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ASSESSMENT OF ‘THE CULTURAL STATISTICS
' PROGRAM: PHASE TWO REPORT

"EXECUTIVE SUMMARY

"I. Background and Scope of the Assessment 3

o The assessment 6f the‘Cultural‘Statispics Program (CSP) began in

September 1979 with an evaluation assessment. Alternative

x¢approaehes to evaluation were then»éonsidered by the client, the

Joint Co—brdinating Committee (J.C.C.), consisting of senior

.management representatives of STC and DOC.

The evaluation approach.selected by the J.C.C. was focused on the
identification of improvements to the design, management and
conduct of the existing Program. The selected approach

concentrated on a "program review", rather thah on the evaluation
of goals and objectives achievements. Thus, the project team was

“instructed to identify improvements to the existing Program, as

opposed to the corporate-level question of whether or not the
Program constituted an effective utilization of DOC and STC

resources.

A two-phased study was then undertaken. Phase One, completed in
July 1981, resulted in a more systematic definition of the goals
and objectives for the CSP. Particular users and uses of

cultural data were identified, and they became the basis for the

program design.

The work in Phase Two then focused on the identification of

_improvements to the existing processes, products, services and

management of tpe CSP. A final briefing was made to the J;C.C.

in December 1981 at which the findings and recommendations were

© . presented.

* The Final sectior of the Phase Two Report contains a revised

model of the Program which synthesizes the results of Phases One
and Two of this study. ' ’
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: been submitted as a separate document.

ii

This is the final report oh thevproject, and contains the -
findings,'conclusions and recommendations of the study team.

the that, at the request of the client, the recommendations have

" . IL. Findings

The major findings of the study team are listed below under the

S three areas of researeh: the conduct of the CSP as a joint

program, CSP processes, and CSP products and services.

a) Conduct of the CSP As A JointvProgrem

The CSP, during its five-year life, has made significant progress
towards the establishment of a upiform set of time-series data on

key aspects of culture in Canada. A substantial and

“heterogeneous body of users of the CSP data was identified in

Phase One. Evidence exists of important policy uses of the data
by the principal client, DOC (Arts and. Culture) and other users.
Recall, however, that the study team did not examine the question-
of the effectiveness or cost-effectiveness of the existing
Progranm. .

The commitment of the two sponsoring Departments (STC and DOC) to
a useful, quality product was evident, and has been a ma jor

factor in the accomplishments to date.

However, working relationships between the two sponsoring
Departments have been allowed to deteriorate to the point at
which they are seriously jeopardizing the future continued

success of this joint Program.

- .. The major causes of the deteriorating relationships have been:

. lack of formal, detailed and tlmely specificatlon
_by DOC of its data requirements,
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. the managers from DOC and STC and the J.C.C.
" did not ensure that formal joint project

teams were utilized to conduct the surveys; .

. no precise working agreement has been reacﬁed
on the role of DOC in the management of the - . -~
CSP; ’ ' ‘

. an unacceptable degree of animosity has been
allowed to develop between individual officers
from DOC and the CSP; '

. the two managers responsible for the program.
from the CSP and DOC have not been consistently
forthright or aggressiye in conveying and:
addressing their respeétive problems with the

Program; and,
. the J.C.C. has not provided the leadership

and direction required to jointly conduct
the program.

b) Program Processes

Two series were examined: the Book Publishing (A) Survey, and the

‘Performing Arts Servey (Theatre Companies). Three sets of

findings resulted: those specific to each of the two surveys, and
those applicable to the CSP as a whole.

Book Publishing

. Actual processes followed closely the model for the CSP.

. Planned schedules were maintained reasonably well, up to
and including the production of a preliminary clean file.

The Bulletin was released on February 10, 1981; the
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'bblanned release date was December 80/ January 81.

However, the Publication has still not been released;
targeted release was for the summer/fall of 1981,

- - -

4PerSon-day and dollar utilizations were 309 below the

planned level in the Operations section. A—major}part
of this under-utilization was due to the delay in
releasing the Publication.

Staff of both Departments exhibited a high degree of
expertise in the subject matter area. - Very little of
this knowledge is documented.

The definition by DOC represehtatives of their specifiec
data needs of this survey, is in need of dramatic

improvement.

Central services of Statistics Canada fesponded to the

CSP requirements within acceptable pime‘limits.

Performing Arts (Theatre Companies)

- . o e~ — .= e - .- .

A substantial portion of the data for this survey
comes fronm forﬁs submitted to the Canada Council.

Much manual work is involved in this transfer.

As well, important judgements are required by CSP

staff as they do not deal directly with the Candda
Counecil applicants. a : R

Again, both Departmental groups exhibited considerable

knowledge of the field. Little of this knowledge
exists in a documented form. ~ -

Planned schedules were maintained reasonably well,‘
up to and including the issuanég of the Bulletin

‘in December 1980. The Publication, scheduled for

release in July/August 1981 is now not expected
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i to be released until February 1982.

. The DOC representatives had not yet submitted a formal,

detalled statement of the DOC data requirements of the

’ survey, but undertook to ‘do so.. -

. Central serv1ces of Statisties Canada prov1ded the

requlred service within -scheduled time frames.

CSP-Wide Eindings

_Manggement

Program management, in terms of inital planning and

_conformance. to STC requlrements meets all of the

conditions of the STC Protocol for EDP projects (1976)

and the more recent management review developments.

The Operations Section is relatively weil—managed,'with

regular internal time-use reports maintained on a‘project

. and section level.  However, no formal PMS has been

introduced.

The Analysis Section is not achieving an acceptable level
of section or project management. No reliable indicators
of ‘workload exist.

The relative. duties of'the Assistant Director and the two.
Chiefs are in need of clarification, including the
assignment of budgets and authority levels.

.The project team and’management approach called for in

the DOC/STC joint agreement, has not been 1mp1emented
consistently or effectively. L - 1

Project reviews are not held on a regular basis, upon

cdmpletion of the clean file.
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Analysis Section

; Staff turnover has been high,~and_is'résulﬁihg in
workload problems for the Chief of Analysis.
:Sgbject~matter issues‘are predominant, at the . .

‘expense of management and cohtrol.

. The present .definitions of the roles of the Chief,
Analyéis and the unit heads are in need of change,
to emphasizeAthe project management and control
functions. R B

. Other analysts are not carrying the workload to be
expected for their levels. This is exacerbating the

workload pressures on the Senior Analysts and the Chief.

"e) Program Products and Services

Products

Findings on the-actual data -collected by the CSP are contained in '
the report of Phase One of this study. This set of findings,
then is concerned with ways of packaging and disseminating the

.data to users.

1. CSP products differ in content, timing, the extent to which

they are customizéd to users requirements and status of the data,

‘i.e. preliminary or final.

2. The publications (i.e. catalogues) consume relatively high

levels of resources.

%.3. Three key features of the CSP clientele which are pertinent
" to the selection of the Program's products are:

- DOC as the principal client

-~ the heterogeneity of users in their
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',respective'resources,‘skills and ﬁeeds.
for using statistics

- their concern for timeliness of the T
"published data

4. The DOC as priﬁcipal client‘does-not, except for Speéial

requests of individual dfficers, receive a customized set of

" . products when the clean files are ready.

5. The heterogeneity of the_clientele“}equires‘that the Progfam
respond to this with a variety of pfoducts,

6. While users are heterogeneous, their actual subject matter

T

" (data) interests are similar..
"T. Most users are concerned about the lateness of the data.
"Lateness" is usually defined in terms of the dissemination dates
of the publications. '

8. Access to the data.files can usually be achieved .far in . .
advance of the release of the publication but many users are not

aware of this fact.

Services

As paff of this study the project team was asked to examine the

following services:
- Analysis .
- User-éducation
- Co-ordihatioh-and clearinghouse roleé

9. Findings on analysis are contained in the assessment of
processes and the CSP as a joint program. However, we point out
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that it is.important that the analyéis of DOC and CSP\officials

?Shéuld be coordinéted'forAbbﬁsistency in'interpretétion and to
avoid duplication. ' ' ~ . Ce

10, User—educétidn is -an important service for CSP users'andfis
f~prpvided informallyAth#ough the ‘consultation and sbecial'neqhest

processes. This service becomes more important if the use. of
wspecial requests is encouraged and less emphasis placed on

" publications.

" 11. A Co-ordination/Clearinghouse Service to prdvide

- .information on the many studies being conducted on Arts and

Culture would be impqrtaht to the Arts and Culture Community.

. However, other issues are more important than this to the future
‘of the CSP. o

III. Recommendations

The recommendations of the study team, provided separately, are
also. presented under.the three major areas of research.




I BACKGROUND AND PURPOSE

The evaluation of the Cultural Statistics Program (CSP) began in
late 1979; when the Department of Communications (previously

- Secretary of State) and Statistics Canada contracted for an
evaluation assessment. The assessment revealed that the demand

for a program of cultural statistics ex1sted but users of the

Program expressed concerns for improvements.

The Joint Coordinating Committee (J.C.C.) of the two departments
reviewed the evaluatiqh options presented in the assessment
report and selecteﬁ an approach that focused on improving the
design, management and conduct of the CSP, as opposed to an

‘evaluation of goals or objectives achievement of the program.

The actual evaluation of the Program began in late 1980. The

study was conducted in two phases.

.The purpose of phase one was to provide to the J.C.C.

_ recommendations on fields of culture to be surveyed and
alternative users and uses to be served by the C.S.P., in the

context of ehanges whlch may have oecured to the environment of

'the Program since it creation.

‘The phase one report was reviewed by the J.C.C. on June 26, 1981
and two sets of decisions were made. The first set was on the

goals and objectives and clients of the Program (i.e. users, uses
of data and fields to be surveyed). The phase one report
contaihs these decisions. The second set of decisions was on the

~scope of phase two of the evaluation.
The purpose of phase two was to:
i. assess the individual statistics to be collected by two
selected projects, Book Publishing and Theatre

Companies;

ii. examine the producté and services .of the CSP to.
' determine whether or not changes should be made to them;
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iii. - phdentake an efficiency evaluation of the CSP processes

and identify areas of potential resource savings;

iv. assess the current organization and manageﬁent of the
CSP as a joint program and develop and assess options
for: addressing problems assoclated with-the conduct of-.

the Program as a joint one; and

v. provide the J.C.C. with a revised program model by
synthesizing the decisions of the J.C.C. on the goals,

objectives and clients of the program and the

recommendations of phase two on products and processes.

The priority areas for the phase: two investigations were to be

the assessment of the CSP processes and the management and

- organization of the CSP as a joint program.

The J.C.C. also instructedﬁthe study team to examine, if
resources permitted, the following additional issues in phase

two;

timeliness/format of the various CSP products;

disaggregation to be provided by the individual projects;

analysis;

coordination/clearing house role; and,

consultation (with emphasis on output).

It is important to note that the phase two study was not intended

to examine the relevancy to users of the data produced by the

Program. This assessment was conducted in phase one of the study

and the results, in general, confirmed the overall direction of
the Program. Recommendations were contained in the phase one

report on changes which could be made to the information

- ¢ollected by the Progranm.




IT APPROACH AND METHOD

1.0 Introduction

The approach to phase two was influenced by two factors; the
decisions of the J.C.C. following its review of the phase one
report and the terms of reference for the entire study (May
1980), :

The deciéiqns of the J.C.C. were that the second phase would

. focus on a limited number of surveys in the review of individual

statistics and of program processes, and that specific issues
additional to the original terms of reference would be examined,
if resources permitted. These issue were listed in the previous
sectidh. The terms of reference.pléced the priorities of phase
two on the organization and management of the CSP as a joint

_program and on the evaluation of program processes. As well, the

terms of reference specified that a revised model of the program
would be developed by synthesizing the results and decisions of

both phases one and two of this study.

The dirfferences in the areas to be examined in phase two as well
as the differing levels of importance given to them by senior
management resulted in the use of a variety of methods by the

study team.

2.0 Review of Individual Statistics to be Collected

It was agreed prior to the conduct of phase two that this review
would be carried out by DOC and STC personnel, exclusively. This

review, which is continuing, is being conducted on two projects,

" the Book Publishing Survey and the Actors Survey.

3.0 -Assessment of Products and Services

The phase'one report contained recommeﬁdations.on the actual data

(i.e. scope and perspective) of the program as a whole. The
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- assessment of products of the program, then, focused on ways of

packaging and disseminating information to users and not on the
data themselves. The assessment and recommendations oh servides
were made on user-education, coordination/clearinghouse and

analysis services.

The method used in this brief review of products and services was
to assess the existing.products and services against the relevant
salient features of the CSP clientele identified in phase one.
Thét is, the DOC as the principal client, the heterogenity of the
user groups and the concern among virtually all users for
improved timeliness of the published data. Information on

associated resource levels and timing of dissemination of the
products was collected in the assessment of processes.
Recommendations were then made on changes which could be made to

the products and services offered by the program.

4.0 Assessment of Processes

The assessment of the CSP processes was of major concern to
senior management and to DOC in particular. In this assessment,
performance criteria were developed and applied to the major
steps of the project processes. The information for this
assessment was collected through observation and documentation of
the two projects under review and through an analysis of records
on a completed survey, the Actors Survey. Implications were
drawn from the findings on these three surveys to the program as

a whole. A detailed description of the method used is contained

. in section V.

5.0 Assessment of the CSP as a Jointly Sponsored Program

It was acknowledged by this study team and those responsible for
the program, that joint programs are more difficult than others
to conduct. In the initial planning for the Program this was
acknowledged and formal vehicles were established to facilitate
the joint conduet of the Program by DOC and STC.
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The assessment of the CSP as a joint program was conducted by:

- Examining the formal vehicles eétablished for jointly

conducting the CSP;

" - Assessing the ex;ent.to which these vehicles had been used by’
DOC and STC officials to jointly conduct the program;

- Identifying the weaknesses and problems associated with the
actual conduct of the CSP as a joint program through these

vehicles; and,

- determining the major factors which have contributed to the

problems identified in the conduct of the pfogram as a joint one.

It should be noted that this kind of assessment is largely
judgemental. Information was collected throdgh formal interviews
and informal discussions with DOC and STC senior and program
management officials and ongoing contact and discussions with
program officers. As well, the study team's long association

with the program contributed to this assessment.

As part of this assessment we developed options for the
organization and management of the CSP as a joint program. These
options were then assessed against their ability to resolve the
problgms identified in the assessment of the CSP functioning as a

joint program.

During the course of phase two the problems identified by the
project team concerning the joint conduct of the CSP were
presented to the ACS Institutions and Agriculture Branch of STC
and the ADM Arts and Culture Branch from DOC. A major decision
was made by these two officials at this time. That was, that the
two ﬁepartments would éelect only from the organization and
managemeﬂt options in which the two Departments would continue to

work together on Cultural Statistics.
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IIT FORMAT OF THIS REPORT

Sections I and II of the report described the background and .

pﬁrpose and the approach and method for phase two of the program

evaluatiqn of CSP.

Section IV is an interim report on the review of individual
statistics conducted by DOC and CSP officials.

Section V contains thé findings of the assessment of the CSP

' program processes.

Section VI provides an assessment of CSP products and services.

Section VII contains an assessment of the CSP as a jointly

sponsored program.
Section VII contains a revised model of the CSP.

Throughout the report references are made to Annexes which are

provided in the back of the report.

As instructed by DOC and Statistics Canada officials, the

recommendations emanating from the program evaluation are

contained in a separate document.
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1.0 Introduction

As part of this study, the J.C.C. decided that the review to be.

conducted of individual statistics would be done on two projects
only; the Book Publishing A survey and the Performing Arté '
Survej. These reviews are being conducted by DOC and CSP
officials.. A status report submitted to this consultant team by

these officials is presented in this part of the report.

2.0 Status Report

TASK AREA A

A.1 Introduction and Purpose

In developing the.work plan for Phase II, it was agreed that DOC
and STC would conduct Task Area A which relates to the study of
individual statistics to be collected and repdrted on for the two
projects selected for in-depth review (book publishing and

theatre companies).

A.2. Performing Arts (Theatre) Survey

A.2.17. Terms of Reference

The following terms of reference were established for the review

of the theatre companies survey:

"As part of Task Area A, the theatres project
team of John Gordon, Iris Bradley and a
represéhtative(s) from the Canada Council
(with the involvement as required of Yvon

Ferland, Roch Bacon and John Thera) will
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review the theatre companies survey from

the following perspectives:

1.

Content

"« DOC and Canada Council information

requirements and reasons for them

. information available from Canada

Council fopms

.- information collected by provineial
and territorial departments and arts

couneil
. information collected by CBAC

. information currently collected on

CSP questionnaire

. information available from other

sources.
The objective of this review will be

1) to revise the CSP questionnaire
(if needed)

2) to suggest future revisions to the

Canada Council forms) if needed

3) to determine the extent to which
existing provineial and territorial
forms are compatible with each other
and with the desired CSP data -

4) to examine the feasibility of
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collecﬁing and publishing forecast

(as opposed to actual) data

2. Survey Population

. determine the survey population to be
covered and sources of population lists

. examine the census/sample issue and make

a recommendation
3. Reliability of Data

. an examination of the quality of CBAC,

Canada Council and CSP data

‘4, Process

. review the existing arrangements (timing)

for receipt of the Canada Council data
5. Consultation

» develop a work plan for consultation with
the provinces and territories and with the |
CBAC regarding the cooperative collection

of data."”

A.2.2 Progress to Date

The project team has met on a number of occasions and has made
progress in each area.- DOC information requirements have been'
specified in a document dated December 7, 1981. A project team
report on all other items, including the relationship between

these needs and the existing data base, has been promised for
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December 18, 1981.

A.3. Book Publising Survey(s)

A.3.1. Terms of Reference ‘

While detailed terms of reference were not set out in writing, it

- Wwas égreed that a joint SC/DOC working team would review

Questionnaire "A" on bdok publishers with a view to:

. examining the content of the questionnaire in

relation to DOC information requirements

. reviewing the adequacy of the current survey

being collected

. reviewing the quality and reliability of the

data being collected

. developing a work plan for consultation with
other federal departments, provincial

governments and the publishing industry

Subsequently (at a Novemﬁer 5, 1981, meeting), it was decided
that Questionnaire A could not be examined independently of
Questionnaires B and C. Accordingly, the scope of the review was
expanded to include all three questionnaires. It was also
decided not to introduce any changes prior to'the 1982 survey in

order that an adequate review and consultation process could be

undertaken.

A.3.2. Progress to Date

A number of meetings have been held to date to review
definitions, survey coverage and response rates on a question by
question basis. A statement of DOC data needs was provided to SC

on November 24, 1981. 1In addition, the following timetable for
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consultatién was established

January, 1982

February - March -

April - May

at the November 5 meeting:
Combletion of DOC review

Consultation with other

federal departments

Consultation with provinces

and industry associations

"
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V ASSESSMENT OF PROGRAM PROCESSES

1.0 Introduction

1.1 Purgése

The purpose of this assessment is to determine the efficiency of’
existing processes and to identify potential resource savings
within the CSP.

As limited time and resources were available for an assessment of
the program processes, it was agreed by DOC/STC that two major

projects,

Book Publishing A, and

Theatre Companies

would be studied in depth. It was agreed also that, in order to
examine the complete spectrum of process steps, the completed
Actors' project would be used, as necessary, to complement the

above two projects in the processes study.

An additional requirement was inecluded in the assessment of the
‘processes study, whereby infomation relative to the assessment of
products and services, for use in Task Area B.1., would be

documented.

1.2 Terms of Reference

The basic terms of reference for the consultants were included in

“. the Work Plan for Phase II, submitted to the Steering Committee

on August 18th, 1981.

- In addition, detailed terms of reference were developed for the
CSP staff participation. The work tasks for CSP staff, to be

conducted on a joint basis with the consultants, were:

12
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a. to deseribe, in detail, each project process step from
' inception to final publication and dissemination;

»  b. to detail the resources, time utilization and

scheduling, including planned v.s. actual; and-

¢. To provide other backgréund information as required.

1.3 quk Plan

The Phase II Work Plan, referred to above, was amplified further

into a detailed B.3 work plan, as per Annex A attached.

The work plan was used in conjunction with the terms of reference

for CSP participation.
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2.0 Method

2.1 Efficiency Criteria

. As a basis for assessing the levels of efficienc& within the

processes, efficiency criteria were developed.

The initial set of criteria were developed to apply to both the .

CSP/DOC aspects of the processes and to the outside central

services of Statisties Canada. (Annex B)

At the time of development of the efficiency criteria, it was not

known if detailed records were maintained at all process levels

for each of the criteria proposed. This aspect will be discussed

later in the report.

2.2 Process Step Detail Approach

The approach used to assess the CSP processes was as follows:

C.

d.

the development of a process model (Exhibit I)
reflecting nine major process areas and thirty five

detailed steps, common to all CSP projects;

the detalling of activities or tasks within each

detailed step, based on CSP descriptions;

development of a structured interview guide (Annex C) to
determine the actions and events that occurred within

each major process area for the selected surveys;

an examination of the resource utilization, the time
scheduling and the products and services within the

major areas; and

interviews were conducted with DOC staff to determine

their views on key aspects.of the CSP program
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SCHEMATIC OF MAJOR FUNCTION AREAS CSP

: e e
RESPONSIBILITY/ROLE .
DOC/STC Area 1 | PRE-CONSULTATIVE . {acc Meeting - Program Lavel
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PRELIMINARY | FINAL
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BULLETINS .
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FINAL -
PUBLICATIONS
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—lneadied for Planning
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]
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procedures.

2.3 Comparative Program Assessment

A brief comparison was made between the CSP' and the Post
Secondary Section of Education,_Scienée and Culture Division.
Arrangements were made to obtain'pasic program data on the A
numbers of projects, staff and other resources and the use of

central services.

In addition, information from the review of satellite operations
was obtained as a further comparisbn with similar programs. This

information was part of the DOC contribution under Task Area B.1.

2.4 Analysis of the Process Step Detail

The analysis of the process step detail was conducted at the

following levels:

i. Comparative analysis of planned v.s. actual resource and

time utilization for the two designated projects;

ii. Assessments of the practicability and relevancy of
resource and time utilization, through interviews and

file reviews;

- iii. The recording of process management decision points
against the "Protocol for EDP Projects within the
Institutional and Public Finance Statistics Branch"

dated December Tth, 1976 (see Annex D); and,

iv. Priority determination, responsiveness of outside
services,'inter-program relationships and other external
factors such as the DOC and Canada Council participation

were all tested against protocol/agreements and

documentation.




.

.~

. .. . L. - | . . Lo e PR o e - PRSP e et PR

16

3.0 Approach to the Report

There are six parts remaining in this section on program"

processes.

Part u'discusses the general background comments oﬁ the -

~limitations and other factors affecting the study.

Part 5 describes the step detail processes for the

program as a whole.

Part 6 comments on the findings within the Book

Publishing project.

Part 7 comments on the findings within the Performing

Arts (Theatre Companies) project.

Part 8 contains the findings under a set of issues, on
both a Program and Project basis.

Section 9 provides a summary of the assessment of the

processes.
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4.0 General Program Comments Affecting the Process

Assessment

4.1 Resource Utilization

Although complete resource recording exists through the
REMAP's at the Program level, and is even useful at the
project level, it was not designed to capture

step~-detail costs.

Further,"the time~usage figures are reported by staff
classification levels only, on a program basis within
each projeet and do not provide a split between the

Analysis sub-section and Operations sub-~section.

The result of these two limitations is that it was
necessary to make several assumptions in order to
determine the estimates of the costs and person-day

utilization for each of the nine major process areas.

To determine program costs, the monthly REMAP statements
have been reflected against the actual scheduling of
actions that occurred. A one month delay in reflecting

central services was adopted.

To obtain person-day utilization, an unofficial computer
program maintained by the Chief of Operations was used.
This program, .for internal Operations control, shows the |
detail of each Operations staff member against each
project. It was possible to subtract these from REMAP
totals, thus approximating the analyst time usage but

only in total project terms.

As specidl requests were also involﬁed, a method had to
be devised to allow for this activity. The costing for
special requests was available for each month along with

person-day utilization. Splitting this total between
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analysts and operations staff was not possible.

Finally, in order to capture data for the complete A
process step detail, 1980-81 figures reflecting the 1979
surveys were used. Thus, the estimateé-of costs are
merely indicative and are not presented as totally
accurate. The details of these cost/utilization

-projections are illustrated in Parts 6 and 7.

4.2 Projects Selection

The two projects selected, presented some significant

assessment difficulties, detailed in 4.2.2. below.

It should be stated however that they were excellent

choices for other reasons, reflected in 4.2.1.

4,2.1. Positive Factors in the Project Selections

Book Publishing A Theatre Companies

- one of the oldest, best . = also a well established
established surveys of project of CSP;
CPS;

- selected by J.C.C. for - involved a third party
in-depth review this source for data through
year; . Canada Council;

- represented a projecﬁ - represented a project
in the commercial ' in the non-profit
area of private area of cultural
business; and industries; and

- used significantly by - of significance to
DOC research and policy DOC research staff.

staff.
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§,2.2 Negative Factors in the Project Selections

Book Publishing & ' Theatre Companies
- only one part of a ~ inability to isolate
‘three part project; Theatre Companies from

the general Performing

Arts project;

- Both represent the Industries
side of the CSP, providing
no access to the Institutions
side of Analysis or Operations.
4.3 Program - Wide Implications

The assessment of processes was limited, by general

client agreement, to two projects and access to a- third

project. Within this limited perspective, program- wide

inferences have been drawn.

Care has been taken to try and determine where
significaht differences may exist between the projects

selected and other projects within the program.
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5.0 Program Process Step Detail

5.1 Introduction

Exhibit 1, portrayed earlier presents a model 6f the
progrgm-wide step- detail processes. The model was
developed from a paper entitled "The Responsibilities 6f
Statistics Canada Respective to Any Project,“ prepared
by CSP in Jamuary, 1977 (see Annex E). CSP staff
assisted in reviewing the model and ensured its accurate

reflection of program activities.

Each of the nine major process areas is described in the
following sub-parts.

5.2 Process Step Detail

5.2.1 Area 1 Pre-consultative Decigion Stage - (STC
#1)*

In this area, both DOC and STC discuss, through the
J.C.C., which projects within the Cultural Statisties
Model, will be developed, modified and undertaken within
specified time frames. These time frames are normally
expressed in start up date terms. At this stage
completion dates are not established. The rationale for

priorities is discussed in terms of DOC needs, broad

needs for information, the publies to be surveyed and

serviced and the abilities of the Program in terms of
resource utilization. (
¥ The reference to STC #'s relates to Annex E - The

Responsibilies of Statisties Canada -~ Respective to any
Project, January 1977.



5.2.2 The Pre-Consultation Project Objectives/Stage
Needs (STC #2)

Once the start-up dates and basic concepts have been
established, each survey project is defined as to
general content to be met and the'objectives of the
projeﬁt. DOC, at this point is the key client in
identifying the broad needs to be served. The
objectives to be met are framed by both DOC/STC. The
population of users and respondents, to be consulted, is
determined and preparations for consultation meetings
are compléted.

5.2.3 The Consultation Stage (STC #3,4,5 and part of 6)

The Consultation Stage is aimed at two target groups -
users and respondents; and has two major phases -
initial consultation and final consultation. It should
be noted that frequently users and respondents equate,
as both suppliers of and users of the project data.

The purpose of the initial phase is to determine
detailed and supplementary needs, beyond the DOC/STC
initial identification, and the population in order to
develop the General Statement of Requirements and
resource estimates. It is also used to determine the
respondents ability and willingness to provide data,
leading to survey design. Both DOC and STC staff

participate in the consultative process.

After STC has developed a preliminary survey instrument,
a second round of consultation frequently occurs to
confirm or revise the survey instrument with respondents
and ‘to discuss the expected level of data output to

users.

In the case of on-going, regularly run projects, the
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above two phases are used to refine or augment an

existing survey instrument.

5.2.4 Survey Development (STC Part of 6, 7, 8, 12, 13)

Based on all the preceding phases, the survey instrument

is coﬁpleted and the computer program for outputs and

edit programs are developed which include:

- creation of mailing lists;

~ the sample design;

- the methodology for editing;

- the compﬁter systems design; .

- definition of data outputs (tables); and,

- typesetting, translation, proofing, and printing completed for

for the questionnaire.

5.2.,5 Data Collection (STC #14, 15)

This aspect invoives mail outs, follow up, receipt of

all survey instruments, including assistance to
respondents if needed.

5.2.6 File Creation/Data Preparation (STC 11,:16, 17,
18, 19, 20, 21, 22) '

This phase covers the initial manual check, key
punching, machine edit, corrections, resulting in two
producﬁs, an initial pheliﬁinary clean file and, when
all avallable survey data is received, a final clean
file. By "preliminary clean filé" we mean the file that
exists at the time when the analysts judge that a
sufficieﬁt number of responses ‘have been received to

permit release of data and to prepare a Bulletin.

5.2.7 Pre-Analysis Extraction (STC 23, 2U)



23

The analysts request data oﬁtputs, based on original

survey design work and definition of data output needs. \

" Operations produces data output and conducts

qualiﬁy/accuracy checks before passing_data to analysts.

5.2.8 Pre~Publication Analysis (STC 25)

The analysts conduct two levels of analysis -« the
determination of the utility of the data for CSP use and
the interpretation of the data for user needs. The
analysis is also conducted in two phases - for early
release in acceptable format and later release with

written commentary reflecting analytical conclusions.

'5.2,9 Publication/Dissemination (STC 26, 34)

The publication/dissemination is a multi-facet phase:

I Preparation - involving translation, designing,

typesetting, printing, procfing and final

printing; and,

IT Release ~ involving notification, distribution,

and special requests:

for Bulletins

for Publications

for Special Runs

for tapes, or

for other modes.
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In addition, CSP staff must respond to user requests for
interpretation, supplementary information, ecritiecal

comments and a variety of specialized user needs.

5.3 Relationship to Specific Projects

While minor variations may)occur within selected
projects, or levels of effort may vary, the above
descriptions have application for all CSP conducted

projects.
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6.0 Book Publishing A

" 6.1 Process Step Detail

No major variations were noted in the detailed process

steps’ for Book Publishing A.

It shoula be noted that under Area 5, Data Collection,

the operations staff provide a high level of assistance
to the respondents, frequently pointing out errors and

in some cases providing direct assistance in the

completion of survey forms.

Similarily in Area .6, File Creation, the operations

- staff conduct a detailed manual check of each cell and

its relationship to other cells. Initially this

extensive manual check was questioned, on the grounds

. that machine edits were also used. It was determined,

however, through checks with industry and government
representatives, that where hard financial data with a
high level of inter~relationships between cells exists,
it is generally accepted that careful manual checks
should be made at the preliminary data input stage.
Failure to conduct careful manual checks can result in a

failure to achieve a clean file status.

Evidence existed of a close relationship between the
analysts and operations, particularily at the clean file
close out stage for preliminary and final data, though

the primary initiative came from operations staff.

The high level of in-depth personal knowledge of the
book publishing commdnity and its operations by both
operations staff and the analysts represented both a
strength and a weakness within the step detail process.
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In terms of strengths, the operations staff and senior
level analysts are so familiar with the respondent
community that judgﬁents on lévels‘of assistance and
relative importance of companies,  in terms of
preliminary data needs, are made without documéntation.
The operations files on individual companies are

exhaustive and up to date.

The weakness observed is that, both on the senior
analysts and operations side, the personnel have been on
the project since its inception. Changes of staff are
forecast in the next year or so and accumulated

knowledge will be required as a transition record.
The roles of the analysts, in Book Publishing A are -
discussed in more detail under Part 8.2.1 Analysis

Management

6.2 Resource Utilization

Exhibit 2 presents an indicative estimate of both dollar

and person day utilization by process step detail.

As portrayed, in the project totals, utilization was
significantly below the planned levels in the operations
section. A major part of this under-utilization was
identified as being due to the delays in developing a

publication for the 1979 survey.

This under-utilization was usgd for other workload
demands, such as the Actors project and other stated
workloads. The Chief of Operations regularily adjusts
staff efforts to meet special or unusual demands. The
exact changes in operations levels for Book Publishing
could not be determined, but as indicated in Sub-Part
6.3 Scheduling, the major step-detail schedules were
maintained by operations staff.
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(000's)
Steps 1,2,3
Consultation ' 12.2
Step U o
Survey Development 25.3
Step 5 - .
Data Collection 11.0
Step 6
File Creation 25.8
Step 7
Pre-Analysis
Extraction 9.0
Step 8
Pre-~Publication
Analysis 8.9
Step 9
Publish/
Dissemination 17.7
& .
Special
Requests 30.7
140.6

18.7
7.8
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6.4
6.3
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- . -
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‘The cost breakdowns indiecate the following major areas

of effort;

(1) Consultation and
Survey Development 27% *

(ii) Data Collection
and Extraction 32%

(iii) Analysis and
Publishing 19%

(iv) Special Requests 219

* About 11% devoted to following year survey,
16% relates to 1979 survey.

6.3 Scheduling

The planned Book Publishing schedules were maintained
within reasonable tolerances, up to and including the
production of a preliminary clean file. The scheduled
time frame for mid-November was exceeded by only two
weeks.

The Bulletin on Book Publishing 1979 was released on
February 10th, 1981 instead of the planned late

December/early January release.

The Publication, while not scheduled in precise terms,
was mentioned in the Bulletin for late Summer/early Fall
1981 release. As of the time of the assessment, the

draft copy had not been received by operations staff for
initial review.
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A number of factors contributed to the scheduling
problem for both the Bulletin and the Publication. .
These factors are dealt with under Part 8.2.2, Program
Management and Part 8.2.1.1.,: Staff Turnover.

In general assessment terms the consultation,
develbpméntal and file éreation stages were within
planned scheduling parameters. The final production
stages fér Bulletins and Publications were not met

within planned time limits.

6.4 DOC/CSP Inputs

During the course of the assessment, consultation

between DOC/CSP was underway for. the 1981 survey.

A consultation session was observed, dealing with

revisions to the survey sample population.

Both CSP and DOC were well prepared for the sessions.

DOC indicated initial concerns on certain respondents
within Associations who are included on the mailing
lists. CSP staff had developed computer listings by
appropriate cell identifications which enabled the group
to discuss revenue levels, numbers and types of

publications and other pertinent data for review.

Two factors seemed of sigﬁificance. Both the senior CSP
and senior DOC representatives were so familiar with the
subject matter and the sample population that decisions

on inclusions or exclusions were made more on personal
knowledge than reliance on the basic criteria for the

project. While this appeared to result in meaningful
decisions the heavy reliance on such personal knowledge
indicates a need for careful documentation of the
rationale for decisions. At the time of assessment,

only very minimal recording of the decisions was
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evident.

The second factor noted was the question-of continuity
of participation and scheduling of meetings. Due to
uncertainty surrounding the tenure of the Chief,
Analysis Section, .and the subsequent loss of the CSP
analyst, a second seniof analyst was required to fill -
the gap. At the time of the assessment, it was
uncertaih how future consultation was to be handled or

what the implications might be.

" It should be noted that joint DOC/CSP inputs for Book

Publishing 1981, extended to the J.C.C. level. It was
decided that, as the project had operated for five
years, a major review should be undertaken this year.
The significance of the CSP changes are, therefore{ more

important than in a period of normal project review.

Discussions with a DOC representative involved,

indicated that the consultative process, to date, has

been worthwhile and productive.

DOC involvement in other parts of the process, such as

~definitive work on 'development of the questionnaire,

team participation, etec., were not observed as these
stages were not active. File research however indicates

only minimum activity occurred, during the 1979 survey
period. '

Finally, as regquested by J.C.C., DOC agreed to identify
their needs by November 20th. An initial DOC letter was

received the week of November 23rd.

The 'question of DOC defining its data output needs for
the project is a critical one. We believe that the
performance of DOC in specifying its output data needs

requires dramatic improvement.
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6.5 Other Non-Program Sources

The assessment of processes did not include a survey of
respondents. Reaction of users to the project was

obtained in the Phase I interviews with respondents.

Special mention should be made, however, of the Content
and Analysis Branch representative of Statistics Canada
who provides 40% of his time to Cultural Statistics and
provides a valuable level of consulting services,
reviewing dréft survey documents, ensuring use of
standard coding and using edit specifications for
directions to the programmers. He also performs a
liaison role between the Program and central computing
services. His services are of importance to CSP and are

specified in the Protocol detail.

The Program, for Book Publishing, uses the central main
frame combuter. Survey instruments, after extensive
manual checking, are batched and sent to central
services for key punching and input into the main frame
computer. The program has three on-site terminals and

the common use terminals adjacent to the program are
available for requesting output and edit programs in

overload situations.

Corrections from the edit brograms are received from
Central Services as corrections listings. Operations
staff, and sometimes analysts, complete the corrections
manually, which are then returned and entered by the

central sevices.

Neither the program staff, nor the Branch consultant,
had evidence of undue delay or significant problems with

central computing services.
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The allocations of computer time are negotiated at the

beginning of each year on a program basis, by projects.

. The program has never been‘deﬁied its allocation and on

a program basis the allocations are sufficient and can

be transferred between projects.

Translation services are judged to be slow and forms

design modifications -to the Book Publishing

“questionnaire were drafted within the Program, and

merely reviewed by Central Forms Production, to avoid
delays. Scheduled, major projects dates are determined
for both in and out times by central services. These

dates, we observed are normally met.

In final production of the Bulletin, a révised date was

established and the Bulletin produced in three weeks.

For Book Publishing, the Publication pre-determined date
had passed and a new priority with central services will
have to be negotiated.

A review of the Bulletins and Publications indicated
various forms of graphics presentation. The program,
however, is subject to STC standards which are detailed
and have rigidities of type, margin sizes, use of colour

ete. prescribed.

In summary, with the exception of Translation Services,

which tend to be traditionally slow, the central
services of Statistics Canada respond within acceptable
time limits, but considerable pressure is placed on the

Program to meet pre-determined scheduling dates.



. .. S e e - BT . . . . . P . O e

32

7.0 Performing Arts - Theatre Companies

7.1 Introduction

_The Theatre Companies project is part of a larger Performing Arts

survey, conducted each year. The same analysts and operations

-staff handle all of the component parts of the Performing Arts,

80 it was not possible to isolate costs or other factors for

- Theatre Companies alone.

A second factor that made the Theatre Companies(project unusual
is the arrangement, whereby Canada Counéil survey forms are
transferred to CSP for processing. As these forms have some
commonality, but in fact are different to the CSP forms, this

poses some unique problems discussed later in this part.

7.2 Process Step Detail

An examination of the process step detail for Performing Arts

revealed two significant differences from Book Publishing.

At the early consultation stages, not only were DOC staff
involved, but also Canada Council Staff. This meshing of needs
and requirements for the project with both DOC .and Canada Council

makes initial consultation more complex.

At the data collection and file preparation stages there are
again unusual circumstances. Thse Canada Council survey forms are
used to collect information relative to the granting of funds.
However, not all performing companies apply for Canada Council

funding and these companies are surveyed through CSP forms.
Secondly, the Canada Council forms, while containing detail in
excess of CSP needs are not completely compatible, and do not
permit machine transfer of information. The result is an

inordinate level of manual transferring of information.

From a data reliability aspect, the more serious finding is that
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program staff judgments are made frequently, in transferring the
information, as the program staff cannot deal directly with the

Canada Council respondents.

In the step process analysis it was noted that the theatre and
other performing arts companies, apply for grants at different

times and have different year- end periods which extend the
survey data collection over virtually a twelve month period.

Again, as in Book Publishing, the detailed knowledge of the
community is invaluable in determining when preliminary data
imput can be used for bulletin purposes and reiease of
preliminary data, but little documentation of this knowledge

exists.

7.3 Resource Utilization

~As in Book Publishing the resource utilization for step detail
purposes has been developed as indicative information only. The .
detail is portrayed in Exhibit 3. Utilization of person days in
operations was below the planned levels. As in the case of Book
Publishing, Operations resources were spread to other projects
but it was not possible to identify precisely where the resoures

were applied.

7.4 Scheduling

The only major scheduling variance, up to the publishing and
dissemination stage, related to the length of time the file was
kept open to obtain a maximum number of respondents. The
evidence suggests relatively low levels of response were added
over a two month open period. It must be stated however that a
close liaison between Operations and Analysis was evidenced, with
regular respondent-level checks to achieve a relatively
close-to-schedule close out date for the preliminary clean file
data.
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EXHIBIT 3

PERFORMING ARTS (1979)* - BREAKDOWN OF COSTS AND PERSON DAYS

— s e . g e o -

$

(000's) % ANALYSIS OPS. TOTAL
Steps 1,2,3 _ : :
Consultation : 6.6 10.2 4 48.8

- Step 4 ) - _

Survey Development 12.2 18.8 98.1
Step 5 : ’
Data Collection 7.8 12.1 : 56.8
Step 6 »
File Creation 10.8 16.7 78.3
Step 7
Pre-Analysis . .
Extraction 5.5 8.5 4o0.0
Step 8
Pre~Publication
Analysis b.,3 - 6.6 32.0
Step 9
Publish/ .
Dissemination ‘ 9.9 15.3 72.0
&
Special
Requests 7.3 11.8 53.0

57.9 100.0 214,.2 254.8 469.0
x ¥

*# 1980/81 Expenditures

** Operations Person Days Planned 316 - underutilized (61.2)



34

The Bulletin was pfoduced by December 1980, within the scheduled
time frame. '

The Bulletin stated that a Publication>could be expegted by
July/Augﬁst. At the time of this report (December 81) the -
Publication has only just cleared the Program to go into
production and is éxpected to be ready for distribution in six

. weeks.

7.5 DOC/CSP Inputs

During the assessment period a consultation meeting between
DOC/CSP was witnessed. The CSP representative had samples of the
various provinecial survey forms used to collect data on
performing arts. The exercise entailed seeking combatability

between CSP and provinecial survey forms. At the time of the

.meeting only a cursory analysis had been undertaken.

In discussion with DOC it was pointed out that the provineial
compatability exercise had been requested some three years ago

and was only now emerging.

The DOC representative had not submitted to CSP a detailed
statement of the DOC data requirements for the survey, but
promised to do so. Again we point out the need for DOC to define
its output data requirements and in accord with the schedules set
out for the project.

Both DOC and CSP engaged in early joint consultation with Canada
Council on Performing Arts, at the request of DOC, but no

opportunity occurred to witness these negotiations.

Finally, it was agreed, as part of the DOC/STC evaluation work in
Task-Area A, that an in-depth look at Theatre Companies would be
undértaken, along with the normal range of Performing Arts survey

development issues. An initial letter was received the week of
the 23rd of November.
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7.6 Other Non-Program Sources

As detailed in 6.5 the central services in computing and

pfoduotion,‘provided service levels promptly and within scheduled

times.

" The Bulletin was processed and released within the December time

frame.

Even the Publication which was submitted outside the scheduled
dates, has been promised for production within six weeks, the

normal time for full production. In the case of the Publication,
it was three weeks within Translation, which is about the normal

time span for a Publication of its size, even though this time

frame seems inordinately long.
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8.0 ISSUES

8.1 Introduction

The previous two parts have dealt with the specific projects
selected for the assessment. In part 8 we use this analysis for

major issues relevant to the program.

It should be stated that the lack of performance measurement
specific data was a major impediment to.a proper analysis and has
resulted in findings of a more general nature than was originally
anticipated by the study team. Included in these genetral
findings, and reinforced in part 9, is the need fop the Program

to develop more specific program performance measures.

8.2 Program-wide Issues

8.2.1 - Analysis Management

Three major factors were evidenced, which have had significant
impact on the efficiency of the analysis function in the Book

Publishing project but which have program-wide implications as
well. They are Turnover, Chief of Analysis Role and Analysis

Workload.

8.2.1.1 Turnover

Factor one has been the high level of turnover with four analysts
in Book Publishing over the past five years and the position only

recently vacated once again.

* To understand the significance of this on the analysis function

it is necessary to realize that the unit head in charge of
Industries analysis covers a wide field of cultural industry
surveys and depends heavily on analysts to become experts in the

subject matter area assigned and to play the lead role in the
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preparatioh of bulletins and publications. Any failing'on the
part of analysts in identifying issues, themes and/or the ability
to conduct veritable analysis and'writing places a heavy

revision, reorientation load on the unit head.

Senior Statisties Canada personnel reported that a minimum of one
year is needed to gain a basic familiarity with a subject matter
area. The turnover at eighteen month intervals of analysts means

they are leaving at the time of first significant contribution.

While not directly related to the analyst turnover, the vacancy
for nearly two years of the unit head responsible for the _
Institutions analysis, had a direct effect on the Book Publishing
project, as the unit head for Cultural Industries was required
also to assist the Chief, Analysis Section, in providing

assistance to the analysts on the Institutions side, as well as

- coping with the Industries analysis workload. Steps have now

been taken to fill the vacant analysts and unit head positions.

8.2.1.2 Chief of Analysis Role

The second factor within Analysis Management relates tb the role

played by the Chief, Analysis Section.

The Chief has responsibility for the direction and management of
the Analysis Section, but also, through the unit heads, is
respoﬁsible for management of ‘all CSP projects. Additionally
the Chief has been delegated responsibility for the ongoing
administration of the program funds for both the Operations and
Analysis functions.

Several other developments have intruded into the
responsibilities of this position. The present Chief has a long
éssoéiation with Book Publishing and, as a result, is the chief
negotiator in the consultative process for Book Publishing. He
élso_participates actively at times in other Industry project

consultations.
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In addition, a classification decision several years ago and only
very recently changed, made the Chief responsible for the -
training and development and overall supervision of analysts, on

a direct reporting basis.
The results from these workload pressures have been significant:

a. the personal workload has been excessive and too’

diverse;

b. because of the excessive workload, analysts have not had
access to or direction from the Chief and have been

"given little development assistance;

¢. the priority role of managing and monitoring, through
his unit heads has not been fulfilled adequately; and

d. the one unit head for Industries, has been
under-utilized in the prime role he should play because
of the Chief's involvement in Book Publishing and
over-utilized in assisting outside his proper.role,
because of the absence of a unit head for Institutions

analysis.

Reference was made earlier to the delegated responsibility placed

on the Chief, Analysis Section, for the ongoing administration of

program funds.

The Assistant Director is deeply involved at the initial, annual
program planning stages and at the year end review of program
results. His duties include, howeveﬁ, a high level of
responsibility to represent the program in Canadé and
internationally at a variety of meetings and forums. A great

deal of development work is océurring provincially and on the
international scene.
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It is natural, therefore, that some delegation of
responsibilities should occur. The evidence, suggests however,
that the delegation has created an onerous workload for the
Chief, Analysis Section and the prOper'division of

responsibilities between the Analysis Section and the Operatibns

Section may not have either been achieved or defined.

8.2.1.3 Analysis Workload

Despite every effort to find clear, reliable data on the

workloads of the analysts connected with Book Publishing and
Performing Arts, such proof of workload does not exist in

specific, measurable terms.

What was undertaken was a series of interviews, with cross-check

interviews at both DOC and within the Program.
The following issues were revealed:

a. For Book Publishing, three analysts were involved. As
mentioned in 8.2.1.2 both the Chief, Analysis Section
and the unit head, Industries were deeply involved in a

wide range of other duties;
b. Because the analyst for Book Publishing lacked a depth
of understanding and was provided minimum guidance, the

Bulletin had to be re-developed by the unit head;

c.  With the analyst position again vacant, the Publication

for Book Publishing 1979 is still under preparation; and

d. The analysts, currently, are carrying a variety of

responsibilities as detailed below:

i. DOC/CSP consultation

ii. User/Respondent consultation
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iv.
V.
vi.
vii.
viii.

ix.

Xe

40

Survey dévelopment
Output.speeifications

Analysis for bulletins

Analysis for publications

'Analysis for special requests
Analysis for monograms, special papers
completion of other-jurisdiction surveys
(UNESCO on culture) and

Liaison with Operations.

The unit head involved in Book Publishing has all Industry

surveys except Performing Arts and Radio/TV which are handled

exclusively by an ESY analyst.

It is obvious that, if the analyst positions were filled with

knowledgable staff, retained over three to four years and

properly supervised in the developmental stage, the unit heads

would have time to provide a more meaningful management role,

resulting in savings over a longer period.

It is our judgement that the .analysts are not carrying the load

envisaged for their level.
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8.2.2 Prograﬁ~Management

Program management, in térms of initial planning and conformance
to Statistics Canada requirements; has met all of the conditions
of the Protocal for EDP Projects of 1976 and the mére recent
developments for Management Review and Corporate Statistics.

Canada initiatives.

"Regular expenditure statements (REMAPS) are received and

distributed to the appropriate Program personnel.

End-of~year reviews are_held at the ACS level and reports to

J.C.C. are prepared as required.

Priorities are established at the beginning of the year and
allocations of funds, person years and other c¢entral service

a;looétions are developed on a project/program basis.

There is, however, little evidence that on-going project
management is defined or monitored significantly over the
operating year. As an.example, the REMAPS do not show levels of
expenditures or staff utilization between Analysis and

Operations.

The Operations Section is relatively weil—managed with regular
internal time-use reports and scheduling reports maintained both
at a project and section level. During the current fiscal year,
for eiample, Operations staff are contributing significantly to
the Time Use study and the Post Office book import study.
Neither of these studies were foreseen at the.levels'of effort
which have emerged. It is important to note, however, PMS data
have not been introduced, nor is it possible to relate the

current data to step detail parﬁs of the process.

- The Analysis secﬁion, for the reasons cited earlier in Part 8.2.1

is not achieving an acceptable level of sub-section or program
management. As noted earlier, no PMS or pertinent operating data
exist that can be used to monitor levels of effort or progress on
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a step detail basis.

In general terms, most products are produced as planned, or
relatively within planned targets, but this is due more to

individual dedication than to control and management at the -
Program level.

8.2.3 Project Management ¥

The Analysis Section is envisaged, in the Protocol, as playing
the prime role in providing leadership and control for each

project. In this way the consultation process, questionnaire

" development, edit and output programs and and final analysis and

dissemination stages are all integrated and quality checked by
the analysis section staff.

While some efforts toward project management were recorded, no
clear, delegated responsibility for each project was evident.

In, Performing Arts, the ESY analyst was responsible, but in
other areas the accountability was less clear. Some aspects,
such as documentation of the actual versus planned scheduling was
undertaken by the Chief, Operations Section. Project books,

where they existed, were also developed in Operations.

At a broader level the DOC participation ih project management
terms, was also there, but to a lesser degree than was
anticipated by the consultants in such areas as definition of

output needs.

The DOC/Stats Canada Agreement stresses the need for a project
team approach for each project. Apart from consultation, there
is little evidence that DOC staff have involved themselves in the
step detail process. It is understood that DOC are considering
changes to the présent liason roles. ‘

* The protocol of 1976, referred to earlier, stresses the
requirement for project management.
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8.2.4 Authority Levels/Budgets

The Assistant Director has argued that because the Program is not

a large program, a single budget allocation is sufficient.

The Program is unique, however, in Statistics Canada terms as the
Operations and Anaiysis functions have been split on a
program-wide basis. '

A generally accepted managément principle reléting tovbudget and
signing authority is that where a manéger.is accountable he/she
must have a commensurate budget and.signing authority must
follow.

The Chief of Operations must assign operational priorities,

obtain additional services and determine the need for overtime or

- term staff. Despite input by the Chief of Operations into

original planning for resource levels, the real control rests
with the Chief, Analysis Section, who, for example, controls the

budgets and authorizes all overtime.

The assessment revealed that no oné in the program was able to
provide the breakdown of expended resources between the Analysis
and Operations sub-sections on a step detail basis. If under or
over—expehditures occur it is impossible at the program/project
level to isolate whether Analysis or Operations have incurred the
surplds or shortage. The independent, self initiated, breakdown
of staff utilization for the Operations.Section, while

unofficial, is at least a step in the right direction.

8.2.5 Documentation of Knowledge Base

Earlier references were made to the high level of knowledge

posséssed by certain staff members on individual projects.

Evidence was found of documentation of some of the Operations

knowledge base. Descriptions of functions and special conditions
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‘relating té projects were recorded for several projects

containing operations knowledge.

Documentation of this type for all aspects of the work would
enable the program to maintain continuity from person to person
for each responsibilit&. Given the program history of junior
analyst turnover and the impending possible changes ét senior
program 1evelé, the documentation requirement assumes '

significant importance or program resources, currently available,
could be lost or wasted.

8.2.6 Project Review

No evidence was found within the program that close-out reviews
are held following the completion of the final clean file

testing.

There was evidence of broad program management review, on an
annual, end-of-year basis. At the project level however no

evidence could be found that a comparable exercise is undertaken.

The Actors project, as an example, encountered a wide variety of
problems at almost every process step. None of these problems
were insurmountable, but many could occur on other new or

once-off surveys.

No evidence existed that final close out reviews were conducted

"covering all aspects of Program Projects.
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8.2.7 Computer Use and Central Services

8.2.7.1 Computer Use

The program has some projects on central main frame computer and
some on mini computers.

The two projects surveyed were on the main frame computer and
therefore actual use of the mini computer was not studied in
detail.

Two basic differences between the method of operations were

noted:

i. Input for the main frame computer can be achieved by

' sending survey forms, in batches, for key punching and
input by central services, or by mini computer programs
developed within CSP and transferred to the main frame
computer. The main frame provides both input and output

capacity.

ii. The mini computer inputs data without the need for key
punching, but requires direct CSP staff utilization.
The present mini computer system cannot provide hard

copy output.

The mini computer has several advantages from an Operations staff
point of view. Edit programs are designed without the central
services costs and corrections can be made on the spot using
video presentation of dgta.. This exercise, compared to receiving
printouts of correctioné, to be manually recorded and returned,

is far more challenging and stimulating for CSP staff.

The accessibility and response of the mini computer is an

attractive and productive aspect.

D e S ems e a .l
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There are however other facets that were considéred. Budgeting
for main frame use is built into the historical planning process.
Enough flexibility in computer time and costs exists to perﬂiﬁ '
operational adjustments without any apparent hardship on budgets.
Mini computer use, in comparison, involves direct utilization of

CSP staff, often requiring internal Operations staff adjustments.

Detailed costing comparisons were not possible. Currently the
program tends to balance the use of each data processing
alternative on staff use terms only. Until such time as a

detailed costing analysis and the implications of possible staff
increases are examined, no firm recommendations are possible.

The data do not currently exist for analysis purposes.

No evidence was found of delays or other problems in the use of

central main frame services.

8.2.7.2 Central Services

As alluded to earlier in the report, no significant problems
emerged concerning central services. The rigidities of
Statisties Canada formats and use of logos, colour ete. would
have to be weighed, in the event of any move toward a different
location for the Program. Equally however, a detailed cost
analysis would be needed for each variable considered, to ensure
that movement toward a more varied format, colour use, ete., did

not incur costs in excess of benefits or budgets.

Evidence exists that methods of disseminating printed information
need not be merely Bulletins and/or Publications. ‘The
possibility of newsletter type of dissemination was indicated as
a possible alternative. A preliminary indication of potential
resource savings was revealed from the assessment of Book
Publishing and Performing Arts, where a large measure of the
costs were attributed to Publications.
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8.2.8 Comparison with other Statistics Canada Progran

8.2.8.1 Introduction

The Education.Sub—Division of Science and Culture Division ﬁas
selected as a program for comparison review. The education
statistics program'is roughly comparable in size, totalling 46
PY's compared to 33 in the Cultural Statistics program. .

8.2.8.2 Size and Scope of the Program

The Education Sub-Division puts out fourteen annual publications
per year and surveys a population with over 5,000 individual

respondents and over a million records.

All schools, universities and colleges are included in the
population and surveys are conducted on a universe, rather than a
sample basis, annually.

The program has 16 analysts, 15 SI's and 14 clerks and operates
on a combined analysis/operations mode, with sub-sections by:

subject matter content identification.

. The program operates on an annual budget of $1,650,000. divided

between Post Secondary Education, Elementary Secondary Education,
Projections and Special Studies, and Education Finance.

While the scope of the program is larger than the Cultural
Statisties Program, with many more respondents and records, there

are significant differences in the types of population surveyed
and the response capacity of the respondents.
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- These differences are summarized in the following sub-section.

8.2.8.3.1 Years in Operatioﬁ

The Education Sub-Divison conducts surveys, many of ﬁhich have
been in existence for -over forty years. The respondent '

populations have long experience in providing data, and in some
cases are Provincial Departments of Edupation with signifioant

resources as support.

8.2.8.3.2 Population Characteristics

As indicated above, the population being surveyed has long
association with the Program and.in some cases develops the data
base required as standard information needed within their
establishments. Many of the respondents are provincial or
municipal sources with administrative and technicél support for

the provision of data.

8.2.8.3.3 Survey Data Collection
The survey data is frequently provided in the form of computer

tapes and can be entered into the Program data base. The level

of uniformity and reliability of most of the data collected is
high.

8.2.8.3.4 Analysis

While some interpretive analysis is sometines done, and special

. monographs and theme projects are undertaken, most of the data is

produced, through the annual publications which combine
analytical comment and statistical tables. A large number of
special ‘requests are received and responded to, requiring

analysis output.
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8.2.8.4 Conclusions

The two programs have significant differences. The volume loads
are much heavier for the Education Program, but the reliability,
uniformity and consistency of respondents' data makes file

creation and editing rélatively easy.

The Cultural Statisties Program, on the other hand, éopes with a
much smaller volume of respondents, but the population has little
experience -in providing data and little support capacity to

assist in preparation of survey forms.

The Education Sub-Division, while having need to promote and

explain its program, does not require the same level of promotion
effort as does the Cultural Program because of the relative

newness of the latter.

No strong conclusions emerged from a comparison of the two

prograns.

Details on the Post Secondary Program are shown in Annex F.

(RO ISP YUV
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9.0 SUMMARY

- 9.1 Program Management

All CSP staff were cooperative in providing the maximum
information available. However, a serious difficulty encouﬁtered
was the lack of PMS data and the resulting inability to determine
the eeparate utilization and costs between the Analysis and |

Operations sections.

The general scheduling and total resource utilization and the
general level of products planned and produced were within the
broad parameters planned. The major failure was in the

production within planned schedules of final Publications for the
two projects studied.

The basic processes are sound and in conformance with Statistic
Canada's requirements. The desire of both CSP and DOC staff to

produce a quality product was evident throughout the study.

The recommendations of the study team, issued separately were
developed to overcome deficiencies in the program that are

recognized by the management and supervisory levels of CSP and
DOC.

9.2 Project Management

Earlier in the report findings were detailed that indicated a
need to strengthen the project management approach for the
control and delivery of products, within the CSP processes.

No Project Reviews are conducted involving an end-of-project
analysis of all elements affecting the project processes and
products. ‘

50
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VI ASSESSMENT-OF CSP PRODUCTS AND SERVICES

The purpose of this part of the report is to assess the products,
related marketing efforts and services of the CSP. Ah abridgéd
version of the original work plan was followed due to the .
inereased level of attention by the study team to the assessments
of the program prqeesées and the CSP as a joint program. |
HoweVer, the recommendations support the overall thrust of this
report. It should be noted that the phase one report made
recommendations on the content (data) provided to users. This
part then focuses only on the ways of packaging and disseminating
data.

1. CSP Products and Marketing

The following section comments on the products of the CSP and
marketing of the program.

1.1 Current Products of the CSP

This section describes the products used by the CSP to
disseminate information to users. The CSP products differ in the

amount of data and interpretation contained, and in the extent to

" which they are tailored to the needs of individual users. As

well as those deseribed below, the Statistics Canada "Daily" is

also used to announce that data can be accessed.

(i) The Service Bulletin

The major purpose of the service bulletin is to get information
to users as quickly as possible. The service bulletin is
supposed to be released approximately 4-6 weeks after a
preliminary clean file is prepared. In the case of the two
projects examined in detail in this study, the actual timing of

the release of the bulletin was as follows:

a. Book Publishing (1979), began eonsultation in September

1979, a preliminary clean file was ready in December

51
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1980 and the service bulletin was available in early
February 1981.

b. - Performing Arts Survey, (1979), began consultation in
September 1979, the preliminary clean file was ready in
mid October, 1980, and the service bulletin was
available by December 1980.

The service bulletin contains limited information and is based
upon fewer reponses than the publication. However, in releasing
the service bulletin the judgement is made by CSP officers that
the trends indicated in the bulletin will not change with the
final clean file.

(ii) The Publication

The publicatioh is based upon the final clean file for the
project and contains more information and narrative than the
service bulletin. The major issue associated with the
publications is that of timeliness, i.e., neither the publication
for the Performing Arts (1979) nor the Book Publishing "A" (1979)
surveys have, as yet, been released (December 1981). The
difference between the publication and the service bulletin is
not in the intended users but in the status of the data (i.e.
preliminary results versus clean file results) and the extent of

detailed information and interpretation contained.

(iii) The Special Requests

The purpose of the special request is to provide to users,
specific information of interest to them, in the format that they
desire. The nature of the special requests vary and therefore so
does the turn ardund time. Some special requests can be filled
by reference to a particular publication while others require the
running of special tabultions. The extent to which tabulations

can be disaggregated is subject to STC regulations on
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confidentiality.

(iv) Access to Data Tapes

’

Under certain conditions, users can gain direct accesé to the
data tapes. However, users who are granted access to the tapes
are subject to the saﬁe STC regulations on confidentiality as are
STC employees. Thus, individual data can only be released upon
agreement, in writing by the individual respondents.

Access to the tapes is made available under articles 10 and 11 of
the Statistios Canada Act. In particular, agreements can be made
with:

a. Provincial statistical-agencies which have the statutory
authority to collect information that is intended to be
exchanged or transmitted. Here, respondents must agree
to the information exchange between STC and the
particular provincial agency. In this case the
provincial agency is subject to the same rules of
disclosure as are STC officials. Under these agreements
STC must, when collecting the information, advise the
respondents of the agencies with which this agreement
has been reached; and,

b. Any Department or municipal or other corporation for the
exchange of jointly collected information. The
respondent must be informed that the information is
being jointly collected and the agreement does not apply
in respect of any respondent who gives written notice to
STC that she/he objects to the sharing of the

information.

Individuals can be sworn in under the STC Act, providing them
with the same access as STC employees to the data. The

individual is subject to the same rules on the use and disclosure
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of .the information as are employees of STC.

(v) Monographs, Articles, etec.

These are prepared on special topies and often, on request by

organizations who are, for instance, sponsoring a conference.

1.2 Assessment of Program Products

The CSP products should be designed to. respond to the key

features of its users which are pertinent to their uses of

statistics. We consider that the following features of the CSP

users are those whieh should be acknowledged in the seleetion of
products for the program.

(i) DOC as Prineiple Client

The DOC Arts and Culture branch is the prineiple elient of the
CSP. It is essential therefore, that the DOC needs be met by the
program. At present the DOC does not receive a custom set of

produets for its use, with the exception of special requests made
by individual DOC officers.

ii) Heterogeneity of CSP Users

As we noted in Phase One, CSP users are heterogenous with respect

to their uses of data as well as their skills and resources to

conduct statistieal analysis. The variety in the user population

requires that the CSP respond with a variety of products.
Results of phase one did not lead to a elear concensus on a total

package of CSP produets which could meet the needs of this varied

~ eclientele. Senior and other officials of DOC suggested that the

clean file be treated as the major CSP product in order to meet
specifie needs of individual users.
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iii) Timeliness of Data Dissemination

A major concern of all users, especially the DOC, is that the
bublications of the CSP are not very up-to-date. Many users
measure timeliness in terms of the issuance of publications, not
realizing that in fact, data were frequently available long
before the release of the official publication. For example, the
publication for the Book Publishipg A Survey of 1979 is not yet

out. However the data were available long before the writing of

this report, (Dec. 1981). Some users are unaware that access to

the data is possible, usually far in advance of the publication

release date.

Another important factor to be considered regarding CSP Products
is the STC strategic thrust towards the use of new technologies
for data dissemination. This is acknowledged in the

recommendations on Products and Services.

1.3 Marketing of the CSP

It was found in Phase One that many users were unaware of the
variety of ways in which they could access CSP data. Others
interviewed were not aware of the CSP at all. Requests were made
by many individuals surveyed for more information on how the
program could serve them. Requests were made for information
both on the data collected and the means of accessing the data.

An important consideration by the J.C.C. and CSP staff would be

the use it could make of the new STC efforts towards marketing.

This is noted in the pecommendations'repopt.

2. CSP Services

The J.C.C. directed the project team at the end of phase one, to

consider, if resources permitted, three services for the program:

" i. Analysis



56

ii. User-education

iii. Coordination/clearinghouse role

The user-education services and covordination/clearinghouse role
were relatively low priorities for the J.C.C.

2.1 Analysis

The asséssment of analysis is dealt with in the efficiency
evaluation and in the assessment of the roles and relationships
of DOC and STC for the program‘(Séctions V and VII,
respectively). We note however, that there should be attention

payed to coordinating the analysis conducted by DOC and CSP
officers.

2.2 Useﬁ-Education

CSP officials provide user-eddcation services by assisting
individuals to define their data needs for special requests and

in the consultation process. In our view user-education is
important to assisting users in defining their data needs and on

how they can use the CSP, in particular, the special requests.

2.3 Coordination/Clearinghouse

Such a service would be useful to the Arts and Culture community.
Of particular interest would be a clearing house to record and
distribute to interested parties, information on Arts and Culture

in Canada. However, other issues concerning the CSP are much
more important than developing such a service.



- VII ASSESSMENT OF THE CSP AS A JOINTLY-SPONSORED PROGRAM

1.0 Introduction and Purpose

The purpose of this section is to assess the CSP as a ‘
Jjointly-~sponsored program, and to develop and asseéss alternatives
\to the current arrangements between DOC and STC. This section
consists of four main parté. Recommendations for changes are

contained in a separate report. The main parts of this part are:

2. - which describes the existing vehicles for the conduct of
the CSP as a jointly sponsored program;

3. = which presents the views of DOC and STC officials on the

use of these vehicles;

4. - which contains an assessment by this study team of the
major factors which have contributed to problems with the CSP

functioning as a joint-program; and,

5. - which presents and assesses sets of alternatives to the
existing arrangements between STC and DOC for Cultural

Statistics.

It will be seen in the following pa}ts that a number of

difficulties have been experienced with the CSP as a joint

program. These comments should be put in the proper context. In

the past five years a program of Cultural Statistics which is
used widely across the country has been developed. The program
corresponds closely to the initial plan set for it in the

original 1976 agreement between DOC and STC.

1.1 Approach and Method

Jéint programs are more difficult to run than those for which
only one department is reponsible. The agreement signed in 1976
between the two Departments established two distinet formal

vehicles for dealing with this situation. In this assessment we

~
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examined how effectively'these vehicles have been used in
00nductihg the CSP as a joint program. The information was

gathered through the following:

‘i, Formal responses by the managers from STC and DOC who
_are responsible for the program (i.e. Director, DOC Arts
and Culture, Research and Sfatistics; and the manager of
the CSP in STC) to a set of questions on joint
- management and operations of the CSP;

ii. Discussions with the respective ADM's from DOC and STC;

iii. A series of ongoing and informal discussions with the
officers, managers and senior management officials from
both Departments over our two year association with this

program; and,

iv. Ongoing discussions between members of this study team.

2.0 Existing Vehicles for Implementation of the CSP _as a

Jointly Sponsored Program

The formal 1976 agreement between Statisties Canada and the
Secretary of State (Arts and Culture Branch), (now DOC)

identified three vehicles for the joint development,

implementation, and participation in the CSP. These were:
a. The Joint Committee (referred to as the J.C.C.);
b. The Project teams; and,

e. The Consultation steps, (not discussed seperately as it
’ is part of the total survey proecess).

These are the formal means through which the DOC, in particular,

can affect decisions on the Cultural Statistics Program.
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The following deséribes the responsibilities of the Joint
Committee and the Project Teams. The third vehicle referred to
in the 1976 agreement, consultation, is not described separately
because it is an integral part of the total survey process.
Exhibit Four then summarizes the views of SOC:and STC program and
senior management officials on the strengths and weaknesses, in

practice, of the J.C.C. and the projéct teams.

2.1 The Joint Committee

The respohsibilities of the Joint Committee were to be:

i. to direct the implementation of the CSP and monitor its

progress and development;

ii, to prepare an annual report to the Chief Statistician

"and the (then) Under Secretary of State (now DOC) on the
development of the program;

iii. to review annually and amend as neoeésary the five year
plan (Annex A of Agreement) for the CSP in advance of
Statistics Canada's timetable for program forecast

preparation;

iv. to review program forecasts and other budgetary
submissions related to the program in draft form and to
support these submissions as required before Statistics

Canada and Treasury Board officials;

v. to establish project teams and any other committees

deemed necessary;
vi. to review the progress of the various project teams and
to revise and/or decide upon matters referred to them by

the project teans;

vii. to consider any other matters deemed relevant to the
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successful development and administration of the program
and to engage outside expertise or advise if required;

and,

viii. to submit its recommendations for approval to the -(then)

Secretary of State and the Chief Statistician.

Membership in the Joint Committee was to consist of
representatives from both STC and the Arts and Culture Branch of

the (then) Secretary of State. Specifically, membership in the
J.C.C. to consist of:

From Statisties Canada

- Director General, Institutions Branch.

Director, Education, Science and Culture Division.

Assistant Director, Culture Sub-~division

(i.e. program manager).

any other person whom the Chief Statistician

might appoint.

From the (then) Secretary of State

Director General, Policy Development,

Arts and Culture Progranm.

Director Research and Statistics, Arts and

Culture Program.

Director Program Coodination and analysis of

Arts and Culture Program.

Any other person whom the Under Secretary

might appoint.

/

Over time, the senior level involvement in the J.C.C. has been
assumed by the respective ADM's of both Departments and not by

Directors General as a result of staffing issues in their
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respective Departments.

2.2 The Project Teams

The second vehicle for joint participation in the Cultural

Statisties Program was to be the joint working level groups which

function at the project level. The responsibilities of the
project teams were to be: '

i.

ii'

iii.

iv.

Ve

vi.

vii.

viii.

to determine in detail or revise for the approval of the
Joint Committee, the objectives of each survey assigned

to the project team;

to specify the data to be collected and the methodology

to be used in order to-achieve these obJectives;

to establish the population to be surveyed and, if
needed, the sample to be drawn or to re-examine the

population or sample;

to agree upon such as technical aspects as questionnaire
design, the best means of storing and disseminating the
data, tO‘SpeCify methodological analysis to be
undertaken and to determine what descriptive and
statistical analysis should be done and tables produced

for the purpose of publication;
to consult with users and respondents

to bring to the attention of the Joint Commitee any
problems which the project team deems necessary or where

the team is unable to reach agreement

to repobt to the Joint Committee on a regular basis to
be specified by the Committee.

to undertake whatever additional action the project team
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or Joint Committee deem necessary for the successful

implementation of the program.

3.0 Views of DOC and STC offiecials on the Performanoe of the

J.C.C. and the Project Teams

Exhibit 4 presents the views of DOC and STC program and

‘management on the use of the J.C.C. and the joint project teams

for conducting the Program. Specific points are discussed in

greater detail below.

3.1 Performance of The Joint Coordinating Committee (J.C.C.)

The J.C.C. is the formal and highest level body for ensuring that
the CSP is conducted to the satisfaction of both the STC and the
DOC. '

Participation in the J.C.C. by senior officials, especially of
DOC, has been sporadic, and in the views of members, inadequate
to make informed decisions on the program. Difficulties have
been experienced in scheduling meetings due to pressures on the
time of éenior officials. In part, this is due to the evolution

in membership up to the ADM level.

Officials of both Departments consider that the J.C.C. should be
the final authority for making decisions on the program, such as:
budget, and resource allocation, performance monitofing, planning
and priority-setting. As well, the program managers of both
Departments consider that the J.C.C. should be the forum through
which concerns of both Departments are raised and addressed.
To~date it has not been used for this purpose and has not

performed as planned.
Examples of the poor performance and use of the J.C.C. are:

i. Lack of formal project reporting to the J.C.C. by the‘

project teams.

62
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ii.  Infrequent meetings.

iii. Not used by DOC and CSP program management to voice -
their concerns about the program.

iv. J.C.C. has not yet reviewed the 5 year plan for the

program. °

v. Severe difficulties have been experienced in scheduling
meetings. This has resulted in inadequate direction to
the program managers, from DOC and the CSP when

required.

Recommendations for change expressed by the two program managers

are:
i. Hold more frequent meetings.

ii. Detailed material be provided‘to J.C.C. members in order

to make informed judgements on the program such as
reports on resources consumed, performance in survey

development, and progress on surveys.

iii. Specify even more clearly, the J.C.C. responsibilities
and the actions to be taken by it within defined time

limits :

iv. Assign the position of Secretary of the J.C.C. to
someone other than Program Manager.

v. Members should be both of sufficiently high level to
provide clout for the program in each Department, and
seriously interested and committed to the cultural area.
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3.2 Performance of the Projecﬁ Teams

The project team is the vehicle for actually conducting the CSP

as a joint program at the level of the survey.

The role of the DOC officers, at the project level is two-fold.
One role is to participate actively as team members. The second
role is that of e¢lient in which the primary pesbonsibility of DOC

officers is to define their specific data requirements.

Highlights of the views of STC and DOC officials on the project
team as a method for jointly conducting the program are listed

below.

i. No significant problems were identified by DOC and STC
officials with fespect to their joinﬁ roles in
consulting with other users, and establishing the
project objectives, sample or population. However
representatives from both Departments consider that the
Joint involvement in later steps of the projects has not

beenAconsistent and has often lacked DOC involvement.

ii, Difficulties have been experienced by CSP officials when
"revising a survey in acquiring from DOC, as prinecipal
client, specific formal statements on data needs.

iii. DOC officials have expressed, throughout this study, a
desire to have much greater input into decisions on the
final outputs and not just the front-end steps of the
projects.  Of particular concern to them is their direct
involvement in the development of the edit

specifications.

iv.. Both DOC and STC officials agreed that the required
formal progress reporting to the J.C.C. by the project

teams has not occurred except in the very early stages

AR by o e it o S (e o
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- of the program. The program manager from DOC does not

recall being infoormed or consulted on the decision to

stop this practice.

Officials of both DOC and STC were ooncernéd about: the
lack of clean definitions of théir respective roles in
analyzing the CSP data. It is our view that this is
primarily an indication of the faect that frank - ,
discussions and agreement between the'program managers .

on their roles and expectations have not occurred.

. On the following page we present the views of DOC and STC

officials on how the roles in the projects should be distributed

between them. (Exhibit 5.)

In our view, the joint project teams have not been implemented in

a consistent or formal way. We identify three major issues

concerning Jjoint participation in the program through the project

teans:

i.

ii.

iii.

Program and Senior Management officials of both
Departments agree that there should be much greater
efforts for involvement of both Departments in the
project teams. Any differences of opinions would lie in
the views on the method for DOC involvement, i.e.
through oonsultation or through direct and active

participation in particular steps (See Exhibit 5.)

Both DOC and STC officials agree that there should be a

more formal approach taken to the project teams.

Open discussion and agreement on the specific project
roles of each Department is required. This agreement
must be implemented at the project level by officers

from each Department.
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EXHIBIT 5

DOC AND STC VIEWS ON THE DISTRIBUTION OF RESPONSIBILITIES FOR PROJECTS
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. statistical analysis for
DOC policy - related
activities

g‘!TC only -+ mail out and follow-up ~ . all operational steps _ :

BTC/DOC
Pointly or

~" shared

(I

data.capture,

publications
(although publication
could be joint)

. status reports should
be provided to DOC

on all of these
aspects

. dissemination,
publication

. survey design,
questionnaire design,
edit specs

. statistical analysis

. Jointly or shared

but with agreement
between DOC & STC

agreement on publication
gontent (more input)

. more DOC input on
outputs and consultation
(not follow-up)

with respondents

. with DOC on all of these

to specification of
editing of programme
including imputation, decision
tables, relationship between var |
programme and testing

of program but allowing
for extensive consultation

operational steps (eg.
mechanical edit rules,
specs for manuscripts)

. consultation with users
and assisting users to
define needs and special
requests

- consultation with respondents

- necessary preparation for
development or modification
of survey instrument

. consultation on population
and methodology for
operations when both
Departments consider this
necessary

« all other responsibilities
as specified in original
agreement (see section

on project teams).
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3.3 Other Issues and Concerns Regarding DOC and STC Roles in

the overéll'Direction and Management Responsibilities for CSP

During the course of this investigation we requested DOC and STC
officials to identify other areas of significant concern to. them

regarding management responsibilities for the program.

One ﬁarticular issue which was raised has the staffing of CSP
positions. At a seminar for members of the J.C:C., held in
August 1981 this issue was discussed and it was agfeed between
members ofvboth Departments that they would both be involved in
important Staffing actions. '

Currehtly an example exists in which this agreement is being
tested. Efforts are being made_ to staff an ES-Y4 pésition. It is
reported that CSP officials have requested that the DOC appoint
an official to be on the selection committee for this position;

Apparently this official has been appointed but progress on the

‘matter has been very slow. DOC reports that this is due to the

heavy workload of the official appointed.

The issue of staffing is particularly critical to the CSP right
now due to a number of changes which are anticipated over the

next 6-18 months. Changes which will likely occur are:

i. The chief of the operations section is scheduled for

retirement early in 1982;

ii. The tenure of the current program manager is uncertain.

His anticipated retirement date is eafly in 1982

iii. The Director of the Education Science and Cultural
Division has been seconded to work full-time on the
development of the recently proposed new Marketing and

Information Services Branch.
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It can be ‘expected that the level of eontinuity in the CSP will
be seriously reduced planning for if staff changes are not
undertaken immediately. ' ' '
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4,0 Assessment of the CSP as a Joint Program

In our view the Cultural Statistics Program has not functioned as

a joint program. The J.C.C. has not functioned as intended;

neither have joint project teams been utilized consistently.

Serious deterioration in working relatiohships between individual

offigeps of the two Departments have been allowed to develop,®

unchecked.

Six key factors have led to this situation:

ii.

iii.

iv.

Ve

vi.

The lack of formal, detailed and timeély specification,

by DOC of its data requirements. We refer here to both
outputs to be provided on a regular basis as soon as a

clean file is ready, and to the DOC revisions to

individual projects;
Program managers from both Departments and the J.C.C.
did not ensure that formal joint project teams were

created and worked as initialiy intended;

No p:ecise working agreement has been reached on the

expectations and role of DOC for the management of the

CsP;

All of the above factors have led to an unacceptable
degree of animosity to develop between some individual

progﬁ%m officers of DOC and CSP; -

An important factor, in our view, which has contributed
this situation is that the two managérs responsible for
the CSP (i.e. from DOC and STC), have not been
consistently forthright or aggressive in conveying and
addressing their respective problems with the program;

and

The J.C.C. has not provided the leadership and direction

required to conduct the CSP as a joint program. This
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is, in part, due to the evolution of its membership to
the ADM level. '

5.0 Alternatives to the Existing Arrangement Between DOC and STC

As part of this study we wefe requesfed to develop and assess
options for both Departments with respect to their future
activities in Cultural Statisties. Two broad sets of options
were develpped by the team and assessed against their ability to
deal with the factors identified in Part 4. The options

consisted of: -

a. those based upon'the decision by senior management of

DOC and STC to continue with a joint program; and
b. those based upon the decision of senibr management of

the two Departments to discontinue their joint
activities in the field of cultural statistics.

Two decisions for the J.C.C. would affect the option selected.
They were:

i. Should the DOC and STC continue or discontinue their

jbint activities in cultural statisties?

ii. Which specific option should be selected on the basis of

the above decision?

Decision #1 Continue or discontinue joint activities in

Cultural Statistics?

The decision to continue joint activities in cultural statistics

should be based upon the beliefs by senior officials of both
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Departments that:

i. Both Departments are committed to the continuing

development of an historical data base on culture; and,

ii. The problems.identified in Part U4 are not insurmountaﬁle
and mutuéily satisfying working relationships could be
developed between DOC and STC. As well, process-related

issues identified in Secfion V could be dealt with.

The decision to discontinue joint acti&ities in cultural
statistics should be based upon the beliefs by senior officials
of the two Departments that:

i; Working relationships Between DOC and STC officials

cannot be improved; and,

ii. For the DOC, that the levels of effectiveness and
efficiency of the CSP could not justify continued .

expenditures by their Department in the program.

The benefits of deciding to continue -to work together are that
there would be no disruption to the continuity of the data base
and that the potentially high costs of change would not be
incurred. The risk involved is that there is no guarantee that
problems betwenan the two Departments will be resolved.

The decision to discontinue joint activities would cause
disruption to the continuity of the data base and could result in
its loss for other users. The major benefit would be that DOC
could use its resources currently allocated to the program to

conduct studies for its specific poliey concerns.

The ADM of the DOC Arts and Culture Branch and the ACS of

Institutions and Agriculture in STC have assessed the decision on
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continuiné or discontinuing Jjoint activities in cultural .
statistics. They have both stéted firmly that they are committed
to the continuing development of"an historical data base on
culture. They agreed that the continuation gf a joint program
was the best way of providing this data base. Both are
committed to making the CSP work as a joint program.

Due to this decision by the two ADM's to continue with a joint
progrém, the actual options presented below are those which would
support this decision. Options which were developed if the two
Departments decided to discontinue their joint efforts are

presented in Annex G.

The actual options for implementing the decision to continue with

Jjoint activities are:

1. Modify the Existing Arrangement beteen STC and DOC by

addressing major problem areas but do not institute

major organizational changes;

2. Create a Cultural Statistics Satellite;

3. Establish a DOC User-Pay Arrangement; and,

I, Establish together a Joint Program outside of
Statisties Canada.

5.1 Modify the Existing Arrangement Between the DOC and the STC

The following is the set of major characteristics of this option:

"a. The program would continue to be located in STC;

b. The membership and role of the J.C.C. would be redefined

to include the respective ADM's from each Department and
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would be responsible for setting priorities and

‘strategles for the CSP;

An executive committee of the JCC would be.created to
assume an active role in the direction of the program;

Priority would be given to developing a product line
tailor-made for DOC;

DOC would remain as principle but not sole client of the
CSP. Both Departments would agree that consultations
with users other than DOC would continue to be
conducted. Through project teams the limits of this

consultation could be specified;

A much more business-1like approach would be taken to the
DOC/STC relationship;

Both Departments would make a real commitment to the
formation of active interdepartmental project teams
whose responsibilities would be agreed to between the
two Departments; .

Modification would be made to program operations
including those related to efficiency;

The project team operations would be monitored carefully
to ensure that both Departments are living up to their-
responsibilities and to identify, immediately, problems
arising so that quick action can be taken to resolve
them. An officer from each Department would be
appointed for each survey as the individual who could be
called upon at any time by program management or the JCC

executive committee to report on project status.

The cost of this option is that it involves a certain amount of
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risk. If a mutually satisfying and business-like relaﬁionship is
not deveioped, then time will have been lost in resolving
problems. The benefit in pursuing this option is that it would
not incur the substantial costs associated with inspifuting
organizational changes.

5.2 .Create a Cultural Statisties Sétellite

There are two possibiiities here: having a satellite in DOC or

having one in STC., A satellite located in STC would essentially

be the same as the previous option. A satellite located in DOC,_

however, would see the co~location of officers of both
Departments.

In the satellite option the program remains one fof which STC is
ultimately accountable and common services of STC are still
available to it. The progran, thérefore, would also be subject
to regulations of the STC and its Act. The permutations and
combinations of satellite options are numerous (see Annex H) and
thus, so are the arrangements that could be made with respect to
the meeting of client needs, formal user advisory inputs,

resourcing, physical space, computer facilities, publications.

The view of the DOC and others involved in satellite with STC is
that they can lead to improved working relationships in which the
statistical group becomes more familiar with thé subject matter
area and the statistical needs of the client; -and, the client
group increases its understanding of the statisticél process.

‘However, this option, on its own would not address the problems

identified in Section 4 and would incur costs of disruption and
necessary re-organization.

5.3 Establish DOC User-Pay Arrangement with Statisties Canada

In this option the DOC would have a contract relationship with
STC in which DOC would specify a set of specific data and
tabulations to be prévided by STC each year. The benefits of
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" the data base for the many other hsers and uncertainty in the

of STC

between the two Departments. As well, it would incur high costs

74

this option are that DOC would -be required to specify, formally
their data needs within certain time limits, and that DOC could
ascertain the specific costs of meeting tﬁeir own needs.
However, the program of staﬁistics, itself, would bé subject to
fluctuations caused by changing requirements and policy ' ) ) ;
priorities of DOC. This could lead to serious fluctuations in
the operation of the CSP, causing disruption in the continuity of

future of the pPOgrah.

5.4 Establish Together a Cultural Statistics Program Qutside

This arrangement would be aimed.at resolving any limitations to
the CSP caused by its being a program of Statistics Canada. In
this option the DOC and STC would transfer their funds currently
allocated for cultural statistics to a separate non-STC program.

In our view this option would not address existing problems

in money and time required to develop a data base as new
arrangements were struck. Finally, we believe that the problems,
identified would be carried over into a new program.
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VIIT A REVISED MODEL OF THE CSP

As part of.this study we were requested to prepare a revised

model of the CSP., A program model is a statement of the

goals/objectives/activities hierarchy for a program, along with a
description of the causal linkages between the elements of this
hierarchy and the context within which the program is operating
(i.e. those aspects of the environment of concern to the
program). ' o

A model of the CSP was prepared during the evaluation assessment
conducted on the program in 1979. We now present a revised model
of the program based upon results of phases one and two of this
study and the first fivé years of experience of the program. The
purpose in preparing this model ié two~fold:

i. to provide a reference point for senior CSP management
in considering strategic issues on the program which may

arise over the next few years; and

>ii. to facilitate future evaluation of the- CSP.

This revised model highlights the major changes recommended to
the CSP by this study team.

Five major elements of the program were described in the program
model contained in the evaluation assessment report: processes,
produéts, clients, objectives and goals. The goals for the
program refer to the expected effects of the program on the
context within which it operates. While the details of the
program's context have changed somewhat since 1979 (see Phase One
report on environment of the CSP), the intended effects and the
underlying hypothesis linking the goals and objectives of the CSP

remain the same. They are portrayed in the revised model.

The two key features of the earlier program model were the
"client" and the "objectives" and it was pointed out in the

evaluation assesment that both had been defined only very
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generally. The work of phase one of this study led to a more
specific definition of clients and objectives by identifying )

clearly both users and uses of data that were to be the targets

_ of the CSP. These are presented in the following revised model.



EXHIBIT 6 : REVISED MODEL OF THE CULTURAL STATISTICS PROGRAM

(4)*

PRODUCTS &] (414

PROCESSES

~ revised J.C.C. with
executive sub-committee
- formal joint project
teams on all suprveys

~ project management
approach within STC

- project reviews on
completion of clean file
--use of new
technologies for
information collection.

ASSUMED CAUSAL LINKAGES ¥

(2)*

SERVICES

PRODUCTS(in decreasing
priority)

1. Clean data file

2. DOC pre-determined
tabulations

3. Pre-determined
tabulations for other
major clients

3, Special requests

.5' Special arrangements
for access. to data
tapes

6. Service Bulletin

7. Capitalize on STC
thrust towards the use
of new technologies, e.g.
Telidon Field Trials

8. Articles, Monographs,

ON (i.e. data):

- Appendix A, DOC/STC
agreement, 1976

- Phase one report on
scope and perspective
of surveys

SERVICES

. coordinated analysis
between DOC and STC

. User-education

MARKETING

. priority use of any
resource savings achieved
. use of seminars, etec.

. capitalize on STC
marketing thrust.

"Arts & Culture Service

ete.

(1)*

CLIENTS

OBJECTIVES

- principle clients:

DOC Arts & Culture

- other major clients:
Federal and Provincial
Departments and Agencies;

- to meet specific

data and info. needs

of elients

-~ emphasis on policy,

research, lobbying,
uses vs. uses

for day-~-to-day

operational activities

(See Phase 1 Report)

Organizations

~ other users, e.g.
public-at-large,
researchers, industry
reps, etec.

1. Meeting of thé data needs of particular clients for the following uses will:

i) contribute to the orderly development of

cultural policies; and,

ii) contribute to a more rational allocation of resources in the culture field.

. le and major clients
. T election of the following groups as the prineip )
: o?etie CSP will most likely lead to the achievement of the program goals; and to

meeting the data needs of‘other users.

3. These products and services will most effecti#ely repond to tye needs of the 25?
elients by responding to the salient features of this g?oup, i.e. the DOC as the
principle client; the heterogeneity of the user population; and, the concern

of most users for the timeliness of the publiShed data.
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.t QD e dademtlu_anancnred nrooram and the most efficient use of resources

GOALS

(1) to contribute to
an orderly development
of culture-relate
policies :

(2) to contribute

to a more rational
allocation of

.resources in the

cultural field

-~
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EXHIBIT 4 cont'd

v
VEIICLES FOR - DOC VIEWS OFf ] sTC VIEWS on
:;iﬁ-;_ggiggng; PERFORMANCE=TC-DATE CHANGES/PREFERREC COMMENTS PERFORMAHCE~TO=DATE CILANGES/PREFERRED RATES .
PLOGPIY - TOLES OTHER £ouuTNTS
s . Overall Distribution of foles 1 puhl

2. JOIN? PROJECT TEAMS

{to achieve participation of
CC in carrying out cultural statistics
rrivity by irplomenting CSP 1n &
cordinated fashion at the survey
evel byt
1) detemmining in dotail or
revisng objectives for
survey

ii) spccl{ydauwboeauacm:l
thodology

14i) cstablich population on
 maple

iv) agrecing on toechnical aspects

* like survey design, swtaqe of
primwy daty, mothod of analysis,
statistical analysis to be done
ard tibles in publications

l

v) Concultation with ucers and
respondents

vi) bring [ %l 1

functioned quite well

functioned quite vell,
o major probloms

functioning quite well

. little input on methed of
disnemination, ro detailed discussions
between DXC

o very liztle ctlom o oct ’:muhmlvcd

s has improved
gurvey} but after the draft is
considered confidentinl and not
.made available to DOC

depcnd.s on contaxt, wonld prefer
with

Overall distribution of
H3JoF Frgicct Folos.

murvey design: jointls
questicnnaire designs jol.m:ly
edit gpecss jointly

status reports and consultatien
on mulout, following problems,
vcrj.fi:adnn, clean file cut-of-

e e

date:

star.Lsr.Lml analysis jai.nr_\y or
shared but with agreement between
DOC and STC on content

agrecment on publication content
but. dwcmimdnn, publication,
otc, STC ond:
« policy nmlysis, e only

. should be detailed discussion due to
DC's desire to influcnce output to
both itself and other users

« want more input on contents of
publications

e ] lmolvm:m: with respondent

eonmnr.:nm kut not on follow-up

docmed nocessary by teem or on
izsues where teum canmot feach
agreonent

vii) to report to Joint

. this ~arlier on in
m:rmmtmmcyuzsm

on & reqdar hasiz to be
spocified by JCC

viii) To undertake wratever additional
action that the project teom
or JCC doom necessary for the
successful implerentation
- of 2 project

« has ot worked for about
6 mmths, then dlscont‘nuod

2bilicy

nnd to provide assictance
bur. na: on follcu—up activiries after
Tesponses reced:

mhn!-nxldbeahugamy

general should be clearly
dx:hned Joink working team
at project level and extensive .
DOC partictpation.

should ke obliged to
consult with cach other
on operations zctivities,
©.g. should be consulta-

tion and status reporte o pmblm harv.-

-

perfonrance adoquate

probloms with follov-ta
should be dentificd wte.

rot entirely for
™ specific prujects

porfomed adequatly
in genaral

-

. more
tion and coordination
on analysis

- Did rot occur but with no
¢ Poscible reed for liszon |
yersn st OO respensible
lor deal ing Alz:ly witn

[N ———————

D¢ only:
= analyze statistics for their oun
policy-related activities

Jai.nt ECISIC
ry meparaticn
for dl:vclupmnt or modification

= conduct all responsibilities
23 spocified in original
agrecmnt

m: onlyr
Opcrational’ stepc up to 111 :«m spocitiuf.m) but’

a\lw!.ng for extensive consultal
with IXC on any of ﬂxsu ucps
{e.g, mectanical edit xules,
szecifications for manuscripts)

~ consultation with ucers in assisting
thom to define their data m&s
2ard special regquests

=~ cangultation with respondenta on
abilities to respord and on follow-up

ather Caments

= revics toona of reference for
project teams {(as per 1976
agroeent)

= revisicn should inclvds POC
-pzxiftcar.tm of dnm necds

and oxpected outmy
:eguln: mdﬂ;s of pmju::
tezma chould be held with

fopmal minites recorded and

a echedule of mectings established
= in general, project roctings did

not take place aftor projects wore

dnunched

= project team mectings hava been
drr in pove cases and froouent
i.n af.hcr {{.e. no standard) mose
occured of consultation/
da-tgn ’togu but u.':uauy no formal
should be made

ebligarary.
chould ko o
t.eam beforn finzl decizions,
= edit specifications should be
by the team.
= problems with follow-up chould be
brought to attention of team,

by one or other of the SIC or

§§

d ke mimitted to the
in profit but chould rot be

cbligatory.



EXHIBIT 4

VEHICLES FOR JOINT
SPONSORSHIP IMPLEMENTATION

- DOC_VIEWS ON
PERFORMANCE~ PREF OTHER COMMIRTS OR
TO=DATE RQLES/C]U\NGES MGT _ANO OVERALL DIRECTION

1. Joint Coordinating Comittee (to be
one vehicle for active participotion
of DX in developrent and
Lmplerentation of CSP)

Responsible (1976 Agroarent)

« dirccting implementation of CSP
and renitoring CSC develepment

and proarars

. preparing anmal reports to chief
an and und

of state ’

-
z

. Tezicw anmeal program forccases
and cther budget cuomiszicas

. estsbliching project teams and
other CCETALELOES a3 NECesSLry

. v:wrcss of project
tzams and deciding vpon matters
referred by project toaws

« considering other matters deemod
B relevant to implementation and
development for CSP

+ to mret every three months or ae
neceszary

JCC has lacked detailed {nforma-
tion on rescorce allocation and
expenditures by projoct to mke
informed Judgoments and decisions

¢ goverrment planning/budgeting
eyele

and STC officials have
raised key issues ae

438

o too J.nfreq;:m: meotings
» too ruch of & “soolal club®
atmgphere at JOC

« priority sctting should be
2 mjor responsibility of
3 bt

in determining topics to be
gurveyed and level of
pricrity to be n.llocat.ed t
individunl

surveys
funder and principal cumt)

« noed reports in previous
years resource utllization
by project and actlvity and
recource estimates for now
proposals

« need provision of rogqular
XCROTtS on progresc by
project and activity for
JCC to make Informed
decisiong and to menitor
progress against plans

+ ¥orTa froquent meatings
« ALY love) woo high to

provida reguired consistent
input

TOC phould hove prime voice

£TC should Jointly

« DXC and
ostablich pricrities and overall

dirceticn but 0CC chould have
prame vico in detennining top:

to be surveyod and pnorium:
botwoen curveys then to JCT for
docision, SIC to provide input
in resource constraints

coneider oard of key
sgency and pij.-'cjal represon-
tatives

_Director of CSP to report to JOC

and not to ascume other nen-CSP
recponsibilities

Birector to directlv to
JOC on planning prlnn:.u._.
budqetting and progress ‘and to
SIC in adniniscracive and opera~
ticnal matters

. Program mwagers not to be
etary ‘

£TC__VIENS OR
PERFORMANCE- PRETER! OTHER COMMENTS OR
TO=DATE RDL}“;‘C]MNGE“ MGT AND OVERALL OYRECTION

XC not taken seriously by
gorbers resulting in post-
poncd meetings at shich
ymortant 1scues (e.g.
budget) wera to.be discuseed

5 year mid-term plan has not
been revicwed

sed et not prosented

Proposed budg
at JOC primarily duc to delays

4n JCC, meetings

€SP did not pursue

why DCC had
rot used on an amual basis the

agrecd uport $180,000 for the
Survey of cultural .activitioes

*7 10C and £TC did not prosent
rmportant issues of concern

to thm\ €.g. DOC rot specify=
ta needs, other con-
cems at

Irreqular mectings with poor
attendance rezulting in lack
of direction/monitoring of
Naraer's decisions,

eould not salt to make
important decicions unefl
a meeting sas reschoduled

« IXC & 57C to jointly propare mmldbamdmxasmm ..

prioritics for CSP then to

JCC for changes and approval
« toplcs to he murveyed (1f not

wecificd in plan) shauld be

determined by DOC & SIC with

consultation from others

of dircctors

. Problen bcu-cen definition of |
cultural industries and
institutions between IOC ond
SIC e.q. Terforming Arts
called industry at STC but
ot at ICC

. reed for new mid-term plan
(3-5 years)

. allecatien of rosources by
project and year should be -
proepared by officers of DOC
and STC and submitted to 1CC
for review and final
aporoval | v -

. exact responsibllities of
JCC <hould be specified
includim decisions to be
made and tine francs for
act.

« two scniors (pnferab)y
M) chould be on JOC
provide nocessary x:mlor
support to each Pept.,
Mezbers must be interested

« 3t leant one marber from

Program manager not to be
outside cach Deparoment eecretary
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ANNEX A

TASK B3'WORK PLAN

ASSESSMENT OF PROGRAM PROCESSES




AWork Plan for Task B.3
_ - of Phase II of the Evaluation
- of the Cultural Statistics Program

Tas}

: B.3.1: Development of Process Detail Steps
B.3.1.1 - Devélop Terms of Reference and chart
' outlines for CSP staff to detail the

current process steps for Book Publishing

~and the Performing Arts 7 Theatre Companies
_ progecusjto capture for each step:
— time frames estimated initially
.'.f'tlne frares acbual
- 1ntended products
R acﬁual products
C - estlmated resourceq reqqued CSP
‘lg - acbual resources utilized CSP
.~fest1matcd resources reou1red DOC
— actual resources utilized DQO -
- outside-involvemant aﬁticipated ‘ .
_# of ‘organizations ' '
criteria for ‘use of organlzatlons

- actual 1nvolvement achieved

3 OI organlzatloqs" - ‘ .5 day
of crlterla used

t

Task B. 3“1;4."Deweloomenu of mfficiency Criteria

Co— Draft criteria for measurement of efficiency
~ of process steps for Book Publishing and Theatre

Compénies of process steps for projects.

- Discuéé criteria with staff of CSP/DOC

~ Revise criteria for use in RB.3.3 and

B.3.4 - ' ’ 1 day




I B.3.1:3 — Viork Ulth CSP_Staff in developlnq pProcess

| . ' charts for Book Publishing and Theatre anngniﬁﬁ_bY‘
I- = pr0V1d1ng adv1ce/clarw_rlcanlon
5. days - edltlng work produced '

flsr stafs : . - |
I P B . ~ general assistance ‘ : : 3 days,

B.3.1.4 - Analvsls[Vellflcwtvon of Draft Process.

‘Charts by .
~ file verlflcatlon of dmta by samole
~ checks.

- discussion of charts with CSP/DGC
officers.
- réview'of previous projects’ surveys
to dete:mine;.A '

. es%imsted/asfual times énd costs
. changes from former to current
surveys '_ | .
llstlng of issues for B.3.2 and
B.3.3 ex amlnatlon _ 2 days

Task B.3.2: Examination of On-Coing Process activities

v

‘:B 3. a l - Onssrve on—g01ng process activities in Book
A Publlshlng and Tneatre Companies projacts against

process chartlng and eff1c1ency criteria

B.3.2.2 - Analyze findings on on-going process
== activities

B.3.2.3 - Discuss findings with CSP/DOC staff © 6 days

Task B.3.3: File/Discussion Examination of Complcted
. Process Activities

B.3.3.1 -~ Conduct £i le research on completed process
activities for other selected projects.

(NOTE - It may be necessary to conduct expminations

of. other projects for process steps if selected

; projects are incomplete)
( 2YS o ,




B.3.§;2_— Analyze findings on completed process
. activities | K

.

_ B.3.3.3 — Discuss findings wiph Cs8p/DOC staff 5 days

Task B:3.4:  Develop Efficiency Performance Assessment
B.3.4.1 - Synthesize findings from B.3.2 and B.3.3.

B.B.é;z‘f'Rélate’findings to existing process models.
B.3.4.3 - Develop recommendations for improvements

to exlsting process steps

n - “ N ) . N -
B.3.%.4 - Prepare draft efficiency assessment

" _report’
' B.3.4.5 - Discuss draft report with CSP/DOC staff 2 days

Task B.3.5: Develop Input on Processes for Task Area D -
oo . Revised Program Model, Based on B.3 Findings

- 3 ale e

¥ 2 Process changes within the Program Model;
*.— Methods for periodic program and project

. reviews - - .' - -5 day
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ANNEX B
PERFORMANCE CRITERIA

ASSESSMENT OF PROGRAM PROCESSES




13:008
14 Sept 81’

Phase II - Work Plan

- CSP Evaluation

_ PERFORMANCE  CRITERTIA

f4 Estimated Resources v.s. Actual Resources Expended*

—~ Estimated Time Schedﬁles v.s. Actual Time Frames Achieved

- Estimated.Outside Production Costs wv.s. Actual Outside

Costs )

—  Estimated Computer Availability v.s. Actual Computer
Availability - _ .

- ;STC'Data Quality'Requirements v.s. Actual Data Quality
Achieved | - '

~ CSP Time Frames/Resources v.s. Comparable STC programs

—- First Run Survey Costs/Timing/ v.s. Second/Subsequent
Survey Costs/Timingi'
=~ Targetted Eével‘bf Résponse v.s. Actual Response Level
- Estimated DOC participation v.s. Actual DOC participation
— Estimated CSP participation v.s. Actual CSP participation
- Estimated‘Consuitqtion_Target Population v.s. Actual
ansuitatiqnﬁ?qpulation_ '
~ Planned ForﬁaﬁACoﬁtenﬁx?.s. Actual Format Content
' jﬁ;fBulletin‘ .

— Publications
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In additioh or complementary to the formal efficiency criteria,

~the pxocess study of the two selected projects will include

consideration of Task area Bl.l concerns, namely:
" - !intended uses

- target market

- level of disaggregation provided as-available

- Lormat _

- data quallty reportlng

- stacus of data (preliminary or not)

- Jresources consumed in production

- bfher asscciated production costs

~ dates for accessing data

- ~t1me required to produce

— Processes lnvolved in productlon from survey de51gn
- effec;s of current and planned STC po11c1es and

procedures on above."
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ANNEX C
INTERVIEW GUIDE

ASSESSMENT OF PROGRAM PROCESSES



1
I3
b
¢
i

—

PR

P Sap—.

= ER oo ey v
. - _

: h .oy

. L

.

[ORRRIN

DRIV

13:008
13 Oct. 81

" CULTURAL STATICTICS PROGRAM
PROJECTS PROCESS. SURVEY

1) Pre~-Consultative
- DidiJCC'provide décisions on this surﬁey
- Based on what information
~' Were resources available discussed
— Were priorities betweén survéys discussed
-~ What were the reasons given for decision
V - primary

- secondary

2) Pre-Consultative 4‘Objectives/Needs‘Stage'(DOC/StatsC)

- To what exfent were both involved
- How were objectives set
—. " Were resources available discussed
—~ What preparation work was done
‘ - by Stats Can

-- by DOC
- Wwere other'parties involved at this stage
- What épecial problems were encountered
- Hoﬁ were they resolved
- Were criteria/pafameters established
~ 1Is there documentation of meetinys .
- What timé was involved (estimates)

-~ by Stats Can

- by DOC

3) Consultation Stage

- Were both DOC and Stats Can involved

- Was any thord party involved on team

~ To what extent for each

~ What time periodé were involved

~ What resource utilization was involved

— Did objectives/criteria/parameters change
~ What significant results were achieved |

- what specific problems were encountered
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- How were they resolved

- Were other than direct target groups .involved

’(e.g.-accountants, professionals)

_4 What level of cooperétidn/resistance was encountered
- Did consultation affect planned schedules or use

of resources

- How many rounds of consultation were involved

~ What preparation work was undertaken

-~ Was is adequate to meet.needs A

4) Survey Development Stage

(a)

Mailing

List

Survey
Sample

Quest-

ionnaire

(b)

Preliminar&

- How was initial mailing list

~ — obtained
- modified
.~ finalized
Were there written/recorded guidelines

How was adequacy of mailing lists determined

iWho decided

Were both DOC/STC involved

Any other participants

How waé the survey sample decided
Who participated

Who decided

How were. broad subject areas developed

- Who was involved

.-Who approved concept

How were specific questions developed

Was a previous or other instrument used as a

"model

Verification

How were questions reviewed

What contribution did consultation make

Who approved final draft - was DOC involved
What problems were identified

How weré they resolved

pid final draft encompass‘all STC/DOC concerns
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Final Development

bad

-1

-—

. Who
des
Was

Wer

had responsibility for computer systems .

ign ‘ ,
other help obtained, if so from whom

e formai instructions/criteria developed

was, guide

Was any previous or other systems design used

as
Wha
ﬁow
Was

Is
if.
Who

Wer

guide
t problems were encountered
were they resolved
a main frame/mini decision made
‘ - by whom
—~ on what basis
edit methodology standard in all'surveys -—
not, what was unique
" has responsibility to develop it

e any problems encountered

How were they resolced

Who

approved final methodology

How did it work when used

How were output tables decided - by whom

Did they relate to survey detail

Were any problems encountered

How were they resolved

Wer

e supplementary tables needed after first

run of data
Why?

Data Collection Phase

Were interval resources used in design - why

Did Planning have a priority for survey instrument

was it honoured

was the time frame acczptable

Did the instrument need translation

—

was priority given
was it honoured .

was time frame accentable

B e T T Y O T D S
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6).

‘Who cleared final instrument

- Were any subsequent errors found - how were

. they handled

Did the printing get completed as agreed - if

fnot, why not

Did all mailing list respondents receive copies -

if not, why not

"File Creation/Data Preparation Phase

were pre—determined time and % return cut offs
established "
Were they adhered to - if nét; why not
- ~who authorized extension
How many follow ups occured
By what methods were follow ups made

- by whom

'~ Was overtime involved

.Did respondents require assistance in completing

surveys _
~. waht percentage
-~ in what areas

Were problems encountered

‘How were they resolved

Clean Files

1

Who determines extent of manual check
What average time did it take per survey
Was material key punched
.- if so, did it have priority
- was priority honoured
- if not, how was it done
Did machine edits indicate survey design faults
-~ if.so, how were they handled '
Did machine edits reveal system design faults
- if so, how Were they handled
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7)

8)

- Were

. = Were

-  Were

-~  What

time frames for edits established
- if s0, were they honoured
corrections percentacges
- as anticipated
. = “higher
- lowef .
.any problems encountered in adjusting errors
= if so, how Were they handled
quaiity control was exercised
-~ who decided
~  how extensive

- what was result

- Pre Analyéis Extraction

- Were

output tables requested

- In what,fofmat‘

- Were

- Were

- Were

they feasible to produce
thei sufficient -
- 6f not, what additional outputs were
| needed &
~ . who decided .
'different‘output tables requested for

preliminary and firal products

- Who verified accuracy of tables as produced

— Were

problems encountered

~ How were they resolved

-  Were

time frames as planned and acceptable

Pre Publication Analysis

(a) - Preliminary — Bulletin

—

Who determined level of analysis
Was it adhered to
Who determined time frames
Were they adhered to
Who reviewed bulletin
-  for proofing
- for content

- for accuracy

O L oy
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(b)

(c)

Final - Publication

{see (a))

'Special Requests

—

How are they received
How are they channeled intefnally
Who decides on: .
- if they are to be undertaken
—. to what depth '
>‘— at what cost
Are.time limits accepted and met

Who determined sale/release of tapes etc.
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PROTOCOL FOR EDP PROJECTS

WITHIN THE INSTITUTIONAL AND
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" File reference No.

"Ei % Statistics Canada  Statistique Canada
. ' ' N/réf.

MEMORANDUNL—AOTEDESERVKE

.-

Date December 7, 1976.

To—;  Distribution

. w
From — De M. Wisenthal, Director General, I&PFS Br nch;‘,,/f""”

Subject — Objer Protocol for EDP projects within the Institutional and Public
: Finance Statistics Branch ’

The attached Protocol, designed by the Institutional and Public Finance
Statistics Branch and SDD, for the development of EDP projects is to
be used for all EDP development projects in the I&PFS Branch effective
immediately. Strict adherence to the Protocol will ensure better and
less costly systems, and help to improve inter—-personal relations
between project team members because of the more clearly defined
responsibility roles specified in the documentation.

It is important to stress the need for strong, positive, and respomnsible
project management not only in the EDP development projects but im all
projects. It is intended to initiate activities which will strengthen
the role of the project managers and provide an environment and the
training needed to enable project managers to develop their capacity to
manage. In light of recent statements by the Chief Statistician related
to project management and accountability, it is imperative that we take
the necessary steps, as a Branch, to meet these objectives.

Since each of you have participated in the elaboration of this policy,
it would seem appropriate for you to introduce it to your employees with
any explanations or additions you deem appropriate.

An Evaluation and Review Committee, chaired by Marcel Préfontaine, will
assemble in early June 1977 to deal with suggestions and recommendations
which emerge from the application of this policy.

The due date for the General Statement of Requirements (Item 1.3) for
EDP projects for 77/78 may be extended from January 1, 1977 to February
1, 1977 considering the time remaining before January 1, 1977.

Attch.

Distribution J.B. Smith ‘ c.c. L.E. Rowebottom
J. Hauser J. Charlton
M. Préfontaine E. Outrata
Y. Fortin

1

A.R. Grenier
E. Doucet, SDD

9m300] 45 Da4eT6
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- DEVELOPMENT OF EDP PROJECTS —

1. GENERAL STATEMENT OF REQUIREMENTS (GSR)

1.1 1In order to utilize resources efficiently, a list of approved

1.3

1.4

1.5

1.6

projects should be available at the beginning of each fiscal
year. The preparation of this 'list' normally begins at

Main' Estimate time when Chiefs provide, to their Director, an
indication of the projects they wish to develop in their re-
spective areas. Well in advance of the beginning of the fiscal
year, the Director will call for his Subject-Matter Special-
ists to prepare GSR's for projects selected (Appendix A).

- The preparation of the GSR is the responsibility of the Subject-

Matter Specialist, (i.e. Programme Manager or Chief). He may
delegate the work and he may request the assistance of SDD
and/or I & SC but the responsibility remains his alone. The
completed GSR's are forwarded to the Director for review and
approval,

The Director will assign priorities to the individual GSR's for
his division and make the entire 'package' available to the SDD
User Representative, and to the I & SC Representative by January
1st for the following fiscal year.

The SDD User Representative will allocate SDD resources based

on the priorities identified by the Director.

It is recommended that large projects be carefully examined with
a view to parcelling them into two or more smaller projects.
Projects have a greater chance for success if they are short
(less than eight months of elapsed time) and can be started and
finished within the same fiscal year. For projects which must
overlap two fiscal years, the GSR should state clearly the targets
for the first fiscal year, and a revised GSR will be required for
the second fiscal year.

The budget-sheet, which is attached to the GSR, is initial!:
rough estimate of project costs. 'As it becomes possible ¢ -
fine these estimates, revised budget sheets should be propaiied
and approved by the Director. The form provides for the date
and revision number to be entered on each 'generation' of the
project budget sheet.




PROJECT INITIATION

2.1

2.2

2.3

To initiate an approved project, the Director will appoint

-a PROJECT MANAGER. The Project Manager will notify the ser-
~ vice areas of the project start date.

The Project Manager is the key figure from this point on. He
ensures that the special skills of the service areas are repre-
sented on the project team and that all team members operate
efficiently and effectively. It is important that the Project
Manager assume a strong leadership role. '

The following points are generally accepted as principles of
effective team operation:

- The team should meet to assign and co-ordinate work
but never for. the purpose of doing the work.

- The Project Manager should be free to meet individually
with team members to discuss specific points which do
not concern the team as a whole,

— The size of the team should not be allowed to grow
beyond manageable size.

- Meetings should not become 'institutional' gatherings.
The Project Manager should call meetings for a purpose
and should insist that attendees stick to the agenda.

DETAILED STATEMENT OF REQUIREMENTS (DSR)

3.1

4.1

The first responsibility of the Project Manager is to develop

a DSR with the help of the team (Appendix B), for the approval
of the Subject-Matter Specialist or Divisional Chief. Normally,
the completion of the DSR will require the first revision of
the budget sheet to be issued.

SYSTEM PROPOSAL

Based on the DSR, the SDD.Analyst will prepare a System Pro-
posal (Appendix C). The proposal is for the joint approval
of the Project Manager and the I & SC Representative. The
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5.1

5.2

5.3

5.4

5.5

5.6

Project Manager approves it from the standpoint that it meets
subject-matter requirements and the I & SC Representative
approves it from a technical and integrative standpoint.

Formal go-ahead for execution of the proposal is via an

'Engagement Memorandum' which is the last item in the System
Proposal document. (Appendix C, Exhibit 1). At this time, the
User Representative will ensure the allocation of the necessary:
SDD resources.

IMPLEMENTATION

The Computer System proposal is normally only part of an over-
all strategy. Therefore, the Project Manager will incorporate
the Computer System proposal, into his overall plan. The plan-
ning system used will be an ordered activities network as des-
cribed in Appendix G, Section 5.

As work is done and project tasks are completed, the Project
Manager will keep the team members informed of the progress
against the plan.

The Project Manager also reports on progress to his own line
management, .

The overall plan includes provision for a user acceptance com-
ponent. (Appendix D).

User acceptance is formally acknowledged via an official
sign-off memorandum. (Appendix E).

After the project has been operational for a designated period
of time, it should be reviewed to determine possible problem
areas and to recommend corrective action and/or enhancements.
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~trouble filling the form:

APPENDIX A

GENERAL STATEMENT OF REQUIREMENTS (GSR)

" The GSR should identifv the project and provide sufficient information

for the Director to dectermine divisional priorities. It consists of a,
one-pape form with an attached budget sheet. The following is a list
of questions which mav be referénced by individuals who are having _

OBJECTIVE(S)

What am I trving to achieve with this project?

JUSTITICATION

What benefits will be gained from this projecct?

What are the consequence of not proceeding?

Will this project result in clerical savings?

Will this rroject result in D.P.D. savings?

What are the alternatives to this project?

What are the imnortant background items which might help justify
this project?

CONSIDERATIONS & CONSTRAINTS

What will be the impact of this project on other programmes?

What is the importance of this project to onpoing programmes?

Arc there existing contractual agreements with outside agencies and
governments,? - —_
Will such agreements have to be nepotinted?

Are there timing constraints of -any kind?
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GENERAL  STATEMENT OF REOUIREMENTS (GSP)

3

.;fl———-mentification:‘

tNR S AmEdarame

Project Name

NNl o -~
Launvend L
~

Project Manager (expected)

Programme Manager or Subject Matter Spécialist

.

Considerations & Constraints:
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DETAILEb STATEMENT OF REQUIREMENTS

The detailed statement of requirements is a written statement .of

the objectives and parameters fo® the system. It is the formal

statement of what .the subject-matter user expects of the system

to be developed. It must be comprehensive and detailed enough

to allow the systems specialists to design a working system.

This

documentation should contain the following sections and should be

amended as required such that it is always current. It is the

project manager's responsibility to see that this is done as a-

first activity of the project team.

Octover, 1976

Identification

1.1 Project Name
1.2 Project Manager"
1.3 SDD Analyst

1.4 Effective Date

1.5 Divisional Priority

Design Objectives

All general and specific objectives-to.be'accomplished by the
systems development work should be described (e.g. reduce the

processing cycle from two weeks to four days; or change the

‘'emphasis from the analysis of historical information to the

analysis of current information). It should be obvious what
the project team is trying to accomplish. Priorities should
be assigned to the objectives as they are often contradictory

(e.g. flexibility vs efficiency).

Constraints

All known constraints should be documented and understood by
everyone involved (e.g. the monthly report must be issued

within ten days after the:month end; or the information col-

vty
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y design.
4. OQutputs. _ .
All expected outputs should be described in terms of function,
distribution, content,.sequepce and expected volume, Every-
thing the user expects to be produéed by the system should be
" described in order that the system developers can allow for it
in the design. From this, the system designer will design
actual outputs for the user's approval.
5. Inputs
All inputs which wili‘be expected should be described in terms
of source, format, content, frequency, expected volume and
processing sequence. This provides the system developers with
the information required to optimally design the required data
collection metheds, ‘
6. Processing .
All processing required should be described. This includes
editing, data updating, calculations, report compilation and
controls required. This information should be provided in
enough detail td ensﬁre that tﬁere is no misunderstanding as
to what is to be done.
7. Preparation of the SDD Proposal
The SDD project analyst should provide work plan of how the
systems proposal will be prepared, how much it will cost to
prepare it and when it will be completed.
8. Approval

APPENDIX B

-2 -

lected will remain constant for 6 years). The constraints

should be planned for, as they may determine the final

This is a signed approval by the divisional chief and the
programme manager which authorizes SDD to prepare the systems

proposal based on the detailed statement of reguirements.
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COMPUTER SYSTEM PROPOSAL

1976

. The computer system proposél is drafted by SbD in consultation

with the user and addresses a detailed statement of requirements.

It should include the following:-

2.

Summary of Administrative Information

This is basic information required for smooth operation of

. the administration aspects of a project:

1.1 Pracas Code, Phase Code

1.2 Tinancial Responsibility Code
1.3 Brojegt Name

1.4 Projeéé;ggégggplr

1.5 SDD Analyst

1.6 Date Proposal Completed

1.7 Cost of Proposal

Background

This should be a brief summary of any pertinent historical in-
formation which may be relevant to project initiation. This

section will be of particular benefit to the reader who is un-
familiar.with the project and needs to view the proposal 'in .

context'.

Cost-Benefit Analysis

This should describe briefly, various alternative approaches
considered and the rationale (in terms of cost and benefit) for

elimination of various alternatives.

Description of Proposed System.

This should contain an overview of the proposeg development
‘1

work with particular emphasis on how it satisfied the statement
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APPENDIX C

of requirements. It will normally contain information on

the following topics:

4.1

4,2

C 4.3

4.4

4.5

4.6
4.7

4.8

4.9

4.10

4.11

Plan

This

work

Macro-level flowchart.

Program narratives describing the major functions of
each program.

File descriptions including organization, probable
contents and expected volumes. -

Output descriptions including sequence, frequency,
estimated volume and contents.

A description of the run cycles and expected processing
schedules.

A description of the hardware/software requirements.

A description of the back-up/recovery system and
controls to be used. '

Interfaces with other systems.

User support requirements for development and expected
operations. . -

Estimated operational cost.

Plans for conversion of existing systems or components.

should be entirely represented in graphic form on a net-

diagram where all activities can be represented, labelled -

and estimated in a format which becomes the standard for pro-

ject

reporting. Scheduled dates should be clearly noted at

appropriate nodes and all nodes should be numbered for easy

reference.

Example

- from the PERT

NOV 10

3 m-d
DATA FOR P27019
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APPENDIX C

Accompanying the network diagrém should be an activity list
which describes each activity fully and assigns responsibility
“for it.

Examéle

~ from the list of activities

(7 - 8) Prepare test data for edit module P27019

Responsibility -~ John Smith
Schedule Date - November 10, 1976

Provide data in card format with documen-
tation of expected results.

.The SDD Analyst will'update the network diagram and accompanying
activity list and will record completion of events, issuing up-

dated versious to all parties, at reporting intervals.

Note, that each activity implies a physical output as proof of

completion.
Example
program design -~ a program spec.
investigation - a brief report
testing -~ computer printouts
design operating instr. = a manual

Engagement Memorandum

This is a one-page item containing approval signatures for
system design by the project manager and the branch repre-

sentative; authorization signature from the programme manager.

If the proposal exceeds the remaining budget allocated for this
project additional authorization by the division's director is

required if the project is to continue. (See EXHIBIT 1).
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EXHIBIT 1

ENGAGEMENT MEMORANDUM _

This acknowledges that the undersigned approve the attached
systems proposal and agree that its execution may proceed as.

EV——

planned. :
Project Manager Date
Branch Déte
Integration & Systems

Representative

This acknowledges that the undersigned authorize the
execution of the systems proposal.

Programme Manager : Date

Since the proposal requires monies in excess of budget the
signature below authorizes the additional expenditure of

$ .

: - cere et e, R—— L sete le ) P .
- ’
3

Director i Date

e

ctober, 1976

o NE IR
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APPENDIX D

1.1

1.2

1.3

1.4

1.5

1.6

1.7

. -

October, 1976

ACCEPTANCE TESTING

When the systems developers are ready to implement the new system
the programme manager should prepare and run his own tests to en-

sure that the new system performs in accordance with his expectations.

This testing must be based on the detailed statement of requirements

from which the system was developed.

1. Objectives

To ensure that the system provides for processing cor-
rectly any and all combinations of accurate data and

that all reasonable controls are exercised to detect

- and reject inaccurate data for correction by re-

submission into the system.

To ensure that processing cycles are logically sequenced
and that systems or data sequencing problems can be de-

tected by the system.

To ensure that the volumes anticipated can be handled
by the system in the time frames and with the resources

anticipated.

To evaluate the sensitivity of the systems to expected

volumes and error rates.

To ensure that the data and file controls operate cor--
rectly and that they reflect the current and cumulative

status through understandable control reports.

To ensure that the user's manual provides procedures in
p

sufficient detail to allow the user to operate without

_repeated intervention by the developers of the system.

To ensure that the documentation is complete and con-

sistent for all parts of the system. A
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Composition of Test Data

The user tests should include the following:

2.1 Data structured to verify the logic of transaction pro-
cessing. This includes the simpler aspects of ‘editing,
updating, data control and report production for

accurate and inaccurate data.

2.2 Data structured to verify all processing which involves
data sequencing, data combination conditions, complex
processing and re-entrant data such as corrected errors

and files previously produced by the system.

2.3 Data structured in proportion and volume to simulate

actual operating conditions.

The tests should be structured so that corrected errors and
output files from a test are used as inputs to the next test
run. It is important that this series of tests be prepared

by the user; run by the user and evaluated by the user.

Preparation of an Acceptance Test

A number of tasks are required to prepare for, organize and
carry out acceptance tests, In addition, controls and approval
procedures have to be set up to insure the orderly elimination

and correction of problems .encountered. These tasks include:
3.1 Gather the following documentation:

-3.1.1 Detailed statement of requirements from which
the system was developed;

3.1.2 Complete systems flow chart for references and
communication;

3.1.3 Production schedules including data flow and work
flow. These should include cut~off dates, last
minute change procedures, correction procedures
and cycles, and any by-pass operations and their
subsequent integration into the system. ‘
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3.2

3‘3

3.4

3.5

3.6

The

" and

APPENDIX D

Develop the procedures for the production and checking

of test data.

Develop the procedures to be used to test, review and

document test results.

Develop the procedures to effect systems éhanges based

on the results of the test.

Develop procedures to maintain the test package in

parallel with any future changes made to the system.

Prepare test data and expected results.

user should maintain an up-to-date acceptance test package

the expected results. The test should be re-run after any

system modification and the test itself should be modified to

account for any future systems enhancements.
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SIGN-OFF REPORT

1. Status of Project
2. Documéntation

3. Test Package

'
Pl
.

Evaluation

Vet by, 10748

APPENDLX E

5. Date and procedures for post-project evaluation
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: SUBJECT HATTER BRANCII S.D;ﬁ. S.D.D. .
CO‘;A{Q? . SUBIECT REPRESENTATIVE USER ALALYST
PPONENTS MATTER PROJECT DIVISIONAL | DIVISIONAL FROI REPRESEHNTATTVE
A X4 T " t o "l ~
SPECTALIST HIANAGER CHILT DIRECTOR I. & S. C. {

GLHERAL STATEMEUT OF Review and Review and

REQUIREMEKRTS Responsible Approval Approval Comment Comment
DETAILED STATEMENT OF

REQUIREMENTS Approval Responsible Approval Assist Assist
CCHPUTER SYSTEMS

PROPOSAL Assist Approval Assist Approval Assist lesponsibl
PROJECT PLAN Assist Responsible Approval
IMPLEMENTATION OF THE .

PROJECT PLAN Assist Resnonsible Assist Assist Assist "Assist Assist
ACCEPTANCE OF

T-PLENMENTATION Responsible Responsible Assist
SIGH~-OFF REPORT Responsible Approval
POST-PROJECT :

EVALUATION Responsible Assist Assist

" December 1976
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A - THE DUTIES OF STATISTICS CANADA ACCORD ING TO THE AcT
"ASSENTED TO FEBRUARY 11tH, 1971:

3.

THERE SHALL CONTINUE TO BE A STATISTICS BUREAU UNDER
THE MINISTER, TO BE .KNOWN AS STATISTICS CANADA, THE

"DUTIES OF.WHICH ARE

(A) T0 COLLECT, COMPILE, ANALYSE; ABSTRACT AND PUBLISH

(B)

(c)

NOE

STATISTICAL INFORMATION RELATING TO THE COMMERCIAL,
INDUSTRIAL, FINANCIAL, SOCIAL, ECONOMIC AND GENERAL_
ACTIVITIES AND CONDITION OF THE PEOPLE,

TO COLLABORATE.WITH DEPARTMENTS OF GOVERNMENT IN

THE COLLECTION, COMPILATION AND PUBLICATION OF

STATISTICAL INFORMATION, INCLUDING STATISTICS
DERIVED FROM THE ACTIVITIES OF THOSE DEPARTMENTS;

TO TAKE THE CENSUS OF POPULATION oF CANADA AND
THE CENSUS OF AGRICULTURE oF CANADA AS PROVIDED
IN THIS ACT;

T0 PROMOTE THE AVOIDANCE OF DUPLICATION IN THE

- INFORMATION COLLECTED BY DEPARTMENTS OF GOVERNMENT,

“ AND -

(E) GENERALLY, TO PROMOTE AND DEVELOP INTEGRATED

SQCIAL AND ECONOMIC STATISTICS PERTAINING TO THE
WHOLE OF CANADA AND TO EACH OF THE PROVINCES
THEREOF AND TO COORDINATE PLANS FOR THE INTEGRATION
OF SUCH STATISTICS. , ‘
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B - STEPS FOR A NEW SURVEY OR FOR A MAJOR MODIFICATION TO AN
EXISTING SURVEY:

1

BASIC RESEARCH

»(A) 'GENERAL IDEA OF THE SUBJECT.

(B) IDENTIFICATION OF THE MAIN ISSUES AND PROBLEMS
"~ WITHIN THE SUBJECT. .

(c) IDENTIFICATION OE THE SUBJECT IMPACT ON PROBLEMS
AND ISSUES OF THE CANADIAN CULTURAL LIFE,

(p) IDENTIFICATION OF POLICY ALTERNATIVES TO BE ,
EVALUATED ON THE BASIS OF STATISTICAL INFORMATION..

(E) INVENTORY OF THE AVAILABLE INFORMATION AND
IDENTIFICATION OF SOURCES OF INFORMATION.,

~TO DETERMINE WITH PRECISION THE PROJECT CONTENT AND

OPERATIONAL OBJECTIVES.

TO DETERMINE THE NEEDS AND OBJECTIVES OF ALL USERS
INCLUDING THE NEED FOR INFORMINu THE PUBLIC.

To DETERMINE WHAT DATA WILL BE NEEDED IN ORDER TO

SATISFY THE NEEDS MENTIONED ABOVE.

GIVEN_THE NECESSARY CONSTRAINTS, TO SELECT THE NEEDS
AND OBJECTIVES WHICH WILL BE SATISFIED.

To IDENTIFY THE UNIVERSE TO BE SURVEYED OR ABOUT WHICH
DOCUMENTS WILL BE ANALYSED,

To DEFINE METHGDOLOGY; TAKING INTO CONSIDERATION THE “
BURDEN POSSIBLY IMPOSED ON THE RESPONDENTS AND THE
DESIRED MARGIN OF ACCURACY.



FOLLOW-UP." - .-
15,

1.
18.

19,

20,

To PREPARE THE NECESSARY SURVEY INSTRUMENTS, SUCH AS
QUESTIONNAIRES, SAMPLE IF NEEDED, ETC. -

TO PREPARE AT LEAST A’ SCHEMA OF THE ANALYSIS WHICH
WILL BE MADE WHEN THE DATA WILL BE RECEIVED.

To EVALUATE RESPONDENTS' CAPABILITY TO SUPPLY DATA
© AND TO MAKE SURE THAT THEY ARE WILLING TO DO SO,

.SPECIFICATION_OF EDITING PROGRAMME INCLUDING

IMPUTATION, DECISION”TABLES; RELATIONSHIP BETWEEN

VARIABLES PROGRAMMES AND TESTING OF THESE PROGRAMMES,
PRINTING OF THE QUESTIONNAIRE.

MAILING OUT OF THE QUESTIONNAIRE.

DETERMINATION OF THE PROCEDURE FOR FOLLOW-UP AND

To ASSIST RESPONDENTS IN COMPLETING QUESTIONNAIRES,

MANUAL EDITING AND COMPLETION OF QUESTIONNAIRES,
THROUGH CONTACT WITH THE RESPONDENTS IF NEEDED,

CODING THE DOCUMENTS, WHEN NEEDED.
DATA CAPTURE AND KEY PUNCHING.
MECHANICAL EDITING,

DATA CORRECTION; INCLUDING CONTACTING THE RESPONDENTS
BACK 1F NEEDED. '
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21,

22,

24,

25 8-

26,

27,

| 28,
29,
30,
31,
32,
33,

3[‘1 ]

CREATION OF A CLEAN MASTER TAPE.

IF MICRO DATA TAPE IS TO BE GIVEN, REPORT TO THE
MICRC DATA COMMITTEE, APPROVAL BY THE COMMITTEE AND
PREPARATION OF THE MICRO DATA TAPE.

PREPARATION OF THE EXTRACTION PROGRAMME,

EXTRACTION OF SOME. TABLES,

ANALYSIS OF DATA FOR DISSEMINATION PURPOSES.

PUBLICATION OF PRELIMINARY REPORT AND OF THE DATA
AVAILABILITY,

FURTHER ANALYSIS OF DATA, INCLUDING SOME STATISTICAL

CHARACTERISTICS, SUCH AS PERCENTAGES, CENTRAL VALUES,.
" RELIABILITY MEASURES, ETC. - .

MANUAL PREPARATION OF TABLES, IF NEEDED. -

- PREPARATION OF THE MANUSCRIPTS FOR VARIOUS TYPES OF

PUBLICATIONS.,

EDITING OF THE:MANUSCEIPTS.
TRANSLATEON;::
TYPE"SETTING.x‘
PéQOF—ﬁEADiNGq'.A

PRINTING AND DISTRIBUTION.,



o Ve A e aiee 7R 4 b A A s A Y LB TS L Ldee LTIl s ak s miraea s b ERCIRRERRAL

'35, RESPONSES TO SPECIFIC REQUESTS,

36, PREPARATION OF MONOGRAPHS AND ARTICLES, IF DEEMED
" NECESSARY,
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C - STEPS FOR EXISTING SURVEY:
1. DiscussioN WITH THE USERS, TO ASSESS THE FULFILMENT
_ OF THEIR NEEDS AND TO REDEFINE THEIR OBJECTIVES AND"

NEEDS.,

2, To REVIEW WITH THE RESPONDENTS THE BURDEN IMPOSED

~ ON THEM AND TO EXAMINE WITH THEM THE POSSIBLE
SIMPLIFICATIONS WHICH COULD ALLEVIATE THIS BURDEN
WITHOUT LOSING NEEDED INFORMATION,

3. To RE-EXAMINE THE METHODOLOGY.

4. To MODIFY AS NEEDED.THE COLLECTION INSTRUMENTS. .

5. To COMPLETE AND MODIFY THE LIST OF RESPONDENTS,

AND THEN, NUMBER 11 TO 36 OF NEW SURVEYS WILL STILL BE
NECESSARY, TO A MORE OR LESS GREAT EXTENT,
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DETAILS ON- THE EDUCATION

SUB-SECTION DIVISION OF THE EDUCATION

SCIENCE AND CULTURE DIVISION

STATISTICS CANADA

SO IO




Education Sub-Division Program -

Main Estimates 81-82 (PY's) _ 'Utilization 81/82 (Py's)
ES -7 - 1 1
6 - 2 1
5 - 5 3.98
4 - 1 1
3 - 6 4,47
2 - .2 2
1 - = 3
SI.- 5 - -~ -
' 4 - 1 1
3 - 4 3.95
2 - 7 9.38
1 - 3 3
CR -5 - 1 1
4 - 4 - 5.99
3 - 9 8
2 - - -
Total 46 ' 40.5
Costs : Project Name & Number " Resp. Records
(000's) ‘
1,650, . 2631 EDUCATION :
560 , 2632 POSTSECONDARY EDUCATION
S 0518 University Teachers 105 32,500
5 0565 College Teachers 120 16,500
S 2633 University Enrolment 70 600,000
S 2634 University Degrees 70 115,000
S 2635 College Enrolment 135 250,000
S 2657 Tuition & Living Accomm. 70 70
350 2638 ELEMENTARY SECONDARY EDUCATION
' S 0196 Teachers : 1,200 195,000

2797 Publications
. 2796 Requests
S 0508 Students 1,200 1,200

2762 Publications on Enrolment

2761 Requests on Enrolment

2768 Tublications on Minority
Language

2767 Requests on Minority
Language

260 2639 PROJECTIONS & SPECIAL STUDIES



Costs '

300 thou. 2642 EDUCATION FINANCE Resp.  Records
S 2645 Government Expenditures 40 © 40
S 2646 School Board Expenditures 13 113
S 2647 University Expenditures 65 400

'1.75" - 2835 PROGRAM EVALUATION & ADMIN.

S ~ All surveys are annual
All surveys are UNIVERSE as opposed to sample.
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EDUCATION SUB-DIVISION

PUBLICATIONS AND BULLETINS

81—002 Education statistics Service Belletin (10-12 issues)

81~202

81-204
81-208
81-210

81-219

81-220
81-222
81-229
81-241

81-254
81-257
81-258P
81-2588

81-~258A

81~572

Salaries and Qualifications of Teachers in Public Elementary and
Secondary Schools (Estimated page # 64) Annual

Universities: Enrolment and Degrees (Estimated page # 70) Annual
Tinancial Statistics of Education (Estimated page # 100) Annual

Elementary—-Secondary School Enrolment (Esﬁimated pagé #.37 ) Annual

Tuition and Living Accommodation Costs at Canadian Universities .

(Estimated page # 30) Annual
Advance Statistics of Education (Estimated page # 32) Annual

Enrolment in Community Colleges (Estimated page # 40) Annual

Education in Canada (Estimated page #185) Annual

Teachers in Universities (Estimated page # 85) Annual

Educational Staff of Community Collegcs and Vocational Schools
(Estimated page # 85) Annual

Minority and Sévond Languagé Education, Elementary and Secondary
Levels (Estimated page # 42) Annual

Salaries and Salary Scales of Full-Time Teaching Staff at Canadian
Univerisites, Preliminary (Estimated page # 70) Annual

Salaries and Salary Scales of Full-Time Teaching Staff at Canadian
Universities, Supplementary (Estimated page # 32) Annual

Salaries and Salary Scales of Full-Time Teaching Staff at Canadian
Universities (Estimated page # 100) Annual

Job Market Reality for Postsecondary Graduates (Estimated page #f£ - 510)
Occasional _ F - 510

* NON-CATALOGUED

The Education Sub-Divisions publishes a number of non catalogued
publication - anid paper. The number varies from year to year.
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ANNEX G
OPTIONS DEVELOPED IF DOC AND STC DISCONTINUE

JOINT ACTIVITIES
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ANNEX G

Options Developed if DOC and STC Discontinue Joint Activities

i

This ‘set of options should be considered by the twd Departments

only if their respective views are that the working relationship

" between the two Départments cannot be impro#ed and/or for the

DOC, that the levels of effectiveness and/or efficiency of the -
CSP are so poor that it could no longer justify expenditures on

the program. Options are set out below for each Department if it
is decided that future joint efforts in cultural statisties could

not be feasibly pursued.

1. Options for the DOC on its Own
Three options are proposed for DOC if the decision to discontinue

Joint DOC/STC efforts is made. They are:

i. Contract with another outside agency to meet their

requirements for time-series data on culture.

ii. Set up with other organizations; a reseach institute on

culture.

iii. Have DOC officers collect the data themselves.

‘DOC Option #1: Contract with another outside Agency

In this option DOC would arrange with another agency to collect
their required statisties on culture. Again, given that a
certain part of the Arts and Culture budget is for the purpose of
devéioping time series data on culture, the DOC would want to
select an agency or institute which would have the subject matter
knowledge, proven technical capability and track record proving

capability to conduet large surveys; as well as a profile which
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would lend credibility to the statisties.

DOC Option #2: Set Up with Others, A Culture Research Institute

In this option the DOC would use its funds currently used for the
CSP to establish, with other 6rganizg£ions, a research institute
on Culture. A demand for such an institute has come from the
Arts and Culture Community. Evidence of this demand is contained
in the recent (Nov, 1981) document by the Canadian Conference of
the Arts (CCA) which calls for such an institute. (See "More
Strategy for Culture"). refers to the fact that such an
institute<should draw upon and not duplicate the work of such
groups as STC. It is the opinion of the consultants that such an
institute would work only with the support of the surveyed
population and its representative bodies, i.e. the Arts and
Culture Community. The views of these groups towards the DOC
role in such an Institute would likely be similar to those
reflected in the recent C.C.A. document which considers that the
DOC should have an arms-length relationship with such an

Institute.

This study team doubts that representatives of the Arts and

Culture community would participate in such a body if they
considered that the DOC- had more authority over the direction of

the research than they had.

While, in many ways this is an attractive option, it could also
be pursued along side the STC program. The STC would provide
statistics and the Institute could conduct research and analysis
using STC data. However, if this option is selected over
continuing Jjointly with STC, then the role of the Institute would
be to conduet surveys as well as research and analysis. In
assessing this option consideration should be given to the costs

of setting up such an institute, the time it would take to

~establish the institute as a credible source, and, the reactions

of respondents who would not be legally bound to answer the

questionnaires of such an institute.
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pOC OPTION #3: DOC Officers Create Own Data Base

In this option DOC officials themselves would be responsible for
establishing a continuing data base on culture. While the
benefits of this option are that DOC needs might be readily met,
consideration should be given to increased person year costs, the
computer costs and thé ability to‘eétablish credibility in the
Arts and Culture community if the data base is to serve DOC
officials as well as. other groupé. Also, consideration should be
given to the potential impact on response rates given the
relatively neutral view ascribed to STC in comparison to DOC. As
well, the STC's legal leverage with respect to respondents would

be lost if DOC selected this option.

2. Options for Statisties Canada

Three options are available to STC for use on Culture of their

portion of the budget for CSP. They are:

i. Conduct the program on a limited basis;

ii. Add parts of the CSP surveys on to another program; or,

iii. Cancel any statistical activities on culture.

STC OPTION #1:
- Add Parts of the CSP Surveys to Another STC Program

Again, those surveys of most importance to major users
would be conducted as part of another program in the
Social Statisties field, of STC e.g. education.

STC OPYION #2:
Conduct the Program on A Limited Basis

In this option STC officials would determine with major
users, those surveys of most importance to them. The
costs associated with conducting these surveys would be

identified and those surveys of most importance to major
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_users would be continued.

STC OPTION #3: | |
Cancel Activities on Cultural Statistics

This option would be selected if major users and STC
officials considered that the limited surveys that could
be conduéted with remaihing resources would be of little
benefit to the major users. '
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+ ANNEX H:

Description of Satellite Statistical

Program and User-Pay Arrangements

1. Canadian Government Office
of Tourism

2. Aviation Statistics Centre

3. Centre for Justice Statistics
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User Pay Arrangement Between The Canadian Government

- Office of Tourism and STC

Introduction and Background

The Canadian Government office of Tourism (CGOT) conducts with
Statistics Canada The Canadian Travel Survey. The data is
collected by STC through its labour force survey but is
disseminated, primarily through the CGOT (STC does produce some
publications, bulletins and direct special requests). "The need
for an improved tourism data base was one of the recommendations
emanating from an internal review of CGOT operations, one of four

priority recommendations of The Tourist Industry Consultative

-Task Force and...endorsed by the Federal Provincial Conference of

Tourism Ministers."1

The CGOT was charged with the responsibility for examining

options for developing this data base. Options examined
included:
. developing a joint program similar to the
CSP of DOC and STC;

. conduct the work in a way similar to the

past on a 5/6 sample basis; or

. use the labour force survey of STC as
a vehicle with a 1/6 sémple but at about

one-half the cost of the above option.
It was considered by those responsible for looking at options
that last option should be selected due to its favourable cost

implications.

1 Bulletin on Travel survey
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Serious consideration was not given to cntracting with the
private sector due to the view that there would be no
organization which could compare to the STC in terms of skills,

.ability to achieve satisfactory response rates; as well as,-the

back up pool of staff at STC.

Organization and Management Responsibilities for Survey

The CGOT has a contract relationship with STC to collect the data
as part of the STC labour force survey. In this arrangement the
CGOT specifies for STC, within specific time limits, the

information which it wants collected and the cross tabulations it

wishes prepared when the clean file is ready.

Two committees operate to implement the agreement between STC and
DOC. They are the "Policy Content Committee™ and the "Technical
Committee”. The Policy Content Committee corisists of the direct
managers from STC and CGOT, responsible for the brogram, a
representative from the System Development Division of STC, and a
representative from the Ministry of Transport. No Changes are
made to the surveys unless total agreement is reached by the
members of this committee on the issues which arise. The
technical committee consists of representativés from the same
organization as the content committee, but at the working level.
This committee looks at proposed changes to the questionnaire and
detefmines what is feasibie and can be changed.

There is no active and direct involvement in the Tourism Survey
at the ADM level from CGOT, however, in 1982 a report is to be
prepared and submitted to the ADM on progress-to-date on the

survey.

The‘CGOT is the élieﬁt for the survey and pays, with a signed
contract. The CGOT can caheel the survey whénever they desire.
The budget/funding for the survey is negotiated quarterly but the
survey 1is conducted every two years and not annually.
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Survey Outputs

Based on an agreement between CGOT and Statisties Canada, CGOT
receives three regular types of output for each travel survey
conducted by Statistics Canada: rapid rquest, standard output
tables and micro-data tape. Except for the first three surveys

(3rd Quarter 1978; 4th Quarter 1978 and 1st Quarter 1979) and the
1st Quarter 1981 survey, the following is an estimate of the

elapsed time (in terms of months) between the interview period
and the.tpansmission of these outputs by Statisties Canada to
CGOT;

Rapid Request: 3 months
Standard Output: 4 months
Micro-data Tape; 4.5 months

The following publications are also produced.

Widely Distributed

1. Quarterly Research Bulletins (9 available)
2. Quarterly Travel Trends (5 Available)
3. The Canadian Travel Market - 1980

ﬂ, Canadian Travel Survey -~ Canadians Travelling in Canadé
- Quarterly - (2 Available - Statistics Canada)

5. Canadian Travel Survey - Canadians Travelling in Canada

- Occasional (Ih Process - Statisties Canada)

6. Travel, Tourism and Outdoor Recreation - A Statistical
Digest -~ Catalogue 87-401 (Statisties Canada)

‘ 7. Summer Travel by Canadians - 1978 (Transport Canada)
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8. Travel by Canadians - 1977-1980 (Transport Canada)

Available Upon Request

1. Summary Reports (Twelve Month Periods) (5 Available)

2. Analysis of Summer 1978 Travel Market

As well, users other than CGOT (e.g. Pbovinciai) can make special
requests to either CGOT or STC.

Performance-to~Date

& N N W En W s

The CGOT examined the DOC/STC option for the CSP but considered
that this arrangement would not provide them with adequate
subject matter control., It was decided that the contract
arrangement would provide for this control by CGOT. CGOT
officials consider their progress in this area is far in advance
of other countries. The CGOT considers that if it pays on a

survey by survey basis their needs will be met.

It was stressed, however, that the effectiveness of this

-arrangement is dependent on the CGOT work on defining its needs.

Attached is an example of the CGOT work on needs definition.
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QUARTERLY TABLES FROM CTS 4l)

C.G.0.T.
1

v 2

51
511
5I1I
51V

5V

TRANSFORT CANADA {41/

2

5

DESTINATION (TOURIST REGIONS)

PROVINCE OF ORIGIN X TRIP PURPOSE X DESTINATION (PROVINCE U.S.A.,
OTHER COUNTRIES) X MAIN MODE OF TRANSPORTATION

PROVINCE OF ORIGIN X TRIP.PURPOSE X DURATION (3 NIGHTS OR LESS/
4 NIGHTS OR MORE) - FOR ALL TRIPS WITHIN CANADA

PROVINCE OF ORIGIN X TRIP PURPOSE X DURATION (3 NIGHTS OR LESS/
4 NIGHTS OR MORE) X AGE X SEX ~ FOR ALL TRIPS WITHIN CANADA
PROVINCE OF ORIGIN X TRIP PURPOSE X DURATION (3 NIGHTS OR LESS/
4 NIGHTS OR MORE) X MARITAL STATUS - FOR ALL TRIPS WITHIN CANADA
PROVINCE OF ORIGIN X TRIP PURPOSE X DURATION (3 NIGHTS OR LESS/-
4 NIGHTS OR MORE) X OCCUPATION - FOR ALL TRIPS WITHIN CANADA
PROVINCE OF ORIGIN X TRIP PURPOSE X DURATION (3 NIGHTS OR LESS/
4 NIGHTS OR MORE) X EDUCATION - FOR ALL TRIPS WITHIN CANADA
PROVINCE OF ORIGIN X TRIP PURPOSE X DURATION (3 NIGHTS OR LESS/
4 NIGHTS OR MORE) X HOUSEHOLD INCOME - FOR ALL TRIPS WITHIN CANADA
PROVINCE OF ORIGIN X DESTINATION (PROVINCE, U.S.A., OTHER
COUNTRIES) X TRIP PURPOSE X AGE X SEX

PROVINCE OF ORIGIN X DESTINATION (PROVINCE, U.S.A., OTHER
COUNTRIES) X TRIP PURPOSE X HOUSEHOLD INCOME

DESTINATION. (PROVINCE, U.S.A., OTHER COUNTRIES) X BUSINESS/
NON-BUSINESS X DURATION (3 NIGHTS OR LESS/4 NIGHTS OR MORE)

A

N R A \
"dff su VWit

MAIN MODE OF TRANSPORTATION X TRIP PURPOSE X HOUSEHOLD INCOME X
AGE X SEX : ‘
MAIN AND SECONDARY MODE OF TRANSPORTATION X TRIP PURPOSE X DISTANCE

LAST TWO TABLES RELATE TO ALL TRIPS REGARDLESS OF DESTINATION



TRIPS

- C.G.0.T.
| TRIP PURPOSE X DESTINATION (PROVINCE, U.S.A., OTHER COUNTRIES) X
. PARTY SIZE ‘
2 . TRIP PURPOSE X DESTINATION (PROVINCE, U.S.A., OTHER COUNTRIES) X
DURATION

TRANSPORT CANADA

1 MAIN MODE OF TRANSPORTATION X TRIP PURPOSE X DISTANCE X PARTY
SIZE - FOR ALL TRIPS REGARDLESS OF DESTINATION

PERSON=-NIGHTS

C.G.0.T.

-1 PROVINCE OF ORIGIN X TRIP PURPOSE X PLACE OF.OVERNIGHT STAY

(PROVINCE, U.S.A., OTHER COUNTRIES)

2 DESTINATION (PROVINCE, U.S.A., OTHER COUNTRIES) X TRIP PURPOSE X
ACCOMMODATION

PERSONS

TRANSPORT CANADA

1 " PROVINCE OF ORIGIN X AGE X SEX X EDUCATION X FREQUENCY OF TRAVEL
4 HOUSEHOLD INCOME X EDUCATION X OCCUPATION X FREQUENCY OF TRAVEL

LAST TWO TABLES RELATE TO ALL TRIPS REGARDLESS OF DESTINATION

I
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NOTES ON THE AVIATION STATISTICS CENTRE

General

The Aviation Statisticé Centre is a satellite of S£atistics Canada,
located in accomodation adjacent to the Canadian Tranéport‘GOmmissiOn, the
Air Transport Committee, and Transport Canada. The satellite was e;tabliéhed
on.April-1,:1966, after. operating briefl& on an informal basis until then. 'The
Centre is headed by tﬁe Chief, Aviation Statistics Centre, who reports to
the Director, Trapsportation and Communications DivisiOn at Statistics

Canada.

Management Structure

The Aviation Statistics Centre consists of 35 people, headed by a

- Chief at the ES-6 level (see attached organization chart). Three ES-5s report

to the Chief-two responsible for the two subject-matter areas, and one
responsible for handling problém areas, and performing planning and

evaluation functions. The organizational interface with the host organizations
is through the AviatiOn Statistics ‘Requirements Committee (see attachment 2);
a group composed of three representatives from the host organizations and the
Director, Transportation and Communications Division from Statistics Canada.
This Committee is respomnsible for higher level decisions such as new data
acquisition inmitiatives, new programs, etc., although they may also deal,

frbm time to time, with special rroblems at the "working level" e.g. specific
program outputs. In order to arrive at a decision, the Committee employs

a voting mechanism, with each member casting one vote.

Beneath the ASRC, there is a working group which handles the
more detailed questions which require research and evaluation before a
decision can be made, and makes recommendations to the COmmittee on action

to be taken. Members of the working group are at the ES-5/ES-6 level.
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Director, Transportation {.___. .. — | Aviation Statistics
and Communication : Requirements Committee

Chief, Aviation
Statisti;s Centre

Aviation Statistics
Requirements Committee
Working Group

Note 1. The ASRC consists of the following members:

Chairman - Director, Transportation and Communications,
Statistics Canada

Members ~ Director, Statisties and Forecasts (Air),
Transport Canada

- Director, Air Services Analysis Branch, Air
Transport Committee

— Associate Executive Director, Research Branch,
Canadian Transport Commission :

2. The ASRCWG is a "mirror-image" of the above in terms of departmental
representation, but members are at the ES-5/ES-6 level.
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Funding and Resoufces

At its inception, the Centre received person-years from the
Department of Transport and Statistics Canada.- About two years later the
Air Transport Committee alsoc contributed person~years. Since that time,

Statistics Canada has assumed funding responsibility for.the human resources

at the Centre, while computer costs are covered by the host organizations.

Program Ou;puts

The outputs of the Centre consist of publications, computer printouts
and microfiche., The Centre is responsible for eleven publications with
two of these distributed as Transport Canada products. The data in these
two publications, on aircraft movement and on general aviation, are compiled
from administrative records of Transport Canada. While the host organizations
use the publications for general reference statistics, they require detailed
data which is released in the form of computer printouts and microfiche. Much
of the interface between the satellite and the host organizations is related

to these more detailed requirements.

Support Services

The funding arrangement for the Centre has étatistics Canada
assuming the costs of human resources, while the host organizations pay for
computer services. Conseéuentl&, the centre employs the computer facilities
and programmers from Transport Canada for the majority of its work e.g. data
capture, processing, etc; The Statistics Canada computer hardware has been
used for special research.jobs where the required program packages, and the
adviéory personnél to'explain their use. were not available from Transport

Canada. The publication, marketing and distribution of the Centre's products

is carried out by Statistics Canada.
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Problems gggding to the Initiation of the Satellite

Prior to the establishment of the satellite, there were aviation
statistics collected by Transport Canada, Statistics Canada, and the Air
‘Transport Board under the Aeronautics Act. It was felt that bringing these

interests together in a common data collection effort would lead to less

duplication, and to a greater degree of standardization and integrétion

in operations.

A specific problem in the previous organizational arrangement

was the case of data collected by the Air Transport Board. The data

"collected by the Air Transpoft Board were passed to Statistics Canada for

publication after a "clean" data file had been established. Late delivery
of the file to Statistics Canada caused considerable delays in the release

of data to users, and it was decided that the satellite would improve the

timeliness of data dissemination.

Costs and Benefits

The satellite operation benefits from day-to-day contact with the

-major data user and this results in better communication and understanding,

and better definition and appreciation of user requirements of the major

clients.

The staff of the Centre are somewhat isolated from the main body
of Statistics Canada, and, as a result, their promotion possibilities at
headquarters may be more limited than those of a group located in Tunney's

Pasture., However, career possibilities within the host organization are

more accessible to the satellite staff.
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Consultation with Users and Contact with Respondents

The Aviation Statistics Centre consults with users outside the
host organizations in the context of the Statistical Committee of the Air
Transport Association of Canada. This consultation is most intensive during

periods of statistical re-development. In addition, user requests are

reviewed from time to time to determine which tabulations are frequently

requested and, on the basis of 'this, which tables might be added to the

standard outputs.

The satellite status of the operation does not hinder the success
of the Centre in terms of getting respondents to complete questionnaires.
The Aeronautics Act provides the Centre with appropriate "muscle" to ensure

high rates of response e.g. air carrier operations can lose their license

‘for failure to provide the required information.
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NOTES ON THE SCIENCE STATISTICS CENTRE

General

The Science Statistics Centre is a satellite unit of Statistics Canada

‘which is located in accommodation adjacent to that occuﬁied by the Ministry of

State for Science and Technology. The centre is part of the Statistics Canada’
6rganization, reportiﬂg through the Director, Education, Science and Cuiture
Division. The satellite was formed abprokimately five years ago, after the
parties agreed that a body which was more closely related to MOSST would better
meét the needs of that group, and at the séme time be able to carry on as usual
with other users. The move to the satellite location took about eight

months; after the decision to relocate was reached by Statistics Canada and
MOSST. The centre's budget for 1981/82 shows expenditures totalling $369,500,

and a staff of eleven people (one ES-6, seven SIs, three CRs).

Management Structure and Responsibilities

The Science Statistics Centre is part of the Statistics Canada organization
structure (Education, Science and Culture Division), and reports through a Director
and ACS to the Chief Statistician. The Centre is managed by the Chief, Science
Statistics Centre who reports to the Director, Education, Science and Culture Division.
A new "Mgmorandum of Agreement" between Statistics Canada and MOSST has been drafted
to, among other things, involve both departments more formally in the establishment
of goals and objectives. This agreement states that "on matters affecting the
overall relationship of the S;ience Centre with MOSST, such as the annual review
of goals and.objectives, the Chief, Science Statistics Centre, will interact
with the Director, Program Review, or other designate of the Ministry of State
for Sciénce and Tecﬁnoloéy". The agreement also states that the Chief or his
designate will "co-operate with" the appropriate MOSST designate on matters

related to operation of the Centre in support of MOSST projects.
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The agreement further states that the specific annual goals and objectives

" are to be established in February each year, and drafted jointly by the Chief

of the Science Statistics Centre, together with the Director, Education, Science
and Culture Division (or designate) and the Director, Program Review, MOSST
(or designdte). The goals and objectives are submitted to the Chief Statistician

and the Ministry of State for Science and Technology for approval.

Funding and Resources

The funding of the centre is through Statistics Canada, with no
contribution from MOSST. MOSST does, however, provide services such as computer
service and messenger service and assumes expenses caused by the physical separation
of the Science Statistics Centre from headquarters (e.g. taxi expenses). The
annual level of resources allocated to the program is established by Statistics

Canada, in the context of the overall priorities of the Bureau.

The 1981/82 budget calls for eleven person years at the Centre as

follows:

ES-6 - 1
SI-5 - 2
SI-3 - 2
SI-2 ~ 3
CR-4 -~ 2
CR-3 - 1

. The total budget. for the Centre is $369,500, with 85% of this allocated
for salaries. There is no analysis  (resulting in research papers, monographs,
etc.) carried out at the Science Statistics Centre. Instead, analysis is done by

economists working at MOSST.
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Program Outputs

The main program outputs are the Annual Review of Science Statistics

and the service bulletins (10 per year) entitled Science Statistics.. The centre

also provides a'report to each of the four provinces who are surveyed to determine
their scientific activities. There are also a set of annual tabulations which"
are jointly sponsored by MOSST and Statistics Canada, and which are in typed form
rather than in the typeset form of a STC publication. The centre also handles
spécial requests from the user community; both'lhose involving the mail-out of

data in hard copy form, and those requiring retrieval from a data base.

Support Services

Many of the services provided to divisions of Statistics Canada at

headquarters are also employed by the Science Statistics Centre. Thus, the Systems

~ Development Division of Statistics Canada provides a computer programming service

for the Centre. However, systems personnel from MOSST are also available for
consultation and provide services without cost to the satellite. The compgter
hardware at MOSST is at the disposal of the Statistics Centre; a factor which
facilitates the timely completion of some computer runs since it is not necessary

to compete for computer time with other divisions of the Bureau.

'The satellite operation must still meet the standards of the Publication
Board for catalogued>publications, and employs the printing, distribution, and
marketing operations of Statistics Canada.in bringing their bulletins to fruition.
The User Services Division of Statistics Canada also handles some rudimentary requests
for Science Statistics, with more detailed requests being directed to the subject-

matter area.
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Problems Leading to Initiation of Satellite

The problem which led to the initiation of the satellite operation was
disagreement on who should undertake the survey of scientific activities.in the

Federal Govermment. The disagreement involved MOSST, the Treasury Board Secretariat,

and Statistics Canada, and it was felt that the best compromise would be to have

the two departments work more closely in the development of science statistics.

" A certain amount of animosity had also developed between a unit of MOSST and

the Science Statistics Section because of the dispute concerning jurisdiction

over the survey.

Costs and Benefits

The new arrangement results in better communication between the supplier
of data and the major user. This ig agtuated through the increased contract
on a day-to-day basis which results from working in close proximity, and through
formal arrangements for joint participation in decisioh-making. The satellite
operation also enables the STC staff to employ MOSST computer resources (human

and hardware), and this helps with the timely production of prograﬁ outputs,

The negative aspects are the distance from Statistics Canada, and the
concomitant isolation of the Science Statistics Centre staff. People working at
the Centre tend to lose touch with events at headquarters, and are less likely to
find out ‘about promotion possibilities, or make personal contacts which might

give them access to jobs in the broader Statistics Canada setting.

Consultation with Users and Contact with Respondents

The Science Statistics Centre does not hold extensive consultations with users

with the intent of revising the questionnaires or outputs, partly because there
simply aren't the resources to implement much change to the existing system. An
Interdepartmental Committee on Science Expenditures (ICSE) meets periodically and

its interest is primarily in the surveys of the Federal government. Other than
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this, consultation takes place on an ad hoc basis. MOSST is certainly perceived
as the most important data user by ‘the centre - they have responsibility for
the development of science policy in Canada.

The separation of the Science Statistics Centre from the main body of

STC personnel does not affect the credibility of the program in the eyes of the

-users or respondent. The questionnaires go through Statistics Canada printing

process, and outputs are identifiable with the STC headings. Most people

don't even realize that the Science Statistics Centre is located at MOSST.

Involvement of MOSST in "Day-to-Day" Activities of the Centre

The Science Statistics Centre has made efforté to involve MOSST in
more of the planming activities of ;he Centre. fersonnel at MOSST have changed
since the inception of the Centre, and there is less interest in Centre among
thé new staff. There is close collaboration on the survey of Federal Goﬁernment
expenditures on Science (in effect, this is the MOSST survey). While products
are released aé "joint publications", this is more for the sake of expendiency, and
does.not necessarily reflect joint participation in development of the products.
In an éttempt to further involve them in the activities of the Centre, MOSST staff

have been asked to sit on selection boards for the staffing of some of the Science

- Statistics Centre positioms.
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GENERAL

The_Canadian Centre for Justice Statistics is a satellite of Statistics
Canada which reports, through the ACS, Social Statistics to the Chlef Statistician’
but which receives direction from the Justice Information Councll a body
consisting of all Deputy Ministers responsible for justice, along with the Chief
Statistician. The Centre is in its embryo stages at present, having begﬁn
-operation on June 1, 1981: The establishment of the satellite operation has given
the Justice group, formerly a Division within Statisticis Canada, a much higher
profile with the user community, and much greater participation of users in

setting the objectives and priorities for justice statistics.

MANAGEMENT STRUCTURE L (see attached organization chart)

The management of the Centre has been changed considerably since the
group became a satellite operatlon. While the Chief Statistician is still, ultimately,

accountable for the efficiency and effectiveness of the Centre, there is a

~ Justice Information Council (JIC) which is the final advisory authority for the

establishment and review of programmes, budget allocation, priorities and
performance. The JIC is a high-powered group, consisting of the provincial

Deputy Ministers responsible for Justice, the federal DMs, and the Chief Statistician.

Since the provinces are both major suppliers and major users of justice information,

“their part1c1pat10n on the JIC serves the dual functions of ensuring that they have

input to the decision-making process for justice statistics, and ensuring their:

commitment to supplying the information on which the statistics are based.

l
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(1) This section has borrowed from the Report of the Implementation Work Group
on Justice Statistics. The reader should consult this document if more
information is required on details of the management structure, precise
terms of reference of management groups, etc.
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The major departure from the former Justice Statistics Division
situation is that this organization was not subject in any explicit way to
guidénce, review and assessment by the justice community across Canada. In
addition to the JIC functions outlined in the preceding paragraph, the Council‘
also has a role in med;ation and in recommending corrective action when problems
arise affecting the overall performange of the Centre. Further to this, the
JIC is responsible for coﬁducting an independent evaluation of the Centre after

three years of operation,

In order to enable users who are not part of the federal or provincial
hierarchies to input to decision-making, a Naticnal User Advisory Council has

been proposed. The reporting structure of this group has not yet been established.

The committee of Liaison Officers reports to the JIC, and represents the
interests of each of the Deputy Ministers across Canada responsible for justice.
They act as focal points for communication, as spokesmen for their jurisdictions, and

monitor the extent to which the Centre develops in accordance with expectations.

Finally, the Pragram Development Committees, established in each sector,
develop program proposals, based on the identificatién of‘ﬂéeds i.e. data that
are useful and relevant. These committees are composed of a programme coordinator
from the Centre, user representatives who are relevant to the particular sector,
and other experts as required. The Program Development Committees‘represent the
formal structures for "working level" groups, and would be responsible for such
things as recommending thgt new programmes be undertaken, and reviewing and

assessing options for the content, collection and presentation of data in order

" to ensure the best program plan.
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While the various committees and the JIC enable users to input to the
planning and priorities of the Centre, the "day-to-day" decisions of the satellite
operation are handled from within. 'Thus, they would not get involved in decisions .
on such items as publication formats or edit Specifications, unless these were
having a detrimental impact on achieving the moré general objectives of the Centre,
In terms éf staffing, ‘the hiring function is handled by the Centre, except for
the most senior position. The Executive Direétor of the Centre was hired»through
an interview group consisting both of Federal and Provincial Deputy Ministers
(as well as the Chief Statistician). Other senior managers were hired

jointly by Statistics Canada and the Public Service Commission.

INTERNAL ORGANIZATION

'An important feature of the new organization was that management
rééponsibility for Justice Statistics within the Bureau was no longer at the
Director.level,but took on more of the appearance of a corporation structure
with the appointment of an Executive Direc#or. This removed the old Justice
Division from the limiting controls of being a Division, and reporting through the
DG and ACS to the Chief Statistician. The Executive Director now reports through
the ACS, Social Statistics to the Chief Statistician, and has a much higher
profile, both within and outside Statistics Canada. He/she is also able to
relate directly to the Justice Information Council, of which the Chief Statistician

is a member. .

Another sélient aspect of the interﬁal organization is its division
into two main operational areas - one responsible for the provision of technical
assistance to justice jurisdictions in the development of information systems thapl
feed the national statistics programmes. The other, responsible for the develqpmen?'

and operation of the national statistics and information programmes themselves.

Thus, unlike many Divisions within Statistics Canada, the Centre for Justice
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Statistics is armed to provide those who fumish the statistics with considerable

technical assistance.

FUNDING AND RESOURCES

A considerable increase in the budget of the Centre ié foreseen over.
the next feﬁ years. At the beginning of 1981/82, thevCéntre was funded for
54 person years, but by the énd of the fiscal year, the staff is expected to
reach 74, 1In dollar ferms, the pperating budget will rise from approximately

$1.9 million (based on 54 person years) at.the beginning of 1981/82 to $3.5
2
million in 1983/84%%) .

The funding for the Centre comes from federal sources - Statistics
Canada, the Solicitor General and the Department of Justice. In the past, Statistics

Canada has assumed the lion's share of funding.

PROGRAM OUTPUTS

The Centre is still "feeling its way'" on initiating program outputs,
but has already developed an important product which reflects a new role in the
user community. This is a newsletter called "Just Info" which serves as a
vehicle for communicating news on such topics as personnél, meetings, program
cﬁanges, release éf publications, etc., to the data users. The Centre also
puts out a service bulletin called "Juristaé" which serves to provide early
release of data, ’The emphasis.is on getting the basic data out, and letting

users know that there is more available if they want it.

_ In addition to the above program outputs, the Centre releases

the usual catalogued publications. A number of non-catalogued publications are.

(2) Note that this increase is largely attributable to the revised programé
of the Centre, and is not simply due to its establishment as a satellite.
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also planned for the future.

SUPPORT SERVICES

The Centre employs the service areas of Statistics Canada, in a manner
similar to regular Divisions., Thus, it is able to employ persénnel such as
methodologists, analysts, and programmers from the Bureau, as well as using the
compute? facilities, and the ?ublication, distribution and marketing services.

If necessary, however, they have the authority to go outside Statistics Canada
for services., The "Report of the implementation Working Group' states explicitly

that the Executive Director “"is free to use outside services when internal

(Statistics Canada) services are not available in time or adequate in terms of

——————

quantity or quality". So far, the services have been provided quite well by the

Statistics Canada service areas, and it has not been necessary to look elsewhere

o

for help. Still on the subject of services, it appears that the satellite
status has given the group more leverage in dealing with some of the cumbersome

regulations which govern Statistics Canada and its service areas e.g. the Centre

. was able to obtain accomodation concessions and a cover design for some of thei- -

LY

products which go beyond the scope of existing rules.

PROBLEMS LEADING TO INITIATION OF SATELLITE

* The problems which led to the desicion to form a satellite are numerous
and are enumerated in detail in the Centre's documentation(B). To summarize
some of the difficulties alluded to, it would not be unfair to say that a crisis
situation, built up over a number of years, made the establishment of a satellite

or similar operation the only viable way of "getting back on course". There

were problems in setting priorities, as there was little consensus on what

(3) See "The Future of National Justice Statistics and Information in Canada",
Report of the National Project on Resource Coordination for Justice Statistics
and Information.
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these should be, and how much emphasis should be given to corresponding programs.

The programs themselves were not meeting the needs of users because of such
problems as poor quality data, failure to take into account the requireﬁents of
special interest groups, and lack of communication. Worse yet, some of the most
fundamental data on the amouﬁt of crime in Canada were not available, and.it
was difficult to get support for improvéments since the Justice Division was
accorded low priority as .a subject-matter area within Statistics Canada;

competing for attention with the high profile economic statistics programs.

A succinct summary of the inadequacies of the ongoing programs can
be found on page 9 of the discussion paper '"National Justice Statistics and

Information", dated January 15, 1981:

"The shortage of resources within both Statistics Canada and respondent
agencies, and related failure to obtain or apply high level commitment;
reliance on provincial govermments for data which, despite commitments
to provide them, havé been unwilling on.unable to do so; the lack of
forums to build consensus on statistical priorities and technical
standardization; insufficient assignment of costs in proportion to
benefits; lack of cohsistent or timely evaluation; iﬁefficient or
'ineffective conversion to automation in some areas;

uneven development with shifts of personnel, policies and priorities;
failure to benefit from trade-offs between census and sample data,
micrn and aggregate data, and from data directiy acquired if not
respondent submitted; failure to communicate between disciplines,
levels and-jurisdictions; failure to develop strategies to overcome the
effects of a veto by a single jurisdiction on an otherwise cooperative

effort."
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COSTS AND BENEFITS | | ’
Thé Centre for Justice Statistics has énly existed, as a separate
body, since June 1, and consequently it is too early to get a handle on all of
:tﬁe costs and benefits of the satellite; some will only be known when the satellite
has been operating for a longer period of time. This is evidenced by the fact
that no deleterious effects of the satellite move are evident at this time.
There are however, a number of benefits‘:already noticeable as a result of the
organizational change. The centre now has much better communication with users
than before, énd is very much "a part of the justice community' rather than a
solely an arm of Statistica Canada. Their new status permits them to have
a higher profilé, both inside and outside of Statistics Canadé. The management
of the group by an Executive Director, and the participation of the Chief
Statistician on the Justice Information Council contribute to greater attention,

from Statistics Canada, on the priorities and concerns of the Centre.

CONSULTATION WITH USERS AND CONTACT WITH RESPONDENTS

The establishment of the Centre for Justice Statistics, and the concomitant
organizational framework has provided a étructure for much greater participation
of users in the planning process. The dual participation of.many groups, as both
suppliers and users of data, ensures their co-operation, as long as they feel

that the product of their efforts in furnishing information is useful.

No problems, either with perceived breach of confidentiality by data
suppliers, or with difficulties in dealing with respondents are foreseen as

a result of the change from a Division to a Centre.
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RESOURCING AND STAFFING

July, 1980

-October, 1980

January 28, 1981

January, 1981

April, 1981

Confirmation of funds to be provided by Statistics Canada,
the Ministry of the Solicitor General and the Department of

Justice for a basic budget for the Centre.

Hiring of an executive search agency for the recruitment

of an Executive Director.
Approval by Cabinet of- the joint submission by the Department
of Justice, Ministry of the Solicitor General and Statistics

Canada for additional funds.

Appointment by Statistics Canada of a personnel team to

assist in the classification and staffing procedures.

Appointment of an Executive Director.
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