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RE-ENGINEERING OF ISTC’S BUSINESS PROCESSES
CO-CHAIRPERSONS - WORKING GROUPS

PROGRAM DELIVERY/PROGRAM ADMINISTRATION
David Head
Gary Dingledine
Mike Eustace
PERSONNEL
| Doug Heath
Yvon Boucher
‘ INFORMATION MANAGEMENT
Yves Moisan
Howard Dudley
ADMINISTRATIVE SERVICES
‘Robert J. Noél
Astrid Prud’"Homme
DELEGATIONS OF AUTHORITY
Owen Taylor
Nancy Bainbridge
CORPORATE GOVERNANCE

Fruji Bull




FINANCE

Terry Forth
~John MacKillop

MANAGEMENT REVIEW

Angele Leduc
Cyril McKelvie

COMMUNICATIONS

Nora Hockin
Bill Terry

SERVICES

Gerry Cooper
Pat Sampson

CORPORATE PLANNING

Mike Smith
Yvon Lavallée

SELECTED ISSUES

Robert Chartrand
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Name

Co-Chairpersons
Robert Noél

Astrid
Prud’Homme

Members
Colette Soulodre
Sandy Ostrout
Maureen Ott -

Marthe René de
Cotret

Pierre Gautreau
Philippe Lalonde
Joanne Cecchini
Richard Paquette
Janet Taylor
Paul Beaulieu

Barbara Brackett

Al Quaile

Jane Kralik
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Working Group Membership List

Administrative Services

Sector/
Region

Quebec Region

IT&RO

IT&RO
FPA
IT&RO

CGSlI

IT&RO

IT&RO

ITRO

FPA

NB/PEI Region
IMB

CGsl

ASB

ASB

Phone Number -

(514) 283-2418

954-5458

954-3466
954-2711
954-4967

954-3776

954-3467
954-3211
954-4041
954-2804
(506) 851-6417
954-1656

991-56673

954-2675

954-2750

Annex A

Room Number

192B

176C

323C

120B

674A

927A

746A

164B

329C

314F

Defence
Electronics 6-E

332C

354G




Name
Co-Chairpersons
Nora Hockin
Bill Terry
Members
Bryan Goodyer
Grant Heron
Jaak Laan
Yves Moisan
Patricia Seguin
Bfian Torrie
Lise Picknell
Cheryl Henry

Sharon Watkins
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Working Group Membership List

Communications

Sector/ Phone Number

Region

Science & Tech. 993-6856

CGSlI 954-3279

BC Region (604) 666-1434
IT&RO 954-2784
Communications 995-8900
CGsl 954-3749
AEP 954-4065
FPA 957-2788
Science & Tech. 998-5260
Science & Tech. 998-9881
Policy 954-1210

Annex A

Room Number

813E

732A

1027C
251E
10678
100E
311A
810G
852E

585A




Name

Co-Chairpersons
Fruji Bull
Members

Alison Bunting
Mark Cuddy
Tom Stewart
Lizanne Gosselin
Victor Landry

Daniel Gervais
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Working Group Membership List

Corporate Governance

Sector/
Region

FPA

Policy

Audit

FPA

IT&RO

NB/PEl Region

Legal Services

Phone Number

954-3574

954-5334
954-5079
954-3654
954-3012
(506) 851-6421 '

954-5344

Annex A

Room Number

366F

566C

336A

269F

941C

190C
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Working Group Membership List

Delegation of Authority

Sector/ E?M_Q_ﬂ_lme_r Room Number
Name Region
Co-Chairpersons
Owen Taylor Audit , 954-5084 365A
Nancy Bainbridge Union Rep. 954-9051 | 266A
APSFA
Members
Doug Sellick CGsl 954-5205 8458
Paul Rodrigues Ont. Region (416) 973-5011
Lynn Walsworth FPA 954-5053 208A
John Newman FPA 954-2699 341B
Richard Johnston Legal 954-5348 _ 189C
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Re-Engineering of ISTC’s Business Processes

Working Group Membership List

Finance

Sector/ Phone Number Room Number
Name Region
Co-Chairpersons
John MacKillop Corp. Secty. 943-7038 1144A
Terry Forth AEP 952-4150 140E
Members
Nancy Bainbridge FPA 954-9051 266A
Wayne Tosh Science & Tech. 993-5544 835F
Bruce Kalbfleisch FPA 941-3720 224B
Mary Pavich Tourism 954-3930 453C
Dick Letilley Alberta Region (403) 495-3327
Maureen Jeffries NS Region (902) 426-7591
Bruce Gale FPA 954-2612 356E
Philippe Legault IT&RO 954-3113 918A
James Bond AEP 954-0710 174E

Pierre Lebrun

Quebec Region

(614) 283-3861




Name
Co-Chéirpersons
Yves Moisan
Howard Dudley
Members
Alfred Lyon
Bob Allison
Paul Beaulieu
Steve Mills

Pat Raby

John Mitchell
Larry Hudon
Bill Terfy

Guy Lebrun
Deb Hogg

Peter Cook
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-8 -

Working Group Membership List

Information Management

Sector/
Region

CaGsl

FPA

Policy
FPA
FPA

NB/PEI Region

Science & Tech.

CGsl

CGsl

CGsI

IT&RO

Sask. Region

Policy

Phone Number

954-3749

954-2823

941-0261
954-5514
954-1656
(506) 851-6479
993-5738
941-6209.
954-3342
954-3279
954-0599
(306) 975-4375

954-3541

Annex A .

Room Number

1067B

329B

554C
879A

314F

828E

516D

713A

732A

954A

522C




Name
Chairperson
John Mitchell
Members

Don Astwood
Nancy Chinfen
Anne Clapperton
lan Gibson
Karen Jackson
Larry Hudon
Brian Kinsley
Jim Milne
Margaret Potts
John Skelton
Ed Therriault

Ken White

Re-Engineering of ISTC’s Business Processes

Working Group Membership List

Information Management

Business Statistics

Sector/
Region

CGsI

Policy
Policy
IT&RO
Ontario Region
IT&RO
CGSI
IT&RO
IT&RO
Policy
Policy
IT&RO

CGsI

Phone Number

941-6209

954-3480
954-4235
954-4038
(416) 973-5045
954-3386
954-3342
954-2968
954-1845
952-5132
954-3601
954-3317

954-5333

Annex A

Room Number

886A

572A

532B

134A

1035C

713A

9378

9168B

537B

505A

941A

712B
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Name

Co-Chairpersons

Angele Leduc
Cyril McKerie
Members
Subash Roy
Richard Drouin
Benoit Raby

Paul-André
Pichette

Susan Hart

Pierre Poirier
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Working Group Membership List

Management Review

Sector/
Region

Tourism

NS Region

Audit
FPA
Quebec Region

Tourism

Policy

FPA

Phone Number

954-7577

(902) 426-9364

954-2760
954-5365
(514) 283-4016

954-3969

954-5133

954-2910

Annex A

Room Number

468A

362A

249A

472A

574C

356F
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Name
Co-Chairpersons
Gary Dingledine
David Head
Mike Eustace
Members
Karen Burke
Stu McNeely
Allan Martel
Byd McBain
Rob Ward
Alfred Lyon

Pam Piercey
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-11 -

Working Group Membership List

Program Delivery and Administration

Sector/
Region

Policy

Alberta Region

FPA

CGsl
IT&RO
CGsl
Policy
AEP
Policy

AEP Toronto

Phone Number

941-0624
(403) 495-3321

954-2595

954-2344
954-5556
954-3526
954-9633
954-8076
941-0261

(416) 973-6988

Annex A

Room Number

525C

347C

124B

878A

665C

584C

154E

554C
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Name

Co-Chairpersons

Doug Heath

Yvon Boucher
Members

Del Scott
Nita Saville
Anita Dupuis
Jim Savidant

Pat Gaudet
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Working Group Membership List

Sector/
Region

Union Rep.
PIPSC

IT&RO

FPA

CGSI

Science & Tech.

Ont. Region

NB/PEI Region

Personnel

Phone Number -

954-2782

954-5264

954-3670
954-2883
990-6323
416-973-56035

506-857-6415

Annex A

Room Number

1016A

868B

277G

1070A

817F

.13
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Re-Engineering of ISTC’s Business Processes

Working Group Membership List

Services
- Sector/ Phone Number
Name Region
Co-Chairpersons
Gerry Cooper Ont. Region (416) 973-5173
Pat Sampson IT&RO 954-3347
Members
William Cowley CGSI 954-3290
Pierre Pelletier FPA 954-3686
‘ Andrew IT&RO 954-3289

Stephens
.Jean-Guy NB/PEI (506) 851-6578

| Bernard Region

|

| Heather Ontario Region (416) 973-5044
Mackenzie Scott :

Annex A

Room Number

952A

762A

- 240G

916A
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Name
Co-Chairpersons
Mike Smith
Yvon Lavallée
Members

Ken White

Ray Smith
Peter Purkis
Yvon Boucher
Alison Bunting
Eileen Mahoney
Georges Esber
John Chesley

Albert
Deslauriers

Joanne Spanton
Janice Silcox

Nancy Chinfen
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Working Group Membership List

Corporate Planning

Sector/
Region

Policy

NB/PEIl Region

CGsil
Science
FPA

IT&RO
Policy

Ont. Region
FPA

N.S. Region

Communications

AEP
FPA

Policy

Phone Number

941-4510

(506) 851-6411

954-5333
990-6263
954-3568
954-5264
954-5334
(416) 973-5040
954-5309
(902) 426-8454

995-8900

954-4061
954-3699

954-4235

Annex A

Room Number

560A

712B

822F

360F

868B

566C

223B

247E

142E

208F

532B
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Name
Co-Chairpersons
Robert Chartrand
Members

Frank Arecchi
Tom O’Grady
Tom Penney
Gillian Welbourne
Nancy Tremblay

Peter Martin

Re-Engineering of 1STC's Business Processes

Working Group Membership List

Selected Issues

A/V Communication Services

Sector/
Region

IT&RO

FPA

Nfld. Region
Tourism
Communications
FPA

Communications

Phone Number

941-8479

954-2714
(709) 772-4289
954-3874
995-8900
941-8481

995-8900

Annex A

Room Number

860A

324C

414C

252E

865A

206E

.16




Name
Co-Chairpersons
Robert Chartrand
Members

Mary Alex

Chris Flemming
Alex Helcl

Rita McHugh/
Howard Dudley

John Mitchell
Nancy Tremblay

Jane Kralik

Re-Engineering of ISTC’s Business Processes
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Working Group Membership_List

Sector/
Region

IT&RO

Policy
IMB
Ont. Region

FPA
FPA

CGS!
FPA

Library

Selected Issues

Library Function

Phone Number

941-2479

954-3484
954-2809
(416) 973-5165

954-2709
954-2823

941-6209
941-8481

954-2750

Annex A

Room Number

860A

560B

322E

312B
329B

516D

865A

354G







ANNEX B

PARTICIPANTS
BY
OCCUPATIONAL
GROUP / LEVEL
AND

SECTOR / REGION




Re-engineering of ISTC’s Business Processes

Participants by Occupational Group/Level and Sector/Region

ANNEX B

Sector / Region

Occupational Group and Level

EX

1

co 3

co 2

co 1

LAA

AS 7

AS 5

as 1 ES 6

ES

IS

IS

IT&RO

2

1

CGSI

Policy

AEP

Science & Technology

Tourism

FPA

W oW NN W [ o

Corporate Secretary

[ YIR P P

Legal

Operations Audit

Communications

Union Representatives

Newfoundland Region

Nova Scotia Region

NB and PEI Region

Quebec Region

ontario Region

Manitoba Region

Saskatchewan Region

Alberta Region

British Columbia Region

TOTAL

11

17

29

16
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Re-engineering of ISTC’s Business Processes

ANNEX B

Sector / Region

Occupational Group and Level

PE

PE 2

FI

FI

FI

SI

Ls 3 |Pe5{PG3|Cs 3 cs 2

cs

oM

SCY 3

CR 5

CR 3

IT&RO

CGSI

Policy

AEP

Science & Technology

Tourism

FPA

Corporate Secretary

Legal

Operations Audit

Communications

Union Representatives

Newfoundland Region

Nova Scotia Region

NB and PEI Region

Quebec Region

Ontario Region

Manitoba Region

Saskatchewan Region

Alberta Region

British Columbia Region

TOTAL
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Re~engineering of ISTC’'s Business Processes
Participants by Occupational Group/Level and Sector/Reqgion

Occupational Group and Level

Sector / Region

i EI * TOTAL
IT&RO 23
CGSI 13
Policy 13
AEP 6
Science & Technology 7
Tourism 4
FPA 28
Corporate Secretary 1l
Legal 2
Operations Audit 3
Communications 4
Union Representatives 5
Newfoundland Region 1
Nova Scotia Region 1 3 !
NB and PEI Region 6
Quebec Region 3
Ontario Region 7
Manitoba Region 0
Saskatchewan Region 1
Alberta Region 1 2
British Columbia Region 1
TOTAL 2 133

* Executive Interchange from the Private Sector.
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Re-engineering of ISTC'’s Business Processes

Participants by Sector/Region

(With Occupational Group/Level) and Activity)

IT&RO

1. Richard Pageau
2. Robert Chartrand
3. Guy Lebrun

4. Pat Sampson

5. Stu McNeely

6. Astrid Prud‘Homme
7. Colette Soulodre
8. Grant Heron

9. Philippe Legault
10. Andrew Stephens
11. Anne Clapperton
12. Jim Milne

13. Jean Regnier

14. Pierre Gautreau
15. Philippe Lalonde
16. Bob Steen

17. Karen Jackson
18. Lizanne Gosselin
19. Ed Therriault
20. Brian Kinsley
21. Yvon Boucher

22. Maureen Ott

23. Joanne Cecchini
CGST

1. Yves Moisan

2. Bill Terry

3. Bruce Deacon

4. Allan Martel

5. John Mitchell

6. William Cowley
7. Karen Burke

8. Marthe René de Cotret
9. Barbara Brackett
10. Nita Saville

11. Ken White

12. Doug Sellick

13. Larry Hudon
Policy

1. Byd McBain

2. Gary Dingledine
3. Mike Smith

EX
EX

EX

NWNUREREROMDODONNWWLWWWWW WWE BN

BPONONDMDONWWE N N

=R

Steering Committee
Secretariat

Information Management
Services / Steering Committee
Program Del./Admin.
Administrative Services/
Steering Committee
Administrative Services
Communications

Finance

Services

Business Statistics
Business Statistics
Program Del./Admin.
Administrative Services
Administrative Services
Secretariat

Business Statistics
Corporate Governance
Business Statistics
Business Statistics
Personnel
Administrative Services
Administrative Services

Information Management/
Communications/

Steering Committee
Communications/Information
Management/Steering Committee
Chairman (Designate), Steering
Committee

Program Del./Admin.
Secretariat

Services

Program Del./Admin.
Administrative Services
Administrative Services
Personnel

Corporate Planning

Delegation of Authority
Information Management

Program Del./Admin.
Program Del./Admin. /
Steering Committee
Corporate Planning
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4. Nancy Chinfen EX 1 Business Statistics
5. ‘Alfred Lyon co 3 - Information Management/Program
- Del. /Admin.
6. Mary Alex co 3 Selected Issues
7. .John Skelton co 3 Business Statistics
8. Alison Bunting co 2 Corporate Governance &
: Corporate Planning
9. ‘Susan Hart co 1l Management Review
10. Peter Cook ES 5 Information Management
11. Don Astwood ES 5 Business Statistics
12. Margaret Pottsg SI 3 Business Statistics
13. Sharon Watkins As 1 Communications
AEP
1. Terry Forth EX 2 Finance/Steering Committee
2. Rob Ward co 3 Program Del./Admin. :
3. Pam Piercey co 3 Program Del. /Admin.
4. Joanne Spanton IS 5 Corporate Planning
5. Patricia Seguin Is 3 Communications
6. James Bond FI 3 Finance
Science and Technology
1. Nora Hockin EX 1 Communications/Steering Committee
2. Wayne Tosh co 3 Finance
3. Ray Smith co 3 Corporate Planning
4. Pat Raby AS 2 Information Management
5. Lise Picknell IS 2 Communications
6. Anita Dupuis cs 1 Personnel
7. Cheryl Henry scy3 Communications
Tourism
1. Angéle Leduc EX 1 Management Review/Steering Committee
2. Paul-André Pichette co 3 Management Review
3. Mary Pavich co 3 Finance
4. Tom Penney co 3 Selected Issues
EPA
1. Fruji Bull EX 2 Corporate Governance/Steering
' Committee
2. Mike Eustace EX 2 Program Del./Admin. /
Steering Committee
3. Del Scott ‘BX 1 Personnel
4. Richard Drouin EX 1 Management Review
5. Tom Stewart EX 1 Corporate Governance
6. Bob Allison co 3 Information Management
7. Pierre Poirier co 3 Management Review
8. Peter Purkis co 3 Corporate Planning
9. Paul Beaulieu Cco 2 Information Management




10. Jane Kralik
11. Howard Dudley

12. Cliff Pierce

13. Richard Paquette
14. Al Quaile

15. Lynn Walsworth
16. Nancy Tremblay
17. Rita McHugh

18. Brian Torrie
19. Pierre Pelletier
20. Janice Silcox

21. Bruce Kalbfleisch
22. Georges Esber

23. Frank Arecchi

24. Sandry Ostrout
25. Bruce Gale

26. John Newman

27. Chantal Cloutier
28. Chris Flemming

Corporate Secretary
1. John MacKillop

Legal

1. Daniel Gervais
2. Richard Johnston

Operations Audit

1. Owen Taylor

2. Mark Cuddy

3. Subash Roy
Communications

1. Jaak Laan

2. Peter Martin

3. Gillian Welbourne
4, Albert Deslauriers

Union Representatives

1. Doug Heath
2. Nancy Bainbridge
3. Ellen Crozier

~ W

WWWUNBBBNNNMNWLWON

LAA
LAA

EX

Cco
co

Is

Is
Cco

co

FI

CR

| SIS )

Records Management
Information Management/
Steering Committee
Secretariat
Administrative Services
Administrative Services
Delegation of Authority
Secretariat

Selected Issues
Communications

Services

Corporate Planning
Finance

Corporate Planning
Selected Issues
Administrative Services
Finance

Delegation of Authority
Secretariat

Selected Issues

Finance/Steering Committee

Corporate Governance
Delegation of Authority

Delegation of Authority/
Steering Committee
Corporate Governance
Management Review

Communications
Selected Issues
Selected Issues
Corporate Planning

PIPSC Rep./Personnel/
Steering Committee

Annex B

APSFA Rep./Delegation of Authority/

Finance/Steering Committee

Alternate Representative PSAC

Committee
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4. Kevin Nagle CR 3 PSAC Representative/Steering
_ Committee

5. Roger Heath ES 6 ESSA Representative/Steering

Newfoundland Region

1.. Tom O’Grady co 2 Selected Issues

Nova Scotia Region

1. Cyril McKelvie Exec. Management Review/Steering Committee
: Inter-
change
2. Maureen Jeffries AS 3 Finance
3. John Chesley co 3 Corporate Planning

NB/PEI Region

1. Yvon Lavallée

2. Victor Landry

3. Jean-Guy Bernard
4. Pat Gaudet

5. Steve Mills

6. Janet Taylor

Quebec Region

1. Robert Noél
2. Benoit Raby

3. Pierre Lebrun

Ontario Region

1. Gerry Cooper

2. Eileen Mahoney

3. Jim Savidant

4. H. Mackenzie-Scott
5. Ian Gibson

6. Paul Rodrigues
7. Alex Helcl

Saskatchewan Region

1. Deb Hogg

EX
co
Co
PE
Cs
CR

EX

EX
Co

EX
EX
Cco
Cco
ES
FI
Is

Cs

(S0 S IO RSV

DNV

Chairman, Steering Committee
Corporate Governance
Services

Personnel

Information Management
Administrative Services

Administrative Services/
Steering Committee
Management Review
Finance

Services/Steering Committee
Corporate Planning
Personnel

Services

Business Statistics
Delegation of Authority
Selected Issues

Information Management




Alberta Region
1. David Head

2. Dick Letilley

BC Region

1. Bryan Goodyer

EX 1
Exec.

Inter-
change

IS 5

Program Del./Admin. /
Steering Committee
Finance

Communications

Annex B



4.
5.
6.
7.
S.
10.

11.

12.

14.
1s.
16.

17.

Annex B

Re-enqgineering of ISTC’s Business Processes

Participants by Occupational Group and Level

Richard Pageau

Robert Chartrand

Yves Moisan

Bill Terry
Bruce Deacon
Byd McBain
Terry Forth
Fruji. Bull
Mike Eustace
Owen Taylor

Yvon Lavallée

Guy Lebrun

Pat Sampson
Allan Martel
Gary Dingledine
Mike Smith

Nancy Chinfen
Nora Hockin

Angéle Leduc
Del Scott
Richard Drouin
Tom Stewart
John MacKillop
Robert Noél
Benoit Raby
Gerry Cooper

Eileen Mahoney

David Head

IT&RO
IT&RO
CGSI

CGSI

CGSI
Policy

FPA
FPA

ops.
Audit
NB/PEI
Region

IT&RO
IT&RO
CGSI
Policy

Policy
Policy
Science
& Tech.
Tourism

FPA
FPA

FPA
Corp.
Secty.
Quebec
Region
Quebec
Region
Ontario
Region
Ontario
Region
Alberta
Region

(With Sector/Reqgion and Activity)

Steering Committee
Secretariat

Information Management/
Communications/

Steering Committee
Communications/Information
Management /Steering Committee
Steering Committee

Program Del./Admin.
Finance/Steering Committee
Corporate Governance/Steering
Committee

Program Del./Admin. / Steering
Committee

Delegation of Authority/
Steering Committee

Steering Committee

Information Management
Services/Steering Committee
Program Del./Admin.

Program Del./Admin. / Steering
Committee

Corporate Planning

Business Statistics
Communications /

Steering Committee
Management Review /

Steering Committee

Personnel

Management Review

Corporate Governance

Finance / Steering Committee

Administrative Services /
Steering Committee

Management Review

Services / Steering Committee

Corporate Planning

Program Del./Admin. / Steering
Committee




17.

19.
20.
21.
22.
23.
24.
25.
26.
27.

28.

12.

Stu McNeely
Astrid Prud’Homme

Colette Soulodre
Grant Heron
Philippe Legault
Andrew Stephens
Anne Clapperton
Jim Milne

Jean Regnier
John Mitchell
William Cowley
Alfred Lyon

John Skelton
Mary Alex
Rob Ward
Pam Piercey
Wayne Tosh

Ray Smith

Paul—-André Pichette
Mary Pavich

Tom Penney

Bob Allison

Pierre Poirier
Peter Purkis

Mark Cuddy

Subash Roy

Victor Landry

Pierre Lebrun

John Chesley

Pierre Gautreau
Philippe Lalond
Bob Steen

Karen Jackson
Karen Burke
Marthe René de Cotret
Nita Saville
Barbara Brackett
Alison Bunting
Paul Beaulieu
Albert Deslauriers
Doug Heath

IT&RO
IT&RO

IT&RO
IT&RO
IT&RO
IT&RO
IT&RO
IT&RO
IT&RO
CGSI
CGSI
Policy

Policy
Policy
AEP

AEP
Science

& Tech.
Science

& Tech.
Tourism
Tourism
Tourism
FPA

FPA

FPA

Ops. Audit
Ops. Audit
NB/PEI
Region
Quebec
Region

NS Region

IT&RO
IT&RO
IT&RO
IT&RO
CGsI
CGSI
CGSI
CGSI
Policy
FPA
Comm.
PIPSC
Rep.

Annex B

Program Del./Admin.
Administrative Services/
Steering Committee
Administrative Services
Communications

Finance

Services

Business Statistics
Business Statistics
Program Del./Admin.
Secretariat

Services

Information Management/
Program Del. /Admin.
Business Statistics
Selected Issues

Program Del. /Admin.
Program Del./Admin.
Finance

Corporate Planning

Management Review
Finance

Selected Issues
Information Management
Management Review
Corporate Planning
Corporate Governance
Management Review
Corporate Governance

Finance

Corporate Planning

Administrative Services
Administrative Services
Secretariat

Business Statistics
Program Del./Admin.
Administrative Services
Personnel
Administrative Services
Corporate Governance
Information Management
Corporate Planning
Personnel/Steering Committee




13.
14.
15.

16.

co-1

Jim Savidant
H. Mackenzie-Scott
Jean-Guy Bernard

Tom O‘Grady

Lizanne Gosselin
Ed Therriault
Susan Hart

Daniel Gervais
Richard Johnston

Yvon Boucher
Howard Dudley
Cliff Pierce

Richard Paquette

Al Quaile
Maureen Jeffries

Joanne Cecchini
Doug Sellick
Pat Raby

Lynn Walsworth
Nancy Tremblay
Rita McHugh

Larry Hudon
Sharon Watkins

Ontario
Region
Ontario
Region
NB/PEI
Region
Nfld.
Region

IT&RO
IT&RO
Policy

LAA
LAA

IT&RO
FPA
FPA

FPA

FPA

Region

ITRO
CGSI
Science
& Tech.
FPA
FPA
FPA

CGSI
Policy

Annex B

Personnel
Services
Services

Selected Issues

Corporate Governance
Business Statistics
Management Review

Corporate Governance
Delegation of Authority

Personnel
Information Management
Secretariat

Administrative Services

Administrative Services
Finance

Administrative Services
Delegation of Authority
Information Management

Delegation of Authority
Secretariat
Selected Issues

Information Management
Communications




Roger Heath
Ken White
Ian Gibson

Peter Cook
Don Astwood
Brian Kinsley

Jaak Laan
Peter Martin
Bryan Goodyer

Joanne Spanton

Gillian Welbourne

Alex Helcl

Patricia Seguin

Lise Picknell

Brian Torrie

Pierre Pelletier
Janice Silcox

Pat Gaudet

Bruce Kalbfleisch

ESSA Rep.
CGSI
Ontario
Region

Policy
Policy
IT&RO

Comms .
Branch
Comms .
Branch
BC

Region
AEP

Comms .
Branch
Ontario
Region

Science
& Tech.
FPA

FPA
FPA

NB/PEI
Region

FPA

Steering Committee
Corporate Planning
Business Statistics

Information Management
Business Statistics
Business Statistics

Communications
Selected Issues
Communications

Corporate Planning

Selected Issues

Selected Issues

Communications

Communications

Communications

Services
Corporate Planning

Personnel

Finance

‘Annex B




1.

SCY-3

1.
2.

James Bond

Nancy Bainbridge

Paul Rodriques

Georges Esber

Margaret Potts

Jane Kralik

Frank Arecchi

Sandy Ostrout

Maureen Ott
Bruce Gale

Steve Mills
Deb Hogg

Chris Flemming

Anita Dupuis

John Newman

Chantal Cloutier

Cheryl Henry

AEP
APSFA
Rep.

Ontario
Region
FPA

Policy

FPA

FPA

FPA

IT&RO
FPA

NB/PEI
Region
Sask.
Region
FPA

Science
& Tech.

Fpa

FpPA
Science
& Tech.

Annex B

Finance
Delegation of Authority/
Finance/Steering Committee

Delegation of Authority

Corporate Planning
Business Statistics
Records Management
Selected Issues
Administrative Services

Administrative Services
Finance

Information Management
Information Management

Selected Issues

Personnel

Delegation of Authority

Secretariat
Communications




CR-5

1. Janet Taylor
CR-4

1. Ellen Crozier
CR=3

1. Kevin Nagle

Executive Interchange
1. Cyril McKelvie

2. .Dick Letilley

NB/PEI
Region

PSAC
Alternate
Rep.

PSAC
Rep.

NS
Region
Alberta
Region

Administrative Services

Steering Committee

Steering Committee

Management Review/
Steering Committee
Finance

Annex B
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10.

11.

RE-ENGINEERING OF ISTC’s BUSINESS PROCESSES

MILESTONE DATA

Main_Activity

ADM Committee meets

Steering Committee meets
(Thereafter as convened
by the Chairman)

Update to ADM Committee/

Communications Plan/
Interim Report to DMC

Working Groups Begin

Working Groups -
Interim Reports

Steering Committee -
Interim Report to ADM
Committee

DM Briefing -
Interim Report

Working Groups -
Final Reports

~ Steering Committee -

Final Meeting

Final Report/Presentations
to ADM Committee

Final Recommendations
to the DM

ANNEX C

Date
1992

Apr 23

Apr 30
May 6

May 14

May 15

Jul 30

Aug 21
Sept 4
Nov 30

Dec 14

Jan 8/93

Mid Jan. 93
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‘

Name

CHAIRPERSON

Bruce Deacon

ANNEX D

Re-engineering of ISTC’s Business Processes

Final Report - Steering Committee - Membership

Sector Phone FAX Room
# # #
CGsl 954-3801 957-8912 655A

(Note: Yvon Lavallée, the REXD NB/PEIl Region, served as chairman of the Steering
Committee during the initial three months of the project.)

MEMBERS - HEADQUARTERS

Terry Forth

Nora Hockin

Gary Dingledine
Mike Smith
Mike Eustace
Fruji Bull
Howard Dudley
Yves Moisan
Bill Terry
Richard Pageau
Yvon Boucher
Astrid Prud’"Homme
Pat Sampson

Robert Chartrand

AEP 952-4150 957-7010 140E
Science & 993-6856 991-0363 813E
Technology

Policy 941-0624 952-1374 560C
Policy 941-4510 954-5492 560A
FPA 954-2595 954-2303 347B
FPA 954-3574 954-1894 366F
FPA 954-2823 954-2303 344B
Casl 954-3749 941-1134 1067B
CGsl 954-3279 954-1894 732A
IT&RO 954-3585 954-3107 1012A
IT&RO 954-5264 952-9026 868B
IT&RO 954-5458 954-5463 192B
IT&RO 954-3347 952-8419 992A
IT&RO 941-8479 952-2635 860A




Angéle Leduc

Owen Taylor

John MacKillop

REGIONAL MEMBERS

David Head

Gerry Cooper

Robert Noél

Cyril McKelvie

Yvon Lavallée

UNION REPRESENTATIVES

Doug Heath
Nancy Bainbridge
Roger Heath

Kevin Nagle

PROJECT SECRETARIAT

Robert Chartrand
Chantal Cloutier
John Mitchell
Cliff Pierce

Bob Steen
Nancy Tremblay

Tourism

Operations
Audit

Corporate
Secretary

Alberta
Region

Ontario
Region

Quebec
Region

Nova Scotia

Region

NB/PEI

PIPSC
APSFA
ESSA

PSAC

954-7577

954-5084

943-7038

(403)
495-3321

(416)
973-5173

(514)
283-2418

(902)
426-9364

(506)
851-6411

9654-2782
954-9051
998-5748

954-5060

941-8479
941-6210
941-6209
941-8480
957-8094
941-8481

954-3964

954-1894

943-1373

(403)
495-4507

(416)
973-8714

(514)
283-3302

(902)
426-2624

(506)
851-6429

954-3107
9652-9676
996-7887

9654-1894

ANNEX D

468A

365A

1144A

1016A

266A

568A

200B

860-A
8658-A
886-A
863-A
885-A
865-A
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Annex E

COMMUNICATIONS STRATEGY

Re-engineering Final Report Stage

OBJECTIVE

To propose a communications strategy for the ISTC Re-
engineering initiative’s final stage.

STRATEGIC CONSIDERATTIONS

The first communications strategy developed for the Re-
engineering Project identified negative perceptions among
employees about re-engineering and these have not likely changed
a great deal. That being said, a number of improvements to the
work environment have already been made and, as a result, some
positive momentum has been developed. The process has been
participatory and the openness promise has been delivered. The
hundreds of individuals who have been involved in the process
will likely be more open to resultant change.

Re-engineering must continue to be cast as a positive
initiative aimed at improving how the department operates, which
will result in better service to our clients and to a better work
environment for employees.

The broader enviromment of government restraint, wage
freezes, cut-backs, and their affect on public servants, creates
a difficult environment in which to launch improvements.
Although public servants might be willing to respond to the
challenge to some degree, clearly their level of commitment may
be suffering.

While the formal re-engineering process will not
continue, the re-engineering thought process is being ingrained
in ISTC’s corporate culture with the keen support of senior
management. The timing of the end of the formal process is
fortuitous because it provides a rational and participatory
background for implementing changes in the management style and
processes necessary to reinvigorate the department.

COMMUNICATIONS OBJECTIVES

1. To convince employees that Re-engineering has no connection
to generic resource reductions by emphasizing the
improvements to the work environment which are being made
possible by re-engineering.
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To ensure that ISTC staff are informed about the final
stages of the formal re-engineering process and are in a
position to support implementation by having access to the
complete set of recommendations. :

To emphasize the continuing dynamics of re-engineering and
the departmental commitment to maintain momentum.

To support the corporate culture change message that the re-
engineering exercise has stimulated a participatory
improvement process which will continue.

TARGET AUDIENCES

1.

All ISTC employees. Some staff can be expected to continue
to react to re~-engineering in a guarded manner. Sone
employees may react apprehensively because of likely
perceptions that the resources identified fit in to the
overall resource reduction requirements imposed across
government.

Managers and functional heads will ultimately be the actual
implementors of the resulting recommendations. Management
must be advised of the main elements of the final report and
provided with key messages and answers in response to
potential employee questions. Functional heads have been
consulted by the relevant working groups and support many of
the recommendations affecting their areas.

Central Agencies, including PS 2000 and the Committee for
Administrative Reform, as well as Other Government
Departments, should be appraised of the overall results of
this initiative and of our continuing commitment to seeking
innovative ways to better serve our clientele.

COMMUNTCATIONS ACTIVITIES/MESSAGES

Communications to Date

1.

Communications dating back to the Deputy Minister’s
announcement on May 13, 1992, explaining the nature of the
exercise.

" A message to all staff which solicited suggestions for

improved processes and identified the Working Groups as well
as the means to provide input. (See Attachment C for
results of the Suggestion Program)

Questions and Answers on re-engineering as well as the
Project Plan were sent to all managers.
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A generic briefing package was provided to managers for use
in Branch meetings and/or Focus Days.

A message on July 8, 1992, to all participants indicated
that re-engineering and budget cuts are belng pursued on
separate tracks and are not linked.

An article on re-engineering in the summer edition of
Précis.

Two separate status reports on the project were communicated
to all staff.

A series of "Brown Bag" information and feedback sessions
for employees and held over a two month period.

More recently, distribution of the draft final report to
Director Generals in Headquarters and to REXDs, followed by
group briefings by the Chairman of the ADM Commlttee, Senior
ADM Bob Little, and by the Head of the Re-engineering
Secretariat, Bruce Deacon.

Activities to be Undertaken at the time of Presentation to ADMs

1'

The head of the Re-engineering Secretariat will send an E-
mail message to all employees to coincide with the release
of the Re-engineering Final Report to the ADM Committee on
December 18. The messages will be:

- the formal ISTC Re-engineering Project is at the final
report stage. The Re-engineering Steering Committee
has submitted its report and the reports of the 11
Working Groups to the ADM Committee. The ADM Committee
will consider the recommendations at a full day session
on January 8, 1993.

- decisions will be made on the recommendations and an
action plan approved with work to be fully underway by
April 1, 1993.

- the timing of the Re-engineering Project has been
fortuitous because its participatory nature offers us
direct input from the front-line for ways to better
serve our clients.

- moreover, the openness of the re-engineering project
has already encouraged many of us to remove process
irritants - a few examples of which should be included
in the E-mail.
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- the recommendations were developed by Working Groups
comprised of people from all levels and areas of the
department. All Working Groups consulted with the
Responsibility Centres for their particular subject
matters.

- summary documents of the recommendations are available
at HQ from Director Generals and a complete report from
the library. The complete report is available in the
regions from the REXDs.

- while the formal re-engineering process will be over
shortly, the evolutionary method of making improvements
to the way we do our work is here to stay.

2. An E-Mail will be sent to all managers with a summary of the
key communication messages (Attachment A), as well as
selected Questions and Answers (Attachment B) for use in
briefings or in response to questions from employees.

Activities to be Undertaken Following DM Decisions

1. A second E-mail will be sent to all staff by either the
Chairman of the Re-engineering Committee, Senior ADM Little,
or the Deputy Minister (depending on the timing of any
announcements on updated departmental direction), and will
include the following messages:

- the Re-engineering ADM Committee has supported the
' recommendations made by the Re-engineering Working
Groups and each ADM has directed their area to tackle
the recommendations which can (depending on timing and
capability) be actioned by April 1, 1993.

- Director Generals, Directors, and Managers have been
empowered to ensure that the recommendations are
implemented in their respective areas.

- if your area is directly involved, your Director
General will brief your Branch on the action which will
be taken.

- this timely and direct approval of employee-driven
ideas clearly demonstrates that employees have been
listened to, that improvements are being made, and that
senior management is truly committed to an evolutionary
improvement in the ISTC work environment.

- the evolutionary process of identifying and
implementing improvements to the way we do our work is

not over. ' ‘
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A comprehensive briefing session of departmental Directors
General and Regional Executive Directors by the Chairman of
the ADM Committee, Senior ADM Little.

An lmplementatlon plan following final decisions by the
Deputy Minister will be made available electronically to all
staff. If a person is named to co-ordinate the overall
implementation as recommended in the mid-term review, he or
she should be named at this time.

Employees who contributed to the exercise by being involved
in Working Groups will receive recognition.

A presentation of the results of the exercise and our future
plans to further this process of continual improvement will
be prepared for delivery as appropriate to Central Agencies
and relevant Other Government Departments.
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ISTC RE-ENGINEERING

KEY MESSAGES

* The re-engineering initiative which began seven months ago was directed
towards finding innovative ways to better serve our clients and improve our internal
operations.

*  The exercise has provided an opportunity for all staff (including well over 130
employees who directly participated) to influence the future shaping of the
Department’s business processes.

* As such the re-engineering initiative has served as a formal catalyst for
implanting the notion of continuous challenge and improvement in ISTC's day-to-
day culture.

* The exercise has resulted in a broad range of creative options and specific
recommendations. Examples of the kinds of action that could result include;

- - reorientation of organizational structures to concentrate resources in the
provision of services to the public and reduce bureaucratic complexity;

- restructuring of programs and services to provide a simpler, more streamlined
service to the public through fewer programs, alternative delivery mechanisms and
elimination of duplicate control processes;

- enhancement of internal communications to provide maximum access to
information and improved E-Mail and data linkages to facilitate day-to-day
communications;

- improvement of the management process through enhanced empowerment,
delayering, reduced controls, improved accountability, simplification of the decision-
making process, etc; and

- development of a more progressive, less formal, client oriented corporate
culture.

*  The re-engineering options will be considered by the ADM Committee on
January 8, 1993 and integrated into recommendations for immediate action to go
to the Deputy Minister by mid-January.

* While the re-engineering exercise can be expected to deliver a wide range of
benefits, the direct resource savings that have been identified are coming at a most
fortuitous time in that we will need as much resource flexibility as possible if we
are to manage a smooth transition during this period of heightened restraint.
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* The re-engineering initiative will soon have served its purpose. However, we
must continue to identify opportunities and technologies that will enable us to stay
ahead of future fiscal reductions.

* In the final analysis, the re-engineering exercise has demonstrated that
employees want to be engaged in change processes, that we have the capacity to
identify innovative improvements, and that there is a collective determination and

need to maintain the momentum.
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RE-ENGINEERING QUESTIONS AND ANSWERS

1. Did you get the expected results from the re-engineering exercise? What about the
target for direct savings of $5 million and 100 PY’s?

Re-engineering resulted in a broad range of creative options and specific
recommendations. Examples of actions that could result include:

- reorientation of organizational structures to concentrate resources in the
provision of services to the public and reduce bureaucratic complexity;

- restructuring of programs and services to provide a simpler, more streamlined
service to the public through fewer programs, alternative delivery mechanisms and
elimination of duplicate control processes;

- enhancement of internal communications to provide maximum access to
information and improved E-Mail and data linkages to facilitate day-to-day
communications;

- improvement of the management process through enhanced empowerment,
delayering, reduced controls, improved accountability, simplification of the decision- -
making process, etc; and

- development of a more progressive, less formal, client oriented corporate
culture.

The re-engineering exercise has served as a major stimulus for establishing the
concepts of continuous improvement and challenge into the culture of the Department.

At the moment, there are a range of savings resulting from the examination of the
business processes in ISTC. Depending on the specific options implemented, there are
eventually potential savings of about 100 PY’s and $5 million.

2. When will | be able to examine the final report together with the recommendations
that were put forward by the Working Groups? How can | comment on the
recommendations and provide input into the resulting decisions?

Copies of the draft final report sent to the ADM Committee have been sent to
REXDs and members of the Steering Committee. Copies are also available in the
Departmental Library and in the Re-engineering Secretariat on the 8th floor east.

Any comments or feedback that you have should be directed through your
immediate supervisor.
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3. When will decisions be taken by senior management and how will the
recommendations be implemented?

Re-engineering options will be considered by the ADM Committee in early January
and integrated into an implementation plan for consideration by the Deputy Minister in mid-
January. This will include a range of mechanisms to move the work done-to-date forward.

4. Will re-engineering continue in the future and how will it be carried out?

The Re-engineering exercise has demonstrated that employees want to be involved
in the process of change, that we have the capability to identify innovative improvements,
and that there is a collective determination and need to maintain the momentum. The next
phase will be to integrate re-engineering into the ongoing operations of ISTC. The
first step could be to implement the recommendation calling for the immediate
appointment of a senior executive to assist in co-coordinating the overall ISTC activity of
internal and external renewal. This person would be supported by a small secretariat.
These issues will be considered by the ADMs and DM in January.

5. How does re-engineering fit in with the Government’s announced reductions?

The direct resource savings that have been identified are coming at a crucial time in
that we will need as much flexibility as possible if we are to plan and manage smooth
transition during this period of heightened restraint.

6. How will employees in the regions be affected by these recommendations?

Generic changes resulting from the re-engineering exercise will improve everyone’s
work environment, whether they are in head office or a regional office. Many
employees from the regional offices participated on the Steering Committee and on all the
working groups, and provided a clear regional quality to the options and recommendations.
By doing so, they are helping to shape the future of ISTC’s business processes.

7. When will | find out if my job has been affected? What will happen if it is?

Each manager is responsible for maintaining open lines of communication with
his\her staff, including briefing them on implications and results as decisions are taken.

The Department remains committed to appropriate training of all employees, -
including any who need to be reallocated to better serve the needs of our clientele. As
well, the work force adjustment, government policies, and union agreements all remain in
full effect and any decisions made in the Department will completely respect these
provisions.




11 Attachment C

Previous Messages and the Suggestion Process

Previous Communications Messages

While extensive communications were conducted with various audiences, the main

messages issued to a wide-distribution included:

May 13, 1992 - announcement by the Deputy Minister to all staff on the project’s
initiation, including the assurance that lay-offs will not result from re-engineering;

May 20, 1992 - message to all staff from Yvon Lavallée which solicited
suggestions, identified means to provide input and listed the Working Groups and
Co-chairs;

May 29, 1992 - a set of Questions and Answers was sent to all Managers and-
above;

May 29, 1992 - a copy of the Project Plan was distributed to all Managers and
above;

June 17, 1992 - a generic briefing package was provided to all Managers and
above for use in discussions with their staff or at Branch meetings/Focus Days;

July 8, 1992 - a message from the Steering Committee Chairperson to all
participants emphasizing that re-engineering and budget cuts are being pursued on
separate tracks and are not linked; and,

July 17, 1992 - a message to all staff from the Acting Deputy Minister providing a
status report on re-engineering and stressing the importance of continuing interest
‘ and involvement by all employees.

Summer, 1992 - an article on re-engineering was published in the summer edltlon
of Précis.

September 23, 1992 - a message to all staff from the Steering Committee
Chairperson providing a status report on the project, including the availability of a
feedback document on the Interim Report.

October 21, 1992 - a message to all staff encouraging the submission of
suggestions.

September - November 1992 - a weekly series of "Brown Bag"
Information/Feedback sessions were conducted (additional details are provided
below).

December 15, 1992 - an information session for all Headquarters Directors General.

December 16, 1992 - a conference call briefing REXDs.
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- Throughout the project, the Steering Committee Chairman or members of the
‘Secretariat briefed Branch Focus Days/Staff Meetings upon request.

Brown Bag Sessions

In order to provide employees with opportunities to obtain information and/or
furnish feedback on re-engineering activities, a series of "Brown Bag" sessions were
conducted within the Headquarters. These sessions, which were well attended, dealt with
the following subjects:
- September 29, 1992 - Program Delivery and Administration;
- October 8, 1992 - Personnel;
- October 22, 1992 - Information Management;
- October 30, 1992 - Communications;

- Novémber 4, 1992 - Administrative Officer Issues;

- November 19, 1992 - Selected Issues (Library function, Audio-Visual Services and
Records Management).

Suggestions

All staff of ISTC were advised of the various methods through which they could
provide input on the project, namely by phone, mail, electronic suggestion box, visiting the
Project Secretariat or contacting the Co-chairs of Working Groups. The Re-engineering
Secretariat implemented a process which included:

- recording receipt of the suggestion;

- acknowledging receipt to the suggester (which usually included responding to
specific questions on the project and/or indicating that the suggestion was
forwarded to a particular Working Group(s));

- forwarding the suggestion to the applicable Working Group(s) for consideration and
" necessary follow-up action; and .

- if the suggestion could not be dealt with by a Working Group, it was passed to the
applicable functional head for consideration.

In each case, follow-up action was taken with either the applicable Working Group
and/or functional head and a reply was sent to the suggester. A total of 82 suggestions
were received during the project which made a substantial contribution to the development
of innovative solutions. A list of suggestions, including action taken and final disposition,
is attached.
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Summary of Status of Suggestions

# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
1 Bill SCI May 22/92 Booking of Conference Referred to Functional
Coderre rooms Manager - Mike Eustace
2 Richard ITRO May 14/92 Program delivery Points taken into
3 Stead structure, program consideration -
evaluation process, participated in the

4 program audit, Management Review

5 contribution audits Working Group

6 Peter CGSI May 22/92 ISA job description Personnel Working

Lawrence (enriching support and Group co-chair spoke
admin. personnel jobs) with him

7 Joanne SCI May 5/92 Contracting, staffing, Staffing suggestion

8 Steinberg translation services referred to Human

9 Resources Functional
Manager
Contracting issue
incorporated into
Program Delivery/
Admin. Working Group’s
Final Report

10 Jill Bhar ITRO May 21/92 Re-engineering work Referred to all

(Harvard Business
Review Article)

Working Groups for
information




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
11 Doug FOB May 28/92 Temporary help Incorporated in Admin.
Lingard contracting process Services Working
Group’s Final Report
12 Anonymous June 5/92 Operation of Referred to Functional
13 ' administrative units (2 | Manager - Mike Eustace
suggestions from the & to Policy Sector
same person)
14 Maureen DMO June 3/92 Contracts and Inplemented
15 Pearce hospitality for DM’s
approvals
16 Chris CGSI June 8/92 Procedure for Referred to Functional
D’Aoust replacement of lights Manager - Mike Eustace
17 Donna POL May 25/92 Payment of travel Responded to by
Allen : expense balance Finance Working Group
(floating account)
18 Bill CGSI June 9/92 Hospitality - Responded to by
Morris advance/approval Delegation of
Authority Working
Group
19 Ken ITRO June 8/92 Need for quality Referred to Functional
Cumming boardrooms Manager - Mike Eustace
20 Use of discretionary Replied to by
powers \ Re-engineering
Secretariat
21 Doug FOB June 11/92 Excessive copies of Incorporated in Admin.
Lingard " documents (e.g. Services Working

Services Purchase
Orders) and original
signatures

Group’s Final Report




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
22 Michael CGSI June 9/92 DIPP Project Summary Incorporated in
Piersdorff Form Program Delivery/
Admin. Final Report
23 Christa ITRO June 18/92 Departmental Calendar Responded to by
Gunn on major events Communications Working
Group and
Communications Branch
24 Margaret ITRO June 11/92 Frames for award Responded to by
Thibault pictures, petty cash Suggestion Awards
: Manager - Elaine Lynch
25 Rosemary ITRO June 19/92 Transmittal of Referred to Functional
Butler information by messages | Manager - Mike Eustace
26 Diane Law ITRO June 22/92 Travellers’ cheques Responded to by
Finance Working Group
27
Language testing Referred to Human
Resources Functional
Manager - B. Joubert
28 Marion ITRO June 23/92 Pick-up and delivery of | Referred to Functional
Philippe boxes within ISTC Manager - Mike Eustace
29 Rosemary ITRO June 26/92 Transmittal of Referred to Functional
Butler announcements to all Manager - Mike Eustace

staff via facility in
Manuals and Directives
Unit (ex. Strategic
Partnering Course)




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
30 Elaine HRB June 29/92 Walkabouts by Senior Should be referred to
Lynch Management ADM committee
31 Elaine HRB June 29/92 Use of voice mailboxes Referred to
Lynch Communications Branch
32 Karen ITRO July 2/92 Drop-ins by re- Referred to all
Jackson : engineering WG members Working Groups
33 || Milan ITRO June 26/92 Renaming the PMIS Incorporated in
Gregor Steering Committee Program Delivery/
Admin. Final Report
34 Gayle CGSI July 20/92 E-mail message Referred to IMB by
Duggan attachments Communications Working
english/french Group
35 Rise ASB July 14/92 Suggested areas for Responded to by
Segall : review - Departmental Communications Working
36 publications, human Group and referred to
resource related H. Gasewicz
information
37 Jean-— Mtrl July 15/92 Travel expenses Responded to by
Claude Finance Working Group
Daigneault
38 Sylvie POL July 22/92 PAYE 1992 system bug Responded to by
Houde Finance Working Group
39 Lyle Vanc July 23/92 PREA rating scale Personnel Working
Russell Group consulted
Mr. Russell
40 Lucie CGSI June 30/92 Ministerial Communications Working
Charest Correspondence Group responded

directly via e-mail




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
41 Jeff Yuk July 21/92 Clarification of terms: | Incorporated in
42 Titteringt priorize, DISTcovery, Program Delivery/
43 oh news releases Admin. Working Group’s
Final Report
Referred to
Communications Branch
Selected Issues Co-
chair contacted him
directly
44 John Ellis | CGSI July 30/92 Newsletters in Communications Working
"newspaper boxes" Group and
Communications Branch
responded directly
45 M.J. CGSI July 27/92 Program Measurement ie. | Incorporated in
Pringle accountability, Program Delivery/
quality, effectiveness, | Admin. Final Report
: and cost benefits
46 C.D. ITRO Aug. 19/92 Use of Personal Referred to Functional
Robertson Services Contract Manager - M. Eustace
whenever appropriate
instead of employment
contracts
47 Claude ASB July 2/92 Subscriptions to Responded to by Head
Charette Newspapers or of the Library
Periodicals
48 Rosemary ITRO July 2/92 Orientation Document - Referred to Human
Butler new employees Resources Functional

Manager




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY '
49 Fraser PEI Aug/92 Hopes that view that Incorporated in
Dickson one person should Program Delivery/
perform all of the Admin. Working Group’s
steps in a process be Final Report
re—-assessed
50 Richard IMB Aug. 21/92 How to handle sign-offs | Referred to Human
Guttormson required of people Resources Functional
leaving ISTC Manager
51 Jim Milne ITRO Sept 14/92 Personal Empowerment Active participant in
' Working Group -
concepts contributed
strongly to work plan
and options of Working
Group
52 Bruce CGSI Sept. 9/92 Header-page for Consulted LAN
Deacon documents printed on representative
shared printer
53 Allan CGSI Sept. 9/92 Signing of Purchase Referred to Functional
Martel Orders and Taxi Chits Manager
54 Allen CGSI Sept. 11/92 | Use of collator codes Responded to by
Martel to code everything from | Finance Working Group

taxi chits to travel
claims




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
55 Joanne CGSI Oct. 8/92 Travel arrangements Responded to by
56 Cecchini & Payment Processes Finance Working Group
Services
57 to Ministerial Responded to by
Business Correspondence Communications Working
Branch Group
58
Assets and facilities Referred to Functional
management Manager - Mike Eustace
Contracting processes
59
Staffing Process Referred to Human
60 Resources Functional
Manager
Delegation of Referred to Functional
Authority, Human Manager
Resource requirements,
61 equipment requirements,
training requirements
Audio-Visual Issue in Selected
62 Communication Services Issues Working Group’s
Final Report
63 Forms Referred to Functional
Manager - Mike Eustace
Hospitality Services Responded to by
Finance Working Group '
64 Allan CGSI Oct. 8/92 Ministerial Replied to by
Martel correspondence Communications Working

Group




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
- BY ) )
65 Rosemary ITRO Oct. 9/92 Contracting levels - Referred to Director,
Butler former public servants Contracts &
Professional Services
Directorate
66 Allan CGSI Oct. 16/92 Application for leave Referred to Human
Martel and monthly attendance Resources Functional
report - suggests Manager
Directors' initials for
leave requests
67 Gary ITRO Oct. 21/92 Asking for copies of 2 Responded to by
Bielert suggestions on e-mail Re-engineering
(DIPP, Operation of Secretariat
Admin. Units)
68 Joan Baker ITRO Oct. 21/92 Travel expense claims,
' Responded to by
69 breakfast allowance, Finance Working Group
70 job advertisements Referred to Human
Resources Functional
Head
71 Debra COMM Oct. 21/92 Hospitality clainm, Responded to by
Foster Finance Working Group
72 secure phone/secure fax | Referred to Functional
Manager - Mike Eustace
73 Tom Rath TOURISM Oct. 21/92 Savings in utilization | Referred to Functional

of paper, printers and
photo-copiers

Manager - Mike Eustace




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
74 John CGSI Oct. 21/92 Copies of Purchase Referred to Functional
Vincent orders Manager - Mike Eustace
75 Sheila CMB Oct. 21/92 E-mail bulletins Responded to by
Watkins Communications Working
Group
76 Doug WOMENS BUR | Oct. 21/92 Departure sign-off form | Referred to Human
Mercer Resources Functional
Manager
77 Claudette HRB Oct. 22/92 Telephone recorded Responded to by
Aschauer services - options for Communications Working
users Group
78 Tony ITRO Oct. 22/92 Use of forms for Responded to by
Colven official correspondence | Communications Working
for Deputy & Ministers Group
79 Suzanne APO Oct. 23/92 Hospitality Responded to by
Bourdage Finance Working Group
80 Delegation of Authority | Forwarded to
Functional Manager -
81 Records retention Referred to Functional
Manager - Mike Eustace
82 Erech CGSI Oct. 23/92 Laser Printers & Followed-up with Mr.
Morrison Photocopiers Morrison, but never
received a copy of the
suggestion
83 Travel (air

reservations)

Responded to by
Finance Working Group




# SUBMITTED SECTOR DATE SUGGESTION ACTION TAKEN
BY
84 Robert ITRO Oct. 22/92 Organization of Referred to PS2000
MacDonald Corporate Focus Days Secretariat
85 Margaret SCI Oct. 26/92 Brown Bag Sessions Referred to PS2000
McCuaig- regarding individual Secretariat
Johnson departmental programs
86 John CGSI Oct. 30/92 On-line Calendar of Referred to Functional
Appleby ISTC activities Head - John MacKillop
(re Minister & Deputy
Minister agendas)
87 Anonymous Nov 6/92 Role of Secretary - Referred to Human
telephone & mail Resources Functional
Manager
88 Anonymous Nov 10/92 Secretary stations Referred to Human
Resources Functional
Manager
89 Lorraine ITRO Nov 27/92 By Hand and By Currier Forwarded to
Raynes forms be made available | Functional Manager -

on electronic forms

Mike Eustace
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1.0

1.1

1.2

1.3

ANNEX F

RE-ENGINEERING FINAL REPORT
WORKING GROUP: PROGRAM DELIVERY AND ADMINISTRATION

PROCESS: PROGRAM DELIVERY AND ADMINISTRATION

Executive Summary

This report is about change - significant change to streamline and make more
effective the department’s approach to funded program delivery. It is one of a
number of contributions to the overall departmental effort to re-engineer ISTC's
business processes so as to identify, in a resource constrained environment,
resources for redistribution from indirect to direct client interaction.

ISTC is a relatively small department with 42 funded grant and contribution
programs, each of which has its own terms and conditions, series of letters of
offer, procedures, manual(s), processes, structures, information systems, and
delivery units (formal and informal) in every corner of the department. Our,
programs serve a wide range of clients and provide financial assistance or
guarantees for an even wider range of activities.

Program delivery and administration was chosen as a candidate for this re-
engineering exercise because

— there has been a known proliferation of programs and related machinery
since the department was created;

— external clients have been expressing concerns about complexity,
inefficiency and ineffectiveness reflected in long response cycle times and
confusion in responsibility and authority lines;

— - a majority of employees have concerns about the quality and relevance of
the products they provide to external clients and the department’s ability to
respond to changes in its operating environment;

C— individual program reviews were being undertaken with increased frequency,

but there was no approach to look across the department as a whole;

— the realization that funded program delivery is an integral part of the core
processes of the department and that if we cannot deliver these well, clients
will be less likely to take us seriously on matters of policy, leadership and
influence in relation to our mission.

Annex F/Page 1




1.4

1.5

1.6

The approach to this review, once objectives and perimeters were establlshed was
to examine two models as a continuum:

— harvesting the results of the various individual program reviews as these
become available; and,

- determining the feasibility of applying approa'ches involving Special
Operating Agency (SOA) or Most Efficient Organization (MEO) with added
client focus to departmental programs.

The Working Group was comprised of interested volunteers from around the
department and was assisted by Consulting and Audit Canada which undertook a
survey of ISTC program Managers’ views on program administration and delivery
and analyses of program management resources and the feasibility of SOAs and
MEOs to departmental programs.

Key findings of the analysis were as follows:

- Most program managers perceive their programs as being unique and
deserving to be standalone, regardless of size or scope.

— They also support incremental change - many issues and recommendations
for dealing with them are arising in ongoing processes and from other
reviews and managers want action on these.

- There is not the éame general level of support for major change in the
delivery apparatus such as moving to a Special Operating Agency (SOA) or
Most Efficient Organization (MEO) model.

— Managers of funded programs generally follow some form of the 19 point
program management cycle noted in figure 2 - the processes across
programs are by no means identical and managers have streamlined them
where they could.

-~ Measuring the resources they use to manage programs according to this or
their own program management cycle is not something many managers do
regularly and it posed significant challenges, particularly for the managers of
the smaller ISTC programs.

— Little evidence was found of the benchmarking process cycle times in a
number of the smaller (S&T) programs.

- Little evidence of systematic and formalized client feedback was found other

than for program evaluations. Most managers, however, seek informal
feedback on a continuing basis.
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1.7

1.8

1.9

Processes for priority setting between and among programs are not well
developed.

The level and distribution of resources and expertise required to deliver
particularly the smaller programs is uneven.

Applying an SOA model to some of the department’s larger programs could
have merit if a business case and improved client interaction would result.
Applying an SOA to the larger range of smaller programs of the department
would not be appropriate until they are brought down to a more manageable
number and the resources delivering them are more clearly identifiable and
concentrated. '

The Working Group concluded that:

ISTC is changing program delivery and administration for the better, but

circumstances are changing faster than ISTC can improve its delivery
systems and processes.

Recommendations for modifying program delivery were developed on the basis of
the following three principles:

a)

b)

c)

— All actions should have a strong client orientation with the following
outcomes:

- delegate approvals to employees as close to the client as
possible in order that decisions are made in the best interests -
of the client,

- fast-track the approvals processes, so the client is not
subjected to "bureaucratic" delays,

- make the programs fit the clients’ needs rather than making
the clients’ proposals conform to our program criteria: this
includes eliminating the "alphabet soup of program offerings"”;

— the department’s program activity should be focused to improve the
impact of our scarce personnel and dollar resources;

— the effectiveness of the delivery process and the results achieved
should be measured and this data used to improve what we do.

Twenty recommendations have been proposed to address the following three
challenges:

To streamline the funded program mix;
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— To lighten the program delivery load;
— To make program delivery and administration more efficient and effective. ’
In summary, the recommendations are to:

- Examine the future of the 14 federal/provincial agreements and collapse the
remaining 28 programs into 9.

—  Transfer MAS, AMTAP, EDP and SBLA to other agencies.

— Collapse the corporate committee structure (POB, PPMC and PCC) into one
Program Operation, Coordination and Priorities Boad, and consider similar
opportunities for lower-level committees.

— Integrate program' services, programs integrity and financial analysis
functions as a service organization to the department and secretariat to the
new board (management responsibility to be shared with the Comptrolier).

— Integrate resources in CGSI and ITRO responsible for the program
administration/delivery aspects of sector campaigns, S&T programs and

"one-offs.”
— Consider SOAs for - Tourism
- DIPP
- AEP
- FEDNOR

consolidated "small" programs.
S Streamline delegations and the approval cycle.
— Negotiate flexibility to use grants up to a ceiling of about $50K.

— Refine other processes for administration and delivery of programs and
services.

A single longer-term objective to underpin this next round is also presented for
consideration. [t recommends that all proposal Terms and Conditions and delivery
be tied directly to the type of client support needed in the business/innovation
cycle. It notes that this should be applied on the basis of all the programs and
services in the Wilson Portfolio.

Implementation has been proposed in a four-step framework in two phases, the
timetable for which is to be determined by management.

— Establish the new Program Operations, Coordination and Priorities Board and
secretariat which would be tasked immediately with preparing a phased
implementation plan for the above recommendations.
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2.0

2.1

2.2

2.3

2.4

2.5

— In parallel, establish a re-engineering-type process to streamline and
coordinate program and service, administration and delivery across the
Wilson Portfolio on a client-need basis.

The Status Quo

Programs

The following provides a broad overview of the types, characteristics processes,
resources and outputs of current departmental programs. It is intended to situate
and benchmark existing activities rather than provide detailed descriptions.

ISTC currently has 42 funded grant and contribution programs, which, taken
together account for approximately $627 million or 70% of the total $869 million in
current year departmental budgetary expenditures. The vast majority are sunsetted
and, unless renewed, some will terminate as early as the end of the 1992/93 while
others expire as late as the fiscal year 1996/1997. They cover virtually all of the
ISTC mandate areas. Annual program expenditures range from $0.5 million or less
to $200 million per program. Individual grants or contributions can be anywhere
from several thousand to several million dollars. They can be in support of anything
from running a conference or workshop to sophisticated science and technology
based research and development in a firm, organization alliance or consortium.

‘Some are long established programs while others are recent entrants to the ISTC

family of programs. Some are application based whlle others are negotlated with
targeted associations or firms. R

ISTC also has involvement with several other programs or types of programs which
consume ISTC resources. These include the international marketing activities of
Tourism Canada (also involving International Trade Canada), the Program for Export
Market Development (an International Trade Canada program which uses ISTC
resources) and a series of one-offs, usually involving downside protection of single
firms or organizations. In addition, ISTC resources are still used for completing
action on projects from programs which have been discontinued (eg: IRDP).

Programs can be classified according to a series of families based on the ISTC
mandate areas and size of program as shown in Figure 1.

Process
ISTC programs have generally all developed their own management processes.
These vary by program but generally follow the management cycle shown in figure

2, which is based on the checklist developed under the recently completed Mid-
Term Review of S&T Programs.
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FIGURE 1

ISTC PROGRAMS

Program Family

"Larger” Programs*

Smaller Programs*

Science and CsP AMTAP
Technology DiPP ETDP
Development MSDP MAS
STP Sector Campaigns(12)
TOP
Industry Development One-offs
Trade Promotion/ PEMD **
Development
Small Business FEDNOR Development
SBLA Agreements(3)
EAP
EDP
| NPO
Aboriginal Economic ABDJVP
Development ABLIP
ACC

Tourism Development

International Marketing
* % *

Regional Tourism
Agreements(11)

Notes:

program or consuming 50 PYs of resources

* % ITC program/ISTC participation

*** |STC program/ITC participation

The dividing line is programs with $50 million in expenditures over the life of the
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The full list and descriptions of the 42 programs, with exception of PEMD, one-offs
and International Marketing, can be found in the August 31, 1992, Program
Services memorandum, "Current ISTC Grant and Contribution Programs.”

FIGURE 2

ISTC PROGRAM MANAGEMENT CYCLE

Major Phase Step
Development/ 1. Program Concept (development/approval in principle)
Decision 2. Program Design (criteria, resource and delivery
considerations including terms and conditions
3. Communication Plan (announcement/support material)
4. Program Approval (cabinet decision on design timing,
funding, resource requirements)
5. Program Authority (TB decision)
6. Program Administration Structure (detailed delivery
Launch/ Delivery modalities)
7. Human Resources Requests (staffing/training)
8. Program Launch and Communications
9. Application Processing and Evaluation

10. - Project Recommendation and Approval

11.  Letter of Offer/Rejection and Contract

12.  Program Review

13. Budgetary, Forecasting and Financial Control

14. Payments

15. Repayables

16. Recoveries

17. Amendments (to contract)

18.  Project Monitoring (before during and after payment)

Feedback - - | 19.  Program Evaluation (frameworks and studies)
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2.6

2.7

2.8

2.9

2.11

Responsibility for the program development phase can be any responsibility centre
throughout the organization. It usually involves participation from the
Comptroller’'s Communications and Human Resources Branches as well as the
Program Services Directorate, where the department’s core expertise on the rules,
regulations and requirements for federal programs resides. Major proposals for new
programs can, but have not always been, vetted by the Policy Coordinating Group
(formerly the Policy Management Committee).

Once approved, individual projects and major program changes can find themselves
subject to various review and approval requirements by the Legal Services Branch,
Comptroller’s Branch, Human Resources Branch, the Program Services Directorate,
and departmental corporate committee structures, including the Program Operations
Board, the Program Policy Managers’ Committee and the Program Coordination
Committee. In addition, a number of programs have Advisory Boards, Program
Committees and Interdepartmental Project Review Committees, some of which
share work relating to case work-up and project rework. The vast majority of this
activity takes place in headquarters.

' To effect payments, all program responsibility centres must enter data on the

department-wide PRISM system, the central data base for program and service
related activities for the whole department. Responsibility for payment rests with
the Comptroller’s Branch, which also supports program managers in decisions and
activities relating to claim verification, audit, recoveries, control, and forecasting.

Other aspects of Program delivery, subject to paragraph 2.8 and depending on the
program, can be in headquarters only, virtually in regions only or shared between
geographic locations. This has generally been determined on the basis of workload,
resource and expertise requirements, and priorities. The clarity of responsibility and
accountability lines varies widely and is sometimes subject to Memoranda of
Understanding between particular headquarters and regional responsibility centres.

The delegation of authority to the department from the Minister for individual
project approvals is never greater than $100,000 for any program. Ministers’
offices are frequently consulted on projects involving potential disbursements lower
than this. Within these limits, delegation of individual authority for projects is
seldom below the ADM level for large projects and the director level for smaller -
projects.

Each program has its own terms and conditions. There are currently over 150
different letters of offer used by the various programs and their sub-component"

- elements.

- The vast majority of disbursements are made by contributions rather than grants.

When disbursements are made by contribution, they require long and detailed
contribution agreements regardless of the size of disbursement involved.

There can be as few as ten steps in processing a simple project to as many as 100

control, analysis review and decision points in more complex projects. Cycle times
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also vary, from as little as a week or two to get a project to the payment phase to a
year or more. The larger programs tend to have specific procedures in place to
monitor processing cycle times. Virtually all programs have some form of manual
and management information system which all vary by program.

Resources

Total current year resources directed toward the management of funded programs
for the department as a whole have been estimated by individual responsibility
centres at 385.8 PYs and $14 million in O&M. These figures were arrived at from
a first ever department-wide survey in which managers of funded programs and
managers whose activities support the management of programs were requested to
break down program management activity by program and by step. (from the
program management cycle) to the extent possible. They were requested to
estimate 1992/93 resources in terms of PYs and $O&M. Due to the unevenness
and lateness in reporting and suspected incompleteness and errors in reporting
analysis of the data, the detailed analysis contained in Appendix A is preliminary. It
should be used for making only very general assessments at this point. Some of
the highlights follow.

The breakdown of total resources for funded program activity by program is as
follows:

Program ' PYs : .$ 0&M

opp 39.7 1,420,000

CSP

12.1 500

FEDNOR 20.1 1,502,600

Aboriginal Economic 124.0 -
Development

Tourism 10.7 2,703,500
Agreements

All other Programs 164.9 7,931,900
Support services to

programs 26.3 739,100
TOTAL 397.8 14,019,600
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2.16 The region/headquarters split is as follows:

PYs $0&M (Total)
Regions , 59.9 6,306,600
Headquarters 337.9 7,713,000
TOTALS 397.8 14,019,600

2.17 © Within headquarters, the split between sectors is as follows:

PYs SO&M (Total)
CGSl and
ITRO 164.1 ‘ 7,034,000
(excluding regions)
Science and 12.0 -
Technology
Policy 9.5 432,000
AEP 124.0 -
Tourism 2.0 -
(FPA) 20.3 , 240,000
TOTALS 337.9 7,713,000
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2.18 Looked at from the perspective of program phase, departmental resources are
" divided as follows:

Phase PYs $0&M Total
Development/ 31.8 1,301,600
Decision

Launch/

Delivery 360.0 12,218,900
Feedback 6.0 499,100

| 2.19 These estimates do not take into account the departmental resources used for

PEMD (crudely estimated at 50-70 PYs) Tourism Sector international marketing
activities (roughly estimated at 125 PYs) or one-offs (no estimate currently

| . available).

Outputs

2.20 Viewed from the individual program perspective, funded programs serve a range of
clients and provide a vast array of outputs. In terms of clients, they serve our
external partners, including

EXTERNAL INTERNAL
Companies/corporations . Parliament
Business and trade . Ministers/Cabinets
associations
Entrepreneurs . Members of Parliament

Partners . Other federal departments
: and agencies

Foreign governments . Senior ISTC management
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2.21

2.22

International organizations . ISTC sectors/branches
and firms '

Provingcial/territorial/ . ISTC Regional Offices
regional/municipal/
aboriginal governments

Research institutes . ISTC employees '
Scientific organizations . Public Service Unions
Financial institutions

Professional associations

Media

Aboriginal groups

In terms of outputs, they provide financial assistance, or guarantees in respect of a
range of generic categories, including inter alia:

- application or demonstration of new technologies

- capital

- business management and marketing skills

- conferences, seminars workshops and other consultation processes or
initiatives

- economic development

- establishment expansion and diversification of capital corporations and
ventures

- establishment of centres and networks

- historical development

o - innovation

- insurance

- international market penetration

- loans

- market feasibility

- organizing and networking of firms or associations
- publications :
- research and development

- scholarships

- studies and analyses

- technical assistance

- technology management

- tourism products

- training and development courses.

For a broader perspective on where funded programs fit in the ISTC context, see

section 5.0 Essential Outputs Required.
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3.1

3.2

3.3

3.4

3.5

3.6

3.7

Rationale for Selection

The importance of considering program delivery and administration as a candidate
for re-engineering arises from a variety of different sources.

The first of these involves our external partners who, from individual firms to
horizontal associations, have been noting since ISTC's creation:

— the complexity of the funded program design parameters, terms and
conditions and letters of offer;

— the inefficiencies and ineffectiveness in executing their delivery which are
reflected inter alia in unacceptably long response cycle times, and confusion
in responsibility and authority lines.

The next relates to internal clients. Ministers have noted that the department has
had difficulty responding to their requests for strategic responses to issues requiring
focus and the coordination of ISTC’s (and the Portfolio’s) resources across
programs at the level of individual firms associations, or sectors.

Internally as well, the 1991 Employee Survey identified a number of concerns
which could be related to the way the department’s programs are managed. These
comments, however, are rather general in nature and are not directed in particular
to specific aspects of program delivery and administration.

Employees viewed the Department as becoming increasingly client-focused, but
recognized the need for more direct involvement of clients in defining ISTC's
priorities, activities, products and services. Eighty-eight per cent of Departmental
respondents believe that their relationships with their clients are good and 52 per
cent agree that sector priorities allow each to meet client needs. While 46 per cent
agree that a variety of methods are used to assess client needs, 15 per cent
disagree and 39 per cent have neutral feelings.

ISTC is viewed by employees as having a high emphasis on producing quality work.
While standards remain high and employees believe that they maintain positive
client relationships, quality is increasingly seen as being sacrificed for quantity.
Many, however, do not believe the Department is providing excellent products and
services as only 34 per cent of respondents agree that ISTC is doing so. Only 21
per cent agree that ISTC has a systematic process in place for translating client
requirements into products and services; only 20 per cent agree that ISTC is
proactive in following up with a large sample of its clients to determine satisfaction;
and only 37 per cent agree that ISTC is responsive to changes in its operating
environment.

The third source is general observation. Since ISTC's creation, there has been a
known and increasing proliferation of programs, committee structures, associated
procedures, processes and delivery structures around the department. There has
been a general sense of heaviness and control orientation surrounding the
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3.8

3.9

management of our programs. This has been coupled with perceptions that more
resources than should be required are being devoted to the delivery and .
administration of our programs.

Before the current re-engineering exercise even began, the list of areas to be
addressed was significant and included:

— the proliferation of programs and tools created to manage them;

— the need for MOUs between different parts of the same organization on
program management and delivery matters;

— the extent and nature of consultation between programs developers and
implementors;

— the existence or otherwise of clear authority, accountability and
responsibility lines, particularly between headquarters and regions;

— the purpose, operation and impact of various program committee structures;
— the nature, extent and rationale for program and resource transfers;

— priority setting for projects within and across programs;

- the nature, extent and integration of client contact and feedback;

— the presence/absence/location of the technical skill base required to deliver
ISTC programs;

—  the nature, extent and need for control mechanisms and check points;
— the extent of flexibility in audit and verification;

— overheads at various stages of the program administration and delivery
process for small projects versus large projects;

— accounting and recovery methodologies applied;

- the extent to which aspects of delivery are appropriately contracted out
versus performed in house.

Also preceding the current exercise were reviews by individual sectors of their
programs. These began from the standpoint of working within the confines of the
existing systems, organization and program mix. It was recognized that these,
however useful in their own right, would not look across all departmental programs

- nor necessarily be capable of making more broad-ranging recommendations with

the entire department’s interests in mind.

For these reasons, it was important that program administration and delivery be
included in a department wide re-engineering of business processes.
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4.1

4.2

4.3

4.4

4.5

Methodology

Re-engineering of business processes is concerned with looking for creative, non-
restrained ways of improving the way an organization does business. The primary
purpose of re-engineering is for the Department to collectively find better ways of
serving its clients. One method of accomplishing this essential goal, within a
resource scarce environment, is to identify resources for redistribution from indirect
to direct client support, and to remove business process irritants while using
electronic systems capabilities more effectively. Re-engineering examines
organization, systems and processes, not staff.

At the heart of re-engineering is the notion of discontinuous thinking - of
recognizing and breaking away from outdated rules and fundamental assumptions
which underlie operations. Its working groups were created from among interested
volunteers in ISTC, given a set of re-engineering principles and operating
parameters and set to the task at hand.

The Working Group on Program Delivery and Administration was created in May
1992. Membership changed somewhat over the six months of its deliberations.
The final membership list is attached as Appendix B one of twelve ISTC re-
engineering Working Groups.

The Working Group first adapted the objectives of the exercise for its own purposes
and set these as:

— to redesign and streamline ISTC’s funded program administration and
delivery such that significant resources can be freed up and reallocated to
enhance client interaction;

— to continuously adapt and improve efficiency and effectiveness in the core
process of funded programs from program concept through to project
approval, contracting, payment, monitoring, audit and client feedback.

It next reviewed the re-engineering principles and revised these for purposes of its
deliberations as:

1. Work should be organized around outcomes not tasks.
2. Work should be re-engineered for performance at the lowest competent level

in the organization and this lowest level should be made competent to carry
out the work.

3. Those who need the output should manage the process.

4, The doers should be the decision-makers.

5. Geographically dispersed resources should be treated as if they were
centralized.
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4.6

It then

Information requirements should be clearly defined and based on need;
information processing should aim to capture data requirements once, and .
be managed by the doers.

Where possible, steps in business processes should be parallel rather than
sequential and linked and coordinated throughout.

Client and employee satisfaction as well as respect for integral authorities
should all be paramount in process redesign and implementation.

assessed the task at hand, considering it important to recognize:

the continuing evolution from larger, general application driven to smaller,
more tailored, sector-specific programs;

continuing pressures of fiscal restraint on ISTC's
G&C, 0&M and salary funds;

the range and complexity of current ISTC funded program processes and
that the potential for freed up resources in the exercise is likely largest in the
programs area;

other work already under way in the department to deal with issues of
administrative efficiency and effectiveness in specific departmental
programs;

the need to take a basic and holistic approach to process redesign which
could tend to render quick fix solutions inappropriate for the longer terms;

the need to ensure that consistent funded approaches are applied to both
services and programs of ISTC and that these be forward looking;

the need to present not only recommendations for change effective for
1993/94 but also a roadmap for getting to our new destination;

the availability of resources available for this project given that ISTC is
already taxed virtually to the limit of its human resource capabilities on
corporate development initiatives;

that time will be needed to implement these recommendations since it took
time to make the current programs and processes as complex as they appear
to be; and,

that success will depend on real, long-term skills and culture change as well -
as an ongoing commitment measures to enhance client service.
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4.7

Based on all of the foregoing, the Working Group decided it could not undertake a
systematic program by program analysis. Instead, it decided to focus efforts on the
pursuit of the following broad options:

A.

"Harvest the Reviews" Model

This would involve harvesting the results of the various program reviews
now under way or being completed, determining what cross-fertilization of
results would be desirable and making recommendations for change to all
existing programs and services as well as related core and support processes
and functions on this basis. The specific reviews include those relating to:

AEP;
DIPP;
PEMD;

Account Verification and
Audit; and,

Mid-Term Review of Programs.

Special Operating Agency (SOA) or most Efficient Organization (VIEQ) with
Client Focus Model .

This would involve developing a plan to move ISTC program and service
management to a model based on the Treasury Board SOA provisions.
There would be a single departmental program/service group organized and
managed along the following lines:

Administration

negotiate right to establish SOA with Treasury Board to move funds
between programs (and between O&M and G&C if relevant) to meet
client needs;

portfolio of individual tailored programs remains or is clustered into
groups with common themes or could be made to evolve to a
several/single program approach;

allocation from single programs budget to.each delivery unit is based
initially on past take-up of all programs;

allocations are reviewed and modified quarterly;

budget of each program modified according to how much it is used in
meeting client needs;
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— specialist group is set up as Special Operating Agency (SOA);

- all review committees (POB, PPMC, Sector Campaign Review .
Committee, etc.) are collapsed into one ISTC SOA Board with outside
membership as appropriate; '

— in principle, the SOA Board only reviews projects when there is a
compelling need (e.g. large projects...over $1 million) but reviews
resource allocations quarterly;

— some SOA employee(s) are located in regional offices as needed to
give guidance locally; and,

— delivery officers/managers get advice from program administration
specialist group (e.g. on Terms and Conditions, FAA requirements,
stacking policy, etc.).

Delivery

— all program decision making as close to client as possible, delegate
budgets and authority to local units whenever possible (eg: AMTAP);

— all program decisions made by delivery officers/managers, who have
sole responsibility and accountability (i.e. no mandatory sign-offs
from HQ staff units); ,

— delivery officers/managers have responsibility to consult colleague
agencies and administration specialists where required;

— delivery is by RO/ISB officer when budget and decision authority is
local;

- delivery is by Program Manager OPI only for complex programs and
high unit dollar value from central budget, with RO/ISB. officer playing
minimal agent role;

— eliminate overlaps and duplication among existing delivery units;

— provision also to be made for contracting out elements of delivery as
appropriate; and, :

— delivery personnel involved in the development of all new program
offerings.

Client Focus

— officers do not deliver ISTC programs and services as such;
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4.8

4.9

— they identify and satisfy client needs, choosing appropriate
program/service tools and working with colleague agencies;

- ISTC offerings target relativel-y few clients for proactive, multi-step
help where ISTC can have positive impact on Canadian economy;

— target clients get priority attention and access to resource intensive
programs;

— ISTC does not advertise programs, only its partnering/assistance role;
and,

- continuous client feedback and self assessment audit gets built into
the delivery and administration of all programs and services.

It was also decided that the Working Group’s role should not be to question how

program delivery and administration arrived at where it is but to focus on the

current situation and where to go from here.

The Working Group was assisted in this effort by Canada Audit and Consulting

(CAC) with which the Re-engineering Secretariat contracted to carry out a two-

phase study as follows:

Phase 1

Objective:

- to gather data on the delivery and administration of selected funded
programs through review of recent studies and interviews with program
managers.

Approach:

- determine the process followed by program managers in the delivery of their
programs using the Program Management Checklist as a guide;

- determine the applicability of the issues identified by the Working Group and”

the Mid-Term Review of Funded Programs of June 11, 1992, to selected
programs;

- identify other operational impediments and suggestions for improvement;
and,

- assess the feasibility for further study of the Special Opérating Agency
(SOA) approach to the delivery of ISTC funded programs.
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4.10

5.0

5.1

5.2

5.3

5.4

- Phase 2

Objectives:

- to examine the applicability of Treasury Board’s criteria for Special Operating
Agency (SOA) operations to Industry, Science and Technology Canada
(ISTC) funded programs; and.

- to present a model of the process to move to SOA status where applicable.

The Working Group co-chairs took the results of the various reviews, and the CAC

study, prepared the draft final report and circulated it to the Working Group and
others for review and comment before revising and submitting it.

Essential Qutputs Required

ISTC programs (and services) are one of four current core processes used by the
department to deliver on its mission of promoting excellence in Canadian industry,
science and technology.

Actively seeking out and assessing partner needs and then developing,
implementing, evaluating and improving program (and service) offerings is currently
viewed as being key to enhancing the competitiveness of Canadian industry,

- science and technology efforts. Funded programs are now inextricably linked to the

other three core processes, i.e., Corporate Strategy, Plans and Priorities (the
overarching development, management and refinement of our strategic direction)
Policy, Leadership and Influence (delivering on the government’s industry, science
and technology policy agenda) and Issues Management (developing responses to
unforeseen crises, issues or requests for assistance).

Together, these core processes, supported by the underlying human and financial
resources, intelligence gathering, communications activities and physical

- infrastructure which comprise the department are the major tools which the

department has as its disposal to provide the outputs which will stimulate private
sector growth. ( A visual representation of these processes was produced as part of
a mapping process exercise this summer and is attached as Appendix C.)

" The inability to provide outputs from any of these core processes in a timely and

efficient manner has a negative effect on the other processes, on how the

~department is perceived and potentially on the impact of the department in

providing leadership in microeconomic policy. To put it more frankly, if we are not
perceived as providing financial assistance, loan guarantees or insurance credibly,

~why should our partners take us seriously on other matters?
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6.0

6.1

6.2

6.3

Analysis - Re-engineering Options
Findings: Phase 1 - CAC Data Gathering

Phase | of the CAC study looked at a broad spectrum of departmental programs (20
of the 42) in late October 1992, with the aim of assessing current issues and the
feasibility of alternate forms for program delivery and administration. It was thus
different from previous reviews of individual programs or families of programs
which generally looked for improvements to existing procedures and processes in
the delivery of specific programs.

An overview of key findings from the series of interviews is as follows:

- Most program managers perceive their programs as being unique and
deserving to be standalone, regardless of size or scope.

- They also support incremental change - many issues and recommendations
for dealing with them are arising in ongoing processes and from other
reviews and managers want action on these.

— There is not the same general level of support for major change in the
delivery apparatus such as moving to a Special Operating Agency (SOA) or
Most Efficient Organization (MEO) model.

- Managers of funded programs generally follow some form of the 19 point
program management cycle noted in figure 2 - the processes across
programs are by no means identical and managers have streamlined them
where they could.

— Measuring the resources they use to manage programs according to this or
their own program management cycle is not something many managers do
regularly and it posed significant challenges, particularly for the managers of
the smaller ISTC programs.

— Little evidence was found of the benchmarking process cycle times in a
number of the smaller (S&T) programs.

— Little evidence of systematic and formalized client feedback was found other
than for program evaluations. Most managers, however, seek informal
feedback on a continuing basis.

— Priority setting between and among programs and the level and distribution
of resources and expertise required to deliver particularly the smaller
programs needs attention. ' ‘

A summary of key impediments to the delivery of funded programs arising from

these interviews is as follows:
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11.
12.
13.
14.

15.
16.
17.

18.
19.

20.

.21,
22,

Impediments Noted in Interview (Responses)

Lack of expertise/skills in program delivery

Lack of departmental priority setting (betwéen
programs) and overall objectives

Lack of consultation between HQ and Regions

Lack of client consultation and a client focused
mentality

Letters of offer, T's and C’s are too complex

Lack of consultation between the conceptual
and delivery phases

Need to cluster the programs in broad grouping
Need to centralize program delivery

Need to manage client expectation

MOU’s are cumbersome and useless

Lengthy application turn around time

PRISM is "user unfriendly"”

Multip.licity and complexity of manuals

Departmental committee structure is
cumbersome :

Lack of communication between directorates
and sectors and within the Department

Shortage of resources, particularly in the

. Regions

Some departmental staff function have a control
mentality

Lot of time spent on paperwork

Poor project monitoring capabilities within the
Department

The existence in HQ of a mentality of control by
process rather than by results

Not enough flexibility to hire fulltime staff

Process of hiring consultants is too long and
involved

15
12

12
11

10

12

17

.3

—
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6.4

Impediments Noted in Interview (Responses

23. Getting translations done is difficult 1

24. Unclear lines of authority, accountabiljity ahd 1
responsibility between headquarters and regions

25. Financial sign-off authority is at too high a level 1

26. Duplication of activities among ISTC Atlantic 1

provinces offices, ACOA and the Canada - .
Atlantic Provinces Cooperation Agreement on
International Tourism Marketing

27. The TB directed ISTC funding for the Canada - 1
Atlantic Cooperation Agreement on International
Tourism Marketing has not been forthcoming

Suggested improvements arising from the interviews were as follows:

Suggested Improvements Noted in Interviews (Responses)

1. Program delivery should be centralized both in Ottawa 4
and in Region (Core units of delivery experts)

2. Programs should be collapsed to a manageable number 2
of generic programs (6 to 8)

3. Within each Generic Program- there could be one group 1
responsible for the conceptual design, development,
approval and authority stages of the program (steps 1.
to 5. of the Program Management Cycle).

4, A separate group in the Generic Program would be 1
responsible for program delivery, from designing the
administrative structure through application processing,
contracting paying, monitoring and evaluation (steps 6.
to 19. on the Program Management Checklist). One
benefit of this structure would be increased flexibility in
reallocating resources among programs. Another
benefit would be the elimination of inconsistencies in
the delivery of the same program in different areas.

5. Obtain client feedback as to the effectiveness of 1
program delivery

6. Clarify departmental objectives and establish priorities 11
between programs.

7. PRISM should be revamped to meet user needs 9
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Suggested Improvements Noted in Interviews (Responses)

10.

11.
12.

13.
14.

15.

16.

17.

18.

19.

20.

21.
22.

23.

24.

25.

Simplify the letter of offer and T’'s & C's

Project approval and budgetary controls should be
delegated to Regions

Performance indicators need to be updated and
improved

Number of T’s & C’s should not be reduced

Establish centralized units of delivery experts in
regional offices (Account Executive concept)

More delegation of power to managers

Train employees to accept a client focused culture

Introduce a service oriented culture to departmental
staff functions

Program delivery should continue to be the program’s
responsibility

Project Monitoring should be considered for
"contracting out"

Program delivery should be privatized to non profit
organizations

Do not centralize program delivery. Project assessment
cannot be divorced from project monitoring

Cause a cultural change from a "control mentality" to.a
"service mentality"

Move the program delivery closer to client

All program delivery should be done regionally with the
exception of program development activities

HQ role should be one of "leadership and facilitation”
and generally act as "a national program manager".

Client surveys should be included in program delivery
studies, reviews and evaluations

There should be no permanent positions in Program
Operations in the Program Services Group. All
positions should be rotational with a finite (2 to 3
years) posting in this staff function.
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6.5°

6.6

6.7

6.8

6.9

Sugqgested Improvements Noted in_Interviews (Responses

26. Regional offices could be consolidated reducing the 1
present number of twelve to five or six.

27. Program managers’ budgets should be in the regions 1
and not controlled by headquarters.

28. Delegate financial sign-off authority to the ADM level in 1
" all but exceptional cases.

Findings: Harvesting the Reviews

Changes to improve program delivery are being made throughout the organization.
These are generally small, incremental improvements occurring all the time. A
number of these improvements or the processes in play are highlighted in the
sections which follow.

Account and Audit Verification - In accordance with a new Treasury Board directive
on Account Verification, the Contribution Verification Directorate developed the first
ever departmental Policy on Accounts Verification - Claims Under Contribution
Agreements. Specifically, the new policy gives program managers more flexibility
within the control framework to exercise their account verification responsibilities
and tailor procedures to the nature of their operations; promotes the more efficient
processing of payments through the introduction of the concept of risk; and
stresses the confirmation of deliverables and reasonable costs as opposed to the
more traditional approach verifying only the accuracy of costs claimed.

Following this direction, the Contribution Verification Directorate has streamlined its
own review procedures and no longer examines all claims submitted for payment.
Rather, in an effort to speed up the payment process and be more cost efficient and
effective, the Directorate samples claims for payment based on criteria which also
take into consideration the varying degrees of risk associated with each payment.

As a complement to the account verification policy and to maintain adequate
internal control and protect the integrity of the Department, a separate Policy on the
Audit of Contributions is currently under development. [n addition to incorporating
the concept of risk, the new policy will allow for the use of recipient’s external
auditors which should result in cost savings to program branches.

Program for Export Market Development - A review of the efficiency of this ITC
program which uses ISTC resources in its delivery was undertaken last winter. It
made recommendations to fine tune management and organization of the program,
or delivery on administrative matters and on information management. A number of
these have been or are in the process of being implemented. The review noted in
the longer term, the two departments work toward a program structure that is
more unified and cohesive. It also pointed to the need for further work on such
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6.10

6.11

matters as financial control, delivery procedures, manuals, turnaround times,

standards and training. .

Defence Industry Production Program - DIPP is the largest ISTC industry support
program with a current budget of $240 million in fiscal year 1992/93. In an effort
to improve service to industry clients, DIPP management recently completed a
detailed study to identify processing times at each stage of the DIPP approval
process. The review established that there is little difference in processing time for
large and small cases, despite the "fast track” process for small cases; that repeat
DIPP users have cases processed in about the same length of time as new users;
that the approval process is lengthy, involving numerous signoffs and approvals
averaging around 320 calendar days (the median time is 290 calendar days).

Although DIPP is an effective program and generally well managed, a number of
factors have led DIPP management to the conclusion that a review of the DIPP
management and delivery process should be undertaken. For example, there has
not been any recent systematic review of project analysis and approval processes
and procedures. Service standards on contract processing (delivered by SSC) need
to be updated and renegotiated. As well, there are concerns about the
disproportionately high percentage of cash flow at the year-end and the associated
problems. Objectives of the review, slated for completion in March 1993, would
be:

— . To minimize those aspects of DIPP program delivery that have little value
added and result in lengthy response times which may impact negatively on
client satisfaction. (The reduction of turnaround time must be balanced
against other critical elements such as protection of the Crown’s interests.)

— To create consensus and "buy in" by all parties in the delivery process on
' the extent to which staff resources now devoted to low value added
elements can be redirected to the areas of strategic analysis, intelligence
gathering, facilitating networking and other ISTC corporate priorities in the
aerospace and defence sector.

- To find possible new and innovative approaches to bring about more
consistent and more easily predictable cash flows through the fiscal year,
thus placing less reliance on the need for cash management to achieve
desired cash flow targets.

— To review SCC services and costs to ISTC in connection with DIPP delivery
and the management of Crown projects.

The DIPP review will be carried out by using a combination of internal staff -

- officers and managers, guided by an ADM/DG steering committee, and external

consultants with the overall project management under Gary Bielert, reporting to
the ADM CGSI. In phase |, the consultant will review from a strategic point of view
the procedures for assessing DIPP cases, contracting and cash management. The
purpose of this approach is to first establish the management framework, policies,
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6.14

and objectives for the DIPP case assessment and decision process. Thus, the study
will be looking at the underlying operating framework governing the assessment
process as described in the Cabinet documentation, Treasury Board guidelines and
other ISTC policy and administrative guidelines for DIPP. This set of documents will
provide the formal requirements for the DIPP case assessment and decision
process. The second aspect of the operating framework will be to obtain an
understanding of DIPP management’s interpretation and application of the
framework. In other words, which of the framework elements make sense and
which ones require fundamental change to streamline DIPP program delivery?

The above management framework will be developed so as to clearly review the
procedures for the main categories of DIPP cases: Fast Track, DDSA, MOUs, and
standard cases. In addition, the processes for Caplital Investment, R&D, Source
Establishment and Market Feasibility projects will be reviewed. Particular attention
will be paid to reviewing the processing of Fast Track Cases and MOU cases to
determine whether the established procedures are effective in reducing processing
time and simplifying decision-making. The contractor’s report will build upon the
results of previously completed DIPP-related studies, as well as ongoing reviews
under the re-engineering umbrella.

The "analysis" phase of the DIPP delivery process will be subjected to an internal
"bottom up" review by DIPP delivery officers. The output of this exercise will be
series of implementable recommendations on how to streamline the "analysis"
segment of the DIPP delivery process with the objective of reducing the analysis
time to an order of magnitude approaching private-sector standards for credit-risk
analysis of comparable transactions. (At the same time, it is recognized that the
breadth of analysis encompasses other factors beyond strictly commercial lending
considerations requiring additional analysis time.)

The second phase of the study will be to review DIPP case processing and approval
procedures commencing after the Director signoff, through to the SSC contracting
phase using the Program Administration and Analysis Directorate’s (PAA) case
processing study as the starting point to make recommendations to rationalize this
process.

The contractor will draw upon interview material obtained by the ISTC project
manager in discussion with Program Operations Board (POB) and DIPP committee
members and ministerial staff to develop specific recommendations for clearer,
more focused information packages that will minimize the need for different
proposal summary formats, but, at the same time, meet the information needs of
decision-makers and advisors at different levels of the approval process.

A key focus of the study will be to assess the overall DIPP resources used for the
assessment and decision process versus what is actually required as per the
management framework and determine whether there are innovative ways of
revising operating procedures and approaches to reduce the time requirements and
lower costs and time process while still maintaining service and accountability
standards demanded by DIPP clients and management.
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6.18 Aboriginal Economic Programs - Aboriginal Economic Programs (AEP) are currently
responsible for the management and delivery of several program initiatives as part
of the ISTC, INAC, EIC led Canadian Aboriginal Economic Development (CAED)
Strategy. All of the AEP initiatives are overseen by a National and two Regional
Advisory Boards which are composed of 41 Order-in-Council appointees (most of
whom are Aboriginal business people). The Regional Boards are charged with
reviewing and making decisions on all projects under the Aboriginal Business
Development Joint Venture Program (ABDJVP) with a program contribution
between $50 K to $250 K (staff officers have delegated authority for projects
under $50 K. The National Board considers policy and makes recommendations on
business projects requiring a program contribution in excess of $250 K, as well as
all contributions for Research and Advocacy and the Aboriginal Capital

~ Corporations. These programs are all part of ISTC’s A-base and are not scheduled

 to sunset. Over the last two years, considerable progress has been made in
delivering "partnership agreements"” with 22 Aboriginal institutions for the delivery
of most elements of the ABDJVP (except decision-making) through External
Delivery Contributions Agreements. These delivery arrangements mean that an
increasingly significant portion of AEP’s business clients are being served by
Aboriginal client organizations. In Ontario, for example, this applied now to fully
50% of the business projects.

6.19 AEP is to take this process one step further by seeking Ministerial authority to
actually transfer decision-making to some of those organizations with a
- demonstrated capacity to delivery their own program delivery. In effect, this has
already been done with the 33 Aboriginal Capital Corporations, each of which
manage and control their own revolving loan funds.

6.20 In June 1992, a Quality Assurance Review was initiated for the Aboriginal Business

Development Program in Five regional centres. A team composed of the 2 officers

. from HQ and one from a Regional Office visited each office for a period of three to

- four days. They reviewed approximately 30 files in each office and conducted a
overview study of operations policies and practices. The results were submitted to
the management team for discussion and action. Outcomes included refinements
to project evaluation guidelines, adjustments to the contracting and claims process,
and MIS procedures. This Quality Assurance Review initiated a continuous. process
of ensuring the mechanics or program delivery serve Aboriginal Economic Program
objectives. '

6.21 Sector Campaigns - Sector Campaigns (SC) represent a core program and an
umbrella framework for harnessing ISTC services and other programs to achieve -
specific objectives and action plans for selected sectors. The original program
authority permitted the transfer of funds from the SC allocation to other ISTC
programs for delivering assistance under these programs. This procedure was
found to be cumbersome and inoperative sometimes due to funding ceilings set in
some program authorities. It also meant that we had to go to Treasury Board to
amend funding ceilings, which in a way defeated the original purpose of having the

sector campaigns’ umbrella feature.
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6.23

6.24

6.25

6.26

6.27

The major change now trying to be introduced is to be able to provide assistance
directly under Sector Campaigns to be eligible under other ISTC programs. This -
proposed amendment could simplify program delivery and administration, since
assistance would be administered under the Sector Campaigns set of Terms and
Conditions. It is only the criteria for eligibility of activities under other ISTC
programs that would be used when needed, reducing the need to seek TB approval
each time. Another obvious advantage is that this proposed approach would result
in more appropriate program and expenditure accountability.

Among the other revisions being progressed to the SC program terms and
conditions, it is being proposed to secure more ministerial discretion respecting
sharing ratios (maximum levels of assistance) again to avoid having to go to
Treasury Board for deviations from the normal 50/50 ratio. As well, it is hoped to
achieve more flexibility in program administration by including alliances as eligible
applicants, by allowing advance payments where needed and by permitting
applicants to undertake payments where needed and by permitting applicants to
undertake studies themselves in addition to hiring consultants.

Mid-Term Review of Funded Programs - This review of the delivery of S&T funded
programs was carried out earlier in 1992. It was brought to a conclusion in
October and is now awaiting consideration by senior management. This review
addresses 11 issues with 31 recommendations, some of which have been
implemented, others of which could be implemented in the coming months and still
others of which would require further study. It further recommends implementation
by a Task Force led by an executive involved with Program Delivery operating until
such time as it should be integrated with the larger re-engineering effort.

There is significant congruence between the issues identified by the CAC study and
this review. (In fact, CAC used the Mid-Term Review as the main backdrop to its
study.) The changes recommended by the Mid-Term Review address many of the
issues identified in the CAC study in an incremental way, working within existing
processes and procedures. It is understood that there is consensus around the
department on many of these.

Recent Program Evaluations - Evaluation studies of the following funded programs
were completed during 1992-93:

- Advanced Manufacturing Technology Application Program (AMTAP);
— Technology Outreach Program (TOP);
— Strategic Technologies Piogram (STP).

The evaluation study of the Advanced Manufacturing Technology Application
Program (AMTAP) concluded that AMTAP is supportive of departmental objectives;
that it is addressing real problems and meeting real needs in the Small and Medium
Enterprises (SME) community; and that it is creating awareness of competitiveness
issues among firms and encouraging them to adopt continuous improvement
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programs. Program emphasis is largely on the adoption of sound modern .
management practices, necessary preconditions for the introduction of modern
manufacturing technologies. Future research will be required to assess the
program’s long-term impacts. No significant program design weaknesses were
identified, but a number of administrative shortcomings were highlighted, notably
the need for post-project implementation assistance. For the most part, these
shortcomings have been addressed.

6.28 The Technology Outreach Program (TOP) evaluation study focused on program
rationale and alternatives issues, impacts and effects and objectives achievement.
The study found that the TOP Centres have significant potential to reach key ISTC
clients and that more targeting with respect to the number and type of industry
sectors could be undertaken. The study indicated that the services provided by the
TOP Centres had a marked influence on the decisions and actions taken by clients.
The results of the study showed that the ability of the TOP Centres to link clients
with the appropriate technical expertise thereby solving problems, influencing
decisions and transferring technology was the most important strength exhibited by
the Centres. The study identified program design in terms of coverage, complex
and varied funding arrangements and the target levels for self-sufficiency as areas
for reassessment. The results of the study were used as input to decisions
concerning revisions to the design of the program, the establishment of a
technology diffusion network, and the operation of the TOP Centres.

6.29. The evaluation study of the Strategic Technologies Program (STP) found that the
program is soundly designed, and that positive immediate effects were attributed to
it. There was strong evidence that a number of projects will yield significant
economic benefits in the near term. On the matter of incrementality, the study

- found that each STP assistance dollar invested was matched by an additional
&2.50 from other sources. A number of recommendations were made to improve
the delivery of the program which are currently under consideration. The study
conclusions support the decision to extend the program.

Suggestions Received within the Department

6.30 Another source of input to the Working Group was suggestions received from
around the department. Suggestions concerning Program Delivery, ranging from
specific programs to general overall management were received which could assist

. the Re-engineering process in ISTC. A summary of these are listed below.

6.31 Programs within ISTC are broken down into various components delivered from
numerous responsibility centres. This lengthens the time in which programs are
delivered and processed. It was suggested that the project officer become an
autonomous product unit carrying a project from its initiation to conclusion in all
respects including administration. This would involve the development of a new

. management software which could be menu-driven to walk the officer through each
phase of the project. It was noted that all the different modules are already in place’
- and require a front-end to link these together allowing one element to flow

automatically into the other.
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6.33

6.34

6.35

6.36

6.37

Suggestions on program management were received and outlined the way -
measurements of the accountability, quality, effectiveness and cost benefit of major
programs and services could be undertaken. It covers such areas as allocation of
accountable program managers’ installing simple, formal, ongoing performance
indicators to determine ISTC's impact on the economy; measuring the amount and
quality of programs outputs -- doing it over the long haul;limiting it to key programs
and services only; and feeding back "lessons learned" to improve program and
service design and delivery.

It was also suggested that ISTC focus on a lesser number of program and services.
An in-depth review of our programs/services would determine whether there is a
truly interested private sector client or internal need and a decision to maintain or
dropped the program/service and relocate resources elsewhere.

Comments were also received for an overall ranking of tasks, programs and
services within the department. These need to be prioritized, especially those
which are to become the responsibility of the regions.

A suggestion to rename the PMIS Steering Committee to perhaps Program Systems
Coordination Sub-Committee and move it to become a functional sub-committee of
PPC was also made. In this way PMIS would continue to provide systems support
to funded programs. By communicating business issues requiring system support,
PPC would drive PMIS’ activities.

On the DIPP Program - A combination of lower approval limit, increased scrutiny
and sometimes inadequate information means lengthy delays and consequent
reduced service to the customer. A request to look at this with a view to sorting
out who really needs what information, and amending the form accordingly was
made.

Findings: Phase 2 - CAC: Feasibility of a Special
Operating Agency (SOA)

In examining this option, the CAC found the following issues raised in phase 1 to
be critical in assessing the feasibility of an SOA to deliver ISTC programs:

1. Shortage of resources, particularly in the Regions

2. The lack of expertise and skills in program delivery

3. The lack of consultation between HQ and Regions

4, Lack of overall departmental objectives and priority setting among programs
5. Letters of offer and T's and C’s are too complex

6. Departmental Committee structure is cumbersome
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7. PRISM is "user unfriendly"

8. Lack of consultation between conceptual and delivery‘ phases
9, Multiplicity and complexity of manuals.

The approach used was to consider the feasibility of establishing one or more of
ISTC’s bigger programs as SOAs, or alternatively, an SOA to deliver ISTC’s smaller
programs.

The criteria used for assessing candidacy for SOA status indicate only whether or
not further investigation of the implementation of this organizational option should
be carried out. It must also be pointed out that the information on which the
assessments are based was obtained in one or two interviews with program
personnel, from the review of recent studies, various programs documents and
ISTC "Main Estimates."

The preliminary assessment of the ISTC programs is illustrated in Figure 3. It
indicates that they meet four of the six T.B. criteria used to assess SOA candidacy
with two exceptions.

To assess whether the managers of the big programs are committed to the SOA
approach was beyond the scope of this study since, in most cases, only one person

* from each program was interviewed. |f it is decided to proceed further with the

commitments of all levels of management to the initiative should be carried out as a

study of applicability of the SOA concept to ISTC programs, the assessment of the ‘
mandatory first step.

Based on the interviews conducted, the following points are noteworthy,
particularly as they relate to smaller ISTC programs:

- most of the programs are small in size and yet some carry out the full range
of delivery activities;

. the program delivery activities are fragmented amongst headquarters sector
and regional offices; '

- there is inconsistency amongst programs in T's and C’s used and in the
eligibility criteria; and,

- the level and characteristics of the delivery activities vary significantly
between programs.
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Assessment of ISTC'’s Bi

Figure 3

er Programa against TB Criteria for SOAs

T.B Criteria For
SOA'’s

CSP

DIPP

Fednor

AEP

Tourism

SBLA

1. discrete units
of sufficient size
to justify special
consideration

does
not
meet

meets

meets

meets

meets

does
not
meet

2. concerned
with delivery of
services (rather
than internal
policy advice)

meets

meets

meets

meets

meets

meets

3. able to be held
independently
accountable
within the parent
department

meets

meets

meets

meets

meets

meets

4. Amenable to
the development
of clear
performance
standards

meets

meets

meets

meets

meets

meets

5. operating
under a stable
policy framework
with a clear,
ongoing mandate

meets

meets

meets

meets

meets

meets

6. staffed by

committed to the
SOA approach

managers who are

* not assessed
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As a consequence, the Department has not taken advantage of economies of scale
and the formation of a critical mass in those areas where specialized skills are
required. No doubt, the causal factor of this situation is the proliferation of
programs and the fragmentation of delivery activities.

Consequently, it is most desirable that smaller programs be collapsed down to
manageable number of programs. The idea of bringing together similar ISTC
programs into a finite number of family groups was raised during the interviews. It
was also listed as a "for review" recommendation in the Mid-Term Review.

With respect to the Small Business Loans Program, the following two points are
noteworthy. First, a recent study by Deloitte Touche concluded that SBLA was too
small a program to meet T.B. size criterion. It is understood that the T.B. is now
placing less emphasis on the size criterion, leaving it instead to the judgement of
the department. Second, it was noted that there are other programs in Government
which are also in the business of offering loan guarantees. These programs are the
AEP Loan Insurance Program (ISTC), the Student Loan Guarantee Program
(Secretary of State) and Farm Improvement and Marketing Cooperative Program
(Agriculture). The possibility of grouping these three programs in one SOA could be
pursued by ISTC with the other two departments.

It is to be noted that an assessment against T.B. for SOA candidacy for families or
clusters of smaller programs is not possible until groups have been formed and the

following actions taken: ’

— mandate and policy framework established;
— products/services defined;

— accountability framework described; and,
- managers and staff appointed.

In forming families of smaller programs with similar delivery characteristics,
consideration might be given to dividing the Program Management cycle activities
between two groups in each family. The first group would be responsible for the
checklist activities associated with program concept, design, development,
approval, authority, administration structure and human resources planning.

The second group of each family of programs would be responsible for the delivery
of the programs and their administration. These are the activities which start with
application processing and continue through the complete delivery process to
project monitoring. Consideration might even be given to combining a number of
these delivery groups into one Special Operating Agency. The Agency should
include delivery activities now carried out in regional offices.

Any division of the Program Management cycle activities between a headquarters
unit and an SOA set up to deliver the programs would have to be studied carefully
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in the process of formulating the organizational changes. The current complaints
that there is a lack of consultation between the conceptual and delivery phases of a
program and that there is a lack of communications between headquarters and the
regions must be addressed in any new arrangement. Likewise, the linkage between
program delivery and sector knowledge building activities must be carefully
assessed to ensure that the latter function is not compromised. Client interests
must also be uppermost in mind.

Additional Background on the Special Operating Agency Model '

The SOA Model deals with cultural change because of its focus on client service. It
allows a greater degree of empowerment and presents advantages as well as risks.
The SOA concept, how it works, its organizational structure its benefits and the
process of becoming an SOA are described in Appendix D. It is important to note
that the successful establishment of an SOA depends on the commitment of senior
management to the concept and the complete support of all members of the
Agency’s staff in its implementation.

The initial sections of the SOA model give a description of the operational aspects
of the new organizational form. It describes what the concept is built on, the
status of employees, the roles of senior managers and the concept of giving higher
delegation of authority to management and staff in return for agreed upon levels of
performance and results.

Along with the T.B. criteria for candidacy assessment, the model describes the
cultural change at the point of service delivery, the freedoms and flexibilities
associated with SOA operations and the requirement to assess the state of
readiness of personnel and systems to accept and absorb the level of change

required for SOA operations.

When it has been determined that an organization is ready to move to SOA status,
the following documentation must be prepared:

—_ an Agency Framework detailed all aspects of the ‘Agency’s operational
requirements;

— a Business Plan describing both short and long term operatlonal
management, marketing, financial and capital plans;

— a Communications Strategy for keeping the Agency’s various publics
informed;

- a Treasury Board Submission seeking approval to establish the organization
as an SOA; and,

— an Implementation and Transition Plan for creating SOA. An integral part of
: this plan will be a description of a Human Resources Strategy.
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7.0

7.1

7.2

7.3

8.0

8.1

The preparation of the above documents requires the cooperation and participation
of managers and staff at all levels of the organization. Becoming an SOA requires a
significant expenditure in time and resources and success depends on the

: commitment and dedication of all staff.

Considerations

In framing its conclusions, recommendations and proposed action plan, the working
group adopted a moving target philosophy. It considered that in synthesizing
findings, the options should be considered more as a continuum than as alternative
approaches.

The Working Group also considered it important that recommendations be capable
of:

- addressing the Prosperity Action Plan;

- responding to an environment of continuing fiscal restraint and possible
organization change within or involving the department;

— prioritizing and targeting resources between and within programs;

— responding to Ministerial requests for short, medium and longer term
strategic responses requiring focus and coordination of resources across
departmental (and possibly portfolio) programs at the level of individual
firms, sectors or associations; and,

— facilitating the negotiation of various kinds of partnership arrangements.

It was also recognized that it would be important to avoid measures that were '
relatively suited to all programs and issues but perfect for none of them.

It further noted that the repositioning of regional offices initiative among other

considerations are likely to have a dramatic impact on the programs ISTC will have
in future and how these may be delivered.

Conclusions/Recommendations

" Conclusions

ISTC is changing program delivery and administration for the better. This is
occurring as individual managers and staff working in the program areas or
supporting them work to continuously improve procedures and processes under
their span of control. It is also occurring as a result of individual program reviews
and re-engineering exercises such as the Mid-Term Review. These are to be

commended and supported.
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Circumstances are changing faster than ISTC can improve its delivery systems and
processes. Continuous fiscal pressures and the repositioning of regional offices,
among foreseen and unforeseen changes on the horizon, will mean that action on
many identified impediments will not be taken precisely at a time when solutions
are most urgently needed. These solutions will need to extend beyond re-
engineering processes per se and may also have to involve changing the program
mix, changing the way ISTC is organized for delivery and establishing clearer
priorities on the program offerings to be resourced, the clients, and the ways they
are to be served.

Recommendations

The working group has developed its recommendations on modification to the
program delivery activities of ISTC on the basis of 3 principles.

a) all actions should have a strong client orientation: there are three outcomes
of this principle

- delegate approvals to employees as close to the client as possible in
order that decisions are made in the best interests of the client,

- fast track the approvals processes, so the client is not subjected to
"bureaucratic” delays, ‘

- make the programs fit the clients’ needs rather than making the
clients’ proposals conform to our program criteria: this includes
eliminating the "alphabet soup of program offerings";

b) the department’s program activity should be focused to improve the impact
of our scarce personnel and dollar resources;

c) the effectiveness of the delivery process and the results achieved should be
measured and this data used to improve what we do.

From these principles the working group has concluded that there are three near
term challenges that can be met to achieve meaningful improvement results, and a
longer term goal that will significantly change how we do business and look at our
program offerings.

It should be noted that the working group made no attempt to obtain a consensus
view in the department on its recommendations.

Action on individual recommendations will obviously depend on senior
management’s view of

- their viability, feasibility and implications;
— the priority attached to them in relation to other externalities;
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the future of the program(s) in question;
the capacity of the organization to deal with them; '

the willingness and capacity of the "system" outside the department to deal
with them.

8.7 The following recommendations are seen as being achievable over the near term.
They are grouped to fall under one of three challenges.

.,
- e

v

Challenge - To streamline the funded program mix.

#1

# 2

#3

# 4

#5

Blend the TOP and NCE programs into one program with one set of Ts and
Cs and one generic letter of offer.

Blend the EAP and NPO programs into one program with one set of Ts and
Cs and one generic letter of offer.

Blend the AEP programs into a single program with one set of Ts and Cs and
one generic letter of offer.

Make the Sector Campaigns one program with one set of T s.and C s and
one generic letter of offer.

Make all other strategic technology programs of the department one program .
with one set of Ts and Cs and one generic letter of offer.

Challenge - To lighten the program delivery load.

# 6

#7

Transfer program responsibility for and delivery of MAS and AMTAP to the
NRC IRAP network (Note: This is already under way.)

Transfer program responsibility for and the delivery of the EDP and SBLA
together with two of the other federal loan programs (i.e., the SLGP and
FIMCP) to an agreed federal financial organization which would either
establish them as an SOA or contract out their delivery to a financial
institution or group, whichever is more cost effective and efficient.

Challenge - To make program delivery and administration more efficient and

#8

effective.

Fold existing corporate departmental committee structures into one Program
Operations, Coordination and Priorities Board comprised of senior
management with periodic private sector input on issues of client feedback,
and attach the program services, program integrity and financial analysis
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#9

#10

functions to it as a service function to the department and secretariat (with
responsibility for this latter function being shared with the Comptroller).
Similar efficiency opportunities should also be considered in relation to
lower-level program committees as well.

Centralize resources devoted to the delivery and more particularly
administration, by CGSI and ITRO, of sector campaigns, their S&T programs
and one-offs, ensuring that the delivery tasks centralized do not detract from
knowledge building requirements

Establish a Canadian Tourism Authority as an SOA with ITC and ISTC
resources currently devoted to international marketing as the core and
consider similar arrangements for PEMD.

Consider using the SOA model for DIPP, AEP and FEDNOR if net benefits
and improved client service from the additional flexibilities obtained can be
demonstrated. ’

Consider the feasibility of an SOA to deliver the post-consolidation "small"
ISTC programs if net benefits and improved client service from the additional
flexibilities obtained can be demonstrated at that time.

Redefine the program management cycle to be generic for all programs and
client oriented: this implies using client needs information as the driver for
program design and client feedback as an integral part of program monitoring
and amendment; an approval process optimized for fast response; and
payment and monitoring procedures that retain the integrity of services to
the client.

Delegate project authority approval and make budget allocations as close to
the client/servicing officer interface as possible.

Establish an agreed baseline on program management resources in the
department using that gathered in the CAC study as a starting point and
then monitor ensuing changes and test these against the criterion of
maximizing client service.

Determine the future of the 14 regional-based programs and the other
regional resource/expertise issues identified in this report in the context of
repositioning of regional offices, enhanced business access, Enterprise
Excellence Canada and other externalities.

"Reduce the administrative overhead by negotiating the flexibility to use

grants in all cases for disbursements of up to $50K if circumstances
warrant.

Review the recommendations of the Mid-Term Review of Funded Programs
and other similar reviews (complete or to be completed) and implement
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#19

# 20

those which are consistent with the recommendations of this report which
are accepted by senior management.

Consider and then apply these recommendations, as appropriate to services
offered by the department.

Address (at the POCPB level) other program/delivery issues raised in this
report or which subsequently arise on a program by program basis as
circumstances warrant.

These recommendations, if implemented as a group, would have the following
implications: /

the 42 funded programs, Ts and Cs and 150 letters of offer would be
reduced to 9 core programs, Ts and Cs and letters of offer, i.e., DIPP, CSP,
AEP, FEDNOR, S&T, Sector Campaigns, EAP/NPO, NCE/TOP, ETDP, plus the
14 regional agreements;

priority setting and coordination of activities between and among programs
would for the first time be possible through the POCPB;

reallocations of resources away from program delivery to other functions
could'be tracked to ensure that re-engineering objectives are met (resource
implications cannot be adequately estimated at the outset);

no new departmental structure other than POCPB would be required and .
several existing structures could be eliminated; and,

the impact would begin to be felt virtually immediately and the process could
be managed until desired or achievable outcomes had been achieved.

Over the longer term, the following recommendation is proposed as a key rationale

# 21

for the next round of re-engineering.

Redefine and rewrite Ts and Cs and other program details from a strict client
orientation perspective that reflects functions in the business/innovation
cycle: for example, R&D technology development/acquisition,
product/process development commercialization, market development,
financing and equity, product process/diffusion, etc. This implies a unified
set of Ts and Cs with a subset that recognizes the unique situation for each
of profit and non-profit organizations; of individual firms and industry
associations; and of research development and commercialization activities.
This approach should ideally be undertaken for the entire portfolio of
programs and services.

8.10 This recommendation, if and when implemented, would have the following
implications:
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— all programs and services would be subject to these Ts and Cs;

- modifications would only be considered on the basis of client needs and
would apply to all programs affecting that specific class of clients; and,

— modification of Ts and Cs based on client feedback would have the effect of
evolving all programs and services at the same time, thus keeping them all
responsive to client needs on an ongoing basis.

Through these recommendations, it should be possible to free up 10 - 20% of these
resources currently devoted to program delivery and administration for reallocation
to other forms of client interface. To be more precise in the identification of the
levels and locations of freed-up resources will require another layer of verification
and analysis of the data obtained in the program management resources survey
contained in Appendix A as well as an analysis of the application of the SOA model
to those ISTC (or portfolio) programs which are to be continued.
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Proposed Action Plan
To proceed with implementation, there would appear to be four phases of activity.

The first would be to fold all departmental program structures into the new Program
Operations, Coordination and Priorities Board (recommendation #8). The
Secretariat should then have as its first task establishing the baseline on program
management resources so that subsequent changes can be benchmarked against it.

The second phase of activity, which may commence shortly after the start of the
first phase, would involve dealing with the majority of the other recommendations
according to a timetable determined by senior management (the POCPB) based on
the considerations outlined in 8.3 above.

Last to be implemented would be recommendation #20 (addressing other issues
raised in this report) and the recommendations dealing with the establishment of
SOAs (#10 #11 and #12). This would comprise the third phase.
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