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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 admlnlstratlve 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 management needs by establishing a closer
relationship with management. -

. Over a year has passed since the 1mplementat10n of this.
recommendation. The Management Practices Branch is currently
evaluatlng the impact of this decentrallzatlon.

The.evaluatlon was chducted by means of a survey. We -
obtained comments from departmental managers, personnel advisors and
assistants and have summarized these comments in our report.

We wish to point out that we received excellent‘cooperatiOn
from the persons interviewed, which greatly fac111tated ‘our task’ of
_ gatherlng data for this report.

.We are available to answer any questlons you may have
concerning this report
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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 and closer interaction with client-managers
in order that personnel adv1sors have a better appreciation
of the managers needs.

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

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

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

- Max1mlzat10n of personnel resources prov1d1ng a direct serv1ce
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 '
requlred.

'B) METHODOLOGY

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

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 l-very dissatisfied to 7-very satisfied. It
should be noted that, since the respondents did not answer all questions
systematlcally, the percentage dlstrlbutlon does not always add up to -100%

Ceed/2
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C) RESULTS

l.‘Introduction

ThlS part of the report contains the results of our survey.

In general, we reallzed that the perceptlons and op1nlons 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
to 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 sltuatlon as percelved by the interviewees.

: To put the data we gathered 1nto perspectlve, we studied and analysed
‘attitudes and perceptions regardlng the impact of the decentrallzatlon of
- certain personnel operations "before" and "after" decentrallzatlon, on .the
following issues: ~ :
- Degreedof_satisfaction‘of client-managers with:

° the quality of advice proVided-by personnel
/. advisors in the sectors;

the level and quality of service;

‘sthe new organlzatlonal structure promotlng a
better serv1ce,

their 1nvolvement in the stafflng and
-class1f1catlon processes.

- - Sector coord1nators as functional supervisors.

- Opinions of personnel advisors and assistants on:

o

the quality of advice provided to management;

°

_the level and quality of service;

o

the new organizational structure;

o

the 1nvolvement of managers in the stafflng and
class1f1catlon processes.

- The impact of decentralization on personnel operations,:

/3




. because the advisors are showing creativity and are making sure that managers

fact that advisors are limited by regulatlons imposed by central agenc1es.

2. Quality of Advice

‘We asked the respondents what they thought of the quallty of adv1ce
g1ven by personnel advisors and assistants in their sector, emphasizing the
point that we wanted to address the spe01f1c1ty and accuracy of adv1ce ‘in g1ven

~_s1tuatlons.

‘We also -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 was. to study the ‘impact -
of th1s new requirement on their own satlsfactlon with the1r work.

a). Staffing: S _ - : N . "1c | o . o
» | Function g . Average ‘ o
Managers . ) 5.8
Coordinatorsi T ‘ 5.8
Adviscrs ' e 6,1
Assistants . S ~6.6

According to the comments received, a good‘percentage (30%) of the
respondents believe that they are receiving the best service ever from personnel

are kept informed of progress throughout the process. However, 12% regret the
. For their part, the advisors (50%) indicated that the quality of adv1ce

has not changed. However, the advice is being better received now that :
management perceives personnel serv1ces as an 1ntegral part of the sector.. o ]

The coordlnators (60%) believe that the advisor's experlence is a o » |
significant factor in the quallty of advice prov1ded.

eoo/4
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b);Classifieétion:
| Function ' ’ Average
.Managers e 5 )
Coordinators . 6
Advisors g 5.3
Assistants : o 6.5 E | s

_ Managers and coordinators generally find it difficult to comply with
. certain cla551flcatlon decisions perceived as 1nterfer1ng with their authority.

However, they have observed great improvement in this area mainly because of a

more flexible attitude on the part of the advisors. Nevertheless, the process
continues to be perceived as heavy and constraining.

For their part, the adv1sors acknowledge the difficulty of getting
management to accept the nature of the function. They consider that the quallty
of their advice should be measured in terms of the precision. demonstrated in

‘ applylng Treasury Board regulations.

¢) Official languages:

Function _ - Average
Managers s “\ - 5.4 7
Coordinators _ 5.6'
Advisors 4 o 6
assistants : 6.2

Managers. and coordinators alike consider this aspect to be an integral
part of the process and that the dlstlnctlon in terms of quallty of advice is
minimal. : ‘

The adv1sors consider that they. are not as informed as they would llke
to be in this area. The assistant is usually the resource person. :
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3. Level and Quality of Service

Our question on the level and quality of service dealt w1th prevalent
attltudes regarding the turnaround time of the process, availability to the
'cllent, 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.

: f o '

We wanted to sound the oplnion 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 ex1sted prior to
decentralization.

a) Comparative Study Before and After Decentralization

. Average
~ Function ' - - before after
Managers | -3 6
..u.Coorcinators o o 4 -6
Advisors o , . 5 6.6
Assistants - . | 5 E 5.6

. 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 re5pondents commented that improvement had
begun before decentralization -and that, in fact, the philosophy and leadership -
of the Director General (Jean-Claude Bouchard) are key factors in that
_ improvement.

"The coordinators added that the proiimity of the advisors facilitates
better comunication and greater flex1b111ty of approach which contribute to
management satisfaction.

The advisors and assistants consider that service has not 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 1nformat10n required
by the advisors.

According to the Director of Personnel Operations (Wendf Pride), the
- current situation promotes proactivity, a crucial element for quality service.
In her- oplnlon, past studles and audits have had a negative and demotlvatlng
effect. \

e/
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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 f£rom managers and
in 10% 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 51gn1flcant change in the turnaround time of the
process.

c) Avallablllty of Personnel Adv1sors and Assistants

With respect to quallty 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 frustratlons whlch can
be summarized in the following two p01nts-

- The adv1sors are often absent for:

- personal reasons (11%):>
~ work at CRC (20%)

- = The advisors are overworked (5%)

Forty percent (409) consider it essential to- form a "flying squad" for
cases of prolonged absence or to -help out in- perlods of overload.

For thelr part,‘the advisors consider themselves very available and

share management's opinion about the need for back-up in the above—mentloned
circumstances. - -

;'7./7
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In response to the question on the numbeéer of personnel adv1sors 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% ©o44% - 30%.

"According to the_Director of Personnel Operations,. it has been easier
for advisors and assistants to be available since decentralization. However,

‘new requests for advice on an increasingly 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 needs genherated by the new responsibilities.

d) Balance between Service and Control

Over the years, staffing and classification have beén 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 satisfled with
the current balance leaning strongly toward serv1ce.~ In their opinion, the
advisors are much more attentive to the managers' needs, they show creativity
and flelelllty 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 requirements, 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. 1In their

view, classification will always be perceived by managers as a control
restricting their authority because it is based on rules 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 prox1mity
has contributed to the improvement in management perception.

.7./8



e) Communication .and Role of'Coordinators

We attempted to assess the 1mpact of communication or lack thereof on

the guallty of advice and. service provided since decentrallzatlon., . .
\

~ When we asked management the question: "In your v1ew, are the .
‘ personnel advisors and assistants well informed of the needs and priorities of
your 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, pr10r1t1es established and reasons for delay

: examlned

The advisors appreciate their contact w1th coordinators who keep them
informed of sector projects on an ongoing basis. This approach promotes a
proactive attitude among the advisors. Some coordinators forward the agendas
and minutes of sector management meetings to the advisors and, where required,..
invite them to part1c1pate in these meetings. Also, the advisors and "assistants
benefit greatly from monthly meetings with management and the DGHR.

Thlrty—three percent (33%) of the advisors would like to receive more
information on the. sector through such means as sector management cqmnlttee
meetings and meetlngs with the Ass1stant Deputy Minister.

With respect to the ass1stants, we noted a marked difference on this
issue as well as a significant need for structured communication. 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 1nformed thanks
to the1r part1c1pat10n in sector management.

v

VtO ’ . | . ’ . ' .ao-/g




f) Additional Related Tasks

The impact of decentralization on the responsibilities of personnel
advisors and assistants is particularly visible when we look at the list of

-tasks added to those of staffing, class1f1cation and OfflClal languages.
: Follow1ng are a few. .

‘Adv1sors: Multi-year human resource plan
Multi-year operational plan -
Operational plan for budget year '
Informing mahagement on issues related
to Pay and Benefits
5-9-12 month reviews
Control of person-years
Official languages plan

.Assistahts: ‘Personnel admlnlstratlve reportlng 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 good 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 (adv1sors and assistants). o - '

:Management

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

. prov1de managers with expert advice throughout the process while »
ensuring adherence to staffing and class1ficatlon pr1n01ples without
interfering with or hindering ‘the authority managers require to meet
operational objectives".

Thirty—two.percent (32%) mentioned the importance of réasonable delays.
Other elements indicative of good service were, in order of frequency:
proactivity, the ability to provide several alternatives and meet:
comitments, flexibility, a sense of priorities, a positive approach
.and analytical capability. :

.../10
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Personnel Service

The definition common to all the respondents in this category is:

"To provide managers with the best advice in order to help them make
good decisions". Moreover, 73% stressed the importance of the time
factor. : : : ‘

Other points mentioned, in order of frequency, were: compliance with
regulations, availability, analytical capablllty, flex1b111ty 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 Organlzatlonal 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 weres :

Managers-
Coordinators
Advisors
Assistants

U1 U1 Oy

.8
.7

By soliciting comments, we sought to determine the respondents degree
of comfort with their respective roles and respons1b111t1es 1n the staffing and
classification processes.

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

Manag ement

The most frequent response (65%) to this question attrlbutes the
success of the new approach to-the quality and personality of the

. advisors and assistants, with emphasis on the Director General'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 reSpons1b111t1es 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.

. - iy
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Some managers (14%) would like their role in the stafflng or
classification processes to-be better defined from the start and would
like respons1b111t1es to be divided.

‘Ten percent (10%) would like "Corporate".to play a greater_rolefin the

provision of:

N

- expert advice in staffing and classification;

N

.- add1t10na1 resources in cases of absence or work
' overload. :

There 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 fac111tate communication between

management and personnel; others v1ew them as an additional level whlch’_f

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 of satisfaction among management.

With respect to roles and respons1b111t1es, four out of five
coordinators expressed the wish that reporting relationships be settled
in the near future. ‘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 as51stants would
report to their unit and that the Operatlons Division would become a

source of expertise. Their views are based on. the follow1ng ratlonale.

A) The coordinator is’ the one who superv1ses the advisors
(workload dlstrlbutlon, sett1ng priorities, leave
approval) . ' :

B) The coordinator evaluates perfonnance (in collaboration
with the DPO).

C) The adv1sors consider themselves members of the sector
team.

D) A feeling of belonging is a key motivator.

'E) The present situation could lead to conflict of

_priorities between the sector and "Corporate" _ o : ,
" (in the event of changes in personnel), .

/12
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One coordinator considers that complete decentrallzatlon would be
somewhat premature for the follow1ng reasons. '

A) The' coordinator has ne1ther the time nor ‘the luxury
to fill in for "Corporate".

- B) The advisors need coachlng and should not be isolated

from oné another.

C) In order to apply unlfonn criteria and’ standards
throughout the department, they need. close ties which
are prov1ded by "Corporate"

_ Personnel Advisors-and Ass1stants‘ '

‘The view of the vast majority (80%) is that, altogether, thevmeasures

have not changed their approach to service. - However, their workload.

' has been substantially increased since management has begun to call
upon ‘them (in 60% of cases) for all personnel-related services,
i.e. pay and benefits, labour relations, human resource management,

etc. Lack of administrative Support is belng 1ncreas1ngly felt at this
level. :

For their part, all the advisors would like their reporting
relationship to be specified so that they report to the sector

cooxrdinator. This is baSed on the following rationale'

- Day—to—day reality' they receive the1r 1nstructlons and

prlorltles from the coordlnator.

- Slnce the advisors are now percelved by managers as members of -
their team, management has become more open and. appears to have

- more confidence. A feeling of belonglng to the sector promotes -
better understandlng of the needs. of sector management. ‘

.~ The Personnel Operatlons Division is seen as an 1ntermed1ary

between the advisors and the DGHR, ADMCM.

~. The Personnel Operatlons Division does not really fill an
advisory role and too often refers advisors to PSC and TBS.
for information.

- 'The:roles of the new "Corporate" chiefs are not clearly defined.

Cee/13
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However, accordlng to some adv1sors, certain p01nts rema1n to be
clarified. In the performance of classification tasks, some conflict
may arise between adv1sors and managers in the application of Treasury
Board pOllCleS with' which management may not agree. 1In this event, the
DPO would be the best person to evaluate the work and judgment of the
adv1sors 1n applying the rules. :

The ass1stants feel left in the dark about the1r reportlng
relationship. Some expressed -their frustration with the amblgulty.
"Who approves what?" Fifty percent-(50%) admit not really knowing who
they report to. T T - -

. .
Personnel Operatlons Division

The comments reoeived on this subject'can'be summarized in Four points:
- The phllosophy of the personnel is a key factor.

- The fact that the advisors and ass1stants work in the
sector promotes a more positive perceptlon by management.

‘ - G1ven the limited human ‘resources available, it is d1ff1cult
N v'e) replace an advisor or ass1stant 1n the event of prolonged
' absence. \
= The good balance demonstrated to date is largely due to -
regular meetings between adv1sors, ass1stants, the DPO and
sector coordlnators.

5. Involvement of Management in the Stafflng and
Class1f1catlon processes g

\

The D1rectors General were delegated author1ty in matters of stafflng
some months ago.. The Department “is currently examlnlng the pOSSlblllty of
applylng thls policy to class1f1cat10n. . ‘

. ' \ ,

We asked the respondents what they thought of the present situation. .
Are they sat1sf1ed or would they prefer more management involvement in the ‘

“staffing and classification processes? R ' ‘ A

Management - Coordinators' L S ' AU

65% consider that the present situation allows management more
freedom in dec1slon—mak1ng, with the 1nformed advice of personnel
adv1sors. : : »

' 25% would like more author1ty and 80% of them would spec1f1cally
like more author1ty in classlflcatlon. .

10% cons1der that they already have too much work and would
prefer that the advisors be more available for wr1t1ng job
descrlptlons, etc.

./l
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Many considered the staffing course to be very useful 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 satlsfled with the
status quo and maintain that managers can hardly take on more
responsibility cons1der1ng their present workload.

33% explained that, although they have seen a significant 1mprovement,
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 Decentrallzatlon on Personnel Operatlons

- We asked. the Director of Personnel Operatlons to give us her thoughts
on the 1mpact of the decentrallzatlon.

Wlth respect to serv1ce, the impact has been very positive in her 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 serv1ce 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 communication. She
-mentioned, for example, having to use memorandums in. order to reach everyone and
pointed to the training needs of advisors which require consultatlon with the
sector coordinator.

With 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

Th1s sectlon includes the comnents and suggestlons recelved during the
interviews, listed by category of respondents and in order of frequency.

Management
- More personnel. resources:

. 0

a team of advisors and assistants at CRC;

‘0

. A‘a'team_to dealfwith periods of'overload;

- — Better scheduling of advisors' vacations and leaves in order to
ensure that someOne is present to serve the sector.

- More delegation of'anthority:
°  delegate claSS1f1cat10n to management-
delegate to the superv1sory level;

‘delegate SM—EX to the sector adv1sors'

delegate the authorlty for. person—years and : .‘2»' \1
zhold managers accountable. - ) '

- Rev1ew securlty regulatlons in order to av01d delays.

— Reduce turnover among advisors to enable them to get
‘fully acqualnted with the sector.

'—=  Ensure better training of managers in the area of
-class1f1cat10n. o

—_(More_cooperatlon between Deparhnents in- order to -
' streamline and facilitate personnel transfers.

- Prevent delays due to red tape by formalizing agreements
between Directors General, Sector coordlnators and
Ass1stant Deputy Ministers. ~

‘— Promote communication among advisors in order to streamllne
>and facilitate transfers within the department.

- Eliminate the pos1tlon of personnel adv1sor and glve the
authorlty to management.
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Coordinators

Specify the reporting relationship.

Write jOb descrlptlons that better reflect the role of

‘personnel advisors and that help to determine respon51b111t1es.'

A squad team in "Corporate" to prov1de a551stance to
sector adv1sors.

Personnel Advisors

Deflne the reporting relatlonshlp so as to reflect the
actual situation.

Local resources at CRC.

More delegation to the sectors in such matters ass:
subm1551ons to Treasury Board

°  SM-EX

labour relations, etc.

Develop a training program based on a decentralized_structure

~and oriented toward a generallst role for personnel adv1sors
'and a551stants.

Develop a tra1n1ng program for managers in class1f1catlon,.'
stafflng, performance evaluation.,

Traln assistants to be more generallst.

Better and more speedy conmunication by “Corporate"

‘The Department should have cla581f1catlon commlttees.,

Assistants

l

Specify the reporting relationship.

More resources.

More structured training.

More adequate work .enviromment.

Director of Personnel Operatiohs:

Resources in the sector are 1nadequate to meet the new
requlrements.

As we move toward decentralization, we lose more and more’

control over human- resources. . It would.perhaps be apprOpriate

- to review the respon51b111t1es of the Human Resources Management
’ Branch. L o

o170
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D) CONCLUSIONS AND RECOMMENDATIONS. .

The Human Resources Branch and partlcularly the Personnel Operatlons
‘Division have had to face a difficult task. .

" In addition to 1mplement1ng numerous far—reachlng organlzational
.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.into: cons1deratlon the morale of
employees in a perlod of general uncertainty and concern.

At first, we were somewhat - reluctant to undertake yet another survey of »

a group that had in our oplnlon already been subjected to its share of
‘evaluatlons. :

. However, we soon reallzed that the results of the survey would have a
motivating effect on .this group Wthh had been subjected to tumultuous
reorganlzatlon for months. o

s The accompl1shments 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. o

We believe that to a large extent, the decentrallzatlon has reached '
its original objectlves 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 we hope that they w1ll make a positive contr1butlon to the
project. .

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

The decentralization has provided adv1sors and ass1stants 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 adv1sorsyhas been the
most important factor of success. Indeed, 93% of the managers agree that the
advisors are very informed on-sectoral needs and priorities and that this has
resulted in more effective communication and better service. -This 'is confirmed
by their rating of their satisfaction with the quality of advice (5.8 on the
numerical rating scale) and the level and quality of service received since '
decentralization (6 as compared: to 3 before decentralization).



*amblgu1ty wh1ch we would like to see clar1f1ed - We therefore recommend:

However, the organlzatlonal structure has also created its share of

1. Spe01flcatlon of reportlng.relatlonshlps_ '.

According to the.structure proposed in the administrative refonﬁ

.prOjeCt, the coordlnator is the functional supervisor of the personnel advisors

in his sector.” We suggest that the next normal step should be complete

'decentrallzatlon, i.e. adv1sors reportlng directly to the sector coordlnator for

the follow1ng reasons:

- All the personnel advisors and four of the-five coordinators consider
that this reflects the actual situation: the coordinators as51gn
priority to tasks, they evaluate the adv1sors and gu1de them in their
work . : ;
- . The vast majority of the managers consider that the improvement in b
service is largely attributable to the fact that the advisors are being .-
Apercelved as members of the sector team. Th1s oplnlon is also shared
by the adv1sors, coordlnators and the DPO.

- The sector coordlnators are better able to share 1nfonnatlon with the
,adv1sors at the appropriate t1me .and thus promote a proactlve approach

- Coordinators can still call upon "Corporate"\serv1ces in cases of
dlspute to obtain dssistance in settllng the- problem.'

Obviously, there are some attendant risks: ; . o | o

' — The impact of the DGHR's leadership, which is recogniied by many as a
crucial factor, could be greatly d1m1n1shed with the loss of direct
authorlty.

- vIt is practlcally 1mposs1ble for the senlor management ‘of the .
-Department to.hold the DGHR accountable for a process over which he has
no authorlty or complete control.

However, mechanlsms could 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 consultation 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 advisors
and assistants, which would lead to the deterioration of services.
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2 Information on the roles and respons1b1l1t1es of key personnel 1n “the
staffing and classlflcatlon processes.

\

' Coordinators - Corporate - Personnel Advisors — Assistants

The first.step would be to specify roles and responslbllltles in the
organizational hlerarchy.

Managers - Personnel Adv1sors - 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
s1multaneously if responsibilities were determlned at the outset.

v

Personnel Advisors -~ Assistants - Corporate.

It would be adv1sable to spec1fy the role of "Corporate". The
responsibilities of the chiefs should be clearly communicated to the
sectors. Interaction between "Corporate“/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 subdelegatlon of authorlty to managers w1th regard to
personnel management and more management 1nvolvement in controlllng the
efficiency of the staffing process. :

As mentioned previously, the Directors General were delegated authority
in matters of staffing a few months ago. The report states that 65% of them are
delighted with the freedom- provided by this authority which glves them control -
over management of the staffing process while benefiting from the informed
advice of personnel advisors.  In fact, another 25% of the respondents 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 authorlty in ‘
classification seems relatively low to us when we consider that many deplore its -
"control" aspect. This may be explained by the nature of classification -
perceived as hlghly regulated. It would take managers much time (which they do
not have) to acgulre the knowledge regulred for assuming thlS authority. .
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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 acCeptﬂthe,lhnitations imposed by the system.

We recommend that delegatlon of authority proceed gradually to- enable
the managers to accept the process and learn to assume their new authorlty.

We recommend:
3. Structured training in classification‘for managers
. There is nothlng better than 1nfonnatlon to calm frustratlons and
concerns. Many managers were delighted with the staffing course and feel much

better equipped to understand the intricacies of the process. We assume that a
cla551f1cat10n course would be equally well recelved. - ‘

4. Use of classification cannittees

They would provide managers another level of comfort while leaving them"

in control of the process and, 1n fact, of the final class1f1catlon dec151on.

On the whole, if we adhere to the pr1nc1ple of Increased Mlnlsterlal
Authorlty and Accountablllty (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 dec1de who does. what, how, at what
- level and at what salary. : _

- The separation of the serv1ce function frtn\the control function in
personnel. .

The blggest step toward separation of service and control seems to have

‘been taken- by giving managers the authority to make. app01ntments and holding "
them accountable for all decisions relative to the proper operation of the

staffing process. With respect to stafflng, the personnel officers function as .

advisors and can therefore more easily choose the "service" approach, leaving"
control over decision to the managers. - Accordlng to the survey, this’ objective
has been reached. Indeed, 89% of the client-managers are very‘satlsfled 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 system goverhed by rules .

that must be observed and is therefore perceived by clients as a control
.restricting their authority. An approach that favours delegatlon of authority
in classification (discussed above) could complete the separatlon. .
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- Maximization of personnel adv1sors prov1d1ng a dlrect service to
managers. :

Our study indicates that 64% of the ‘managers are satlsfled w1th the
avallablllty of advisors in their sector. :

i

However, a large number of them expressed ‘some. frustratlon. o

- Delays caused by lack of flexibility in repla01ng adv1sors in cases of
- prolonged absence or in sectors experiencing a work overload.

~ CRC staff and many head-office employees consider~it esSentlal to
locate a team at CRC. For some sectors, a good majority of the cases
are at CRC. c -

- The role of “Corporate“ must be defined, i.e. WEat do chiefs do?
We therefore recommend that:

5. The DGHR reexamine 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
avallable.




Sample

APPENDIX "I"

For the purpose of this study, we conducted 77 1nd1v1dual 1nterv1ews
with Headquarter, CRC and Clyde Lab employees, between December 7 to 22, 1987

The persons 1nterv1ewed were chosen to represent the dlfferent 1evels

of management in all sectors.

Directors‘General “(7)

Directors (22)

. ADMTT (
ADMAC

.f " Chiefs (27)

. Managers:
Coordinators:
Personnel adv1sors
A551stants-‘
Director of Personnel OperatlonS°

Total;

ADMAC
ADMSM

-ADMCM

SADM

SADM

- ADMCM

77 ‘persons interviewed




QUESTTIONNAIRES

APPENDIX - "II"
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Management_'
ADM - DG - DIR. — CHIEFS

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

: 1 , -7 A
Very dissatisfied _ ~ Very satisfied

N

o

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

- staffing: ! " '

T 1 7 \
Comment s
- classification: ) ’ ' ’» "'| ll l
1 7
Comment:
-~ official languages: l ',A‘» | :, l '
- 1 7
Comment:

In your view, are the personnel advisors well informed of the needs and
prlorltles of your sector?
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' Lt What do you think of the new orgamzatlonal structure in-the Personnel »
o ‘operations division? . . o

o1 o _ 7

Please conment on:

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

.= availability of the personnel advisors:

- balance. between service/control as demonstratedvby the PE:

- the management input to the stafflng process and the class1f1cat10n
process-

—_'the time the process takes:

U= your/satisfaCtioh with the results:

3




.

Pama

How would you' compare the 1eve1 and the quality of serv1ce 'you receivelnow
with the service you used to receive?: .. . .

) \

oo LLLLLLL e | rft I

1 7 R |

Comment:l

Would you give me your definitién of "good service"?

In you oplnlon, is the number of personnel adv1sors and as51stants adequate

in your sector°

Which changes (if any) would you make to the roles and responsibilities and
why? ' : - ‘ '

‘What would the‘adVanEages and the disadvantages of such\changéSfbe?_




Sector Coordihatdrs-f"

.. 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,en the:scale of:’ -

| ' T T o
Very dissatisfied . - - Very satisfied

C
What do you think of the quallty of the adv1ce you recelve now from your
sector PE regardlng , - )

- staffing: V I ' ' l l ‘- l

Comment :

- classification: S

‘l.y » -Comment: .h'_ E V' . . ' j‘.

- official languages:

Comment:

~ In your view, are- the personnel advisors well 1nformed of. the needs -and
. priorities of your sector? :

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

2




e
’

o

What do you. th1nk of the new organlzatlonal structure in the Personnel
operations division? ‘

.

. Y 7

~ .

‘Please comment on:

‘ S A
. — role definition of: sector management, personnel adv1sors,
assistants and the personnel operatlons d1v1s1on- :

~ availability of the pefsonnel_advisorszp};" " _ L .

- ~.
\

= -balance between service/control as_demonstrated_by the PE:.

AN

AN

- the management 1nput to the stafflng process, the classification process'
and the official languages process- .

- the'time‘the\proeess takes: - . .

- your satisfaction with the results: H ;

\

o

- in personnel?

"00.“/3

Do you talk w1th your PE about your. mutual expectatlons 1n terms of serv1ces‘.



o~

o

Have you asked your PE to perfonn any task that wasn't prev1ously part. of the
job? :

How would you compare the level: and the quallty of . serv1ce you receive now
w1th the service you used to receive? : :
Before: l lv" ' ' ' '

o L L]

T 7 1 — 7

Comment :

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

In your opinion, is the number of personnel advisors and a551stants adequate
in your sector?

i

Would you comment on the 1mpact of the decentrallzatlon on the management of
the sector.

N

“Which changes (1f any) would you make ‘to the roles and respon51b111t1es and

why?

What would the advantages and the disadvantages_of such changes be?




T

Personnel Operations 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:

: T A
- Very dissatisfied ) ' Very satisfied

- What do you think of the quallty of the advice glven now by the PEs-»i
regarding .

- staffing: 'l ’ ’ |( (

1 7
Comment:
- cla851f1cat10n° o ! ‘ ' ‘ ' ' l
. : 1 -7
Comment
- official languages: '! ! ’ ' ' '.'
o . .'; . » 1 ] 7 , R . ;
Comment : , - S o o Lo

In your view, are the personnel advisors well 1nformed of the needs and
prlorltles of their sector? A A

‘00/2 \.
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° What do you think of the new onganizational,structurenin'ﬁhe Personnel '

Operatlons division?

Ll

1 -7

Please comment on:

- role definition of: sector management., personnel adv1sors, their

assistants and the personnel operatlons division:
- aVailability of the personnel advisors:
~ balance between sefvice/control as demonstrated by the PE:

- the management 1nput to the staffing process and the cla551flcatlon
process: .

- the time the process takes:

- your satisfaction with the fesqlts:

/3
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-

How would -you compare the level and the quality of serv1ce you recelve now .
with the service you. used to receive? .

oo LLLLLLL s f*H .: :‘l*.’iu’f

1 7 1 ' _ 7

Comment:

o

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

In your view, what was the 1mpact of the decentrallzatlon on the management-
of the Personnel Operatlons from the p01nt of view of. ‘

- services or;entat10n~

- the coordination of: stafflng
: ' ’ classification
official languages

. = the coordination of programs for the PE conmunity
such as: :
redeployments of personnel adv1sors and a551stants
. transfer .
‘professichal development

"In your opinion, is the humber of officers and a551stants adequate in your
sector? .

\



an,

‘o

[

' Which‘éhanges (if any) would YOQ make to the roles and responsibiiitiés and
why? - : ‘ ' o , : : -

What would theAadVanﬁages and the disadvantages of such changes be?
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Personnel Advisors

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

HEEEEE

1 o 7

Very dissatisfied Vefy satisfied

What do you think of the quallty of the adv1ce now glven to your sector

managers regarding

- staffing:

Comment:

.— classification:

Comment:

- official languages:

Comment

Do you feel weli informed

NEREEN
ENENEN

of the needs and priorities of your sector?

ef2




what have you done to 1nfonn yourself of the needs and prlorltles of your
sector’>

Do you discuss your mutual expectatlons regardlng personnel services
".with your sector coordinator?

What "do you thlnk of the new organlzatlonal structure in" the Personnel
Operatlons d1v151on? L _

T N

Please comment on: \ o

1

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

availability of the personnelAadvisbrs:'

i

balance between seryice[control as demonstrated by the PE:

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

I'.

the time the process takes:

management satisfaction with the results: -



P
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How would you ‘compare the 1evel and the quality .of service you glve now with

the service you used to. g1ve°

wr L LLLLL] et L] .I
_— 1. - 7 ‘ _ R 7

Comment :

Would you give'me your definition of 2 "good service"?

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

" In your oplnlon, are there enough personnel adv1sors and as51stants in your
sector?

7




‘Which changes (if.any)
"~ why?

‘What would the advantages and the disadvantages of such changés be?

would you make to the roles and responsibilities and " ;



4 o o Personnel Assistants.

" The card that I just gave you 1llustrates a ratlng scales For some questlons I

w1ll ask you to refer to it to glve your 0p1n10n on -the scale ofs: -

Very dissatisfied _ Very satisfied

AN

What do you think of the quality of the . adv1ce glven to your sector managers
regardlng' . 4 :

- staffing: . - E 3! !' l ' l " ’
g ' 1 - 7.
Conmment : ) :
, ) \
. - classification:. ' !' I ' ’ l ‘l l
: o ' 1 7
Comment: -
. B
- efficial.languages§ . l '“" ‘l '-f' l
’ : 1 7

- Conment:

‘Do you feel,well?informed of the needs and priorities of your eeetqr? :



What have you done to inform yourself of the needs and prlorltles of your
‘sector?’

What do you think of the new organizational structure in the Personnel
Operations d1v1s1on7 .

I : 7

Please comment on:

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

e

balance between service/control as demonstrated by the PE:

the management input to the'étaffing process, the
classification process and the official 1anguages’process;

the time the process takes:

management satisfaction with the results:

" How would you compare the level and the quality-of- the service you'givé now
with the service you used to give?

o LILLLLL e LLLLLLL

1 N , 1 7

Conment s
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“Would you give me your definition of: "good service"?

" Have you beéh;asked tdfperformfany task that wasn't previously paft of your
. job? . : ' :

In your opinion, are there enough personnel advisors -and assistants in your
sector? = : o e \
. -

which changes (if any) would you make to the roles and résponsibilities and
why? o : _ R e

{

what would the advantages and disadvantages of such,chéhges be?
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