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SYNOPSIS 
 
In the spring of 2006, Chief Review Services was requested by the Chief Defence Institutional 
Alignment to conduct an evaluation to confirm that core functional areas and authorities to 
support the new Canadian Forces (CF) command and control structure are in place and 
appropriate. 
 
Command of all the CF operations was transferred in February 2006 from the Deputy Chief of 
the Defence Staff to four new operational commands:  Canada Command (Canada COM), 
Canadian Expeditionary Force Command (CEFCOM), Canadian Special Operations Forces 
Command (CANSOFCOM) and the Canadian Operational Support Command (CANOSCOM).  
This change was designed to make Canada’s military more relevant, responsive and effective by 
separating operational capability (operations) from staff functions (e.g., policy development and 
strategic planning). 
 
While Transformation has meant significant changes for some functional L1s, others have 
experienced less direct impact.  Thus far, there has been no evidence of any obvious gaps in 
terms of authority/accountability as an impact of Transformation, although many L1s believe 
there is the potential for such gaps to develop.  There is a clear need to re-examine and clarify 
functions and responsibilities of L1s vis-à-vis the new command and control structure and 
rationalize services to the Commands to prevent the possibility of gaps and duplications. 
 
Determining the correct level of resources for the new Command structure is one of the major 
concerns identified.  Both personnel and infrastructure are in short supply, which makes it 
difficult to achieve a balance between effectiveness and efficiency. 
 
As Transformation, and thus institutional alignment, is an ongoing process this evaluation 
identifies the risk areas where more analysis should be concentrated. 
 
Specific recommendations to enhance the alignment of functional responsibilities in support of 
the new Command Headquarters are provided in the Findings section. 
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RESULTS IN BRIEF 
 
INTRODUCTION 
 
Chief Review Services (CRS) was requested by the Chief Defence Institutional Alignment 
(CDIA) to conduct a program evaluation to confirm that core functional areas and authorities to 
support the new Canadian Forces (CF) command and control structure are in place and 
appropriate. 
 
FINDINGS 
 
Impacts of CF Transformation 
 
While there have been significant changes for some functional Level 1s (L1s), others have 
experienced less direct impact.  One of the most challenging issues identified is a lack of 
personnel to fill all the identified requirements.  A number of L1s report feeling stretched too 
thin due to the transfer of resources, as fewer staff remain to produce the same results.  Although 
a portion of the organization has been taken away, there has not been a corresponding reduction 
in the internal processes.  Personnel resource allocation is having a major impact on the ability of 
L1s to provide support to the new CF Command structure.  For example, the ongoing 
requirement for augmentation to the Canadian Expeditionary Force Command (CEFCOM) and 
the Canadian Operational Support Command (CANOSCOM) Headquarters.  There is a need for 
a culture shift to more of an enterprise or Department of National Defence/Canadian Forces 
(DND/CF) focus as demonstrated in the current centralization of information 
management/information technology (IM/IT), notwithstanding that such action may be resisted. 
 
On the positive side, the restructuring to facilitate DND/CF’s capability to conduct operations 
has provided the catalyst for some L1s to realign their organizations to better focus on activities 
that support operations.  Examples include capital programs delivery within ADM(Mat) and the 
reorganization of Chief Military Personnel (CMP). 
 
Relevance of L1 Functional Responsibilities to the New Command Structure 
 
Functional L1s were questioned about the continued relevance of their responsibilities as 
outlined in the 1999 Organization and Accountability Guidance document.  Changes required are 
shown in the table on page 8.  It is anticipated that the revised Organization and Accountability 
document will provide the essential clarification of roles and responsibilities. 
 
Assignment of Authority 
 
Although most of the functional L1s stated they had received assigned authority, there was 
general acknowledgment that this is not done well across the Department. 
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Communication and Understanding of Responsibilities 
 
There is a need to decide upon the best way to communicate the functional L1 areas of 
responsibility to the Commanders of the new Commands.  A lack of clarity exists regarding the 
roles and responsibilities of the Chief Force Development (CFD) and the Environmental Chiefs 
of Staff (ECS) for force development.  Force readiness levels need to be determined in 
collaboration with the Strategic Joint Staff (SJS) and Chief of Programme (C Prog).  Force 
generation capabilities need to be determined with Canada Command (Canada COM).  
Ambiguity exists related to accountability for the development and provision of communications 
and information systems support to operations, especially classified systems. 
 
Effectiveness and Efficiency 
 
The main concern with effectiveness and efficiency is the balancing of personnel and 
infrastructure within the new Headquarters and avoiding redundancies.  A majority of 
respondents acknowledged potential duplication of services/efforts in delivering support to the 
new Command structure.  One reason given is that some functional L1s are now required to 
serve four entities, rather than one.  Another is that the CANOSCOM Headquarters was 
established after the other Command Headquarters, and hence there is a possibility that 
responsibilities may be duplicated.  The area of financial responsibilities between the new 
Commands was also highlighted.  
 
Potential Duplication of Services/Efforts 
 
The new Command Headquarters would like to grow in staff size to take on more functions, but 
this could lead to duplication.  There is a need to get the balance right.  Some of the potential 
duplication is attributed to CANOSCOM being set up late in the planning phase.  While all 
functional organizations have been asked to rationalize internally, there is a need to focus on the 
Commands as well.  Some functional L1s feel that coordination and integration represent greater 
concerns than duplication. 
 
Potential Gaps in Delivering Support 
 
There has been no evidence of any obvious gaps in terms of authority/accountability as an 
impact of Transformation, although many L1s believe there is the potential for such gaps to 
develop.  Duties and responsibilities must be clarified to prevent possible gaps in service 
delivery, especially for ADM(PA) and ADM(Pol).  While the new Commanders all stated they 
had few concerns regarding service, the most notable risk area identified was that of maintaining 
a high workload with a shortage of personnel. 
 
Horizontality 
 
The Department and the CF have a good understanding of the need for horizontal coordination 
and can engage in a collegial debate.  The majority of interviews identified the requirement for 
more integration of L1s in the Transformation process to ensure risk areas are identified at the 
earliest opportunity. 
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Performance Measurement 
 
Although some measurement is being done, it needs to be enhanced. 
 
Working Well/Not Working Well with the Institutional Alignment Effort 
 
CDIA provides a focal point for raising and debating issues, improving governance and 
clarifying functional authorities.  The Transformation has refocused the Department on the need 
for a centralized enterprise model.  At the same time, some feel there has been inadequate 
planning of the duties being transferred from the L1s to the new Commands, or analysis of the 
resulting gaps.  As a result, the CDIA requested CRS to provide a more detailed analysis of the 
existing and transferred functions and determine their relevance and/or a need for review. 
 
Communication Between Commanders and L1s 
 
Whereas some believe that one-on-one meetings with other Commanders and L1s are sufficient, 
others feel there are insufficient opportunities for the Commanders to participate in decision-
making. 
 

Note:  For a list of CRS recommendations and the accompanying management response, please 
refer to Annex A—Management Action Plan. 
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INTRODUCTION 
 
BACKGROUND 
 
CRS was requested by CDIA to conduct a program evaluation to confirm that core functional 
areas and authorities to support the new CF command and control structure are in place and 
appropriate.  More specifically, the evaluation examined the following: 
 

• Impacts of the Transformation on the organization’s ability to provide support to the new 
CF Command structure; 

• Continued relevance of the responsibilities assigned to the L1s; 
• Delegation of authority assigned to L1s to exercise responsibility over functions; 
• Re-alignment of supports/services to the new Commands; 
• Communication and understanding of responsibilities; 
• Effectiveness and efficiency of the services/support provided to the new Command 

structure; 
• Potential duplication of services/efforts in delivering support; 
• Potential gaps in delivering support; 
• Horizontal coordination of functional authority issues; 
• Plans to measure the accomplishment of assigned responsibilities; and 
• What is working well/not working well with the institutional alignment effort. 

 
Command of all the CF operations was transferred from the Deputy Chief of the Defence Staff 
(DCDS) to four new operational commands:  Canada COM, CEFCOM, Canadian Special 
Operations Forces Command (CANSOFCOM), and CANOSCOM.  These new Commands 
assumed management of and responsibility for all operations as of 1 February 2006.  This change 
resulted from the CF Transformation, which is designed to make Canada’s military more 
relevant, responsive and effective. 
 
CDIA was established to ensure that the changes necessary for the Department to remain 
coherent and aligned with a transforming CF are identified and managed effectively.  
Institutional alignment is concerned with readjustments within the Department so that the CF can 
continue to do its job well.  CDIA has been set up to facilitate the multitude of initiatives that 
constitute alignment. 
 
As a result of the DND/CF Transformation initiative, both the National Defence Headquarters 
(NDHQ) and the CF Command structure organizational charts have been revised to provide an 
overview of the new organizational structures and respective reporting lines.  However, a formal 
document is not yet in place to clearly delineate the new authorities and accountabilities within 
each new Command.  Work has begun to revise the Organization and Accountability document, 
signed in September 1999 by the Chief of the Defence Staff (CDS)/Deputy Minister (DM).  The 
revised document will update the responsibilities of each L1.  Further, the CDIA has initiated 
and completed a process on behalf of the DM/CDS to define, clarify and formalize the functional 
authorities assigned to L1s. 
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Together, the revised Organization and Accountability document and the Functional Authority 
document will clarify, define and separate the line and functional responsibilities of each L1 
within the new organization structure, as well as establish a comprehensive accountability 
framework within DND/CF. The CRS evaluation was conducted to identify the challenges that 
are occurring, along with any risks associated with the realignment activities and initiatives. 
 
Clarification of Functional Terms 
 
To understand how DND works, it is necessary to comprehend the meaning of the terms 
“responsibility,” “authority” and “accountability.”  Having a responsibility involves having the 
authority and the obligation to act.  It also means being accountable for how these 
responsibilities are carried out. 
 
Two forms of accountability, line and functional, link the senior managers of the DND and the 
CF.  Line accountability is based on one-to-one relationships between the DM and/or the CDS 
and the senior advisors.  Accountability to the DM/CDS for actions taken, or not taken, in a well-
defined area rests with a specific L1 manager.  With functional accountability, responsibility 
for fulfilling tasks and meeting obligations is considered shared.  Functional managers are 
responsible for interpreting governmental and departmental direction and legislation, developing 
standards and targets, and communicating these to other senior managers.  The latter are 
accountable for implementing the direction provided by the functional managers. 1 
 
OBJECTIVES 
 
While there have not been any specific concerns that have arisen to date, the interactions 
between the new Commands, SJS and the functional L1s have been quite limited so far.  How 
the functional L1s will exercise their authorities in order to provide and coordinate support and 
re-align their structures and functions with the new Commands is not yet entirely known. 
 
The main focus of the evaluation was: 

What, if any, gaps exist in terms of authority/accountability that, if not addressed, will adversely 
impact the ability of the DM and CDS to realize and properly discharge their accountabilities. 
 
Key objectives of the evaluation were to determine: 
 

• What, if any, changes are required to existing functional responsibilities to ensure 
continued effective program delivery; 

• Whether the current allocation/provision of services/support is effective and efficient, and 
if not, what are the associated risks; 

• Whether the core functions and authorities of L1s in support of the new Commands are 
well-communicated and understood; and 

• If there are any issues related to compliance/monitoring/performance measurement. 
 

                                                 
1 Organization and Accountability, Guidance for Members of the Canadian Forces and Employees of the 
Department of National Defence, 2nd Edition, September 1999. 
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Limitations 
 
Some L1s have incorporated accountability issues within the Business Planning cycle.  Other 
L1s have their own methods of reporting their status to the DM.  This variance between L1s 
might affect the general applicability of the evaluation.  Also, as readjustments within the 
Department to accommodate the Transformation are just beginning, all of the initiatives that 
constitute re-alignment may not yet have been identified. 
 
SCOPE 
 
The scope of the evaluation was internal and focused on the responsibilities of the senior 
advisors (including the ECSs) within the organization.  This includes senior advisors, or L1s, 
who have direct accountability to the DM and CDS and for whom the DM and CDS exercise full 
authority to assign and adjust tasks, goals and resources.  Government of Canada change 
initiatives were excluded from the evaluation as they relate to the specific L1s and their 
respective activities. 
 
Key Stakeholders 
 
Qualitative and quantitative (limited) information was collected from the following stakeholders: 
 

• Functional L1s 
• ECSs 
• Director of Staff (DOS)/SJS, C Prog 
• Commanders of the new Command structure 

 
Evaluation Questions 
 
Evaluation questions asked of the key stakeholders include: 
 

1. What impacts is the Transformation having on the L1s, ECSs, DOS/SJS, C Prog, and the 
Commanders of the new Command structure?  What unexpected impacts is it having? 

 
2. Are the functional responsibilities currently assigned to the L1s still relevant as the CF 

undergoes Transformation?  (To include how the L1s currently provide support and what 
has changed.) 

 
3. Did L1s receive delegated authority to exercise responsibility over the functions assigned 

to their respective organizations? 
 

4. Are the functional responsibilities of the L1s well communicated and understood within 
DND and the CF, in particular the new Command structure? 

 
5. Is the current allocation/provision of services/support by L1s to the new Commands the 

most effective and efficient?  If not, what are the associated risks? 
 

6. Is there any potential duplication of services/efforts or gaps in delivering support? 
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7. Is horizontality2 being managed to create a coordinated and optimal division of labour 
between the functional authorities and the new Commands? 

 
8. Are there adequate mechanisms in place in DND/CF to resolve horizontal issues that 

involve more than one L1 in providing support to the new Command structure? 
 

9. How do you plan to measure the accomplishment of assigned responsibilities in support 
of the new Command structure? 

 
10. What is working well/not working well with the institutional alignment effort? 

 
Methodology 
 
Relevant documents were reviewed and analyzed to gain a better understanding of the impact of 
the CF transformation on the organization. 
 
In order to establish/confirm core functions and authorities to support the new Command and 
Control structure, the evaluators met with the Vice Chief of the Defence Staff (VCDS), all the 
senior advisors (including the ECSs), DOS/SJS, C Prog and the Commanders of the new 
Commands.  Focused interviews were held to obtain responses to the evaluation questions 
between May and July 2006.  As part of the interviews, senior advisors were requested to review 
their respective functional responsibilities and clarify the changes in delivery of service that are 
required for the new Commands.  Interview questionnaires were generic enough to allow for 
some comparison between functional L1 organizations, while including a tailored set of 
questions that reflect the specific challenges faced by the L1s, ECSs, and the new Commands.  
See Annex B for a list of interviewees. 
 
Data obtained from the documentation review and interviews with the senior advisors has been 
organized and analyzed to answer the previously identified evaluation questions. 
 
 
 

                                                 
2 Horizontality is the building of communication and collaborative relationships across organizational boundaries. 
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FINDINGS AND RECOMMENDATIONS 
 
IMPACTS OF CF TRANSFORMATION 
 

 
Functional L1s 
 
The purpose of the CF Transformation is to separate operational capability (operations) from 
staff functions (e.g., policy and strategic planning).  Some L1s (ADM(Mat), ADM(IM) and 
ADM(IE)) have experienced significant changes mainly related to the transfer of military 
positions to the new Commands that were not backfilled.  Other L1s have experienced less direct 
impact.  Although all the required linkages to provide full support to the new Command structure 
have not yet been fully implemented, one of the most challenging issues identified is that of a 
lack of personnel to fill all the identified requirements.  Another challenge is that of 
Commanders wanting to own their individual resources.  This approach is unacceptable as it 
could lead to duplication of services/support, which is unaffordable.  Also, there is some 
confusion as to the status of the new Commanders—are they L1s or L2s?  While Commanders 
are considered to be L1s in their role as senior advisor to the DM/CDS, for other activities they 
are considered to be L2s.  This needs to be clarified in accordance with existing definitions and 
communicated throughout the Department.  Other findings include: 
 

• A number of L1s report feeling stretched too thin due to the transfer of resources, as 
fewer staff remain to produce the same results.  Although a portion of the organization 
has been taken away there has not been a corresponding reduction in the internal 
processes. 

• There is a need for a culture shift to more of an enterprise (DND/CF) focus as 
demonstrated in the current centralization of IM/IT, notwithstanding that such action may 
be resisted.  New Commands and some L1s are not too receptive to the DND IM/IT 
centralized model. 

• Personnel resource allocation is having a major impact on the ability of L1s to provide 
support to the new CF Command structure.  For example, the ongoing requirement for 
augmentation to CEFCOM and CANOSCOM Headquarters. 

• Becoming recognized as the functional authority has presented some difficulties, which 
should be addressed by the amendment to Defence Administrative Orders and Directives 
(DAOD) 1000-0, Corporate Administrative Direction.3 

• Another concern is ensuring that timely advice and support are available to the new 
Commands.  For example, ADM(Pol) must now liaise with up to five separate entities:  
SJS, Canada COM, CEFCOM, CANOSCOM and CANSOFOM.  Also, the Policy Group 
is more challenged to provide coherent advice that applies across the institution.  

                                                 
3 DAOD 1000-0 was approved and promulgated on 25 October 2006. 

What impact is the Transformation project having on your organization’s ability to provide 
support to the new CF Command and Control structure? 
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• Some L1s have transferred key military positions to the new Command Headquarters, 
which has necessitated backfilling with less experienced personnel.  The VCDS group 
has added a Chief of Staff (COS) position, as additional coordination is required for the 
new organizational structure. 

• Although the focus is placed on operations, civilian employees still need to be managed, 
e.g., employee grievances, performance reviews, etc. 

• For other organizations, e.g., the Canadian Forces Housing Agency (CFHA), it is too 
early to tell if the Transformation will have an impact. 

 
On the positive side, the restructuring to facilitate DND/CF’s capability to conduct operations 
has provided the catalyst for some L1s to realign their organizations to better focus on activities 
that support operations.  Examples include capital programs delivery within ADM(Mat) and the 
reorganization of CMP. 
 
ECSs 
 
The most significant challenge is the requirement to staff the four new Command Headquarters 
without any additional personnel, which has resulted in doing the same work with fewer people.  
Some of the best people were posted to the new Commands without backfilling of the vacant 
positions.  ECSs now provide advice/support to five organizations rather than one, without 
additional resources.  There is a need to build some increased capacity back into the three 
Environments to adequately train the additional new recruits or re-evaluate and prioritize their 
core functions.  Other noted impacts include: 
 

• Transformation has meant relinquishing some things to the new Commands while other 
responsibilities reside with the ECSs, e.g., equipment, doctrine, etc.; 

• Role of ECSs in the centralized component of force development needs to be agreed 
upon; 

• There is some confusion/ambiguity related to governance, but this is expected to stabilize 
over time; 

• Transfer of members from force generation to force employment is still being worked out 
with Canada COM; and 

• Due to the distance between NDHQ and the new Commands, opportunities for informal, 
face-to-face communication are reduced. 

 
Commanders of New Commands 
 

 
So far, the Commanders of the new Commands have experienced relatively few concerns with 
the services/support provided by functional L1s.  Things are evolving and are gradually being 
resourced.  The Commanders are unanimous that separation of policy setting from service 
delivery is the key to a successful transformation.  Some concern has been raised about the 
relationship between the Commanders and the L1s and about potential duplication of effort.  
Their relationship with L1s is not fully defined yet.  However, CANOSCOM is viewed as 

Do you have any specific concerns with the services/support provided by functional L1s to your 
Command? 
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uniting all operational support function organizations under one command.  More clarity is 
needed regarding responsibilities and accountabilities and there is a need for a new 
accountability framework.  Other comments included: 
 

• Different approaches have been taken by functional L1s and some leveling is needed 
between the three Commands at Star Top. 

• In the standing up of the new Commands, most of the decisions for support arrangements 
have been made by the VCDS, thus limiting the involvement of the Commanders of the 
new Commands. 

• There is a feeling that the Department did not go far enough in reducing NDHQ staffing 
during the Transformation.  Also, there has been a need to restructure staff functions, 
which was not part of the original expectations. 

• Many CANSOFCOM services/support originate from within the Command due to 
mission specificity of the organization.  CANSOFCOM intends to divest some tasks to 
CANOSCOM and leverage what the latter can offer. 

 
Recommendation 
 

 
RELEVANCE OF L1 FUNCTIONAL RESPONSIBILITIES TO THE NEW COMMAND 
STRUCTURE 
 

 
L1 Functional Responsibilities 
 
Functional responsibility involves having the authority and the obligation to act.  L1s have the 
authority to approve policy and instructional DAODs that set out functional direction, along with 
any related functional guidance. 
 
As part of the interviews conducted, L1s were questioned about the continued relevance of their 
responsibilities as outlined in the 1999 Organization and Accountability Guidance document 
and/or the CDIA Memorandum on Functional Areas dated January 2006.  It is anticipated that 
the revised Organization and Accountability document will provide the essential clarification of 
roles and responsibilities. 
 
Functional L1s and ECSs 
 
The following table provides an update on the relevance of responsibilities assigned in the 1999 
Organization and Accountability Guidance document to functional L1s and ECSs in support of 
the new Command structure: 

Capacity of Environments.  Build some additional capacity back into the three Environments to 
adequately train the additional new recruits, or re-evaluate and prioritize their core functions. 

Are the responsibilities assigned to your organization in the 1999 Organization and 
Accountability Guidance document still relevant to the new Command structure? 
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Organization Still 
Relevant 

No Longer 
Relevant Comments/Changes Required 

CMP X  • Responsibilities are as per CMP 1910-1 (D Strat 
HR) memorandum dated 13 July 2004. 

• Responsibilities for employment equity/diversity 
and official languages should be reflected as jointly 
managed with ADM(HR-Civ). 

ADM(PA)  X • ADM(PA) is not responsible for all Defence-related 
public affairs (PA). 

• PA activities need to be better articulated.  Also, the 
ambiguity and overlap of current PA activities need 
to be reflected in the new functional guidance. 

ADM(Fin CS)  X • Responsibility to “provide support for all units 
within the National Capital Region and CF units 
assigned abroad, and corporate services to NDHQ” 
was assigned to VCDS Group in October 2004. 

• DG Corporate and Shared Services (DGCSS) 
provides advice in respect to the Privacy Act and the 
Access to Information Act and prepares TBS 
submissions and Ministerial correspondence as well. 

ADM(S&T)  X • Responsibilities were re-articulated in the 
ADM(S&T) 2000-1 (DST Pol 6) memorandum 
addressed to CDIA on 24 March 2006. 

ADM(HR-Civ) X  • Human resources (HR) planning responsibility is 
missing. 

ADM(IM) X  • IM responsibilities will change slightly with the 
centralization of service delivery. 

ADM(Pol) X  • Responsibilities need to be updated to clarify the 
relationship between the Policy Group and the new 
Commands, including CFD and SJS. 

ADM(Mat) X  • Responsibilities for “developing and implementing 
logistics plans in support of the operational 
deployment, sustainment and redeployment of the 
Forces” and “managing the research and 
development program” were transferred to 
CANOSCOM and Defence Research and 
Development Canada (DRDC), respectively. 

ADM(IE) X  • Should add two more responsibilities: 
“Infrastructure and Environmental Issues 
Management” and “Aboriginal Issues.”  With regard 
to aboriginal issues, if not well coordinated in the 
DND, could develop as a potential domestic security 
issue. 
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Organization Still 
Relevant 

No Longer 
Relevant Comments/Changes Required 

CRS X  • Wording used to describe CRS responsibilities 
needs revision.  For example, CRS is the 
departmental authority for the Defence Ethics 
Program and Conflict of Interest Resolution. 

• Should also add a responsibility for “liaison with the 
Office of the Auditor General.” 

VCDS  X • The 1999 O&A Guidance document needs revision. 

CLS X  • The mission statement of the document still captures 
CLS responsibilities.  It is generic but still accurate. 

CAS X  • Airworthiness role needs to be added to the list of 
responsibilities for CAS. 

• Some revision is also required to reflect transfer of 
operational responsibilities to new Commands.  For 
example, new Commands will also provide input to 
the development of force structure options, and 
routine operations will be more the responsibility of 
Canada COM. 

CMS X  • CMS indicated that he has not gained any additional 
responsibilities. 

• CMS exercises command of assigned forces, which 
are conducting force generation, but no longer 
exercises command of assigned forces conducting 
routine operations. 

 
Recommendation 
 

 
DOS/SJS, C Prog 
 
Documentation is not yet available. 
 

Continued Relevance.  Re-examine functions and coordination between L1s and the new 
Commands. 
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Commanders of New Commands 
 

 
Responsibilities assigned to CANOSCOM, Canada COM and CEFCOM are adequately 
documented while those assigned to CANSOFCOM are not.  For CANSOFCOM a lot of the 
information is conceptual and verbal from the CDS. 
 
ASSIGNMENT OF AUTHORITY 
 

 

Functional L1s 
 
Although most of the functional L1s stated that they had received assigned authority to exercise 
responsibility over functions delegated to their organizations, there was general acknowledgment 
that this was not done well in the Department.  Assigned authority was communicated through a 
variety of sources:  Canadian Forces General Messages (CANFORGEN), DAODs, TBS Policy, 
Organization and Accountability document, Performance Management Agreement, Business 
Planning direction, National Procurement (NP), Capital funding allocations, etc. 
 
RE-ALIGNMENT OF SUPPORTS/SERVICES TO THE NEW COMMANDS 
 

 

The following table shows the supports/services that have been re-assigned from the functional 
L1s to the new Commands: 
 

Organization Support/Service 
CMP • J1 Coord went to CEFCOM in its entirety. 

• Medical Services is under the operational control of CANOSCOM. 

ADM(PA) • CEFCOM now provides guidance on media operations to deployed 
troops.  Over time, as personnel change, issues may arise as the 
tendency to contact ADM(PA) for advice may decrease. 

ADM(Fin CS) • J8 Financial Operations was re-assigned to CEFCOM.  This 
reassignment of personnel resources has not had a significant impact 
on ADM(Fin CS) processes. 

  

Are the responsibilities assigned to your Command adequately documented? 

Did you receive L1 delegated authority to exercise responsibility over the functions assigned to 
your organization? 

Are there any supports or services formally assigned to functional L1s that are now assigned to 
the new Commands? 
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Organization Support/Service 
ADM(S&T) • S&T personnel are being embedded in operational Commands.  At the 

end of the process, 10 to 20 percent of S&T personnel will be devoted 
to operations labs to ensure that operational needs are met. 

ADM(Mat) • J4 Mat/Director General Logistics (DG Log), ammunition depots and 
national field units (less maintenance and engineer test units) now 
report to CANOSCOM.  Transfer has enabled ADM(Mat) to 
restructure to improve its focus and capability in key areas, e.g., capital 
program delivery and CANSOFCOM. 

ADM(HR-Civ) • Some responsibilities, e.g., labour-management relations, will be taken 
away from the new Commands and managed by the HR-Civ unit 
embedded at Star Top to meet civilian HR service delivery 
requirements. 

ADM(IM) • Given that the Department is moving to a more centralized model, 
there is a need for a culture shift to an enterprise focus.  The biggest 
impact is to get respected as the functional authority.  

ADM(IE)  • New Commands are authorized to provide departmental approval for 
minor requirements and construction when the necessary funds are in 
their local operating budgets.  If costs escalate above this limit, there 
could be consequences and Commanders might not know who to 
contact in ADM(IE). 

CMS, CLS, CAS • Conduct of operations has been assigned to the new Commands. 

• Navy Commanders on both coasts now do force generation and force 
employment. 

 
COMMUNICATION AND UNDERSTANDING OF RESPONSIBILITIES 
 

 
L1 Functional Responsibilities 
 
Functional L1s were asked whether they thought their responsibilities are well communicated 
and understood by all concerned within DND/CF, and in particular, the Commanders of the new 
Commands.  Responses were fairly evenly divided: 
 

Yes No Don’t Know 
6 5  

 

Do you think that your responsibilities are well communicated and understood by all concerned 
within DND and the CF, in particular the Commanders of the new Commands? 
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Some concerns were raised in response to this question: 
 

• There is a need to decide upon the best way to communicate the functional L1 areas of 
responsibility to the Commanders of the new Commands.  One approach that was 
suggested is to conduct a strategic session once or twice a year where functional L1s, 
including Judge Advocate General (JAG) and the Canadian Forces Legal Advisor 
(CFLA) and the new Commanders, could provide an update on their responsibilities. 

• Although communication of responsibilities appears to work well in Ottawa, it might not 
function as well across the whole spectrum of the CF. 

• The Organization and Accountability document needs to be revised so that all concerned 
are clear on who is responsible for what. 

 
ECSs 
 
Responses to the question on communication and understanding of responsibilities were mixed: 
 

Yes No Don’t Know 
2 1  

 
Concerns raised include: 
 

• ECSs have been marginalized with the creation of the four new Commands; 
• While creation of operational headquarters has brought focus to domestic and 

expeditionary operations, based on valid principles, overhead is out of balance; 
• A greater force generation role for CLS with Canada COM and CANSOFCOM could 

have been created; 
• A lack of clarity exists regarding the roles and responsibilities of the CFD and the ECSs 

for force development; and 
• There might be some disagreements about areas of overlap between the new 

Commanders and ECSs. 
 
DOS/SJS, C Prog 
 
Responses to the question on communication and understanding of responsibilities were positive: 
 

Yes No Don’t know 
2   

 
Concerns raised include: 
 

• Force readiness levels need to be worked out with C Prog.  ECSs do managed readiness, 
so there is a need to work together.  DOS/SJS does not have adequate staffing for this 
function. 

• Force generation capabilities need to be determined with Canada COM. 
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Commanders of New Commands 
 

 
Responses to the question on communication and understanding of responsibilities were evenly 
split: 
 

Yes No Don’t Know 
2 2  

 
Concerns raised include: 
 

• Canada COM has a mixed group of staff, some without NDHQ experience, who might 
not have any understanding of the functional responsibilities of L1s; 

• CANSOFCOM believes that the lack of understanding is a consequence of being a young 
organization that is only at about 50 percent of staff manning; 

• While none of the concerns are considered to be critical, there are some CMP and Fin CS 
worries about military/civilian composition and financial supports to operations that need 
to be resolved; 

• It might be beneficial to articulate functional responsibilities of L1s and communicate 
these to all concerned; 

• There is some ambiguity regarding the division of responsibility amongst ADM(Pol), SJS 
and the new Commands, but it is evolving; and 

• There is considerable ambiguity relating to accountability for the development and 
provision of communications and information systems support to operations, especially 
classified systems. 

 
EFFECTIVENESS AND EFFICIENCY 
 

 
Functional L1s 
 

Yes No Don’t Know 
6 4 1 

 
More than half the functional L1s feel that the current allocation/provision of services/support to 
the new Command structure is effective and efficient.  An audit was conducted in fall 2006 by 
the Canadian Forces Transformation Team (CFTT) of three of the new Command structures to 
assess administrative and clerical support, harmonization and rationalization of services.  Some 
reservations were expressed: 
 

Do you think the responsibilities of functional L1s are well communicated and understood by all 
concerned within your Command? 

Do you feel the current allocation/provision of services/support to the new Command structure is 
effective and efficient? 
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• It might be more efficient to support one finance officer in CANOSCOM who could 
support the finance officers in the other new Commands; 

• There are some capacity issues in ADM(HR-Civ); 
• Redundancies in IM resources should be addressed; and 
• If environmental management requirements increase, additional staff will be required. 

 
Several functional L1s indicated that the current allocation/provision of services/support to the 
new Command structure is neither effective nor efficient for the following reasons: 
 

• The focus has been on effectiveness rather than efficiency; 
• Commanders want control over their own resources; 
• Six hundred more people are engaged in the new Command structure than in the former 

DCDS; 
• Services and supports are stretched too thin; and 
• Closer integration and sharing of support planning capabilities are required between 

CANOSCOM and both Canada COM and CEFCOM. 
 
ECSs 
 

Yes No Don’t Know 
1 2  

 
One ECS feels that the current allocation/provision of services/support is effective and efficient, 
e.g., with respect to operationally ready aircraft.  The biggest concern is determining the correct 
level of resources for the new Command structure.  While DCDS was considered to be efficient, 
the new structure has lost efficiency without yet becoming effective.  In particular: 
 

• Overhead is high and growing, so it needs to be watched; 
• The creation of four large Headquarters might not be an efficient way of doing business; 
• If members and staff are taken away from force generation, DND/CF will lose the 

necessary expertise, and will eventually fail in operations; and 
• Some rationalization is needed. 

 
DOS/SJS, C Prog 
 

Yes No Don’t Know 
 1 1 

 
Concerns raised include: 
 

• There is a need for rationalization of the construct and the number of staff; 
• New Commands have insufficient personnel for the assigned responsibilities; and 
• Some redundancies may exist. 
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Commanders of New Commands 
 

 
Yes No Don’t Know 

4   
 
All four Commanders feel that the current allocation/provision of services/support by the 
functional L1s to their Commands is effective and efficient, with some reservations: 
 

• Inadequate financial support for CANOSCOM is a concern as all financial resources are 
currently assigned to CEFCOM.  Resources need to be re-balanced among the new 
Commands with the finance line function resting with CANOSCOM as the central 
agency. 

• Some support services, e.g., environment and safety, have not been tested yet so not sure 
how well they will respond. 

• The Defence Wide Area Network (DWAN) and Titan systems lack 24/7 capability. 
• Provision of communications support to operations is suboptimal in terms of the quality 

of support and processes established to deliver support. 
 
Risks 
 

 
Functional L1s 
 
Failure to provide adequate and timely services/support could result in the new Commands being 
unable to deal effectively with challenges.  Risks identified include: 
 

• Operational failure and loss of credibility of the new Command structure (assessed as low 
to very low); 

• Commanders not being aware of critical communication situations; 
• Difficult for Commanders to obtain quick approval of decisions requiring hierarchical 

consent; 
• Provision of inadequate operational capability to meet rapidly evolving force protection 

needs; 
• Potential member/staff burnout and/or inadequate provision of support due to manpower 

being stretched too thin; 
• Potential breakdown of policy coherence that could lead to Commanders taking ill-

informed decisions and/or exposure of DND and the federal government to criticism; and 
• Possibility of environmental codes not being met. 

 

Do you feel the current allocation/provision of services/support by the functional L1s to your 
Command is effective and efficient? 

What are the risks of not providing adequate and timely provision of services/support to the new 
Command structure? 
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ECSs 
 
Risks identified include: 
 

• Operational failure if the new Commands do not get the right support at the right level; 
and 

• Too many ECS staff could be lost to the new Command structure if too many day-to-day 
activities are taken on. 

 
DOS/SJS, C Prog 
 
Risk identified includes: 
 

• Inefficiency and operational failure. 
 
Commanders of New Commands 
 
The ultimate risk is for the Commands to become non-functional and to be unable to adequately 
support operations.  Other risks identified include: 
 

• There might be loss of life if troops are not deployed on time, or they are not adequately 
prepared to fulfill the task; 

• There is a need to be responsive within hours to a crisis—if unable to get NDHQ 
equipment operational in time, Canada COM will probably fail in its mission; 

• The establishment of a central agency to provide HR services to civilian workers in all of 
the Commands has some risk associated with it; and 

• Loss of confidence in the Government of Canada could result. 
 
Recommendations 
 

 
POTENTIAL DUPLICATION OF SERVICES/EFFORTS 
 

 

Re-balance Resources.  Re-balance resources among the new Command Headquarters based on 
assigned responsibilities and clearly establish financial responsibilities. 
 
Military/Civilian Positions.  Identify military positions and functions, which could be 
performed by civilians vis-à-vis the support to the new Commands. 

Do you feel there is any potential duplication of services/efforts in delivering support to the new 
command structure? 
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Functional L1s 
 
All functional L1s, with one exception, acknowledge the potential duplication of services/efforts 
in delivering support to the new Command structure: 
 

Yes No Don’t Know 
10 1  

 
The new Command Headquarters would like to grow in staff size to take on more functions, but 
this could lead to duplication.  There is a need to get the balance right.  Canada COM and 
CEFCOM do not need to own all their resources as long as they are made available at the right 
time.  Some of the potential duplication is attributed to CANOSCOM being set up late in the 
planning phase.  There is a need for improved planning integration between CANOSCOM and 
Canada COM/CEFCOM.  It is also clearly recognized that duplication of service/efforts is not 
affordable.  While all functional organizations have been asked to rationalize internally there is a 
need to focus on the Commands as well.  Some functional L1s feel that coordination and 
integration represent a greater concern than duplication. 
 
Other potential duplications of effort identified include: 
 

• Force generation is still being done by the ECSs and CMP. 
• The process or system of how we support combat capability needs to be looked at. 
• Some functional L1s are now required to serve four entities, rather than one.  It might be 

more efficient and just as effective to deal with one finance officer rather than four. 
• Duties and responsibilities need to be better clarified, e.g., it is unclear what the role of 

the Commanders is with regards to Public Affairs. 
• The need for three to four sets of IM infrastructure is also questioned. 
• Only one point of contact should exist for other government departments (OGD) on 

matters of strategic policy. 
 
ECSs 
 

Yes No Don’t Know 
2 1  

 
Responses of the ECSs are varied as some steps have been taken to address potential duplication 
of services/efforts, yet more remains to be done.  In the case of CAS, an agreement was reached 
for Winnipeg Headquarters to provide services to Canada COM and CEFCOM, thus eliminating 
potential duplication of services.  Also, CFD is charged with formulating training plans for 
centralized forces, but not the ECS component.  Within CMS there is a natural overlap of 
interests because force generation and employment are very closely connected.  Areas for 
improvement that were noted include: 
 

• A double set of resources exists in all Command Headquarters; 
• Possibilities for sharing common resources should be explored; and 
• A review of tasks and associated staffing levels is needed. 
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DOS/SJS, C Prog 
 

Yes No Don’t Know 
1  1 

 
One of the two organizations feels there is potential duplication of services/efforts in delivering 
support to the new Command structure due to the following: 
 

• There are some confused messages and accountabilities that require clarification; 
• Greater synergy of efforts is indicated to meet the needs of the new Commanders; 
• A common operations centre needs to be shared by the new Commands and a satellite 

operations centre set up at NDHQ for the CDS; and 
• In order to eliminate potential duplication, services in support of the new Commands 

need to be optimized/rationalized, e.g., intelligence, public affairs, administration, etc. 
 
Commanders of New Commands 
 

 
Yes No Don’t Know 

2 2  
 
Commanders of the new Commands are evenly divided on the question of potential duplication.  
As specific responsibilities for L1s have not been articulated, Commanders experienced some 
difficulty commenting on this question.  Overall it is felt that there is some potential duplication, 
but things are evolving in that regard.  Creation of the four Commands presents a more 
complicated construct than the original DCDS.  CANOSCOM is becoming the champion for L1 
support and there is an intent to maximize the areas that can be divested to CANOSCOM.  Other 
comments concerning potential duplication of service/efforts include: 
 

• A culture change is required along with improved situational awareness and sharing of 
information amongst the numerous players involved in operations; 

• The potential exists for duplication between CANOSCOM and SJS and the other 
Commands; 

• Concern was expressed about the growth in the number of personnel; 
• Levels of service provision from L1s need to be clearly stated; 
• Clear lines of authority and responsibility between CANOSCOM and the functional L1s 

are needed; 
• Commands need to be given adequate resources to do the job; and 
• Concern was voiced that CANOSCOM will become involved in staffing for 

communication and information systems. 
 

Do you feel there is any potential duplication of services/efforts in how functional L1s deliver 
support to your Command? 



Evaluation of Functional Responsibilities 
in Support of CF Transformation Final – December 2006 
 

 
 Chief Review Services 19/32 

Risks 
 

 
Functional L1s 
 
Risks associated with potential duplication of services/efforts include: 
 

• Cost, inefficiency, lack of consistency and a focus on the military to fill positions that 
could be readily assumed by civilians are seen as risks; 

• Duplication of effort could cause confusion within DND/CF and across the federal 
government, possibly leading to a breakdown in policy coherence; 

• Inefficiencies and difficulty finding people to assume tasks would become more 
prevalent; and 

• If new Commands were to set up their own ADM(IE) units, additional costs and 
confusion might arise in the engineering communities. 

 
Recommendations to mitigate risks associated with duplication of services/efforts: 
 

• Use the new governance structure to facilitate the decision-making process and 
information sharing. 

• Establish meaningful performance measures. 
• Shift culture to an enterprise approach. 
• ADM(Pol) is drafting a paper that will outline organizational responsibilities for 

coordination with other government departments and agencies.  The document will 
identify potential friction points and offer a collegial process to sort out who does what. 

• Improved planning integration between CANOSCOM and Canada COM/CEFCOM 
would be beneficial. 

• The three other new Commands need to trust CANOSCOM to do a good job. 
 
ECSs 
 
It is suggested that DND/CF should not focus too much on attaining a minimum-sized 
organization, as it may fail under stress. 
 
DOS/SJS, C PROG 
 
Risks associated with potential duplication are: 
 

• Misuse of scarce resources; 
• There will not be enough people to do other things; and 
• Individuals may be working at cross-purposes. 

 

What are the risks associated with potential duplication of services/efforts?  What would you 
recommend to mitigate these risks? 
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Commanders of New Commands 
 
While duplication is not considered a major risk, it is contributing to friction and confusion 
between staff as to responsibility, which might lead to things falling between the cracks.  For 
CANSOFCOM, risks arising from duplication include the ability to react and function, both in a 
day-to-day and a high-readiness posture. 
 
Recommendations to mitigate risks associated with duplication of services/efforts: 
 

• Harmonization is required to eliminate any duplication of services/efforts; and 
• Currently working bottom-up, but if this does not work, will need to change to a top-

down approach. 
 
Recommendation 
 

 
POTENTIAL GAPS IN DELIVERING SUPPORT 
 

 
Functional L1s 
 

Yes No Don’t Know 
6 3 2 

 
More than half of the functional L1s feel there are potential gaps in delivering support to the new 
Command structure, as the CF Transformation is a work in progress.  Others feel that it is too 
early to know.  Some of the gaps identified include: 
 

• There is a definite need to clarify duties and responsibilities to prevent possible gaps in 
service delivery; 

• A gap exists in the level of information provided to L1s to help them with financial 
decisions; 

• Tools need to be acquired to enable L1s to make sound financial decisions, e.g., a single 
Enterprise Resource Planning (ERP) system and document management software; 

• S&T community unaware of needs of operations; therefore, unable to deliver tools to 
help do the job; 

• The HR plan must be rolled up and this is complex to do;  
• There may be some gaps in medical services and engineering; and 

Rationalization of Services/Support.  Services in support of the new Command structure need 
to be optimized/rationalized and possibilities for sharing common resources explored.  When 
rationalizing resources, there is a need to focus on the Commands as well as the functional 
organizations.  Growth should be included, if justified, during the rationalization exercise. 

Do you feel there are any potential gaps in delivering support to the new Command structure? 
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• A process does not yet exist to bring requirements of the new Commands forward for 
resolution, and lines of communication are not well established. 

 
ECSs 
 

Yes No Don’t Know 
2  1 

 
Two of the three ECSs feel there are potential gaps in delivering support to the new Command 
structure.  Overall, it is felt that the impacts will become more apparent in the longer term and 
that for the short term, existing staff will make things happen.  The following concerns were 
identified: 
 

• DND/CF has grown in terms of structure (new Commands) and additional people are 
needed in various locations; 

• There is a gap in strategic planning; 
• Some gaps might exist in professional development; and 
• If the plan is to grow the civilian service and use outside contractors to fill the gaps, there 

will be a need for more funds. 
 
DOS/SJS, C PROG 
 

Yes No Don’t Know 
1  1 

 
One of the organizations feels there are potential gaps in delivering support to the new Command 
structure for the following reasons: 
 

• CDS has authorized the new Commands to grow to a certain number of people and the 
Commanders are not satisfied with this allocation of staff; and 

• Some personnel issues and gaps exist between the four Commands. 
 
Commanders of New Commands 
 

 
Yes No Don’t Know 

1 2 1 
 
While there were no perceived gaps between the ADMs and the new Command structures, there 
are some gaps in support overall in the CF, and the CDS has recognized the need to address this 
issue.  One identified gap is that the intelligence apparatus currently does not focus sufficiently 
on domestic issues. 
 

Do you feel there are any potential gaps in how functional L1s deliver support to your 
Command? 
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Risks 
 

 
Functional L1s 
 
Risks associated with these potential gaps include: 
 

• The lack of timely and appropriate advice is the most significant risk; and 
• If major decisions are made by the federal government on issues such as infrastructure 

and aboriginal support, risks related to a lack of resources could arise. 
 
Suggestions to mitigate risks: 
 

• Acquire tools to enable L1s to make sound financial decisions; 
• Move to an ERP information system that will integrate all functions across the 

Department into one computer system; 
• Implement a better document management system; and 
• Ensure S&T community is aware of, and engaged in, operations planning and the lessons 

learned process. 
 
ECSs 
 
According to the ECSs, the greatest risk is for the impacts to become more apparent in the longer 
term.  In the short term, members/staff will make things happen. 
 
Suggestions to mitigate risks: 
 

• Commit to having the organization at the right size, and if this is more than the previous  
(DCDS) number, accept it rather than cutting corners and regretting it later on; 

• Look more broadly across the CF and the Department to see where savings can be made; 
and 

• Include growth, if justified during the rationalization exercise. 
 
DOS/SJS, C Prog 
 
Potential risks include: 
 

• Scarce personnel resources will be misused throughout the organization; and 
• The organization is not prepared to go beyond a certain number of personnel because it 

would represent a risk for the force generators and field units that would have to provide 
additional people to the new Commands. 

 
 
 

What are the current risks associated with these potential gaps? 
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Suggestion to mitigate risk: 
 

• Senior leadership must make choices in this regard. 
 
Commanders of New Commands 
 
The biggest risk identified is not being able to meet government expectations. 
 
Suggestion to mitigate risks: 
 
Additional resources, e.g., 5,000+ troops should help. 
 
HORIZONTALITY 
 

 
Functional L1s 
 

Yes No Don’t Know 
5 4 2 

 
Responses of functional L1s to the question on horizontality were mixed.  Affirmative responses 
include: 
 

• The Department has a good understanding of the need for horizontal coordination and 
can engage in a collegial debate, as needed; 

• Some work is being done to promote a more inclusive and participatory approach to 
horizontal coordination of functional authority issues; 

• Creation of CDIA has helped to resolve some of the horizontal coordination issues; 
• CDIA has representation at senior meetings and has a good grasp of Transformation 

issues; 
• Functional guidance is provided during the business planning cycle; and 
• VCDS informally provides this function. 

 
Reasons for a negative response include: 
 

• Transformation has generated an overuse of the term “functional accountability;” 
• Committee meetings are now more for information rather than consensus building, but 

this is the intent of the revised governance model that focuses on the authorities, 
responsibilities and accountabilities of decision-makers themselves; 

• A lot of decisions are made on a one-on-one or a one-on-two basis, which is perceived as 
an efficient way to get things done, but does not fit the new strategic approach; 

• Discussion of the major issues, e.g., procurement, personnel, is lacking; 
• True dialogue is not generated; 

Has there been an adequate effort made in DND/CF to create an inclusive and participatory 
approach to promoting the horizontal coordination of functional authority issues? 
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• If the right functional people are not brought together at the right time, there could be 
negative consequences; 

• Some L1s go through the motions of a dialogue but often the decision is already made; 
• There is a feeling that we have 17 solitudes with each L1 doing its own thing and the 

VCDS acting as the focal point for resolution of problems; 
• A governance structure for resolving these issues has been largely absent; 
• The volume of material to review and approve is unwieldy due to the large number of 

committee members; 
• To date there are no consequences for those who do not comply with decisions; 
• New Commands seen to be power-driven and silo-focused; and 
• One of the biggest risks is whether people know what they don’t know about functional 

responsibilities. 
 

 
The following suggestions were offered: 
 

• Roles of civilian L1s need to be more explicitly defined and put inside the decision loops; 
• Issues need to be discussed until all arrive at a common understanding; 
• It is necessary to ensure that commanders and L1s understand things the same way; and 
• DMOC is being implemented for functional authorities to raise issues. 

 
ECSs 
 

Yes No Don’t Know 
3   

 
All the ECSs agree that there has been an adequate effort to promote horizontal coordination of 
functional authority issues for the following reasons: 
 

• The Department has tried harder than in the past; 
• There is more success in some areas than others, e.g., it is successful in HR and 

infrastructure, but less so in IM; 
• Large forums have been agreed to, e.g., Commanders’ Council; and 
• CDIA and his staff have actively promoted horizontality. 

 
At the same time, movement away from an inclusive, participatory approach was noted: 
 

• Most decisions are now made by the DM and the CDS; 
• CF Transformation committees are to give advice, not consensus; and 
• It is all about supporting key decision-makers. 

 
 

How can management of horizontal arrangements be improved? 
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• Some additional work is required on the governance issue as there is ambiguity related to 

force generation amongst ECSs, CMP and the new Commanders; and 
• Functional L1s need to be more fully integrated into the Transformation process through 

CDIA initiatives. 
 
DOS/SJS, C Prog 
 

Yes No Don’t Know 
2   

 
Both of these organizations feel there has been an adequate effort to create an inclusive and 
participatory approach to promoting horizontal coordination of functional authority issues due to 
the following: 
 

• A number of pre-existing committees/steering committees have looked at this issue; 
• TSG construct by CFTT is the best example; 
• Excellent work has been done by the CDS, DM, Chief of Transformation and CDIA to 

keep information flowing and civilian employees involved in the process; and 
• Quarterly strategic outlook reports are useful. 

 
On the other hand, it is felt that the existence of functional authorities may result in others feeling 
they are being consulted less. 
 

 
• More inclusiveness of ECSs would be advantageous; 
• Force generation needs to be done in a way that allows ECSs to bring their views to the 

various forums; and 
• Matrix concept should be used to the maximum extent possible. 

 
Commanders of New Commands 
 

Yes No Don’t Know 
3 1  

 
Three of the four Commands think there has been an adequate effort made to create an inclusive 
and participatory approach to promoting horizontal coordination of functional authority issues: 
 

• Three Commands in one building contribute to promoting horizontal coordination; 
• Horizontal coordination is also working well with ADMs; 

How can management of horizontal arrangements be improved? 

How can management of horizontal arrangements be improved? 
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• Establishment of a Commanders’ Council and a common operations centre 
(December 2006) are two specific initiatives to promote horizontality; 

• There has been an effort to advance horizontal coordination through executive seminars 
arranged by the CDIA; 

• Overhauling of the governance structure should help; and 
• There is a proposal for the Transformation Steering Group (TSG) to be replaced by a 

larger management structure under the VCDS. 
 
On the other hand it is noted that: 
 

• The pace of operations and limited staffing resources have prevented more collaboration; 
• CANOSCOM was set up late in the process; and 
• The efficiency of processes has not been looked at yet. 

 

 
• The main changes with regard to Transformation need to be better communicated, e.g., 

use of Maple Leaf to disseminate information to all levels; 
• Records of decision of the Defence Management Committee (DMC) meetings should be 

distributed more widely; 
• A new governance structure, beneath the level of CDS and VCDS, is needed to resolve 

issues; 
• A framework, inclusive of Operations Commands, needs to be developed to allow for 

issues to be resolved; 
• There is a need for people with negotiation skills to help deal with various issues; and 
• Where frictions exist, the proper steps need to be taken to sort things out quickly and 

tactfully. 
 
MECHANISMS TO RESOLVE HORIZONTAL ISSUES 
 

 
Functional L1s 
 

Yes No Don’t Know 
7 3 1 

 
The majority of L1s think there are adequate mechanisms in place within DND/CF to resolve 
horizontal issues: 
 

• Senior executive meetings, e.g., DMC, Armed Forces Council (AFC), etc., combined 
with informal mechanisms exist to resolve horizontal concerns and provide collaborative 
support; 

How can management of horizontal arrangements be improved? 

Are there adequate mechanisms in place in DND/CF to resolve horizontal issues that involve 
more than one functional L1 in providing support to the new Command structure? 
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• TSG has helped greatly to resolve many horizontal issues; 
• For issues that cannot be resolved at the TSG level, mechanisms are in place to escalate 

them to the VCDS or CDS for a decision; 
• In the event that consensus cannot be reached at the L1 level, the DM and CDS also have 

a role in resolving some of the issues; 
• CDIA has been a valuable facilitator in this regard; and 
• Commanders Council, based on AFC plus some additional members, is effective on the 

military side. 
 
At the same time, some weaknesses of the current mechanisms were noted: 
 

• DND/CF has a very large senior team, which makes it difficult to use as a decision- 
making body; 

• Current mechanisms tend to be used as vehicles for information sharing rather than a 
forum for discussion and debate; 

• Discussions to resolve horizontal issues tend to be ad hoc; and 
• The Department needs to be clearer on the meaning of functional authority. 

 

 
• The role of the new Commanders in the departmental decision-making process needs to 

be clarified; and 
• Combined meetings, on a quarterly or semi-annual basis, are required to exchange ideas 

on operational support and corporate issues amongst the CDS, VCDS, functional L1s and 
new Commanders. 

 
ECSS 
 

Yes No Don’t Know 
3   

 
While all ECSs feel there are adequate mechanisms in place to resolve horizontal issues, some 
areas for improvement were noted: 
 

• The current practice is to go to the corresponding member, then, if not successful, elevate 
the concern to the next level; 

• DMC provides an integration focus, but it is not always ideal for sorting out issues 
between one L1 and another; 

• Commanders of the new Commands do not attend Program Management Board (PMB) 
meetings; 

• It is still not obvious how Commanders will interact with functional L1s; 
• The Defence Management Oversight Committee (DMOC) will be used by the VCDS to 

bring unity to the organization; and 
• The new governance structure should allow CF/DND to move from a staff-centric to a 

decision-making organization. 

Suggestions for improving mechanisms to resolve horizontal issues. 



Evaluation of Functional Responsibilities 
in Support of CF Transformation Final – December 2006 
 

 
 Chief Review Services 28/32 

DOS/SJS, C Prog 
 

Yes No Don’t Know 
1  1 

 
While one of the organizations feels there are adequate mechanisms in place, the other feels it 
will depend on how the new governance structure will be implemented: 
 

• Horizontal issues appear to be resolved by SJS; 
• Work of the VCDS and CDS has been very helpful. Commanders Council focuses on 

force generators and employers; and 
• CFTT wants to reinstitute DMOC to deal with cross-functional discussions. 

 
Commanders of New Commands 
 

Yes No Don’t Know 
3 1  

 
Three of the four Commanders of the new Commands feel there are adequate mechanisms in 
place: 
 

• If an issue cannot be resolved, it is raised at the SJS level for CDS direction/decision; 
• CDS operations team (CDS and Commanders of new Commands) meets weekly to 

address operations issues, for example, when the demands exceed the resources; 
• New governance structure should help; and 
• DMC is a useful process and L1s are very collegial. 

 
Concerns raised: 
 

• The logic behind discussions/decisions made at DMC is not well communicated beyond 
this level; and 

• Commanders need to be treated as equals; if one is invited to a meeting, all should be. 
 
Suggestions for improvement include: 
 

• There is a need to more fully understand what is meant by the term “command-centric;” 
• A framework, inclusive of new Commands, needs to be developed to allow for issues to 

be resolved; and 
• Replace TSG by a larger management structure under the VCDS. 
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Recommendations 
 

 
PERFORMANCE MEASUREMENT 
 

 
Functional L1s 
 
So far, only four of the functional L1s have begun to develop a performance measurement 
strategy to provide feedback relative to their assigned responsibilities in support of the new 
Command structure.  While some measurement is being done, it needs to be enhanced.  
Explanations provided include: 
 

• CMP has a performance management strategy in place that provides information for the 
completion of the departmental Performance Management annual report; 

• ADM(Fin CS) has some measures for pay delivery and benchmarking with the allies; 
• DRDC response to the Defence S&T Strategy will address this; 
• ADM(S&T) has a strategy map of performance indicators which continues to be a work 

in progress; 
• ADM(HR-Civ) has a strategy in place that includes indicators such as client satisfaction 

and speed of service delivery; 
• ADM(IM) plans to establish a strategy once all DG positions are filled; 
• Policy Group will engage the SJS and the new Commands in ongoing dialogue to 

determine if they are receiving the support needed; 
• ADM(Mat) has a performance measurement strategy which is gradually improving, e.g., 

slippage, if any, in Capital and NP programs and serviceability rates, etc.; 
• ADM(IE) has certain environment and construction targets that are used for the 

departmental annual performance measurement report, but plans to develop more 
integrated measures; 

• Most of what VCDS does will be measured in accordance with the corporate 
performance measurement strategy; 

• CRS tracks recommendations following conduct of audits and evaluations; and 
• ADM(PA) lacks a performance measurement framework, but the development is in 

progress. 
 

Governance Structure.  A governance structure should be implemented that will facilitate 
discussion and resolution of cross-functional issues, and define a single decision authority. 
 
Coordination SJS & New Commands.  Explore and improve coordination between SJS and the 
new Commands. 

How do you plan to measure the accomplishment of assigned responsibilities in support of the 
new Command structure? 



Evaluation of Functional Responsibilities 
in Support of CF Transformation Final – December 2006 
 

 
 Chief Review Services 30/32 

Recommendation 
 

 
INSTITUTIONAL ALIGNMENT EFFORT 
 

 
Functional L1s 
 

• CDIA has a big picture view of what is required for successful institutional alignment and 
is very accessible; 

• Work done by the CDIA on functional authority documents, especially the matrix, has 
been very helpful; 

• Extensive consultations with the main players by the CDIA and his team have facilitated 
the Transformation efforts; 

• CDIA provides a focal point for raising and debating issues, improving governance and 
clarifying functional authorities; 

• CDIA plays a critical role in allowing the defence institution to contribute rather than 
relying on military emphasis alone; 

• The Transformation has refocused the Department on the need for a centralized enterprise 
model; 

• Also, the need to be more horizontally focused has been shown by the Transformation; 
and 

• Senior leaders have approached the exercise in a positive, open-minded, collegial fashion. 
 
ECSs 
 

• There has been good work and sound planning by the CDIA; and 
• Alignment has been supported by the fact that both military and civilian personnel have 

bought into the vision. 
 
DOS/SJS, C Prog 
 

• The focus on operations is a strength; 
• CDIA is doing a great job; and 
• Coordination of support for overseas operations is going well. 

 
 
 

Performance Measurement Strategy.  Commanders of the new Command structure to continue 
with the development of performance measurement strategies to monitor the accomplishment of 
assigned responsibilities. 

What is working well with the institutional alignment effort (with regard to the scope of this 
evaluation)? 
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Commanders of New Commands 
 

• Commanders deal more with the CFTT than the CDIA; 
• The new command structure should enable L1s to focus on policy setting; 
• Institutional alignment is heading in the right direction; 
• Transformation is a well thought out process that helps to get things done; and 
• There appears to be more confidence in the CF from OGDs. 

 

 
Functional L1s 
 

• Some feel that there has been inadequate planning of the duties being transferred from the 
L1s to the new Commands, or analysis of the resulting gaps; and 

• To some, the speed of change is a concern as they would like to get there more quickly, 
but it is understood that there is a need to follow logical steps, which takes time. 

 
ECSs 
 

• It is felt that the Transformation is going relatively slowly due to limited resources; and 
• With regard to IM rationalization, there is a need to prepare a business case first. 

 
DOS/SJS, C Prog 
 

• There is a disconnect between the strategic and operational levels (due to the lack of a 
strategic plan), which is creating confusion and duplication of effort; and 

• There is some vagueness about what all is included within institutional alignment 
activities. 

 
COMMUNICATIONS BETWEEN COMMANDERS OF NEW COMMANDS AND 
FUNCTIONAL L1S 
 

 
Yes No Don’t Know 

2 2  
 

What is not working well? 

Commanders were asked whether they feel there are adequate opportunities for regular 
communication between themselves and the functional L1s. 
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Commanders were evenly split in their response to this question.  Reasons provided for 
responding affirmatively include: 
 

• One-on-one meetings with other Commanders and functional L1s are sufficient; 
• The need to create formal meetings does not exist; 
• Relationships within the Department seem to be collegial; and 
• AFC plus Commanders committee meetings should help. 

 
Reasons for responding negatively include: 
 

• L1s need to be clearer on the roles and responsibilities of the new Commanders; 
• Stove-pipes still exist; and 
• An executive forum or symposium, once or twice a year, where Commanders of the new 

Commands, ECSs, functional L1s, DM and CDS could share information would be 
beneficial. 
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ANNEX A—MANAGEMENT ACTION PLAN 
 

Ser CRS Recommendation OPI/OCI Management Action 
Target 

Completion 
Date 

Impacts of CF Transformation 

1. Capacity of Environments.  Build 
some additional capacity back into 
the three Environments to adequately 
train the additional new recruits, or 
re-evaluate and prioritize their core 
functions. 

VCDS/CMP VCDS, with CMP’s input, to examine this 
recommendation in light of the CF expansion 
plans coordinated by C Prog. 

By 
FY 2008/09 

Relevance of L1 Functional Responsibilities 

2. Continued Relevance.  Re-examine 
functions and coordination between 
L1s and the new Commands. 

VCDS/CDIA/
L1s 

Clarification of core responsibilities and 
authorities between the L1s and the new 
Commands.  CDIA to coordinate on the L1 
side and DTC (as part of the Transformation 
validation) for the new Commands.  Follow 
up meetings with L1s (PA, Pol) and the new 
Commanders to determine and achieve the 
most efficient and effective support to 
operations. 

Furthermore, the Validation Team will make 
recommendations regarding command 
relationships and delegations for FE and FG 
operational-level commanders. 

TBD 

Effectiveness and Efficiency 

3. Re-balance Resources.  Re-balance 
resources among the new Command 
Headquarters based on assigned 
responsibilities and clearly establish 
financial responsibilities. 

VCDS/DTC This item will be addressed in the functional 
review, which will follow the validation phase 
currently being performed by the Validation 
Team.  The timeline on this issue is set for the 
end of June 2007. 

End of 
June 2007 

4. Military/Civilian Positions.  Identify 
military positions and functions that 
could be performed by civilians vis-à-
vis the support to the new 
Commands. 

CDIA/VCDS/
CMP/ 
ADM(HR-
Civ) 

CMP to update CFP-219 to clarify/ 
update the directives/guidelines on what 
constitutes a military position.  L1s to identify 
functions/positions, which could be 
performed by civilians.  Subsequently, 
development of civilian intake and retraining 
will be required. 

TBD 
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Ser CRS Recommendation OPI/OCI Management Action 
Target 

Completion 
Date 

Potential Duplication of Service/Efforts 

5. Rationalization of Services/ 
Support.  Services in support of the 
new Command structure need to be 
optimized/rationalized and 
possibilities for sharing common 
resources explored.  When 
rationalizing resources, there is a 
need to focus on the Commands as 
well as the functional organizations.  
Also, growth should be included, if 
justified, during the rationalization 
exercise. 

VCDS/CDIA/
L1s 

CDIA to coordinate the L1s’ optimization of 
support to the new Commands.  This initiative 
will be undertaken upon the completion of the 
clarification of core functional responsibilities 
(item no. 2).  Services in support of the new 
Command structure need to be optimized/ 
rationalized and possibilities for sharing 
common resources explored.  When 
rationalizing resources, there is a need to 
focus on the new Commands (DTC to 
coordinate as part of the Transformation 
validation) as well as the functional 
organizations (CDIA to coordinate).  Also, 
growth should be included, if justified, during 
the rationalization exercise. 

TBD 

Horizontality 

6. Governance Structure.  A 
governance structure should be 
implemented that will facilitate 
discussion and resolution of cross-
functional issues, and define a single 
decision authority. 

VCDS 
(structure set 
up); 

L1s – 
implementa-
tion 

VCDS/NDHQ Sec to coordinate (with CFD 
and C Prog staff) the development of Terms 
of Reference for the Capability Planning 
Board (CPB), PMB, DMOC and higher 
committees in the new construct.  Initial 
Defence Planning Board (DPB) to be held by 
the end of January 2007; CPB and PMB to be 
fully functioning no later than end of 
February 2007.  In addition, VCDS/ NDHQ 
Sec to continue to support all components of 
the governance structure and functioning. 

All L1s will be responsible for implementing 
the structure and TORs. 

By end of 
Feb 07 

7. Coordination SJS & New 
Commands.  Explore and improve 
coordination between SJS and the 
new Commands. 

VCDS/DTC The Validation Team will make 
recommendations regarding the relationships, 
authorities, delegations and processes guiding 
the elements of the command structure by the 
end of January 2007. 

By end of 
Jan 07 

Performance Measurement 

8. Performance Measurement 
Strategy.  Commanders of the new 
Command structure to continue with 
the development of performance 
measurement strategies to monitor the 
accomplishment of assigned 
responsibilities. 

VCDS Ongoing implementation – as per the 
DND/CF’s accountability/ 
performance measurement framework. 

Ongoing 
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ANNEX B—LIST OF INTERVIEWEES 
 
 
Chief Defence Institutional Alignment (CDIA) 

Senior Analysts, CDIA 

Assistant Deputy Minister (Public Affairs) 

Assistant Deputy Minister (Human Resources-Civilian) 

Assistant Deputy Minister (Finance & Corporate Services) 

Assistant Deputy Minister (Materiel) 

Assistant Deputy Minister (Policy) 

Assistant Deputy Minister (Infrastructure & Environment) 

Chief Military Personnel 

Assistant Deputy Minister (Information Management) 

Assistant Deputy Minister (Science & Technology) 

Chief Review Services 

Vice Chief of the Defence Staff 

Chief of the Air Staff 

Chief of the Land Staff 

Chief of the Maritime Staff 

Director General Strategic Planning 

Strategic Joint Staff 

Chief of Programme 

Commander Canada Command 

Commander Canadian Expeditionary Force Command 

Commander Canadian Special Operations Forces Command 

Commander Operational Support Command 
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