ;

to ensure coordination with other internal/external groups carrying
out audits/special studies within the Department ; and

. to allow nanagement of the Departsnent an opportunity to express their
concerns and needs vis-â-vis •the audit process .

GOAL :
The goal of this project is to develop a long term internal audit plan
whic3z satisfies- the needs of this Department and central agencies .

This undertaking also provides the opportunity to explain the audit
fiunction and process to management as well as to respond to any
concerns management might have about the function . It is hoped that

the plan will serve as a basis for irrProving the management Practices
and controls within this Department .

DESCRIPTION :

The long term plan will include all major activities and organizational

units within the Department
. The approach taken to develop the plan is

to interview senior management and other responsible officers to gain a

perspective and understanding of their activities and responsibilities .



. 3ys.

these activities is then
In addition, documentation articulat}ng
reviewed and with this data, audit profiles are developed for each

manageable audit unit . Each profile will ~é llt in terns of its

• a model of the organ ization identifying rk, its major inputs,
envirornent, the management control framewo

processes and outputs ;
• the scope of each assigrunent ;

• the objectives of each asssigrment ; out the audit ; and
. the risk associated by failing to carry ~~g~nt.
. the special concerns and considerations expressedbysenior manage-
Success of this plan will depend on the acceptance o

f

ment, the Audit and Evaluation Ccrmnittee and the office of the

Ccmptroller General
. If interviews with senior management and other

responsible officers are any criteria, the plan will success
finul in

that management have been extremely receptive and cooperativ
e

.m success criteria will be the
assisting in this exercise . Longer te

r

quality and usefulness of audits conducted .

TT.KpLvMII3'TpTIOt3 CONSIDERATIONS: carried out

The develogmnt of this long term audit plan is being plan is

exclusively by the Internal Audit Division (N~) •

restricted to identifying manageable audit units withi n~ee xce
PPart~nt

of External Affairs and will not involve other Departme n~ ~ve
the extent that relationships/interface that other Depaar

e rtments

with External Affairs will be examined when the audits the plan

e, g• , Irnmigration Prograaitre - C . E• I. C. It is hoped

i is accepted that it will serve as a basis for coori ~e ~gram
activities within the Department with such groups etc.
Evaluation Division, Auditor General, Treasury rations should
Proliferation of review activity and disruption to op e

also be minimized as a result of a well-developed Plan-

The interviews to date have at land
there are no plans to visit posts .

however, be identified in the plan but the location andif iLCbfunctionsis
selected for audit will only be determined after a~gration
audited at Headquarters ; e.g., CO~~ P~~ cyclical internal
programme, etc. The plan will include the regula

r

audit of posts but where a Headquarters audit identifies a need to
visit posts, these visits will be integrated these sent~, audit
cyclical audits to the maximum extent possible . A l~nt the
resources are not available within N~IA to successfull

yrei~

plan, i .e., to canplete all identified a~t ~ a dits identif ed n~
prescribed by Treasury Board. Carrying
the plan will be contingent on acquiring additional resources

internally and/or on a contractual basis .
The consequences of delaying the development of this plan would result

in: requirements;
lack of canpliance with Central Agenc y
ineffective and inefficient use of internal audit resources

;

failure to identify ineffective and inefficient processes within the

Department's programmes; and ste~
the lack of assurance to the Deputy Head that the management sy
procedures and controls are in fact working as intended

.



This plan is subject to approval by the Department's Audit and
Evaluation Comanittee and the Office of the Comptroller General .

Phase I has been provided to members of the Audit and Evaluation
CoT¢nittee on October 15, 1983 for their examination. This phase of the

plan is on the agenda of the Audit and Evaluation Committee which i s

set to met on December 8 .

MAJOR STEPS AND TIMING :

Area of Activity : Expected Completion Date :

Administration Branch
- Financial Branch Co:npleted

- CarIInunications & General Services Branch Completed
- Physical Resources Ccmpleted
- Passport Office Co

:npleted

Personnel Branch
- Personnel Operations Co:npleted

- Personnel Administration Canpleted
- Personnel Planning & Develognent Completed

Protocol Corupleted
Legal Completed

Social Affairs and Program Branch ,

Immigration and Social Affairs Branch leted
- Immigration Affairs Division ~
- Social Policy and Program Division 1983
- Consular Policy Division November 27 ,

- Consular Operations Division November 27, 1983*
Cultural Public and Information Programs Bureau *
International Trade Develognent Branch *

Economic and Trade Policy Branch *
International Political and Security Branch *

Policy Coordination Branch

* Individual ccnpletion dates are difficult-to estimate with any,
precision at this time because access to the required information is
predicated on the accessibility of senior management, but the
project in total is expected to be conplete by February 29, 1984 .

MMA is currrently initiating formal introductions to the respective

ADM's . The AI M and the Directors General of the International Trade
Development Branch were formally introduced to the project on

November 21, 1983.



gF,SppRCE SUMNIARY t ($000 )

Dollars include salary, operating and capita
l

* Cost to November 19, 19831ete project by FebruarY 29, 1984.
** Costs anticipated to camp

BENEFITS irements .
1
. Satisfy departmental and control agency requ

2
. Better able to plan, resource, and co-ordinate short and long term

audit*activities .

3
. Basis for ircproved mana9ement practices and controls in the

department .

Date



EAMIP PR(JJECT NUmBER NM02

TITLE : Management Review Pla
n

RESPC~ISIBILITY : Project Manager
: ~ector•Generalétien~pector

General), Management
Review and Audit Bureau

Project Officer: MMI . G.E
. Blackstock,

Director,
Management Review Division

PRESEUT SITUATION :
The task of assessing the management of posts abroad, formerly an ICER

integrated into the Department in 1982 as
respomsibility, was fully
part of the Management Review and Audit Bureau

. The purpose of the

Management Review Division is to undertake an examination of the full
range of programs and oQemtioris carried out by the Department with

special enrhasis on posts abroad
. The initial draft of the role of

A9anagement Review was accepted by the Audit and Evaluation Catmittee
and the Office of the Canptroller General in January 1984, subject to

its being refined in the process of the development of a plan by

Management Review along the lines described .

OBJECTIVE: rovide the authority under
The main objective of this project is to p

w 'hi h c the Management Review Division can offer a management advisory
service fully•acernintable to the Under-SecretarY of State for External

~~ly at
Affairs for the review of the Depar~itde s a o

~ operations
, rehensive eSpprofile of

posts abroad. The Plan will also prov
management Review, describing at is to be done, how it is to be

carried out and estimated resairces required. This project will form

the basis of a new manuual of guidelines for the planning, conducting,

reporting and follaa-up activities of Management Review .

GOAL : ement Review Plan
At present, it is intended to have the initial Mana9

coRpleted by the end of April 1984 f~ early~u~ssion to the Audit

and Evaluation Ccnn ►ittee and subsequ pp

DESCRIPTION :
The management Review Plan will include :

1
. Stating the objectives of the Management Review function

; defining

the role and the scope of Management Review ;



2 . Describing the organization and reporting relationships ;

- responsibilities of the Director General ,

- responsibilities of the Director ,
- responsibilities of the Management Review Officers ,
- how Management Review differs from Internal Audit and Program
Evaluation to ensure that there is no duplication or overlap with
these other functions .

I

3 . Defining resource requirements ;
- the rnmiber of Management Review officers needed ;

- skills required;
- training programs.

4. Describing the process of Management Review including :

- selection and priorizaticn of areas to be reviewed ;
- description of the metlzodology (activities) used in preparing

for, conducting and reporting on management reviews ;
- reviewing and approving Management Review Reports and actioning

recarmendations ;
- defining the follo,rup process including to what extent
Management Review will become involved with irplementing the
reoannendations in their reviews .

IMPLIIMENrATICt1 GbNSIDERATI0t7S :
The preparation of the Management Review Plan will involve
consultations with senior management of the Department and the Office
of the Canptroller General . Once approved, the Management Review Plan
will be circulated to the Department's Branches, Bureaux, Divisions and

Units . Delays in the approval of the Plan could weaken the capacity of
the Department to assess and strengthen the management of its
operations.

MAJOR STEPS AND TIMIL4G :
It is intended to sutmit the Management Review Plan to the Audit and
Evaluation Caianittee by the end of April 1984, to the Executive
Caranittee shortly thereafter and to the Under-Secretary of State for
External Affairs for final approval and signature .

Should there be difficulties in obtaining the requested meeting
schedule to achieve catpletion of the project by the end of April the
outside date for colipletion is June .

y . . .. . . , : .~,F ~ . . ~.<.. ., :.~.~



RE SOURCE SUMMARY : ($000 )

Dollars include salary, operating and capital

i TO TOTAL

83/84

PY $

84/85

PY $

85/86

PY $

OONPLETE

PY $

PR0.7ECT

PY $

Future

PY $

Existing .2 8.2 .2 8 . 2

New

Total Direct Costs .2 8.2 '2 8 . 2

Indirect Costs

BENEFITS :

-This project will provide the Department with a cctprehensive statement
of the Management Review function and resource implications . Through a

wide range of monitoring and problem solving activities, independent
management reviews of the Department's operations, particularly posts
abroad, will assist the Under-Secretary and senior management in
improving the level of performance and management practices. As part

of a larger process, it will strengthen the control of the Departinent
over the management of its policies, programs and utilization of

resources.

~~,.
Date

1 '
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Proje t anager Date
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