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In August 1986, a joint report entitled ."Administrative . 
'Reform of Staffing" was.submitted by Communications Canada and the 
Public Service Commission to'the Deputy Minister and the Senior: . 
Management Committee. The purpose of this report was to make staffing 
and related administrative proceSses more efficient and effective. 

One of the 26 recommendations approved by senior management 
was the decentralization of certain personnel services to the sectors. 
The purpose of this decentralization was to provide a better service 
more oriented to managemènt needs by establishing a closer 
relationship with mànagement. 

Over a year has passed since the implementation of this 
 recommendation. The Management Practice's Branch is currently 

evaluating the impact of this decentralization. 

The evaluation was conducted by means of a survey. We-
obtained comMents from:departmental -managers, personne l.  advisors - and 
assistants and have summarized these comments in otir report. 

We wish to point out that we received excellent cooperation 
from the'persons interviewed, which greatly facilitated:bilr task of 
gathering data for this report. 

• 	- . We are available to answer any  questions  you mayjlave 
concerning this report. 

a491anger 
rector 
nagement-Practices 
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A) TERMS OF REFERENCE  

The Management Practices Branch was given the mandate to evaluate with 
various groups, the impact of decentralization on the level of service provided•
to management. In other words, have we met the objectives set forth, which 
were: 

- More frequent ànd closer interaction with client-managers 
in order that personnel advisors have a better appreciation 
of the managers' needs. 

- More management involvement in controlling the efficiency 
of staffing processes. 

- Increased subdelegation of authdrity to managers with regard 
to staffing. 

- Better balance between  the: service  function and the control 
function. 

- Maximization of personnel resources providing a direct service 
to managers. 

This study should provide the Human ResoUrCes Branch with the necessary 
data to enable them to continue With the project while making the changes 

• required. 

B) METHODOLOGY  

'For purposes of the study, 77 personal interviews were conducted during 
December 1987. For the interviews, we sélected at random managers from all 
levels, (taking the operational, requirements of each sector into consideration), 
along with all employees in the decentralized operations. A detailed sample by 
sector ,  is provided in Appendix I of this report and a copy of the questionnaires 
used  for thé personal interviews is provided in Appendix 

The data gathered were compiled and analysed to reflect as closely as 
possible the opinions of the.persons interviewed. It should be noted'that a 
numerical rating scale was used for some questions. Respondents were asked to • 
rate their answers on a scale of lvery dissatisfied:to 7-very satisfied.' It 
should be noted that, since the respondents did not answer all questions 
sYstematically, the percentage distribution does not always add up to .100%. 

.../2 
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C) RESULTS  

1. Introduction  

This part of the report.contains the results of our survey. 
• 

• In general, we . realized that the perceptions and opinions expressed 
were attributable in most cases to the impact of decentralization., In some 
cases, they were due to other factors. Our "face-to-face"  interviews  enabled us 
tb obtain an update on the impact of decentralization and this was reinforced by 
the comments received. We believe that the results obtained are an adequate 
reflection of the actual Situation as perceived by the interviewees. 

• • 
To put the data wegathered into perspective, we studièd and analysed. 

'attitudes and perceptions regarding the impact of the decentralization of 
certain personnel operations "before" and "after" decentralization,  on the 

 f011owing issues: 

- Degree of satisfaction of client-managers with: 

o the quality of advice provided by personnel 
' advisors in the sectors; 

o the level and.qUality of service; 

o the new organizational structure promoting a 
better service; 

o their involvement in'the  staffing and 
classification proceSses. 

- Sector coordinators as functional supervisors. 

-, Opinions of personnel advisors and assistants on: 

. ° the quality of advice provided to management; 

°' the level and quality  of service; . 

° the new organizational structure; 

the involvement of managers in the staffing and 
classification processes. 

- The impact of decentralization on personnel operations. 

.../3 
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2. Quality of Advice  

We  asked the respondents what they thought:of the quality of advice 
even by personnel advisors and assistants in their sector, emphasiiing-the 
point that we wanted to address the specificity and accuracy of advice ln given 

• situations. 

»Salsa .sought the opinion of the personnel - advisors  on  this issue. 
Since decentralization, the scope of their work has required -them to be inforMed 
on many aspects of human resources management.' Our task .wasto study  the impact 
of this new requirement on their own Satisfaction'with their work. 

a). Staffihg: 

FUnction 	Average  

Managers 	 5.8 

Coordinators* 	5.8 

Advisors 

Assistants 

According•to the comments received, a gocd.percentage (30%) of - the 
respondents believe that they are receiving the beSt service'ever from personnel 
.because the advisors are showing creativity and are making Sure thàt managers 
are kept informed of progress throughoUt the process. However, 12% regret the 
fact that advisors are liMited by regulations. imposed by central agencies. • 

.For their part, the advisors (50%) indicated that thé quality.of advice 
has not changed. However, the advice is being better received noW that 
management perceives personnel services as an integral part Of  thé sedtor.. 

The coordinators (60%) believe that the advisor's experience is a 
significant factor in the quality of advice provided. 

..,/4 
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b) :Classification: 	 • 
• 

• Function 	Average  

Managers 	 5 

• Coordinators 	6 

Advisors 	 5.3 

Assistants 	6.5 
• 

Managers and coordinators generally find it difficult to comply with 
certain classification decisions perceived as interfering with their authority. 
However, they  have  observed great improvement in this area mainly because of a 
more flexible attitude on the part of thé advisors. Nevertheless, the process 
continues to be perceived as heavy and constraining. 

For their part, the advisors acknowledge the difficulty of getting 
management to accept the nature of the function. -  They consider that the quality' 
of their advice should be meaèured in terms of the precision.demonstrated in 
applying Treasury Board regulations. 

C) Official-languages: 	- 

Function 	Average  

Managers 	 . 5.4 ' 

Coordinators 	. 5.6* 

Advisors . 	 6 

Assistants 	6.2 

Managers and coordinators alike consider this aspect to be an integral 
part of the process and that the distinction in terms of quality of advice is 
minimal. 

The advisors consider that they. are not as informed as they.would like 
to be in thià area. The assistant is usually the resource per5on. 

.../5 
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Function  
Average 

before 	after' 

Managers 3 	6 

Advisors 5 	6.6 

Assistants 5 	5.6 

3. Level and Quality of Service  

Our question on the level and quality of service dealt with prevalent 
attitudes regarding the turnaround time of the process, availability to the 
client, the manner in which necessary controls are applied while ensuring client • 
satisfaction, all taking into account obvious influences beyond the control of 
personnel advisors and assistants. 

Wè wanted to sound the opinion of clients as well as personnel advisors 
and assistants by asking them to compare their satisfaction with the present 
,level and quality of service at Communications Canada with what exibted prior to 
decentralization. 

a) Comparative Study'Before and After Decentralization  

,.Coordinators 	 4 	6 

According to 50% of the managers, the change in  attitude  is partly 
attributable to the quality of the personnel, a greater awareness of needs , and 
priorities and the new structure. 

More than one third of the respondents coMmented that iMprovement had 
begun before decentralizationand thati in tact, the philosophy and leadership 
of the Director General (Jean-Claude Bouchard) are key factors in  that 

 improvement. 

- 

 

The  càordinators added'that the proximity of the advisorS facilitates 
better coffimunication and greater flexibility of approach which contribute to 
management satisfaction. 

* • 
The advisors and assistants consider that service . has mit changed. - In 

their opinion, the difference lies in the managers' perception Who now view them 
as  team members and the fact-that they willingly supply the information required 
by the advisors. 

According to the Director of Personnel Operations  (Wendy Pride), the 
current situation promotes proactivity, a crucial element for quality service. 
In her opinion, past studies and audits have had a negative and demotivating 
effect. 	 • 

•\ n••/6.- 
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b) Process Turnaround Time  

A good majority of the managers (57%) are delighted with the clear 
improvement noted in this area and are satisfied with the tiMe the - process . 
takes. 

However, 33% are frustrated by the rules and-regulations imposed by 
central agencies which cause So many delays. A very small percentage (10%) 
consider that  the  advisors and assistants are responsible for delays. 

Among the sector coordinators, 60% are very satisfied with the service - 
while 40% would like to see more improvement recognizing that a good part of the . 
process is beyond the advisors' control. 

Among the personnel advisors and assistants, 70% consider the 
turnaround time of the process to be satisfactory. In their opinion, service is 
obstructed in 20% of cases by delays in getting documentation from managers and 
in 10 6 of cases by lack of administrative support and red tape. 

The Director of Operations indicated that, to date, there is no 
quantitative data to support a significant change in the turnaround time of the 
process. 

c) Availability of Personnel Advisors and Assistants  
• 

With respect to quality of service, we also asked the respondents 
whether they found it easy to contact or meet with personnel advisors'and 
assistants. The managers and coordinators (64%) appreciate their greater 
availability since decentralization. However, 36% voiced  frustrations  which can 
be summatized in the following two points: 	. 

- The advisors are often absent for: 

personal reasons 	(11%) 
- work at CRC 	(20%.) 

The advisors are overworked (5%) 

• FOrty percent (40%) Consider it essential to . form a "flying squad" for 
cases of prolonged absence or to help out in periods of overload. 

For their part, - the advisors consider themselves very available and 
share management's opinion about the need for . back-up'in the above-mentioned 
circumstances. • 

• • • 7 



In response to the question on the number of personnel advisors and 
assistants. in the sectors, opinions are divided. 

Managers Coordinators *Advisors Assistants 

Inadequate number of-advisors 	7% 	20% 	40% 	30% 
Inadequate number of assistants 	21% 	80% 	44% 	30%. 

'AcCording to the Director of Personnel Operations, it has been easier' 
for advisors and assistants to be available sinée decentraliZatiOn. However, 
new requests for advice on an indreasingly wide  range of subjects have had an 
appreciable impact on their available time. In her opinion ;  there is a shortage 
of manpower to Meet the neèds generated by the new responsibilities. 

d) Balance between Service and Control  

Over the years, staffing and classifiéation have been strongly 
criticized by management for lack of balance between service and Control. We 
wanted to determine whether the situation,had changed.;, 

• 
All the coordinators and 89% of the managers are very satisfied with 

the'current balance leaning strongly toward service.. In their opinion, the 
advisors are> much more attentive to the managers'  needs, they show creativity 
and flexibility in their recommendations, they offer.a . wide range of possible 
alternatives and they greatly facilitate the managers' tasks. 

The coordinators indicated  this  as one of the major changes brought 
about by  the  decentralization. More frequent interaction with- managers and a 
good knowledge of the sector can only promote a better appreciation of 
management needs. 

,Only 11% of the managers interviewed deplored the -fact that'  the  control 
function is still dominant especially in classification.' In their opinion, the 
personality of some.advisors, coupled with system:.requiranents, often prevents 
managers from obtaining'what they deem essential to meet their objectives. 

According to the advisors, management perception  is the major change. 
They all agree that their own-approach and attitude has not changed. In their 
view,  classification  will alwaYs be perceived by managers as a control 
restricting their authority because it is based on riles and procedures that 
must be adhered to. 

The assistants  noted greater management satisfaction with more; frequent 
and direct interaction. 

• 
According to the Director of Personnel Operations, physical proximity 

has contributed to the improvement in management perception. 

• • • 8 
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e) Communication,and Role of *Coordinators  

-We . attemptecLto assess the impact,of communication . or lack thereof on 
the quality of advice and service provided since decentralization. . 

When we asked management the question: "In your view, are the 
personnel advisors and assistants well informed of the needs .  and priorities of 
yotir sector?"', 93% said "yes" and commented that communication has become more 
effective thanks to that improvement. Some (7%) attribute the lack - of in-depth 
knowledge of priorities to frequent changes in personnel. 

We_asked the coordinators and decentralized personnel what they did to 
.increase their knowledge of sectoral needs and priorities: 

Sixty-seven percent (67%) stressed the key role played by coordinators 
in this area. The advisors are kept informed by regular meetings at which 
active cases are reviewed, priorities established ,  and reasons for delay 
examined. 	• 

• The advisors appreciate their  contact  with coordinators who keep them 
informed of sector projects on an ongoing basis. This approach promotes,a 
proactive attitude among the advisors. Some coordinators forwàri the agendas 
and minutes of sector management meetings to the advisors and, : where required,.. 
invite them to participate in these meetings. Alào, the advisorÈ  and assistants
benefit.greatly from monthly meetings with management and the DGHR. 

• 
Thirty-three percent (33%) .  of the advisors would like to receive more 

information on the.  sector through such means as sector management committee.  
meetings and -meetings with the Assistant Depüty Minister. 

With respect to the assistants, we noted a marked difference on this 
issue as well as a significant need for structUredcommunication. Only one 
assistant reported that he was well informed. Their workload is . such that they 
lack the time to attend meetings to which they are invited. Therefore, their 
principle source of information is the advisor himself. 

The DirectOr of Personnel Operations considers that . the personnel 
advisors and their assistants are becoming increasingly better informed thanks 
to their participation in sector management. . 

.•• •/9 



- f) Additional Related Tasks, 

The impact of decentraliiation on the responsibilities  of personnel  
advisors and assistants is particularly visible when we look at the list  of -
tasks added to those of staffing, classification and official languages. 

- Following  are  a few: 

Advisors: 	Multi-,year human resource plan . 
Multi-year operational plan 
Operational plan for budget year 	• • 
Informinq management  on. issues  related 

to Pay and Benefits 
5-9-12 month reviews 
Control of person-years 
Official languages plan 

Assistants: Personnel administrative reporting system 
Language test 

• Person-year report 

N.B. The assistants raised the point that›the new "security" 
measures and enhanced reliability checks have increased 
their workload significantly. • 

g) "Good Service"  

Since there is so much-talk about it, we wanted to find out if we were 
all on the same wavelength. The question read: "Would you give me your 
definition of godd service?" , 

• The reSpOnses to this question included a wide range of terms with 
emphasis on certain elements more .than others. The reSponses were grouped . 

 according to two categories of respondents: management (including Coordinators) 
.and  personnel services (advisors and assistants).  

: Management  

The following definition represents the opinion of ' 80% of the - 
respondents: .  "After determining respective duties with management, 

. provide managers with expert advice throughout the process while 
ensuring adherence to staffing and classification principles without 
interfering with or hindering  the  authority'managers require -to meet - 
operational objectives". 

Thirty-two percent (32%) mentioned. the importance of  reasonable delays. , , 
- 	Other elements indicative. of good service were, in order of frequency: , , 

proactivity, the ability to provide several alternatives and meet' 
commitments, flexibility, a sense . of priorities, a positive approach 

I 	.and ,aealytical capability. 	 . 	, 	. , 
I 	• 	, . 	 • 

'.../ld 
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Personnel Service  

The definition common to all the xespondents in this category is: 
"To provide managers with the best advice in order to help them make 
gocd decisions". Moreover, 73% stressed the importance of the time 
factor. 

Other points mentioned, in order of frequency, were: compliance with 
regulations, availability, analytical capability, flexibility and 
proactivity. 

The Director of Personnel Operations gave us her definition -which can 
.be summarized as follows: 

- knowing how to listen carefully 
- understanding management needs 
- knowing the system in order to be 

of assistance to  management  

4. The New Organizational Structure  

We wanted.to know whether the respondents felt that the new 
organizational structure, by.itself, promoted the- provision.of better service. 
The numerical ratings relative to this question were: 

Managers . 	6 
Coordinators 	5 
Advisors 5.8 
Assistants 	6.7. 

By soliciting comments, we sought to-determine the respondents' degree 
of comfort with their respective roles and responsibilities in the staffing and 

• classification processes. 

Following are the comments we received, grouped by category of 
-respondents: ' 

Management  

The most frequent response (65%) to thia question attributes the 
succéss of the new approach to the quality and personality of the 
advisors and assistants, with emphasis on the Director Gener'al's 
leadership as a significant factor.  Although they have-noted an 
improvement in services, 14% admit to being only vaguely aware or not 
aware at all of the new structure'. Some managers (21%) deplore the 
lack of capability to increase the workforce in cases of work - overload, 
or prolonged absence. 

With regard to respective roles and responsibilities in the new 
structure, 37% consider that everything is clear, well-structured and 
that management, having a greater role to play, has therefore gained 
better control of the process. 

.../11 
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Sortie managers (14%) Would like their role in the staffing or 
classification processes toibe better defined from the start and would 
like responsibilities to be divided. 

Ten percent (10%) would like "Corporate" to play a greater tole In the 
provision of: 	 - 

• expert advice in staffing and classification; 

- additional resourceS in cases of absence or work 
overload. 

Thére does not seem to be any concensus of opinion on the role of 
sector coordinators. Some appreciate the fact that, being within the 
organization, the coordinators greatly facilitate communication between 
management and personnel; others view: them as an additional level which . 
slows down the process. 

Coordinators  

The coordinatorS are very comfortable with , the new structure. Their 
role with the advisors enables them to facilitate  personnel  integration 
in the sector and promote.better cooperation. This very.positive 
aspect contributes to a high degree bf satisfaction among management. 

› - 
With respect to toleS and responsibilitiési . four out of'five 
cobrdinators expressed the wish that reporting relationships be settled 
in the neat fùture. In their view, having to report to two management 
groups is beginning to have a negative effect on the advisors.. The 
coordinators wish that the'persOnnel advisors and assistants would 
report to their unit and,  that the Operations Division would beçome a 
source of expertise. Their views are based  on the follbwing rationale: 

• A) The Coordinator is'the one who supervisés thé advisors 
(wàrkload distribution, setting prioritieà, leave 
approval). 

B) The coordinator evaluates performance (in collaboration 
with the DP0). 

C) The advisors consider themselves members of the sector 
team. 

D) A - feeling of belonging is a key Motivator. 

E) The present situation cOuld lead -tà conflict_of - 
,priorities between the sector and "COrporate" 
(in the event of changes in personnel). 

.../12 
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One coordinator considers that complete decentralization would be 
somewhat premature for the following reasons: 

A) The . coordinator has neither the time nor,  the luxury 
to fill in for ."Corporate". 

B) The advisors need coaching and shotild not be isolated 
from oné another. 

C) In'order to apply unifOrm criteria and standards 
throughout the departMent, they need  close  ties which 
are provided by "Corporate". 

Personnel Advisors.and Assistants  

The view of the vast majority (80%) is that, altogether; the measures 
have not changed their approach to  service.  However, their Workload, 

' has  been Substantially increased since management has begun to call 
uponthem'.(in 60% of cases) for all - pérsonnel-related services, 
i.e. pay and benefits, labour relations, •  human resource management, 
etc.  'Lack of administrative support is being increasingly felt at. this 
level. 

For their part, all the advisors would like their reporting 
relationship to be specified so that they report tb the sector 
coordinator. This is baSed on the following rationale: 

- Day-to-day reality: they receive their  instructions and 
priorities from the coordinator. 

Since the advisors are now perceivéd by managers as  members of 
their team, management,has beCome more open and_appears to have 
more confidence. A feeling of belonging to the sector promotes 
better understanding of the needs.of Sector management. 

- The Personnel Operations Division ié seen as an intermediary 
between the advisors and the DGHR, ADMCM. 

• 
- The Personnel Operations Division does not really fill an 

advisory role and too often refers advisors to PSC and TB& 
for information. 

- The roles of the new "Corporate" chiefs are not clearly defined. 
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HoWever, according to some advisors, certain points remain to be 
clarified. In,theiperfOrmance  of classification tasks, some conflict 
may arise between advisors ,  and managers in the  application of Treasury 
Board policies Withwhich management may not agrée. In this event, the 
DPO would be the best pèrson to evaluate the work and judgment of the 
advisors in applying the rules. 	, . 	• 

The assistants:feel left in the dark about their reporting 
relatiOnship. Some expressed thëir  frustration  with the ambigUity. 
"Who approves what?", , Fifty percent (50%) admit not really knowing whO 
thèy,report to. 	- 	- 

. 	. , 	. Personnel Operations Division 	. 	 . . 	. , 

The comments reOeived on this subjeCt' can be summarizedin four points: 

- The philosophy  of  the personnel is a key:factOr. 

- The  fact that the advisors and assistants work in the . 
sector promotes a more Positive perception by management. 

- Given the limited hUman resources available, it is difficult 
' to replace an advisor or.assistant . in  the event of prolonged 
• absence. 

-- The good balanCedemonstrated to date is largely due  to 
 regular iteetings,between advisors, assistants, thé DPO.and 

sector coordinators. 

. 	. 
5. Involveffient  of Managementin the Staff ing and  

	

. 	. 
Classification processes',  

. 	• 	, . 	 . 	. 	. 
The,Directors General were delegated authority in matters of staffing 

some months ago.., The Departmentls currently examining the poSsibility of -: 
applying thiè policy to classification. . - • . 

. 	 - . 	 . 

	

, 	. 	.. 
- We asked the respondents  what - they thought of the presènt  situation.  

Are they satisfied or would they prefer more management involvement in the 
- staffing and classification processes?  

	

„ 	. 
• 

Management - Coordinators  i•  

• 65% consider that the preèent situation allows management more , 	 . 
. freedom in decision-making-,>with the informed.adVice of personnel 

advisors. 	: 	 • 	. 	. 	, 

25% would like more authority and 80% of them would specificallY. 
like more authoritY in  classification.  . 

• 
10% consider that they alreadyIla0ë too much work and would 
prefer that thé advisors be more available -for writing job 
descriptions, etc. 

.../14 
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Many conSidered the staffing course to be very useftil and helpful in 
understanding the process, adding that a similar course on 
classification would be greatly appreciated. 

Personnel 

45%  of the personnel advisors and assistants are satisfied With the 
status quo and maintain that managers can hardly take on more • 
responsibility considering their presentlaorkload. 

33% explained that, although they have seen a significant improvement, 
managers would benefit-from increasing their involvement. 

22% simply commented that, when all is said and done, the reality of 
the situation is that personnel management is not a priority with some 
managers. 

6. Impact of Decentralization on Personnel OperationS  

We asked.  the  Director of Personnel Operations. to give us he'r thoughts 
on the Impact of the decentralizatiOn. 

. With  respect to service, thé  impact has  been  very positive in hér view 
because the decentralization has enabled the personnel advisors and assistants 
in the sectors to gain a better appreciation  of management needs.and thus 

- provide a,service more suited to management. 

In  regard to the management of services, the Director, who prefers an 
advisory apprOach, sees her task as more difficult. Indeed,- the dispersion Of 
advisors in the sectors causes appreciable delays in communibaticin. She 
-mentioned,  for  example, having to use memorandums in-order to reach everyone and 
pointed to the training needs of advisors which require consultation with the 

- sector coordinator. 

eith respect to the coordination of programs, the systems have been 
designed so as to provide a great deal of flexibility. The challenge is to 
ensure that everyone is on the same wavelength. In her view, a reduction in 
person-years could force a return to centralized operations within a few years. 

.../15 
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• . Suggested Changes  
• 

This section includes theHcomments,and  suggestions  received during  the S 
interviews, listpd . by category of respondents and in order Of frequency. 

Management  

- More personnel resources: 

a team of advisors and assistants at CRC; 

o a team to déal:with periods of overload; 

- Better scheduling of advisors' vacations and leaves in order to 
ensure that somebne is present to serve the Sector. 

- More delegation of authority: 

o, delegate classification to management; 

o delegate to the supervisory level; 

delegate SM-EX to the sector advisors; 

o delegate the authority for person-years and 
hold managers aècountable. 

- Review security regulations in order to avoid delays. 

- Reduce turnover among advisors to enable them to get.' 
*fully acquainted with the sector. 

- Ensure better training of managers in the area of 
classification.: 

More cooperation between Departments in . order to 
streamline and facilitate personnel transfers. 

.7- Prevent delays due to red tapé by formalizing agreements 
betWeen Directors General, Sector Coordinators and 
Assistant Deputy Ministers. 

Promote communication among advisors in order to streamline. 
.and  facilitate transfers within the department. 

- Eliminate the position of personnel advisor and give the 
authority to management. 

.../1 6 
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• 

Coordinators  

- Specify the reporting relationship. • 

- Write job descriptions that better reflect the role of 
personnel advisors and that help to determine responsibilities. 

- A squad team in "Corporate" to provide assistance to 
sector advisors. 

Personnel Advisors  

- Define the reporting relatiOnship so as to reflect the 
actual. situation. 	' 

- Local resources at CRC. 

- More delegation to the sebtors in such matters  as':  

o .submiSsions to Treasury Board 
o SM-EX' 
o labour relations, etc. 

- Develop a.  training program based'on a decentralized structure 
and  oriented toward a generalist role  for personnel advisors 
and assistants. 

- Develop a training program for managers in Classification, 
staff  ing,  performance evaluation. 

• - Train assistants  to be more generalist. 

- Better and more speedy  communication by "Corpdrate". 

- The Department should have classification committees., 

Assistants  
. 	. 

- Specify the reporting relationship. 

- More resources. 

- More structured training. 

- More adequate work.environment. 

Director of Personnel Operations.- 

- Resources  in  the sector are inadequate to meet the new - 
requirements. 

• 
- As we move toward decentralilationelose More  and more ' 

control over human.resources. It woUld,,perhaps be apPropriate 
to review the responsibilitieS of the Human Resources Management 
Branch. • 

.../17 
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• 	D) CONCLUSIONS AND RÉCOMMENDATIONS  
The Human Resources Branch and particularly the Personnel Operations -

Division'have had to face a difficult task. 

In addition to implementing numerous far7reaching organizational 
changes, the.department has had to respond tO management demands for better 
service. The DGHR hoped to meet the challenge by upgrading performance 
standards and the service attitude while taking'.intoconsideration the Morale of 
employees in a period Of general uncertainty and concern.- 	. 

At first, we were somewhatfreluctant to , undertake yet another survey of , 
a group that.had in our opinion already been Subjected to its share'of 
evaluations. 

However, we soon realized that the results of the survey would have a 
motivating effect on this group which had been subjected to tumultubus-
reorganization for months . . 

• The accomplishmentè have been,reMarkable and we believe that they . ..are 
largely attributable to the employees' vigorouS commitment to the - 
decentralization objectives and to the effective leadership of the DGHR who has 
been able to focus efforts and motivate the troops. ' 

• We believe that, to a large extent, the decentralization has reached 
its original objectives and we will support this Opinion by revieWing.the 
objectives listed in the-"Terms .of Reference" section of this 'report. 

We are confident  that our recommendations will deal with the weaknesses 
identified and wé bope that they will make a positive contribution to the 
project. 

- More frequent and closer interaction with client-managers in order 
that personnel advisors have a better appreciation of the managers' needs. 

The decentralization has providéd - adVisors and assistants the 
opportunity .to rub elbows with management and thus get a clearer picture of the 
daily needs of their clients. According to the majority of the managers  who: 

-responded to the questionnaire, regular  interaction  with advisors .has . been the 
most important factor of success. jndeed, 93% of the managers agree ,that the 
advisors are'very informed .on , sectoral - needs  and  priorities and that thiShàs 
resulted in more effective communication and better service. ,This is ccinfirmed 
by their rating of their satisfaction with the quality of advide (5.8 on the 
numerical rating scale) ànd the level and quality of service.received since 
decentralization (6 as compared to 3 before decentralization). 
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HoWever, the organizational strUcture has also created its share of 
'ambiguity which we would like to see clarified. We therefore, recommend: .  

1. Specification of reporting relationships 	 , , . 	, . . 	. 	 , 	. 	. . 	 . 
ACcording to the structure proposed in the administrative reform 	' 

project, the coordinator is the fUnctional supervisor  of the personnel .  advisors 
' in hiS sector." We suggest that - thè next normal_ step Should be complete 
decentralization,.i.e. advisors repOrting directly to the sector coordinatôr for 
the following reasons: 

- All the personnel advisors and four of the five coordinators consider 
that this reflects the actual situation: .  the coordinators assign 
priority to tasks; they evaluate the advisors and guide them in their 
work. 

- The  vast Majority of the managers  consider that the imProvement in 
serVice is largely attributable to the fact that the advisors are being 

.perceived as members of the sector team. This opinion is also shared 
by the'advisors, coordinators and the DPO. 

- - The sector coordinatorS are better able to share information with the 
advisors at the appropriate time .and thus proffibte a Proactive approach. 

- Coordinators can still call -  upon "CorporateserviCes,in  cases of 
dispute to obtain assistance in settling the-problem. . 

Obviously, there àre soMe attendant risks: 	' 

- The impact of the'DGHR's leadership, which'is recogniZed by many  as a 
crucial factor,  could be greatly diminished with the Ioss of direct 
authbrity. 

_ 
- It is practically impossible for the senior management of the 

Department -to hold the DGHR accountable for a process over which he has 
no authority'or complete control. 

However, mechanisms cbuld be implemented to counter these risks and - 
ensure  the provision of,superior service to  management.  Obviously, any , 
implementation of such mechanisms should be done in cônsultation,with all 
interested  parties in order to ensure success. The real-danger Would be to 
allow the present situation to have  a demotivating . effect on  personnel edvisors 
and assistants, Which would lead to the deterioration of services. 

.../19 
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2. Information on the roles and responsibilities of key personnel in the 
staffing and classification processes. • 

Coordinators 7:Corporate - Personnel Advisors - Assistants  

The first.step would be to specify roles and responsibilities in the 
organizational hierarchy. 

Managers - Personnel Advisàrs - Assistants  

Then, specify roles and responsibilities within the processes. 
Comments'seem to indicate that communication could be more structured. 
Much of the work that is done in successive  steps could be performed 
simultaneously if responsibilities were determined at the outset. 	. 

Personnel Advisors Assistants - COrporate  

It would be advisable to specifY . the role of "Corporate". The 
responsibilities of the chiefs should be clearly Communicated to the 
sectors.  Interaction  between "Çorporate" (and the sectors could be more 
regular; this would prevent delays in communication of information. 
The role  and  responsibilities  of the assistants need:to be reviewed and 
specified. The assistants should be kept better informed of sector 
activities. 

- Increased subdelegation of authority to managers with regard to 

personnel management and more management involvement in controlling the 

efficiency of the staffing process. 

As mentioned previouslà;., the Directors General were délegated . authority 
in matters of staffing a.few months ago. The 'report  states that 65% of them are 
delighted with the freedom provided by this aùthority which gives them control 
over management of the staffing process while benefiting from the informed ' 
advice of personnel -  ad‘.7isors. .In fact, another 25% of therespondents f called 
for more delegation of authority and . 20% of them in classification. 

We can thus conclude that management is'comfortable with its new role 
and that, in fact, it feels in control of the staffing process.. 

The Percentage of managers who would like  more  authority in 
classification seems relativelYlow to us when we consider that many deplore its 
"control" aspect. This may be explained by the nature.of.classificàtion 
perceived as highly.regulated. It Would take managers much time (which they dà 
not have) to acquire the knowledge required for assuming this authority. . 

.../20 
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The results of the survey lead us to believe that the majority of the 
managers are not ready. The managers are satisfied with the service ,(5) but 
they do not easily adceptthe limitations imposed by the system. 

we recommend that delegation of authority proceed gradually to-enable 
the managers to accept the-process and learn to  assume  their new-authority, 

We recoMmend: -  

3. Structured training in classification for managers 

There is nothing . better than information to calm frustrations and 
doncerns. Many managers were delighted with  the  staffing  course and feel much 
better ,equipped to.understand the intricacies of the process. We assume that a 
classification course would be -equally well received. 

4. Use of classification committees 

They would provide managers another level of comfort while leaving tham 
in control of the process and, in tact, of the final Classification decision. 

' . On the whole, if we adhere to'the principle of Increased Ministerial 
Authority and Accountability (IMAA), "let the managers manage", it is essential 
that they be giVen the authority,to manage their personnel without bringing 
their judgment into question whenever‘they decide who . does.lehat, how, at what 
level and at what salary. 	 • 

- The separation of the service function from the control function in 
personnel. 

- The biggest step towardseparation of service and control'seems to have 
been taken by giving  managers the authority to make.appointdents and holding' 
them accountable for all decisions relative to the proper operation of the 
staff  ing  process. With respect to staffing, the personnel tfficers function as 
advisors and can therefore more easily choose the "service" approach, leaVing: 
control over decisionto the managers.  AcdOrding to the survey, this objective . 

 has been readhed. Indeed, 89% of the client-managers are very Satisfied with 
the current balance which leans strongly toward service, Only . 11% deplore the 
emphasis on control-in classification. This  is  confirmed by the responses given • 
by the advisors who point out that classification is.a Systeffi governed . by  rules 
that must be observed and is therefore perceived by clients as . a control 
.restricting their authority. An approach that faVors delegation of authority , 
in classification (discussed above) could complete the separation. 

.../2l 
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- Maximization of personnel advisors providing a direct service to 
managers. 

Our etudy indicates that 64% of the managers are Satisfied)aith the 
availability of advisors in their sector. 

However, a large number of 'them expressed eome.  frustration. 

- Delays caused by lack of flexibility in replacing advisors in Cases of 
prolonged absence or in sectors experiencing a work overload. - 

- CRC staff and many head-office employees consider it eseential to 
locate a teàm at CRC. For some seCtors, a good majority of the cases 
are at CRC. 

- The role of "Corporate" must be defined, i.e. what do chiefs do? 

'We therefore recommend that: 

5. The DGHR reexàmine the structure in order . to  locate within his 
organization resources that could be assigned to operations in the sectors and 
more particularly to CRC, taking into consideration our first recommendation and 
the possibility that the sectors could contribute to the resources presently 
available. . 



APPENDIX "I" 

Sample  

For the purpose of this study, we conducted 77 individual ,  interviews 
with Headquarter, CRC and Clyde Lab employees, between December,7 to 22, 1987. 

The persons interviewed were chosen to represent the'different levels 
of management in all sectors. 

Directors General 	(7) ADMAC (1) 
ADMSM (1) 
.A&DMCM (1) 
ADMIT (3) 
SADM (1) 

Directors (22) 	• 	SADM (4) 
. •DMTT '(10)' 

ADMAC (2) 
ADMSM,(1) . 	. 
ADMCM (5) 

Çhiefs 	(27) 	ADMTT (6) 
ADMAC (4) 
ADMSM (5) 
ADMCM (12) 

Managers: 	 56 
Coordinators: , 	 5 
Personnel advisors: 	9 
Assistants: 	 6 
Director of Personnel Operations: 	1 

Total: 	 77 persons interviewed 
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QUESTIONNAIRES 
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- classification: 

Management  

ADM - DG - DIR. -. CHIEFS 

The card that I just gave you illustrates a rating scale. For some questions I 
will ask.you to refer to it to give your opinion on the scale of: 

IIIIIII  

	

1 	7 

	

Very dissatisfied 	Very satisfied 

What do you think of the quality of the advice you receive now from your 
sector PE regarding 

- staffing: 

ComMent: 

Comment: 

- official languages: 

Comment: 

° In your view, are the personnel advisors well informed of the needs and 
priorities of your sector? 

2 



-2- 

° What do you think of the new organizational structure in%the Personnel 
operations division? 	 . 

Please commènt on: 

- role definition of: sector management, personnel advisors, assistant 
and the personnel operations division:. 

- availability of the personnel advisors: 

- balance.between service/control as demonstrated,by the PE: 

- the management input to the staffing process and the classification 
process: 

- the time the process takes: 

- your satisfaction with the results: 

.../3 
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o How would you . compare the level and the quality of service you receive now. 
with the service you used to receive?: 

I 	1 	I 	I I 	I 	I 	.sfore: 	I 	I 	1 	1 .  I 	I 
1 	 7 	 1 

Coninent:• 

o WOuld you give me your definitiOn of "good service"? 

In you opinion, is the number of pèrsonnel advisOrs and assistants adequate 
in your secto? 

o Which changes (if any) would you make to the roles and responsibilities and 
why? 

o 'What would the advantages and the disadvantages of such Changés'be? 

Now: 
7 



SectOr CoordinatOrs- 

Thé  card that I just  gave  you illustrates a rating 'scale. For some - questions I 
will ask you to refer.to it to give your opinion On the:scale of::- 

IIIIIII  

	

1 	7 

	

Very.  dissatisfied 	Very satisfied 

o What do you think of the quality of the advice you -receive noW from your 
sector.  PE regarding 

- staffing: 

Comment: 

- classification: 	111111 

-Comment: 

- official-languages: 

Comment: 

o. In your view, are the personnel advisor's well :informed of the needs and 
. prioritieS of your sector? 

o What have you done to increase their knowledge of sectoral issues? 

.../2 
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o What do you think of the new organiiational structure, in the Personnel . 
 operations division? ' 

1 	1 	1 

.Please cornent on: 

- role definition of: sector management, personnel advisors, 
assistants and the personnel operations division: 

- availability of the personnel advisors: 

balance between service/control as demonstrated by the PE: 

• 
- the management input to the staffing process, the classification process ,  

and the official languages process: 

- the time the process takes: 

- your satisfaction with the results: 

o Do you talk with your PE about your.mutual expectations in terms of  services • . 	. 
- in personnel? 

3 
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Have you asked your PE to perform any task that wasn't previously part of the 
job? 

o How would you compare the level and the quality of service you receive now 
with the service you used to receive? 

I 	I 	I 	I 	I I 	 .fo.: I  LI 	1, II I  
Comment: ' 

• 

o Would you give me your definition of: "good service"? 
• 

• 

o In your opinion, is the number of personnel advisors and assistants adeqUate 
in your sector? 

° Would you comment on the impaàt: of the decentralization on the management of 
the sector. 

o Which changes (if any) would you make to the roles and responsibilities and 
why? 

o What would the advantages and the disadvantages of such changes be? 



Very dissatisfied 
7 
Very satisfied 

I 	I 	I - staffing: 

Comment: 

- classification: 

Personnel Opérations Services  

The card that I just gave you illustrates a rating scale. For some questions I 
will ask you to refer to it to give your opinion on the scale of: 

° What do you think of the quality-of. the advice given now by the PEs-- 
regarding 

Comment: .  

official languages: 

Comment: 

In your yiew, are the personnel advisors well informed of the heeds and -
priorities of their sector? 	. 

.../2 
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° What do you think, of the new organizational. structure in the Personnel' 
Operations division? 

1 11 1 11  

Please comment on: 

- role definition of: sector management, personnel advisors, their 
assistants and the personnel oPerations division: 

- availability of the personnel  advisors: 

- balance between service/control as demonstrated.by  the PE: 

- the management input to the staffing process and the classification 
process: 

- the time the process takes: 

- your satisfaction with the results: 

••./3 
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o How would you compare the level and the quality of service  you receive now 
with the service you used to -receive? 

'Now: 	
1
1 	11 	1 	1 	1  
 • 	7 

Comment: 

o Would you give me your definition.of: "good service"? 

o In your vieW, what was the, impact of the decentralization on the management 
of the Personnel  Operations from the point of view'of: 

- services orientation. 

- the coordination of: staffing'. . 
classification  
official languages 

the Coordination of programs for the PE community 
such as: - 

redeployments of personnel advisOrS and assistants 
:transfer 
professiOnal development 	• 

o 'In your opinion, is the number of officers and assistants  adequate inyour 
sector? 

./4 
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° Which changes (if any) would you make to the . roles and resioonsibilities and 
why? 

° What would the . advantages and the disadvantages of such changes be? 



- staffing: 

Comment: 

I 	I 	I 	I 
7 

classification: 

Comment: 

- official languages: 

Personnel Advisors  

• The card that I just gave you illustrates a rating scale. For some questions I 
will ask you to refer to it to give your opinion on the scale of: 

111111 	.1  

	

1 	7 

	

Very dissatisfied 	Véry satisfied 

o What do you think of the quality of the advice now given to your sector 
managers regarding 

Comment: 

o Do you feel well informed of the needs and priorities of your sector? 

.../2 



o What have you done to inform yourself of the needs and priorities of your 
sector? 

Do you disuss your mutual exPectations regarding personnel services 
. .with your sector coordinator? 

o What'do you think of the new organizational StructUre in'the'Personnel 
Operations division? 

I 	I: 	I 	I 	I 	I 	I  
7 

Please comment on: 

- role definition of: sector management, personnel advisors, 
their assistants and the personnel operations division: 

- availability of the personnel advisors: 

- balance between service/control as demonstrated by the PE: 

the management input to the Staffing PrOcess, the 
classification process and the official languages process: 

- the time the process takes: 

- management satisfaction with the results: 

' 

.../3 
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How would you compare the level and the quality of service you give now with-
the service you  used toqive?' 

	

Him 	 Before: 

	

7 	 .1 

Comment: 

° Would you give'me your definition of: "good service"? 

Have you been aàked by your sector coordinator to perform any task that 
wasn't.previously part of your job? 

° In your opinion, are there enough personnel advisors and assistants  in yàur 
sector? 

.../4 
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o Which changes (if any) would you make to the roles and responsibilities and 
why? 

o What would the advantages and the disadvantages of such changes be? 

• 
• 



1111 	17  - staffing: 

Comment: 

- classificatiOn:. 

Personnel Assistants  

. The card that I just gave you illustrates a rating scale. For tome questions I 
will ask you to refer to it tà.give your opinion on the  scàle of:, 

1111111  

	

1 	7 

	

Véry  dissatisfied 	Very satisfied 

o What do yOu think of the g.iality of the  advice given to your sector-managers 
regarding:,, 

Comment:  

- official languages: 

Comment: 	 N. 

• 
• 

o Do you feel.  well:informed  of the needs and priorities of your seCtor? 

. 	_ 
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I 	I : 1  1 	-I 	I Before: Now: 

o What have you -done to inform yourself of the'needs and priorities of your 
sector? 

o What do you think of the new- organizational structure in the Personnel 
Operations division? 

I 	I 	I 	L 	I 	1.7  
Please comment on: 

role definition of: sector management, personnel advisors, 
.their assistant and the personnel operations division: .  

- balance between service/control as demonstrated by the PE: 

- the management input to the staffing process, the 
classification process and the official languages . process: 

- 	• - the time the process takes: 

• 

- management satisfaction with the results: 

o How would you compare the level and the quality  of the service you give now 
with the service yOu Used to give? . 

Comment: 
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o WOuld you give'me- Your definition of: "good Service"? 

Have you been : asked to perform'any task that wasn't previously part of your 
job? 

o In your opinion, are there enough personnel advisors  and assistants in your 
sector? 

o Which changes (if any) would you make to the roles and responsibilities and 
why? 

o What would the advantages and disadvantages of such,changes be? 


