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1. STATUS 

SPECIAL OPERATING 1.1 
AGENCY (SOA) 

Effective April 1, 1990, the Government 
Telecommunications Agency (GTA) is established as a 
Special Operating Agency (SOA) in accordance with the 
armouncement by the President of the Treasury Board. 
Special Operating Agencies are an innovative concept of 
management in government. GTA's aim, in meeting the 
telecommunications needs of the federal government, is 
to provide high-quality services to its clients in an 
efficient and effective manner at an economical cost. 

GTA AS PART OF THE 
DEPARTMENT OF 
COMMUNICATIONS 

MINISTERIAL 
RESPONSIBILITY 

1.2 The responsibility for planning, providing, coordinating 
and managing common telecommunication services for 
the Government of Canada lies with the Department of 
Communications and is carried out primarily by the 
Government Telecommunications Agency as a Special 
Operating Agency within the Department. DOC's overall 
objectives for telecommunica tions, technology and 
research, including the development of Canadian 
industry, and regional development, will  be furthered by 
the close liaison and sharing of information between GTA 
and other components of DOC with respect to planning, 
long-term technical requirements, and procurement 
strategies. When DOC uses GTA's procurement 
strategies to support Canadian industry, the cost 
difference between the lowest-cost compliant tender 
response and the lowest-cost response meeting DOC 
development strategies will be absorbed by DOC. 

1.3 The Minister of Communications is the Minister 
responsible for GTA. The Chief Executive Officer (CEO) 
of GTA will  be formally accountable to the Deputy 
Minister (DM) through the Assistant Deputy Minister, 
Research and Spectrum (ADMRS). The DM and ADMRS 
will determine the overall policy and financial 
framework, will approve GTA's multi-year business plan 
and will assess annual performance against that plan. 
The CEO of GTA will be responsible for the day-to-day 
operations of the Agency. 
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2. MANDATE AND OBJECTIVES 

2.1 The mandate of the GTA is to meet the 
telecommunications needs of the government by 
providing the telecommunicatdons services required. 

2.2 To execute this mandate, GTA will provide three 
principal services to federal departments and agencies: 

a) common telecommunications services, shared and 
used by client departments and agencies; 

b) customized services to individual departments, 
agencies, or portions thereof, representing 
telecommtmications services which are unique to that 
organization; 

c) a planning, design and development service (the 
architect function) which will provide the strategy and 
take into account the operational need for an 
integrated system for all users. 

2.3 GTA as an SOA will develop its business services within a 
competitive environment to provide to its clients 
high-quality telecomnumications services at an 
economical cost. As an SOA, GTA will progressively 
increase the economy, efficiency and effectiveness of its 
services while also progressively demonstrating 
increasing value for money through the overall savings to 
the federal government as a whole. 

2.4 To achieve these objectives effectively, the Treasury Board 
Secretariat will continue to recognize GTA as the sole 
common service agency for telecommtmications in the 
government. TBS will endeavour, consistent with 
government policies, to maintain economies of scale in the 
area of common telecommtmications services. 

OPERATING 
PRINCIPLES 

2.5 GTA shall endeavour to provide an ever-increasing share 
of the federal governmenes voice and data 
telecommunications requirements, thereby achieving 
greater savings for the government in relation to 
equivalent commercial services available from 
telecommunications carriers and the industry. 

2.6 GTA will conduct its business in an efficient and 
client-sensitive manner. Its operating principles are as 
follows: 
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2.6.1 The operations of GTA will  be guided by this 
framework document, which includes the 
requirement to develop and follow a business plan 
in whkh increased regional responsibilities and 
detailed financial and service objectives with 
associated performance indicators are estab lished. 

2.6.2 The primary focus of GTA will be on the provision 
of service to clients, demonstrated by a 
commitment to excellence in terms of quality of 
service and responsiveness to clients. 

2.6.3 GTA will create and maintain a strong awareness 
of its services by undertalcing a variety of 
marketing activities. 

2.6.4 GTA will place a strong emphasis on the 
professional capabilities of its employees by 
provicling a challenging environment in which 
superior performance is encouraged and 
rewarded, professional development 
opportunities are provided, participative 
leadership is fostered and intelligent risk-taking 
initiatives are encouraged. 

2.6.5 GTA will apply and adapt, where necessary, the 
best private and public sector management 
practices and techniques. 

2.6.6 GTA will adhere to appropriate professional 
standards and codes of ethics. 

2.6.7 The employees of GTA will continue to be public 
servants governed by the Public Service 
Employment Act and other applicable legislation. 

2.6.8 The operations of GTA will be managed with due 
regard for economy, efficiency and the 
achievement of financial objectives and 
performance targets as agreed from time to time. 

2.6.9 In accordance with the approved business plan, 
rates for services will be established by the 
Agency, in response to market forces, at a level 
sufficient to meet the Agency's financial objectives 
and other performance targets as established for 
headquarters and the regions. 

2.6.10 GTA shall maintain and renew its estate, plant, 
equipment and other assets in the light of 
operational needs, using appropriate methods of 
investment .appraisal, and shall improve the 
utilization of those assets wherever possible. 
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2.6i1  GTA shall follow best public- and private-sector 
employment practices and shall promote staff 
involvement, to the greatest degree practicable, in 
all aspects of its operations. 

OBJECTIVES 	2.7 GTA's spedfic objectives will indude the following: 

2.7.1 To provide efficient and effective 
telecomm-unication services which offer better 
value for money than client departments could 
otherwise achieve; 

2.7.2 To achieve such f-inancial and performance targets 
as are set out in the business plan; 

2.7.3 To run its operations, as far as practicable, in 
accordance with best business practices; 

2.7.4 To recover the cost of all  services as far as possible; 

2.7.5 To provide, consistent with its mandate, a 
• planning, design, and development service (the 

architect function) which will provide the strategy 
and take into account the operational need for an 
integrated system for all users; such services will 

• be ftmded by appropriation in fiscal years 1990/91 
and 1991/92; the funding of thèse  activities in 
subsequent fiscal years will be addressed in the 
Agency's multi-year business plans; 

2.7.6 To take full advantage of the scope for improving 
its competitiveness made possible by 
developments in technology which might occtr at 
any location throughout the country; 

2.7.7 To develop regional business plans that will 
ensure that unique regional priorities are 
addressed; to make service, operational and 
financial decisions in accordance with these plans; 
and to provide services as close to the client source 
as possible through regional, district and local 
operations; 

2.7.8 To attract and maintain a fully-qualified and 
efficient work force. 

•3. SERVICES 

3.1 GTA will offer services to its clients under three 
categories: 

a) common services 
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b) customized services 

c) planning, design and development services. 

3.2 Common services are those required and shared by all 
clients. They include intercity and local networks for 
voice, data and image transmission of all types. 

3.3 Customized services are those provided to a single client 
to respond to that client's unique needs, or are 
enhancements to the basic common services which are not 
required or shared by all clients. 

3.4 Planning, design and development services are those 
which improve the total service to the federal 
government, and which contribute to the ultimate 
integration, coherence and compatibility of the total 
telecommunications system. 

3.5 GTA will continue to operate in a competitive 
environment. 

4. ACTIVrTY STRUCTURE 

4.1 GTA will initially be structured with two operating 
components and one management services component: 

4.1.1 The telecommunications services comportent with 
three elements: 
• Systems Management 
• Client Services 
• Regional Operations. 

Regional offices are located in Moncton, Montréal, 
Toronto, Winnipeg and Vancouver, and are 
supported by district offices in some regions. 

4.1.2 The telecommunications architect component with 
two elements: 
• Engineering 
• Planning and Development. 

4.1.3 The management services component with three 
elements: 
• Financial Services 
• Administrative Services 
• Policy, Coordination and Evaluation. 
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4.1.4 The telecommunications services of GTA will 
operate in a decentralized mode to the extent 
possible and will offer services tailored to local 
and regional needs. 

4.1.5 The CEO may make changes in the organization of 
GTA in pursuit of its overall aims. Changes of 
major importance will require the approval of the 
Deputy Minister and ADMRS. 

5. FINANCIAL PLANNING AND CONTROL 

5.1 GTA will continue to opeiate in accordance with the 
regulations and directives governing revolving funds. 

5.2 All sums received by GTA as payments for goods and 
services will be credited to the revolving fund, and all 
expenditures incurred will be paid from the fund. 

5.3 GTA will maintain a pricing policy designed to ensure 
that it achieves its main objectives, and that its various 
activities make a positive contribution to its operating 
overhead, except where otherwise indicated in the 
approved business plan. 

5.4 Annual financial and performance targets will reflect 
progressively more demanding objectives for GTA. Value 
for money, revenue and expenditure targets and ratios 
will be set in the business plan. 

5.5 Each year (subsequent to the initial 1990/91 year) GTA 
will prepare a multi-year business plan covering a 
minimum of three years, for approval by the Department 
of Communications and submission to TB. Approval of 
these plans will constitute authority for GTA to conduct 
its operations accordingly. 

5.6 The multi-year business plan will be rolled forward and 
updated each year. It wffi set out: 

5.6.1 GTA's main strategic objectives and the means of 
progressing towards them, with particular 

• 	emphasis on savings to government, client 
satisfaction and other performance targets; 

5.6.2' forecast revenue and expenditure targets together 
with the detaiLs of any major new initiatives; 
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5.6.3 proposed operating resource requirements; 

5.6.4 proposed capital expenditure plan; 

5.6.5 forecast consolidated operating statements and 
balance sheets; 

5.6.6 key finandal and other performance targets; and 

5.6.7 an annual source and application of funds (cash 
flow) statement. 

5.7 GTA's multi-year business plan is a vital part of the DOC 
strategic initiative to decentralize the delivery of 
programs to regions. It will clearly reflect GTA's regional 
components and variations. 

5.8 The GTA business plan will  be the definitive document 
against which GTA's performance will be judged, and it 
will constitute GTA's input into the DOC MYOP 
submission. 

5.8.1 GTA will prepare an annual management report 
for submission to ADIVIRS. Such report, including 
financial statements, will address 
accomplishments compared with plans, projected 
future developments and.performance targets. It 
will also address strategic issues requiring DOC's 
policy guidance. GTA's annual report will 
represent its input to DOC for purposes of 
accountability reporting in Part III of the Estimates 
and DOC's Amrual Management Report. 

5.8.2 GTA will implement financial control and 
management accounting systems that enable 
ADMRS to review performance against agreed 
objectives. 

5.9 Accounting, Evaluation and Audit 

5.9.1 The Agency will maintain a financial control and 
management accounting system providing for 
regular review of actual costs, revenues, operating 
performance and cash flow compared to budget. 
The accounting system will meet the standards 
established by Treasury Board for the operation of 
a revolving fimd. 

5.9.2 The Deputy Minister will be responsible for 
ensuring that the impact and effectiveness of 
services provided by the Agency to its clients are 
evaluated from time to time. In addition, the 
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Agency will have an ongoing monitoring activity 
to determine how it is meeting its client needs. 

5.9.3 The internal audit group of the Department of 
Communications will continue to assess the 
effectiveness of the internal control systems 
established by GTA management, and shall 
undertake all other duties of an internal audit 
group relative to GTA. GTA will be subject to 
program evaluation on a periodic basis as 
conducted by the departmental program 
evaluation unit. 

GTA will continue to be subject to exte rnal audit 
by the Office of the Auditor General. 

6. FINANCIAL DELEGATION 

6.1 To the greatest extent possible, GTA will be free to 
conduct its affairs within the approved business plan. 

6.2 The specific financial authorities granted to GTA include: 

6.2.1 exemption from person-year control; 

6.2.2 authority to set and adjust rates; 

6.2.3 authority to allow the receipt and expenditure of 
monies received, with respect to goods and 
services provided, from parties outside the federal 
government; and 

6.2.4 authority to reflect in financial statements the 
earned interest on operating surpluses. 

7. PERSONNEL MANAGEMENT 

7.1 GTA's SOA status does not affect the position of GTA 
staff as public servants. They remain subject to ffldsting 

terms and conditions of employment. 

7.2 The specific personnel authorities granted to GTA include: 

7.2.1 authority to exceed the current senior 
management complement by three (3); and 

7.2.2 authority to develop a monetary incentive 
. program based on performance. 



7.3 GTA's exercise of its delegated authorities in the area of 
personnel management remains subject to audit 
requirements and to the provisions of the PSEA and the 
PSSA Act(s). 

7.4 GTA 

• operate a performance appraisal system suitable to 
its purposes; 

• train and issue guidance to staff in respect of the 
performance appraisal system; 

• set appropriate performance objectives for individual 
staff; and 

• facilitate opportunities for interdepartmental 
mobility. 

7.5 GTA will develop and implement a training strategy (to 
form part of the business plan) that will ensure all staff 
have the professional training and expertise required to 
achieve the aims and objectives of the Agency. 

7.6 GTA management will consult with union representatives 
as appropriate and will aim to maximize job satisfaction 
for all staff. 

8. ADMINISTRATIVE AUTHORITIES 

8.1 The specific administrative authorities granted to GTA 

include: 

8.1.1 authority to transfer title for telecommunications 
equipment used in shared services or in 
conjunction with other GTA services; 

8.1.2 authority for the CEO to: 

a) approve business/executive-class air travel, 
travel outside North America, and comprehen-
sive allowances ta cover actual and reasonable 
expensés; 

b) approve attendance of more than two persons at 
conferences; 

c) approve more than two memberships in one or-
ganization in the4same geographic location; and 
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d) approve official hospitality of up to $1500 and 
to provide hospitality to government employees 
in business-like situations; 

8.1.3 full authority to enter into service contracts at both 
the regional and headquarters levels. 

9. ACCOUNTABILITY AND REVIEW 

9.1 The Agency is part of the Department of Communications 
under the direction of the Deputy Minister and, 
ultimately, the Minister. The Deputy Minister approves 
the accountability framework. The Minister will be 
accountable to Parliament for all activitdes of the Agency. 
The Agency will be bound by the financial objectives and 
performance targets as agreed with the Deputy Minister. 

9.1.1 GTA will be bound by  relevant  legislation, 
regulation and policy of the Treasury Board and 
the Public Service Commission except where 
specific exemptions and delegations are granted in 
order to meet the Agency's objectives and 
operating principles. 

9.1.2 As the principal telecommunications service 
organization in government, the Agency will be 
responsible to its clients for meeting their needs by 
providing high-quality, timely and efficient 
services consistent with the purpose and 
objectives of the Agency. The Agency will be 
bound by applicable professional standards. 

9.1.3 The Agency will conduct its business in a manner 
that supports the general policy direction of DOC 
while being consistent with the mission and 
objectives of the Agency. 

9.2 The Chief Executive Officer of GTA will be a public 
servant appointed by due process under the PSE Act. 
He/she will be accountable to the Deputy Minister of 
Communications through the ADMRS. 

9.3 Under the provisions of a Special Opera ting Agency, the 
ŒO of GTA will  be entirely responsible for the 
operations of GTA, except where limited by this 
framework accord and by the approved business plan. 
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9.4 The Director of Finance and Administration, GTA, will be 
the Chief Financial Officer of the Agency, subject to 
his/her accountability to the CEO. 

9.5 The GTA program will be delivered nationally by the 
ŒO and regionally by the Regional Executive Directors 
(REDs), who will be accountable to the ŒO for GTA 
program delivery within their respective regions. 

9.5.1 Approved regional business plans will constitute a 
contract between the REDs and the CEO for the 
execution of the regional component of the GTA 
business plan. 

9.5.2 Regional Telecommunications Steering 
Committees will provide advice and guidance on 
regional priorities to the Regional Executive 
Directors and input to TAP on the development of 
the government telecommunications architecture. 

9.6 A Government Telecommunications Council, comprising 
members at the ADM or equivalent level, will be 
established to provide a formal "challenge" process for 
the plans and proposals for the GOC telecommunications 
architecture and long-range operational plans for 
common telecommunications  services;  it will also ensure 
that such plans provide a balance between departmental 
requirements and overall GOC needs. 

9.7 A Telecommunications Advisory Panel (TAP) will 
 provide advice and guidance to the telecommunications 

architect with respect to strategic and operational matters 
relating to the overall telecommunications architecture of 
the Government of Canada. In addition, TAP acts as an 
"enabling agent" for the Telecommunications Architect, 
and will identify, encourage and support common 
services where such services offer increased effectiveness 
and productivity for the GOC. 

9.8 GTA, the Department of Communications and Treasury 
Board will review this Framework Document 
periodically. Where appropriate, the parties may amend 
the Document and/or issue supplementary directions 
and guidelines, as necessary. 
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