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Mr. Gordon Smith

Deputy Minister of Foreign Affairs
Foreign Affairs and International Trade
Ottawa, Ontario

K1A 0G2

Dear Mr. Smith:

Attached for your approval, if you agree, is the 1995-96 Business Plan of the
Passport Office, a Special Operating Agency of the Department of Foreign Affairs and
International Trade.

This Business Plan identifies the objectives to be implemented by the Passport
Office in the 1995-96 fiscal year.

Yours sincerely,

Philippe Kirsch, Q.C.
Legal Adviser

Legal Affairs Branch

and Chair, Advisory Board

S
i An agency of the Department of Un organisme du ministére des Affaires
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OUR VISION
OUR MISSION

OUR VALUES

To strive for excellence in the provision of our services.

To provide the Canadian public with internationally
respected travel documents.

Quality Service

We provide quality service that meets or exceeds the expectations
of the Canadian public.

Quality People

We are committed to recruiting and training quality people.

Integrity

We provide travel documents that enjoy high international
reputation and respect.

Security

We continuously focus on the security of the travel document
and its production process.

Cost Effectiveness

We deliver travel documents to the Canadian public with the
highest regard for cost effectiveness.

Efficiency

We focus on efficiency and sound management in the provision
of our services.

R&D

We invest time, effort and resources in research to develop the
product and the production process technology.

Recognition of Achievement

We encourage and recognize high standards of achievement
in our employees.
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"The Vision: Government services that are
affordable, accessible and responsive." Blueprint for
Renewing Government Services Using Information
Technology.

The year since we formulated our last Business Plan has brought
many changes.

Within the Passport Office, we have received preliminary project
approval from Treasury Board for the renewal of our business
process, including the installation of a renewed information
technology infrastructure. As you know, we have been working
towards implementing our Technology Enhancement Plan since
1993; in the coming year we will be finalizing the implementation
strategy.

On a government-wide basis, two major initiatives have heralded a
new era. The Treasury Board’s Blueprint for Renewing
Government Services Using Information Technology aims for better
service to the public at reduced cost through the use of information
technology. The Program Review, a year-long examination of all
federal government spending, sought to bring about the most
effective and efficient way to deliver programs and services to
Canadians.

It is in this context that we have developed the Passport Office
Business Plan for 1995-96. The focus throughout is on our clients
and on providing high-quality services — a key strategic objective
of the Passport Office as a Special Operating Agency.

But a plan is only as good as those who carry it out. The Passport
Office employees are the key to successful business renewal. In
that connection, I am committed, as ever, to the Agency’s other
key strategic objective — quality of working life. Evidence of this
commitment can be found in the studies on workstation
configurations and quality of working environment, and in the
transitional human resources management plan described in the
Business Plan.

mQre changes and challenges. But

The year ahead will brineg
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EXECUTIVE
SUMMARY

—

This Business Plan identifies for 1995-96 the operating objectives
of the Passport Office, the activities to be undertaken, and the
resources required. It analyzes the business framework and
environmental context within which the objectives were set, and
lays out the performance targets and financial analysis for the
period. The Plan formalizes the commitment of the Passport
Office management team to attaining the objectives, and forms the
basis for measurement of the Agency’s performance.

The Passport Office is a Special Operating Agency of the
Department of Foreign Affairs and International Trade.

The Agency is charged with the issuing, revoking, withholding,
recovery and use of passports. We have articulated a statement of
mission, vision and values. The mission acts as a point of
departure for developing long-term strategy, and enables the
organization to adapt to changing circumstances.

As a Special Operating Agency, we operate under a Framework
Document or charter.

Business Framework

The Passport Office’s primary clients are members of the Canadian
public and government officials who require the services we
provide in facilitating movement across international borders. We
also serve other government departments and agencies, and the
travel industry.

The Passport Office offers a range of products and services. Our
primary product is the Canadian passport, of which there are
several categories. We also provide refugee travel documents and
certificates of identity to other Canadian residents.

The Passport Office has a monopoly on Canadian travel
documents, but has many partners in facilitating the movement of
people across borders, among them Citizenship and Immigration
Canada and Revenue Canada Customs.

Recently a number of factors have had a significant impact on our
objective-setting process. They include:

» Business Renewal: we continue to pursue technological
innovation as a way to enhance our products and services;
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» the Blueprint for Renewal of Government Services Using
Information Technology: the Government views information
technology as a way to deliver better service to the public at
less cost, and to put a more human face on government
service;

» Program Review: in 1994, the Government reviewed all
departmental programs to determine the most effective and
efficient way to deliver programs and services:

» Client Services: today it is more important than ever to
provide services as effectively, efficiently and economically
as possible.

Client service lies at the core of the corporate philosophy of the
Passport Office, embodied in our Mission, Vision and Values
statements. The Agency has developed and quantified a number of
service standards; others are being developed.

Our challenge is to constantly balance the variables of service,
security and cost. Decisions on these variables have an impact on
our costs and productivity rates.

We recognize that our human resource is our most important asset
in providing improved service to the public. Accordingly, we
have moved to empower employees, recognize and reward
achievement, provide employees with the physical environment,
tools and information technology conducive to productivity, and
ensure that corporate values are communicated and a strong
corporate culture fostered. In the coming year we will continue to
implement our Human Resources Management Plan and will
review our human resources policies.

In recent years, the Passport Office has enhanced its management
techniques by focusing on strategic management. Strategic
management provides long-term strategic direction, determines the
appropriate use of resources, sets standards, and evaluates client
and employee feedback.

The Passport Office operates under a revolving fund and finances
its operations from revenues generated by the fees received for
travel documents and other services.
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Performance Targets and Financial Analysis

The Business Plan addresses the subject of demand, and projects
the number of travel documents to be issued; the breakdown by
type of product and type of service (mail-in/in-person); turnaround
time; unit cost; and productivity. It also sets out the estimated
revenues, forecast expenditures and net requirements of the
Passport Office for 1995-96.

1995-96 Objectives
We have established the following objectives for 1995-96:

» to carry out a market survey for a wallet-sized passport card
to determine, on behalf of the Passport Office, Citizenship
and Immigration Canada and Revenue Canada, public
acceptance, general needs, demographic factors and the level
of demand;

» to carry out a client survey to assess the quality of service
currently provided by the Passport Office, and to gather the
data required to refine or develop measurable service
standards;

» to formalize an agreement with the Consular Program of
Foreign Affairs and International Trade Canada concerning
the delivery of passport services abroad;

» to review the Passport Office Strategic Plan 1992-93 to
1996-97, and to realign it with the current vision of
government service;

» to review human resource policies, and to develop new
policies and programs consistent with the Passport Office
Human Resources Management Plan;

» to mitigate the impact of new technologies on the employees
of the Passport Office through development of a Transitional
Human Resources Management Plan;

» through our five-year audit plan, to provide Passport Office
management with an independent analysis of the quality of
internal controls and administrative processes within the
organization, and to propose recommendations and
suggestions for continual improvement;

vii
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» to restructure the Security and Foreign Operations Division

| so that it provides increased support for delivery of strategic
operational services;

! » to develop and implement an automated window-based
computer infrastructure;

» to proceed with the renewal of our business process under the
Technology Enhancement Plan, including the installation of a
renewed information technology infrastructure for currently-
issued machine-readable travel documents; and

‘ » to refine our service culture via a number of initiatives

; including a study of the use of debit and credit cards, the

| development of a strategy on joint ventures and colocation,
and improvements to our consular training program.

These objectives are consistent with our mission, vision and
values, and reflect our commitment to improving service to the
public. The extent to which we accomplish them will be reported
in our Annual Report for 1995-96.

viii
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1.0 INTRODUCTION

1.1  Purpose of the
Business Plan

1.2  Special Operating
Agency Status

'
:

[

The purpose of the Business Plan is to identify the operating
objectives of the Passport Office for 1995-96, the activities to be
undertaken to meet those objectives, and the required resources.
In addition, it:

» analyzes the business assumptions and general trends that
influence our activities; and

» specifies the financial and other performance targets that
must be met in 1995-96.

The Business Plan formalizes the commitment of the Passport
Office management team to attaining the financial and other
objectives set for 1995-96, and forms the basis for measurement of
our performance. It also constitutes an important vehicle for
internal communication. It is reviewed and updated annually.

The Passport Office is an agency of the Department of Foreign
Affairs and International Trade (FAIT).

Recognizing that the Passport Office is a self-contained unit whose
role is delivery of service directly to Canadians, the Government
designated it one of the first five Special Operating Agencies
(SOAs) in December 1989. We began functioning as an SOA in
April 1990 with the aim of operating in an effective, efficient and
economical fashion in delivering our services to the Canadian
public. Management decisions are based upon sound business
practices and improved quality of service to customers.

While an SOA is, like the rest of the department, accountable to
the Minister through the Deputy Minister, what sets it apart is that
it is given more direct responsibility for results and management
flexibilities needed to perform as well as possible. It thus operates
in a more entrepreneurial fashion. In exchange, an SOA makes a
commitment to meet certain service levels and performance
targets. This accountability is embodied by the Agency’s
Framework Document or charter, the annual Business Plan and the
Annual Report.

In line with the Agency’s SOA status, a Passport Office Advisory
Board, similar in concept to a private sector Board of Directors,
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1.3

Mission

was established. Its mandate is to provide strategic advice to the
Agency on its long-term plans, major initiatives and financial
position. In addition, the Advisory Board reviews and
recommends approval of the Agency’s corporate documents such
as the Framework Document, Strategic Plan, Business Plan and
Annual Report.

The Advisory Board consists of seven members and a Secretary.
Members are drawn from FAIT, other government departments,
other SOAs and the private sector. The Chief Executive Officer
(CEOQ) of the Passport Office is an ex officio member. The
permanent Chair is the Legal Advisor, FAIT. The Secretary is the
Director, Strategic Planning of the Passport Office. (See
Appendix A for the current membership of the Advisory Board.)

The mandate of the Passport Office is derived from the Canadian
Passport Order (P.C. 1981-1472, registered as SI/81-86 and
published on June 24, 1981). The Agency is charged with the
issuing, revoking, withholding, recovery and use of passports.

The Passport Office also delivers procedural guidance to missions
abroad, and develops passport policy. We provide official travel
services to officials and elected representatives travelling on
business on behalf of the Government of Canada or provincial or
territorial governments. In addition, we respond to international
requests for advice on effective and efficient delivery of a secure
passport.

The Passport Office develops new products or services to improve
its service to the public and that of the Government as a whole.
For example, to facilitate the movement of people across national
borders, we are investigating the introduction of a wallet-sized
passport card that will serve not only the purposes of the Passport
Office but those of other government departments and agencies
operating within the travel service sector.

The Passport Office has articulated a statement of mission, vision
and values, which is reproduced earlier in this document. The
mission statement expresses the basic purpose of the Agency and
acts as a point of departure for developing long-term strategy,
including identification of potential markets and business lines.
The broad nature of the mission statement enables the organization
to adapt to changing circumstances.

The mission statement has been reproduced as a poster, reprinted
in all corporate documents and communicated to all employees.
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As a result, all employees are aware of the mission and are
appraised on the basis of how well they contribute to it.

1.4 Charter In much the same way as a commercial company operates under a
charter granted to it by a government, a Special Operating Agency
operates under a Framework Document. The Framework
Document is in essence the SOA’s charter.

The Passport Office Framework Document sets out the Agency’s
| mandate and role; mission, vision and values; organization and
accountability framework; relationships with its clients, its parent
department and other organizations; and performance evaluation
criteria. It also identifies the authorities delegated to the CEO.
The CEO has the same level of authority as the Deputy Minister
with regard to a number of financial, administrative and human
resources functions.

The Framework Document is reviewed every three years. In
1993-94 the charter was completely reconceptualized. It was
subsequently reviewed by the Advisory Board and approved by the
Deputy Minister.

1.5 Organization | The Passport Office is organized into five functional and four
. operational divisions, comprising 31 points of service. (See
Appendices B and C for the Passport Office Organization Chart
and 31 Points of Service in Canada.)

The senior decision-making body in the Passport Office is the
Executive Committee, chaired by the Chief Executive Officer.
The Committee consists of all directors of the Agency.

The organigram (Figure 1-1) illustrates the relationship between
the various parts of the organization and reflects the Passport
Office’s commitment to quality of service. The client is at the
core of the Passport Office activities.
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FIGURE 1-1 PASSPORT OFFICE ORGANIGRAM
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2.2

BUSINESS
FRAMEWORK

Client

Products and
Services
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The Passport Office provides service directly to Canadians-and is
driven by the obligation to the Canadian public inherent in its
mission. Our primary clients are members of the Canadian public
and government officials who require the services we provide in
facilitating movement across international borders. In addition, we
provide services to, inter alia, other government departments and
agencies, and the travel industry.

The Passport Office facilitates movement of the Canadian public
across borders by offering a range of products and services. Our
primary product is the Canadian passport. There are several
categories of passport, including:

24-page passport,
48-page passport;
diplomatic passport;
special passport;
emergency passport.

vV v v v VY

In addition to passports, the Passport Office provides the public
with:

» refugee travel documents, and
» certificates of identity.

The 24-page passport is the regular travel document, familiar to
most Canadians. It is issued to Canadian citizens and is used for
occasional travel, for example, vacations and business trips. This
passport currently accounts for almost 98 percent of all travel
documents issued. The passport is valid for five years and is
currently non-renewable. Children under 16 may be added to a
parent’s travel document or they may be issued their own. The
current fee for the regular passport is $35.00.

The 48-page passport is virtually the same as the 24-page passport,
but the extra pages make it handy for frequent travellers, for
example, those who regularly do business abroad.
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The Passport Office issues diplomatic passports to Canadian
diplomats and top-ranking government officials, including the
Governor General, the Prime Minister, the Leader of the
Opposition, Cabinet members and Lieutenant Governors of the
provinces, as well as to diplomatic couriers and to private citizens
nominated as official delegates of the Government of Canada to
international conferences of a diplomatic nature.

A special passport is provided to representatives of the Canadian
government travelling on official business. These include members
of the Privy Council who are not members of the Cabinet,
members of Parliament, provincial cabinet members, and private
citizens nominated to conferences that are not diplomatic in nature.

Diplomatic or special passports may be provided to the families of
the officials if the families are also travelling at public expense.
The Minister of Foreign Affairs determines eligibility.

Both diplomatic and special passports are valid for five years, but
entitlement to them ends when the official status of the bearer
terminates or when the official duty terminates. When the
entitlement ceases, the passport must be surrendered.

Canadian travellers stranded abroad may be issued emergency
passports by Canadian diplomatic and consular missions on behalf
of the Passport Office.

Canada issues refugee travel documents, authorized under the 1951
United Nations Convention on the Status of Refugees. These
documents are issued to permanent residents, and some persons
with Minister’s permits, who have refugee status in Canada.

Certificates of identity are issued to stateless persons, legally
landed in Canada, who do not yet qualify for Canadian citizenship,
and who are unable to obtain a travel document from another
country.

Refugee travel documents are endorsed for travel to all countries,
except the holder’s country of origin. The Certificate of Identity is
endorsed for travel to countries specified in the document. Both of
these documents are limited in their validity to one or two years,
with provision for extension. During that time, the holders are
able to take advantage of the opportunity to apply for Canadian
citizenship, which will make them eligible to apply for a Canadian
passport.
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2.3 Market

2.4 Environmental
Context

Business Renewal

Blueprint

—

The Canadian Passport Office is a leader in the field of machine-
readable documents. International interest in this technology began
in the early 1970s when a surge in international travel meant that
air terminals were flooded with travellers trying to pass through
immigration and customs quickly. In the future, processing of
travellers will be further simplified by emerging technologies.

The Passport Office is interested in new technological
developments. We continue to strive for improvement to the
quality of our products and the service we provide to Canadians.

The Passport Office has a monopoly with respect to the issuance of
Canadian travel documents, but has many partners in the business
of facilitating the movement of people across national borders. In
this connection, we see ourselves as being in partnership with
other government departments, such as Citizenship and
Immigration, and Customs, in developing new products such as the
wallet-sized passport card.

The strengths that the Passport Office brings to these partnerships
lie in its products, which are internationally respected; the
technological innovations we are incorporating into our products;
and the expertise of our staff and the superior service we offer,
both in Canada and abroad.

In setting its objectives, the Passport Office takes into account the
environment in which it finds itself. Recently, a number of factors
having a significant impact on our objective-setting process have
emerged. The essence of these factors is captured in the following
paragraphs.

Since 1993, when the Passport Office initiated its Technology
Enhancement Plan, it has been pursuing the use of technological
innovation to enhance its products and services. In 1994, we
received Preliminary Project Approval (PPA) from Treasury Board
for the renewal of our business process. The project conforms to
the architectural principles of the Treasury Board Blueprint for
Renewing Government Services Using Information Technology.

Today’s consumer is looking for better service at lower cost from
the private sector and also from government. At the same time,
governments are facing shrinking budgets. The Government views
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Program Review

information technology (information, computing and
telecommunications) as a way to deliver better service to the public
at less cost, and to put a more human face on government service.

In its Blueprint for Renewing Government Services Using
Information Technology (1994), it offers a vision of affordable,
accessible and responsive government services. It envisions:

» bringing services to clients through electronic access, and
"single-window" access to multiple services;

» providing transparent, seamless service across functional
and organizational lines;

» providing value-added service;
» continuously enhancing the skills of employees;
» developing standardized, interconnected system tools;

» sharing solutions and resources for common functions and
processes;

» sharing information and computing resources; and

» reducing paper.

To achieve this vision, it proposes several interrelated ways of
re-engineering government services using information technology.
The approach requires that special attention be paid to human
resource issues.

Beginning early in 1994, the Government reviewed all
departmental programs according to the following criteria:

whether they serve the public interest;

the necessity of government involvement;

the appropriateness of the federal role;

the scope for public sector-private sector partnership;
the scope for increased efficiency; and

affordability.

vV vV VvV vV v v

The main objective was to determine the most effective and
efficient way to deliver programs and services to Canadians. As a
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2.5

Client Services

Service Standards

I

result of the review, the Government announced in its 1995 budget
substantial cuts in spending over the next three years.

Quality of service has been a key strategic objective of the
Passport Office since its inception as a Special Operating Agency.
Nonetheless, the three factors outlined in this section — Business
Renewal, the Blueprint and the Program Review — make it more
important than ever to ensure that we are providing services as
effectively, efficiently and economically as possible. We continue
to develop service standards that reflect the expectations of the
public with respect to the services we offer. These service
standards enable us to meet or exceed these expectations.

Clients in general define quality of service in terms of both the
value of the products and the value of the services they purchase.
The value of the product is represented by what is delivered, and
can be measured quantitatively; the value of the service refers to
the manner in which it is delivered, and is measured qualitatively.
Clients assess the quality of service as the service is being
performed.

Passport Office clients are making similar demands for faster,
better and cheaper service. They require quality of service
standards that meet or exceed their expectations; service standards
that are measurable; and they want to be able to provide feedback
on our services.

Our clients communicate their service expectations through a
variety of means, including direct contact with staff (examiners in
particular), written correspondence and client surveys. On a daily
basis our clients convey to examiners their expectations and level
of satisfaction with the service. For the past three years, the
Western Operations division has conducted client surveys in the
western region of Canada. The results of these surveys are very
satisfactory and indicative of the high quality of service provided
by the Passport Office. In 1995-96 we will undertake a client
survey across Canada.

Client service lies at the core of the corporate philosophy of the
Passport Office, embodied in our Mission, Vision and Values
statements. The Agency is constantly developing and quantifying
service standards including the following:
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Price

Waiting Time

Turnaround Time

Number of Trips to
the Passport Office

Examination Time

Availability

Convenience

Hours of Service

Security of
Document

The fee charged for services provided by the
Passport Office is determined by two factors:
full cost recovery of the services provided, and
by our commitment to cost-effectiveness. Thus,
the standard is a fee that recovers costs and is
cost-effective. The current fee for the 24-page
passport is $35, and for the 48-page passport
$37. For further details concerning our fees
see Section 3.

The average time waiting for service is 20
minutes. According to recent data, 85% of all
clients are served within 20 minutes.

The average time to process applications
submitted by mail is 10 working days; five
working days if submitted in person.

Canadians applying for a passport in person
generally make two trips to the Passport
Office; one to submit an application, and the
other to pick up a passport.

The average examination time is five minutes if
the application submitted by a client is
complete.

The availability service standard is to serve
85% of our clients in person. There are

31 points of service, including the mail-in,
Certificate of Identity and Official Travel
offices. In the recent past, only about 15% of
all applications processed in Canada were
submitted by mail.

All Passport Offices are to be located in areas
where parking is available and in buildings that
are accessible by disabled clients.

The minimum daily number of hours of service
to the public is 7.5. Some issuing offices
remain open to the public between 7.5 and 9.5
hours.

All travel documents issued by the Passport
Office conform to international security norms
and all indeterminate employees of the Passport
Office have security clearance at the level of
secret.



Conformance of
Document

Serviceability

Reliability of
Personal
Information

Performance of
Document

Responsiveness of

Examiners

Competence of
Examiners

Recognition of
Employee Service

Communication
with the Public

Service to the
Public

All travel documents issued by the Passport
Office conform to international specifications
concerning the format and issuance of
international travel documents.

When a passport is lost abroad, an emergency
passport is issued. In Canada the Passport
Office provides emergency services on
weekends, statutory holidays and after office
hours during the week.

All information concerning applicants is
protected.

All travel documents issued by the Passport
Office are internationally respected.

All examiners are empowered to resolve
complex issues at the time of examination.

All examiners meet the professional and
security requirements set by the Passport
Office.

Superior employee service is recognized and
rewarded.

The Passport Office offers bilingual service,
and "visual ear" service for the deaf. Applica-
tions are also available in Braille. All appli-
cants have access to the Passport Office via a
toll-free information number. Operators are
available from 9:00 a.m. to 5:00 p.m. Monday
through Friday, across all time zones. Auto-
mated messaging is available 24 hours per day,
7 days per week. The CEO responds to all
written correspondence from the public within
30 days.

All employees of the Passport Office dealing
with the public provide courteous, helpful, kind
and empathetic service.

A recent letter from a client (see Appendix D: One Hour and Forty
Minute Miracle) bears witness to the fact that Passport Office
employees not only strive to meet this service standard but, on
occasion, surpass it. The "one hour and forty minute miracle"

11
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Our Challenge

performed by staff members at 5001 Yonge Street in North York
exemplifies the standard for service to the public that we are
committed to achieving. It is what accounts for the reputation of
the Agency, and what, in turn, engenders in our employees a sense
of pride and achievement.

In the course of 1995-96, the Passport Office will develop
additional standards of service.

To achieve the performance targets agreed upon for the Passport
Office as an SOA while delivering an effective product at an
acceptable level of service calls for the constant balancing of the
variables of service, security and cost.

Quality of Service

Security Cost

As outlined in Subsection 2.5, clients’ perception of the quality of
service is influenced by a number of aspects. While striving to
make improvements in these areas, we must balance them against
the need for a high-level of security, and their cost.

The good international reputation of the Canadian passport is
maintained through the integrity not only of the passport book
itself but also of the issuing process. For this reason, we
continuously focus on the security of both the travel document and
its production process and, at the same time, on providing quality
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2.7

Our Human
Resource

—

service that meets or exceeds the expectations of the Canadian
public.

It can thus be seen that enhanced levels of service might jeopardize
security while keeping costs high. Conversely, increased security
measures might lead to a reduced level of service and additional
cost to the Passport Office. Cutting costs could seriously hamper
our efforts to ensure a high-quality product, efficiently delivered.

Decisions related to these variables have an impact on our
productivity rates.

The Passport Office in its Strategic Plan for 1992-93 to 1996-97
identified quality of working life as one of its two strategic
objectives. We also recognized that our most important asset in
providing improved service to the public is our employees. In this
respect, we moved to empower employees, recognize and reward
achievement, provide employees with the physical environment,
tools and information technology conducive to productivity, and
ensure that corporate values are communicated and a strong
corporate culture fostered.

Some success has already been achieved in reaching these
objectives. We have empowered employees in operational
divisions.

We have endeavoured to enhance the quality of working life of our

employees by making it safer, more efficient and functional.

We have installed new furniture and equipment that will permit us
to meet our operational objectives while ensuring employee
satisfaction; and ergonomic factors such as natural lighting and
harmonious colour schemes will be carefully blended into the
workplace along with the introduction of new technologies.

Two studies are planned in the new year:
» Workstation Configurations, and

» Quality of Working Environment.

They will look to maximizing all the components necessary to a
good work environment.

13
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Increased monitoring of the workplace environment and employee
satisfaction with it will permit us to react and adjust to employee
needs effectively and rapidly.

We have developed a Human Resources Management Plan
including a training policy that espouses the management of change
and continuous learning. Particular emphasis has been placed on
developing a structured examiner accreditation and training
program.

In 1995-96 we will continue the implementation of the Human
Resources Management Plan and will undertake a comprehensive
review of human resources policies.

2.8 Strategic ' In recent years many private sector companies and public sector
Management . organizations have been forced to rethink the ways in which they

- do business. New technologies, globalization of the economy, lack

of resources, and shifting demographics and patterns of consumer

behaviour are just a few examples of forces that have contributed

' to reshaping the ways business is done.

Progressively, the private sector has embraced change in its
management techniques and instituted the practice. of strategic
management permitting companies to respond rapidly to the
changing environment. Like the private sector, the Passport Office
has enhanced its management techniques by focusing on long-term
strategic planning, business planning and the management of
change.

Strategic management provides long-term strategic direction for the
Agency, determines the appropriate use of resources for attaining
objectives, sets standards to assess performance, and evaluates
employee feedback. The Passport Office develops a Framework
Document, long-term Strategic Plan, annual Business Plan and
Annual Report.

The Passport Office Strategic Plan 1992-93 to 1996-97 combines
the stability of a common vision with the flexibility of strategic
objectives:

» Quality of service: focuses on the utilization of modern
technology and communications to improve service to
clients; and

» Quality of working life: aims at improving the work
conditions of our employees.

14
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Financial
Structure

s

Both of these strategic objectives provide the framework for the
more detailed annual Business Plan.

The Passport Office Business Plan identifies annual operating
objectives, the activities to be undertaken and the resources
required to meet those objectives. It analyzes the business
environment and sets out the financial and other performance
targets.

The Annual Report is an accountability document through which
we account to the Canadian public for expending public funds.
The Report is a means of evaluating the performance of the
Passport Office in terms of the objectives enunciated in the
Business Plan.

The Passport Office has the authority to charge fees for service
provided, pursuant to Section 19 of the Financial Administration
Act. The Agency finances its operations from revenues generated
by the fees received for travel documents and other services. The
fee structure is recommended by the Treasury Board for approval
by the Governor in Council. Fees are adjusted whenever
necessary in order to recover over time the full cost of all services.
They were most recently revised in January 1992.

The Agency operates under a revolving fund. The fund may
accumulate surpluses or deficits up to a maximum of $4 million in
its Accumulated Net Charge Against the Fund’s Authority account,
and is authorized to carry over surplus revenue to offset future
shortfalls.

With the designation of the Passport Office as an SOA, it was
determined that the revolving fund would have to generate
revenues sufficient to meet expenditures over a four-year period.
Fiscal year 1995-96 is the second year of the second four-year
period.

15
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3.0

3.1

PERFORMANCE |

TARGETS AND
FINANCIAL
ANALYSIS

Performance
Targets

Demand

l
!
\

\

—

The volume of business upon which the financial soundness of the
Agency depends is determined fundamentally by demographic,
economic and political factors, many of which are beyond the
control of the Passport Office.

Historically, there has been a correlation between the rate of
growth in the number of Canadian international airline passengers
and the rate of growth in the demand for travel documens.
Therefore, to estimate demand we employ available statistical
forecasts of passenger traffic prepared by Transport Canada and
published as Aviation Aggregate Demand Indicators (the data used
in this Business Plan were published in December 1994).

Transport Canada develops its forecasts by taking into account
such factors as demographic data, immigration trends, the
international political situation, the economy, personal disposable
income, and the price of fuel.

Graph 3-1 points to a 5% average annual increase in the number of
Canadian international air passengers until 2007. Transport
Canada estimates that the number of passengers will increase in
1995 by 5% over 1994, and in 1996 by an additional 5% over
1995. It is estimated that, by 2007, international passenger traffic
will have increased by 75% over 1995. According to these
statistics, international travel will have risen by 211% by 2007
over 1986.

The International Civil Aviation Organization (ICAO) also
forecasts growth of approximately 4.9% a year in international
travel up to the year 2007.

Transport Canada’s forecast for the United States market

(Graph 3-2) also suggests a progressive growth in the number of
air passengers to the year 2007; however, the projected growth is
slower than for the international market. It amounts to an annual
average growth rate of 3.5%. In 1995 transborder air passenger

17
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traffic to the U.S.A. will increase by 2% over 1994 and in 1996
. by 5% over 1995. By 2007, it is estimated that transborder U.S.
. passenger traffic will have risen by 54% over 1995 levels.

Volume "It is estimated that 1,318,500 travel documents will be issued in
1995-96 by the Passport Office in Canada and Canadian missions
abroad (see Graph 3-3). Of that number, about 54,000 or 4.1%
will be issued abroad. The remaining 95.9% of travel documents
will be issued in Canada.

RS ST
GRAPH 3-3 TRAVEL DOCUMENTS ISSUED
[ CANADA [@ FOREIGN

MILLION
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———— e ——y
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The total number of travel documents issued in 1995-96 will
decrease by 5.6% compared to the 1994-95 actual volume of
1,397,223. This decrease is due to a proposed fee increase related
to the recovery of cost of the consular program, and to the slow
economic growth forecast for the second half of the 1995-96 fiscal
year.

The Passport Office estimates that volume will increase in 1996-97

by 2.5% over 1995-96 and by a further 2.5% in 1997-98.

Type of Product We estimate that in 1995-96, we will issue 1,288,768 twenty-four
page passports which represents 97.7% of all travel documents to
be issued (Graph 3-4). The remaining 29,732 travel documents

19
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amount to 2.3% of all documents to be issued (see Graph 3-4 and
Table 3-1).

GRAPH 3-4 TRAVEL DOCUMENTS BY TYPE
1995-96 Total: 1,318,500

OTHER DOCUMENTS

48-Page 15,031
Diplomatic 1,714
Special 4,087
Refugee Travel 5,208

Emergency

TOTAL

Certificate of Identity 2,373

1.319
29,732

TABLE 3-1 VOLUME OF TRAVEL DOCUMENTS

24-page

48-page

Diplomatic

Special

Refugee Travel Document
Certificate of Identity

Emergency

TOTAL

1994-95
Actual

1,365,979
15,833
2,141
4,803
5,017
2,160
1,290
1,397,223

1995-96
Forecast

1,288,768
15,031
1,714
4,087
5,208
2,373
1,319
1,318,500

1996-97
Forecast

1,321,512
15,413
1,758
4,191
5,340
2,434
1,352

1,352,000

1997-98
Forecast

1,355,234
15,806
1,802
4,298
5,477
2,496
1,387

1,386,500
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Type of Service . Canadians can submit their applications for passports either by

mail or by going to one of the 28 issuing offices located across the
 country. The Passport Office operates 31 points of service,
including the mail-in, Certificate of Identity and Official Travel
offices.

The opening of new offices in recent years has resulted in an
increased number of applications submitted in person. As shown
in Graph 3-5, in 1995-96, it is estimated that 85% of all
applications will be submitted in person. Only 15% of applications
' will be mailed. In the future, the number of applications submitted
' by mail is expected to decline.

!
S

GRAPH 3-5 APPLICATIONS SUBMITTED IN CANADA
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Turnaround Time Passports are normally issued in Canada in five working days

Productivity

when applications are submitted in person at public counters.
Applications mailed in normally take ten working days to process
(see Table 3-2).

The concept of productivity has been used by the Passport Office
to assess the efficiency of the organization. The rate of
productivity is defined as the number of travel documents issued
per person-year. There are two variations of this rate. The first
includes operations personnel only; the second includes overhead.
The productivity rate is calculated for the organization as a whole,

21
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for each regional operation and for each issuing office on a
monthly and on an annual basis.

TABLE 32 TURNAROUND TIME FOR

PASSPORTS ISSUED IN CANADA .

e 94-95 95-96 to 97-98 |
i Actual Forecast s
Submitted by Mail* 10 days 97% 97%
17 days 100% 100% ;f

-

Submitted in Person 5 days 96 % 96 %
7 days 100% 100% \

* complete applications :

Table 3-3 shows the forecast levels of productivity for the four-
year period ending March 31, 1998. The forecast productivity rate
for 1995-96 remains constant at the 1994-95 forecast level of
2,513, but is lower than the 1994-95 actual level of 2,681. The
increase in the actual level of productivity in 1994-95 is due to a
stronger than forecast performance by the Ontario Operations and a
lower than anticipated use of person years by non-operations
divisions.

22

TABLE 3-3 PRODUCTIVITY INDICATORS

94-95 95-96 96-97 97-98
Volume Actual Forecast Forecast Forecast
TD* issued in Canada 1,339,285 1,264,500 1,296,500 1,330,000
TD* issued Abroad 57,938 54,000 55,500 56,500
Total Volume 1,397,223 1,318,500 1,352,000 1,386,500
Total Person-years 521 525 548 531
Productivity Rate 2,681 2,511 2,467 2,611
A 3,614 3,592 3,411 3,595
excluding overhead
* TD = Travel Documents




D

3.2

|
R

%

[~

The productivity rate is influenced by the seasonal fluctuation in
demand for travel documents (Graph 3-6). As most travel occurs
in the last quarter of the fiscal year, our resources are most heavily
utilized during this period.

e e

GRAPH 3-6 TRAVEL DOCUMENTS ISSUED BY
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Financial Analysis

Fee Structure

The productivity rate is an essential management tool in the
planning of efficiency objectives and the utilization of human
resources. Productivity targets are approved by the Executive
Committee and the Advisory Board.

The productivity rate is not the only measure of efficiency used by
the Passport Office. Other measures, including unit costs and
other financial indicators, are being used. Measuring productivity
allows the Passport Office to assess performance relative to plans
and provides flexibility in adapting to changing demand.

The Passport Office finances its operations and recovers costs from
revenues derived from fees charged for passport services.

Table 3-4 shows the current fee structure, last revised on

January 1, 1992.

23



Business Plan 1995-96

TABLE 3-4 FEE SCHEDULE

Travel Documents Fee $
24-page passport 35
48-page passport 37
Official passport 57
Refugee Travel Document 35
Certificate of Identity 75
Emergency 6

Revenues

80
70
60
50
40
30
20

As shown in Graph 3-7, the estimated level of revenues for
1995-96 is $46.4 million. This is a 6.3% drop from 1994-95.
The decrease is due primarily to the projected 5.6% decline in the
number of travel documents to be issued in 1995-96.

GRAPH 3-7 REVENUES

$ MILLION
FORECAST
279 302 323 347 437 466 495 464 476 488
10

0
88-89 89-90 90-91 91-92 92-93 93-94 94-95 95-96 96-97 97-98
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Revenues are expected to rise by 2.6% in 1996-97 over 1995-96,
and by 2.5% in 1997-98 over 1996-97, reaching $48.8 million in

1997-98.
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Expenditures The total expenditures forecast for 1995-96 and subsequent years
are illustrated in Graph 3-8. We estimate that in 1995-96

. expenditures will reach $49.6 million (excluding a contingency

" reserve of $1.4 million) which represents an increase of $3.2
million. This increase is due primarily to increases in operating
1 expenditures such as passport inventory, telecommunications and
\

!

postage. The contingency reserve was established to offset any
unanticipated drops in revenues (see Table 3.5).

' The total expenditures for 1995-96 are made up as follows: salaries
' $21.5 million (43.3%), operating expenditures $22.8 million
' (46%), and capital expenditures $5.3 million (10.7%).

S

GRAPH 3-8 TOTAL EXPENDITURES

$ MILLION
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Net Requirements Table 3-5 shows the Passport Office’s net requirements for the
period 1994-95 to 1997-98.
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TABLE 3-5 PASSPORT OFFICE NET REQUIREMENTS
94-95 95-96 96-97 97-98
Actual Forecast Forecast Forecast
CASH INFLOWS

» Passport Revenues $49,532,828 $46,408,966 $47,569,192 $48,758,422
CASH REQUIREMENTS
Expenditures

» Salaries & Benefits 20,813,579 21,487,262 22,889,576 22,886,949

» Travel & Relocation 325,545 525,000 540,750 556,973

» Freight, Express and Cartage 1,665,420 2,060,207 2:151,651 2,247,398

» Postage 19:721 88,861 01,527 94,273

» Telecommunications 1,155,434 1,351,259 1,391,795 1,433,548

» Information 53,388 50,000 51,500 53,045

» Professional & Special Services 7,146,169 7,587,417 7,504,616 7,551,331

» Rentals 3,514,438 3,650,000 3,759,500 3,872,285

» Repair, Upkeep & Maintenance 260,344 300,000 500,000 515,000

» Utilities, Materials & Supplies 5,741,846 7,152,651 6,310,831 6,432,310

» Miscellaneous 118,729 45,000 46,350 47,741

» Capital* 5,545,420 5,339,000 5,825,500 1,551,765
Subtotal Expenditures 46,420,033 49,636,655 51,063,606 47,242,618

» Contigency Reserve 1,392,269 1,427,076 1,462,753
Total Expenditures 46,420,033 51,028,924 52,490,682 48,705,371

» Wallet Card Project (pending approval) 4,000,000
CASH SURPLUS/(DEFICIT) 3,112,795 (4,619,958) (8,921,490) 53,051
Less:

» Non Cash Items 984,122 1,856,329 1,667,966 1,454,690
Plus:

» Capital and Change in Working Capital 4,629,826 6,946,700 10,090,171 1,627,014
NET PROFIT (LOSS) $6,758,499 $470,413  ($499,285) $225,375
* TB 822015, September 15, 1994, approved a loan from the Operating Reserve to finance TEP ($0.3 million
in 1994-95 and $5.1 million in 1995-96). The loan may not be required but if it is needed the repayment
schedule will be determined at that time.

e R
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achieved by closely monitoring the volume and associated revenues
and variable costs, by controlling fixed costs and by reviewing the
budget at mid-year and third quarter.

l
} The financial targets for 1995-96 outlined in this section will be
|
|

We will continue to use existing financial and administrative
systems to gather complete and pertinent information that will
enable us to produce the reports required for both financial and
management purposes.

Summary of Table 3-6 provides a brief summary of the 1995-96 performance
Performance targets.
Targets :

TABLE 3-6 SUMMARY OF PERFORMANCE TARGETS

Yolume

:I;:irr;l:;ro :(’;‘ travel documents issued in Canada 1,318,500
oN;I;ber of travel documents issued in Canada 1,264,500
Type of Product
24-page passports 1,288,768
Other travel documents 29,732
Type of Service
% of applications submitted in Canada in person 85%
% of applications submitted in Canada by mail 15%
Turnaround Time
By Mail (10 days) 97 %
(17 days) 100%
In Person ( 5 days) 96 %
( 7 days) 100%
Productivity Rate
Productivity rate 2,511
Productivity rate, excluding overhead 3,592 J
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4.0

4.1

1995-96
OBJECTIVES

Introduction

[ d

We have established the following priorities for 1995-96:

to carry out a market survey for a wallet-sized passport
card to determine, on behalf of the Passport Office,
Citizenship and Immigration Canada and Revenue
Canada, public acceptance, general needs, demographic
factors and the level of demand; '

to assess the quality of services currently provided by
the Passport Office, and to gather the data required to
refine or develop measurable service standards;

to formalize an agreement with the Consular Program of
Foreign Affairs and International Trade Canada
concerning the delivery of passport services abroad,;

to reassess the long-term strategic direction of the
Passport Office and to review the Passport Office
Strategic Plan 1992-93 to 1996-97, and to realign it
with the current vision of government service;

"to review human resources policies, and to develop new

policies and programs consistent with the Passport
Office Human Resources Management Plan;

to mitigate the impact of new technologies on the
employees of the Passport Office through development
of a Transitional Human Resources Management Plan;

to provide the Passport Office management with an
independent analysis of the quality of internal controls
and administrative processes within the organization,
and to propose recommendations and suggestions for
continual improvement;

to restructure the Security and Foreign Operations
Division to provide increased support for delivery of

security services;

to develop and implement an automated window-based
infrastructure;

29
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Market Survey for

the Passport Card

» to proceed with the renewal of our business process,
including the installation of a renewed information

technology infrastructure for currently-issued machine-
readable travel documents; and

» to refine the Passport Office service culture so that it
responds to client expectation.

Background

The new processes and technologies being introduced into the
Passport Office as part of the Technology Enhancement Plan
(TEP) make it an opportune time to consider new business
opportunities and products. In this context, the Passport Office
identified a Wallet-Sized travel card/Passport Card (WSPC)
that could facilitate the movement of Canadians to and from
the United States. The provision of such a card would be
consistent with the Blueprint for Renewing Government
Services Using Information Technology in that it focuses on:

improving service to clients,
building partnerships,

sharing expertise,

increasing efficiency, and
enhancing enterprise-wide benefits.

v v v v v

An official Canadian travel document in a card format would
offer the same high levels of security as the passport, be fully
compatible with international standards and with existing
document-reading devices. Canadians must be able to take
advantage of processing improvements introduced by foreign
initiatives such as the U.S. Advance Passenger Identification
and rapid pre-identified traveller lanes. Both Revenue Canada
and Citizenship and Immigration Canada (CIC) are predicating
their introduction of such initiatives on the existence of a
WSPC.

The use of a WSPC is supported by the International Civil
Aviation Organization and the International Standards
Organization. Discussions between the Passport Office and the
U.S. Immigration and Naturalization Service have confirmed
that the WSPC would be a welcome means of enhancing the
processing of Canadian travellers at U.S. border points.
Discussions with Revenue Canada and CIC indicate that the



D

—

use of machine-readable travel documents would further
facilitate processing at Canadian inspection locations.

Objectives

» To determine, on behalf of the Passport Office, CIC and
Revenue Canada, public acceptance, general needs,
demographic factors and the level of demand for the
WSPC.

Anticipated Benefits

The Passport Office has chosen to consider the introduction of
a WSPC because it would:

» enhance the quality of service provided to the Canadian
public;

» facilitate the movement of Canadians between Canada
and the U.S.;

» enable airlines and customs and immigration authorities
on both sides of the Canada-U.S. border to serve
- Canadian travellers more rapidly; and

» enable Canadian and U.S. border authorities to advance
the introduction of technology and service initiatives
designed both to facilitate entry and to enhance border
security controls.

1995-96 Activities

The Passport Office will investigate several elements essential
to introducing the passport card into the marketplace and to
ensuring that other travel sector cards required by CIC and
Revenue Canada Customs can be accommodated. These
include total market size, segmentation, expected penetration of
the various segments, and potential strategies to capture market
share. In addition, we will research the importance of product
features to ensure that the passport card is designed to satisfy
specific market needs. The research is expected to develop a
position for the passport card in the marketplace.
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The Passport Office has integrated the market research
requirements for the passport card with the specific
incremental needs of CIC and Customs to ensure that the
research reflects an integrated travel sector card view. We
have selected a market research firm and negotiated a contract.
And we have developed and pre-tested the questionnaire to be
used in the survey. Specific initiatives for 1995-96 will be:

» to participate in the research;

» to isolate and review raw research data in order to
integrate the passport card into the Effective Project
Approval (EPA) submission;

» to interpret research results and provide
recommendations to Passport Office management, CIC
and Customs; and

» to develop a strategy for the wallet-sized passport card.
Resources required: $200,000

4.3 Client Survey Background

For the past three years, Western Operations has conducted a
survey of passport applicants focusing on their needs and on
different ways of providing service to the public. These
surveys have provided valuable feedback, much of which we
have been able to extrapolate to the broader operations of the
Agency.

Objectives

» To assess the quality of service currently provided by
the Passport Office. :

» To gather the data required to refine or develop

measurable service standards (see Subsection 2.5
Service Standards).
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4.4

Delivery of
Passport Services
Abroad

Anticipated Benefits

There will be a clearer focus on ways to improve the products
and services that respond to our clients’ needs.

1995-96 Activities

» Selecting and negotiating a contract with a client
research firm.

» Developing and testing a questionnaire to be used in the
study.

» Undertaking the survey, analyzing the data and making
recommendations to the Passport Office.

Resources Required: $250,000.

Background

The Passport Office is accountable for the issuance of
Canadian travel documents on a global basis and carries out
this work in Canada. The Consular Program of Foreign
Affairs and International Trade (FAIT) provides this service
abroad on our behalf. In return, the Passport Office pays the
Consular Program a fee.

In 1994, FAIT commissioned a review of current and potential
relationships between the Consular Program and the Passport

Office. It suggested a number of actions that would enhance
the relationships between the two organizations.

Objective

» To formalize an agreement with the Consular Program
concerning the delivery of passport services abroad.
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Anticipated Benefits

The conclusion of an agreement will ensure that Canadians
who require travel documents while abroad receive the most
effective and efficient service.

1995-96 Activities

To develop a formal agreement between the Consular Program
and the Passport Office.

Resources required: $50,000.

4.5 Review of the Background
Strategic Plan

The Passport Office put in place a Strategic Plan covering the
period 1992-93 to 1996-97. The Strategic Plan has been the
foundation for the annual Business Plans, providing long-term
direction to the Agency’s management team to ensure that the
organization has the flexibility to adapt to change and the
resources required to reach its objectives. The strategic
objectives identified in the document were based on an
examination of the environmental forces affecting the
organization at that time.

Since the Strategic Plan was developed, there has been a
significant shift in the environmental forces. In particular,
recent developments such as the government-wide Program
Review, the Blueprint for Renewing Government Services
Using Information Technology, and the February 1995 budget
demand of government departments and agencies a new vision.

Objective
» To review the 1992-93 to 1996-97 Strategic Plan and to
realign it with the current vision of government service.
Anticipated Benefits
A review of the Strategic Plan will enable Passport Office

management to measure the Agency’s performance and ensure
that the Passport Office stays abreast of recent developments.
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Review of Human

Resources Policies
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1995-96 Activities

In the coming year, we will review the Strategic Plan in the
light of recent developments. The review will have two
components:

» an assessment of how well we have met the objectives
outlined in the 1992-93 to 1996-97 Plan; and

» a renewed direction starting with an examination of our
mandate, mission, vision and values in the context of
public service renewal.

Resources required: $40,000.

Background

In 1994-95, the Passport Office successfully completed the
development of the Human Resources Management Plan
(HRMP) for the Agency. Consequently, the organization is
proceeding with the implementation of the ma or elements of the
Plan. The implementation implies both a review of existing
human resources policies and development of new policies and
prograrhs consistent with the tenets of the HRMP.

Objectives

» To review human resources policies; and

» To develop new policies and programs consistent with
the HRMP.

Anticipated Benefits

The successful implementation of the HRMP will support the
organization's strategic direction and ob ectives and will provide
a decision-making framework consistent with the Passport
Office's instrument of delegation.
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Transitional
Human Resources
Management Plan

1995-96 Activities

» Research and analysis of organizational needs for the
development of human resources policies and programs.

» Consultation with employees, managers and unions in
the development of these policies and programs.

Resources required: The policies will be developed within
allocated resources. The implementation of the HRMP will
require additional resources: Employees Assistance Program
$25,000; Human Resources Information System $35,000.

Background

As outlined in Subsection 4.10 Office Automation and
Subsection 4.11 Technology Enhancement Plan Phase III,
1995-96 will see the introduction in the Passport Office of new
technologies. The TEP will affect all aspects of the issuance
process of Canadian travel documents, from examination of
applications to file storage and microfilming. It will have an
impact on support and corporate services.

At the same time, for the implementation of TEP to be successful,
we need employees who are informed about, prepared for, and
committed to the process. Accordingly, consistent with the
Government Bluey rint jor Renewing Government Services Using
smjormation Technolog) and with the TBS draft 7he Peoy le Side
0j Re-engineering, the Passport Office will develop a transitional
HRMP to ease the impact of the implementation of TEP and the
introduction of new technologies in the organization.

Objective

To mitigate the impact of new technologies on the employees of
the Passport Office.

Anticipated Benefits

A Transitional Human Resources Management Plan that deals
with human resources issues arising from the re-engineering
process will minimize the impact of the introduction of new
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Audit Plan
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technologies on the workforce of the Passport Office, and will
enable the organization to manage change efficiently.

1995-96 Activities

» Research, analysis and development of a Transitional
Human Resources Management Plan that will address
the issues of retraining, staffing, classification, Official
Languages strategy, employment equity and employee
assistance.

» Consultation with employees, managers and unions in
the course of development of the Transitional HRMP.

Resources required: $40,000.

Background

In 1992-93, the Passport Office drew up a multi-year plan
setting out audit activities for a five-year period. Every
management component within the organization, be it security,
operations, financial and human resources, or information
technology management, is examined during the audit of a
point of service (local office). Non-operational divisions are
also subject to audit.

The manager of the office or division being audited meets the
auditors and discusses the scope of the exercise. Managers are
thus able to personalize the audit, obtaining information on the
efficiency of a function which is particularly important to
them.

In 1994-95, seven points of service were visited, as planned.
The audit of some sections of non-operational divisions was
postponed because of restructuring or because of a redefining
of the scope of the exercise.

Objectives
» To provide management with an independent analysis of

the quality of internal controls and administrative
processes at the Passport Office.
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Restructuring of
Security and
Foreign
Operations

» To propose recommendations and suggestions for
continual improvement.

Anticipated Benefits

By distributing the audits among the various points of service
around the country in such a way as to examine every region,
each region has the opportunity of reviewing the relevant
conclusions and recommendations and applying the corrective
measures prescribed, as needed.

By going ahead with a greater number of audits of non-
operational division sections, we are able to bring to the
attention of management key factors influencing savings,
effectiveness and efficiency before applying TEP, which will
require much of the Passport Office management team’s
energy.

1995-96 Activities

Four points of service have been identified, distributed over all
regions. Audits are also planned in four non-operational
division sections.

Resources required: $150,000.

Background

In anticipation of the implementation of an on-line operating
system in local offices, in the regions and, possibly, within the
consular network through electronic bridging between systems,
the Security and Foreign Operations Division undertook a
complete study of its operations in the second half of the last
fiscal year.

Aware of the possibilities offered by computerization and
electronic data exchange, the Division carried out a study of
the organization’s needs supported by an internal survey of its
clients; i.e., operational and service divisions. This allowed
management to redefine the main elements of the division’s
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mandate. The significance of these changes lies in the
recognition of a new division dictated by the evolution of roles
prevalent within our organization.

Thus, the division is moving toward enhanced support for
delivery of security and case management services. The
reorganization of the division will be implemented in 1995-96.

Objectives

» To meet the criteria of the renewed role given to the
division.

» To specify the division’s mandate and role.

» To assist the Passport Office in maintaining the integrity
and security of Canadian travel documents by supplying

technical and operational support, enforcement approval
and advice, as well as case management advice.

» To enhance the Agency’s present expertise in the field
of security document design.

» To facilitate local office access to consulting services in
case management.

Anticipated Benefits

» Knowledge of improved initiatives in research and
development in the field of security features.

» Making use of present-day and future technologies in
1 the design and development of the next generation of
passports or new products.

» Improving case management and law enforcement
sensitivity tools.

» Improving external communications and the orientation
of administrative support of the discretionary authority
conferred on the Passport Office.

» Ensuring added value to the quality control audit for
foreign posts.
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1995-96 Activities

» Setting up an Advisory Group on Security Documents
whose mandate is linked to the physical composition and
the manufacturing process in the making of Canadian
passports, in preparation for designing the next
generation of passports or new products.

» Replacing the Foreign Operations Section, a case
management service for foreign posts, with a new Case
Management Section, making this expertise available to
all local offices in Canada.

» Supporting our organization, which is entrusted with the
discretionary authority conferred by the Canadian
Passport Order, in deciding on the eligibility of clients
by staffing appropriate positions in the Enforcement and
Security Section.

Resources required: $30,000.

Background

In the Passport Office Strategic Plan 1992-93 to 1996-97, we
recognized that our most important asset in providing improved
service to the public is our employees. In light of this, we
undertook to provide employees with the information
technology and training necessary to facilitate decision-making
and ensure improved service to the public.

The Passport Office also recognizes the technological changes
taking place in the marketplace. To ensure that the
organization and its employees meet the technological and
communications requirements of the future, we are committed
to developing the necessary technological infrastructure (LAN
system, personal computers, hardware and software), to
providing employees with the necessary training, and to
supporting the new infrastructure. This will enable the
Passport Office to take a firm step towards the implementation
of image-based technology.

Objectives

» To develop and implement an automated window-based
infrastructure that is conducive to improving the
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working life of our employees and to fulfilling the
mandate and mission of the Passport Office.

To enhance service to our clients.

Anticipated Benefits

| 4

Enhanced efficiency of the Passport Office as a whole
and of individual employees; and faster communication
and movement of documents;

improved productivity;

improved client service;

enhanced security: the new infrastructure will ensure
that documents are moved with greater regard for
security;

a better working environment for employees;

more technically-skilled employees, greatly facilitating
the move towards the Optimized System for Capture,
Archival and Retrieval (OSCAR) being introduced as
part of the TEP;

the possibility of greater movement and processing of
imaged information.

1995-96 Activities

|
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Completion of the upgrade of all personal computers.

Acquisition of office automation software necessary to
develop a new framework for office communication
including E-mail, calendaring, tasking and notes.

Acquisition of WordPerfect PerfectOffice software
including WordPerfect (word processor), Quattro Pro
(spreadsheet), Paradox (database), Envoy (electronic
publisher and viewer), InfoCentral (personal information
manager), and Presentations (presentation graphics).

Acquisition of electronic forms software.
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Resources required: $375,000.

4.11 Technology | Background
Enhancement Plan |
Phase 111 - The Passport Office initiated its Technology Enhancement Plan

in 1993. The Plan encompasses four phases:

definition of project and user requirements;
research and development of alternative solutions;
pilot installation and evaluation; and

full operational implementation.

v v v vy

The first phase was completed in March 1994. Phase II was
carried out in 1994-95, and Phase III was begun. Phase III
involves testing the prototype system in a "dummy"
environment and also installing it in a pilot site — an actual
passport production environment. During this phase, Passport
Office employees will be trained in the new system and
procedures. In addition, a formal evaluation exercise will be
carried out.

Objectives

» To redesign passport production systems and
procedures, taking advantage of modern technologies for
image capture, storage and retrieval, document image
management and digitized image printing.

» To implement a fully on-line environment locally, in the
regions and, where feasible, within the consular
network.

» To facilitate secure access to, and retrieval from, the
Passport Office database for both internal and external
users for verification purposes.

» To build better work structures and workflows
compatible with the Blueprint for Renewing Government
Services Using Information Technology.

» To develop a system which, through increased

efficiency, will repay its investment in a reasonable
period of time.
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Anticipated Benefits

» More efficient passport production systems and
procedures, and more modern image management.

» Easier and faster access to the main database through a
fully on-line environment.

» Increased border security through secure, controlled
access to the database by other agencies.

» Increased document security through image and
signature printing.

» A more challenging work environment through
empowerment and the availability of information
technology.

1995-96 Activities

In the summer of 1994, Treasury Board granted Preliminary
Project Approval (PPA) for renewing the business process,
including installing a renewed information technology
infrastructure for currently-issued machine-readable travel
documents. The work involved is in keeping with the
guidelines defined in the Blueprint for Renewing Government
Services Using Information Technology.

Phase III of the TEP will consist of the following:

» finalizing an implementation strategy, and documenting
the individual plans and any revisions for Phase IV,
including a summary plan to allow PWGSC to award a
contract for Phase IV;

» finalizing the overall Functional Specification for
OSCAR by developing specifications for "special
cases"; e.g., refugee travel documents, official travel,
certificates of identity;

» finalizing the definition of the architecture for OSCAR,
including an equipment list;

» designing, developing and installing a BETA system in
the Passport Office headquarters Alpha Test Centre;

2
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4.12 Quality of Service |

Initiatives

» designing and developing a prototype of the new
Machine-Readable Passport (MRP) production system,
including post-production. The prototype will be
installed in the Alpha Test Centre and testing performed
on representative samples of the MRP book to be used
in renewed production. This step also includes
designing the new book;

» performing a number of optional analyses to determine
the elasticity of the overall proposed system costs,
preparing the EPA and a final cost-benefit analysis;

» preparing strategies for the final OSCAR system and the
roll-out to domestic locations within Phase IV;

» managing, tracking and reporting on Phase III activities,
and providing quality assurance/quality control.

Phase III will be completed in February 1996.

Resources required: $3.4 million.

Background

Quality of service is one of the key strategic objectives of the
Passport Office. We recognize that, in order to improve
service, we must become more aware of the needs of our
clients and tailor our service to their needs.

Objective
» To refine the Passport Office service culture to ensure

that it responds to client needs and the government’s
philosophy concerning delivery of government services.

Anticipated Benefits

Improvements in quality of service will maintain and enhance
the excellent reputation of the Passport Office.
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1995-96 Activities
(i) Debit and Credit Cards

To improve service to Canadians, we will undertake a study to
assess the potential impact of the use of debit and credit cards
for services provided to the public by the Passport Office.
Currently, the public uses cash to pay for such services. The
study will make recommendations to the Passport Office on the
use of these cards.

(ii) Colocation and Joint Ventures

Consistent with the Government Blueprint for Renewing
Government Services using Information Technology and
consistent with the spirit of the recently completed Program
Review, the Passport Office will develop a corporate strategy
on joint ventures and colocation with other government
departments and agencies.

(ili) Consular Training

In order to improve the quality of the examination process and
production of passports issued abroad, we will modify and
improve the training program for consular staff and offer them
better support. More specifically, we will offer training
adapted to the specific needs of each mission. In addition, we
will pursue the development of a computerized self-training
program, and review the manuals and tools at the disposal of
consular staff.

Resources required: Debit and credit card: $10,000;
colocation strategy: $6,000; consular training: $70,000.
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