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Regional Director General's Comment

Environment Canada Quebec Region

Staff of the Quebec Region have just undergone a unique
experience in regional integration tha t should be
documented in spite of the recently announced
government restructuring.

Inspired by a sincere desire to find new and better ways of
doing our work and of harmonizing our actions with
others in order to serve the people of Canada, staff in the
region were pleased and proud to contribute to this
worthwhile endeavour.

In our opinion the bulk of the recommendations of our
pilot-project remain valid for the two remaining Services in
the Department. We believe regional integration should
continue and that the Quebec pilot-project can serve as a
usefull reference for all who are contemplating integration
in the future.

I especially want to thank all the staff of the three Services
who contributed great amounts of their own time and
effort to see this project through.

Jean-Pierre Gauthier
Regional Director General

Environment Environnement
Canada Canada
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Introduction

Environment Canada Quebec Region

Senior management of the Department has known for
some time that integration of its three main Services is an
essential step toward the adoption of a comprehensive
approach to the management of environmental issues.
Such an approach is consistent with the orientations of
the Green Plan and Environment Canada's vision.

In December 1992, the Quebec Region was asked to
conduct a pilot project for the integration of its main
components. Working groups were set up to examine 12
areas of activity that were seen to have a high potential for
integration and to prepare a report which set out some
options and made recommendations on the option that
should be retained.

Following regional and headquarters' consultations on the
proposals that were formulated by the 12 working groups,
a small group was asked to prepare a consolidated report
of the pilot project.

The documents that we are presenting are the product of
our collective efforts. Some details have yet to be resolved
but the essence of what the Quebec Region is proposing
was given approval in principle by the Deputy Minister's
Steering Committee.

l+l Environment Environnement
Canada Canada
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I. INTRODUCTION

This general framework has been developed to bring into per-
spective all the changes that are being proposed in order to
integrate the Department within the Quebec Region.

Historically, the job of the federal Department of the
Environment (DOE) in the Quebec Region has been to pro-
vide the public with services as denned by programs man-
aged by the Department's three main units: Conservation
and Protection (C & P), the Canadian Parks Service (CPS)
and the Atmospheric Environment Service (AES).

In light of the numerous recommendations made by the
United Nations Conference on Environment and
Development (Brundtland Commission) and the complex
relationships among society, the economy and the environ-
ment, Canada decided to adopt a strategic plan leading to
achieve sustainable development, namely the Green Plan.
The plan came about through a broad national consultation
process conducted in large part by regional offices of the
Department throughout the country under the auspices of
the Committee of Regional Executives (CORE). The
Department's major role in developing the Green Plan
strengthened interservice ties in the regions.

For the Green Plan to be implemented successfully, depart-
mental activities in the region must be integrated more effec-
tively, and environmental issues must be examined from an
ecosystem perspective. In this context, information manage-
ment and decision-making are key elements.

The pilot project to integrate Environment Canada's compo-
nents s tems from the need to adopt a comprehensive
approach to managing environmental issues. This is consis-
tent with the orientations of the Green Plan and the
Departmental vision.

L̂t first glance, the mandates of the three Services comple-
ment one another. However, an examination of their respec-
tive functions and activities from an integration perspective

1987

1990 (Green plan)

1993

1*1 Environment Environnement
Canada Canada
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reveals that their similarities range from complementarity to
duplication in the case, for instance, of common services
such as Communications and Marketing, Finance and
Administration and Human Resources.

In the remainder of this document, we will examine the
Department's vision and "raison d'être" in the region, the
flow of information, products and services, and we will sub-
sequently put forward an organizational concept that should
enable us to fulfil our mandate. Lastly, we will briefly discuss
the integrated management approach the Quebec Region
proposer to take. This approach is vital to making regional
integration a success.

II. THE DEPARTMENT'S "RAISON D'ÊTRE" IN THE REGION

One must look outside an organization to find its "raison
d'être". The DOE's presence in Quebec can be explained by
the various roles it has to play: an institutional role in terms
of its relationship with national Headquarters; a societal role
with regard to the public and its regional partners; and a
service role with respect to all of its clients. The DOE in the
region is to Quebec society what the DOE at the national
level is to Canadian society as a whole.

The Department plays these various roles in its quest to
reach its ultimate goal, namely sustainable development.
Currently, each unit of the Department plays these roles
separately as it sees fit. Integration must make it possible for
these roles to be played in unison by fostering better deci-
sion-making and more coherent management of services
made available to the public.

A concrete example of the advantages of regional integration
is the implementation of Environmental Citizenship. This
concept concerns the entire Department, and a comprehen-
sive, integrated action plan is required to implement it effec-
tively. Integration is thus crucial to the success of this initia-
tive.

More comprehensive results can be expected from a regional-
ly integrated DOE than from the sum of its component parts.
Pooling skills, expertise, information, relationships with the
internal and external environment, human and financial
resources, space and structures results in added value when
the decision makers concerned sit down together and focus
on the same major issues. Integration means effectiveness
through discussion, sharing and concerted action.

III. INFORMATION: THE RAW MATERIAL OF AN ORGANIZA-
TION

An organization such as Environment Canada receives an
enormous amount of information from numerous sources,
that is, society, other major institutions, its clientele, the

page 2 Environment Canada, Quebec Region



GLOBAL CONCEPT

public, the economy and ecosystems. The challenge is to use
£h information in a coherent and strategic manner. One

ig is certain: such information must be available at the
right time, in the right place and in a useable forme so that
the best possible decisions can be made.

ll-hin

Integration will promote the convergence of coherent infor-
mation for the Regional Management Table, which should
enhance decision- making, departmental handling of major
environmental issues in the region and the delivery of ser-
vices to our regional clientele.

IV. REGIONAL PRODUCTS AND SERVICES

A regional organization makes different kinds of products
and services available to the public. Such products and ser-
vices are designed to meet the expectations and needs of its
clientele.

From the organization From society

From ecosystems

From our clientele

The products associated with its institutional role are essen-
tially information products that make it possible to integrate
regional activities with the larger whole, specifically the
Department. The products associated with its societal influ-
ence role help to make the Department part of a broader
regional dynamic that includes governments and other social
and economic partners. Client products and services come
under its operational role and range from the protection of
|iatural and historic sites to the implementation of protective
measures (water, air and soil quality), monitoring and the
acquisition and dissemination of scientific, ecosystem and
historical knowledge.

Environment Canada is also responsible for enabling
Canadians and public and private organizations to make
decisions compatible with the principles of sustainable devel-
opment. This means that we must make useable environ-
mental information available in a timely manner for effective
decision-making.

V. INTEGRATED ORGANIZATIONAL CONCEPT

We propose that the regional organization adopt the following
operating framework to meet its obligations toward the
Department, Quebec society and its traditional customers:

A REGIONAL MANAGEMENT TABLE

The creation of a Regional Management Table is the comer-
stone of regional integration. Chaired by the Regional
Director General and with the regional directors as its mem-
bers, the Regional Management Table's chief role is to make
the best decisions possible and ensure that the organization
icts coherently in dealing with major environmental issues.

institutional role

- Work plan
• Priorities
- Strategies
• Results
- Contracts
' Conditions
• Other

Influence rob

- Partnership
- Committees
- Agreements
- Communications
- Other

Operational role

- Environmental information
- Scientific reports

Information on parks, historic sites and wildlife reserves
- Protecting fauna, flora and the environment

-Atmospheric environment services . j
-Other . -

June 1993 page 3
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INTEGRATION
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Characteristics of common service
centres:

• Geared toward service and not control

• Complete range of specialized and sup-
port services on a geographic basis

•Teamwork, interdisciplinary approach and
entrepreneurial spirit

• Strive for total quality and ongoing
Improvement of services

• Pool expertise, knowledge and resources

• Specialized according to customers'
needs

• Versatile and complementary entjtie

• Bill for services if necessary

The pooling of expertise and sharing of concerns common to
all the regional components of the Department are vital to
attaining the objectives of the integration pilot project.
Identifying and implementing regional priorities and looking
for solutions will take on a new dimension as a result of the
synergy generated by the new Regional Management Table.
In order to function properly, the Regional Management
Table will need all relevant strategic, scientific and ecosystem
information.

The Regional Management Table will take a proactive
approach to following up on key issues and will play a lead-
ing role in providing guidance to help attain regional objec-
tives. Its members will jointly shoulder the responsibility for
carrying out the Department's regional commitments in a
spirit of teamwork and solidarity, instead of competing
against one another.

ADMINISTRATIVE INTEGRATION

Administrative integration covers both decision-making sup-
port activities and departmental support functions
(Communications and Marketing, Finance and
Administration and Human Resources).

Decision-Making Support Unit

To enable the Regional Management Table to play its deci-
sion- making role effectively, a Decision-Making Support
Unit will be responsible for processing information made
available to it and developing a planning and decision-mak-
ing process designed to attain tangible environmental
results.

In addition, this unit will co-ordinate the gathering of strate-
gic information for the development of departmental policies
at Headquarters, manage departmental funding programs
(Environmental Citizenship Initiative) and handle depart-
mental correspondence. It will also be responsible for co-
ordinating environmental assessments and issues affecting
Northern Quebec. Its structure will be simple, and it will rely
on all resources in the regional organization to operate. Its
philosophy will be based on information sharing.

Service centres

Integrating support functions within the Department hinges
on a new concept: service centres.

To ensure that the regional organization operates effectively.
Communications and Marketing, Finance and
Administration and Human Resources staff will be located in
two service centres, one in Montreal, and the other in
Quebec City. These three service directorates will have a unit
in each service centre, which will be supervised in both loca-
tions by a manager.

page 4 Environment Canada, Quebec Region
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Within the service centres, the three units will work together

» ±o attain a single goal: meeting their customers' needs. The
Directors of Communications and Marketing, Finance and
Administration and Human Resources will sit at the Regional
Management Table to provide its members with assistance
and advice. They will also be responsible for liaising with
Headquarters and co-ordinating services provided by their
units in the service centres.

Much emphasis will be placed on empowering frontline man-
agers, and an auditing approach, as opposed to a control
approach, will be adopted.

OPERATIONAL INTEGRATION

The objective of operational integration is to ensure that
departmental programs are implemented as effectively and
efficiently as possible. To this end, we have to build on and
strengthen the interrelationships among the components in
the region to enable them to act more coherently on behalf of
the Department.

Services made available directly to the public and other
departmental initiatives that help preserve and enhance the
environment must be adapted to address customers' chang-
ing needs and changing environmental issues. In a context
where resources are scarce, management by results is vital
(o operational integration. It means doing everything possible
and channelling everyone's energies to achieve measurable
environmental results in meeting the Department's priorities.

The following conditions must be met in order to integrate
the Department's operations effectively create: synergy by
pooling employee skills, an open-minded attitude toward all
of the Department's concerns, teamwork and the sharing of
ideas, expertise and resources in a climate of reciprocity and
mutual trust.

The units responsible for implementing programs and deliv-
ering services will adopt an operating framework tailored to
the integrated organization in accordance with the following
principles:

• Activities performed by several directorates that
should be the responsibility of a single one because
of its particular skills and resources will be trans-
ferred to that directorate.

• For areas common to more than one directorate,
such as enforcement, monitoring and emergencies,
a manager will be placed in charge of co-ordinating
the activities of each sector and will report to the
Regional Management Table. In the regional plan-
ning cycle, the manager will ensure that all activi-
ties in his or her sector are integrated into a single
action plan. Joint management of these activities

Results of common service centres

• Services closer to customers;

• Better quality at a lower cost;

• Co-operation in an integrated departmen-
tal framework;

• Maximum use of expertise and skills.

INTEGRATION
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will require that the regional managers work togeth-
er and operate by consensus. Et

ECOSYSTEMS INTEGRATION

Ecosystem integration is the last of the three main areas of
integration being considered by the Quebec Region. The
ecosystem approach to environmental issues has become
imperative owing to their interrelationships and their com-
plexity (sustainable development, biodiversity, climatic
change, etc). A better understanding of ecosystems cannot
but help us better identify the causes and ramifications of
environmental change.

Adopting an ecosystem approach will impact not only on the
Department's programs but also on the management
process. We will have to integrate our activities and consider
their interrelationships during the program planning, imple-
mentation and follow-up phases. Through ecosystem integra-
tion, the Quebec Region is seeking to develop an integrated
management approach whose focus is the ecosystem, with a
view to helping the Department foster sustainable develop-
ment and identify objectives and action to help preserve bio-
diversity.

VI. INTEGRATED MANAGEMENT APPROACH

Integrated management is the tool that will be used by the ^ |
Quebec Region in the regional integration process to meet its
client's needs and discharge its environmental responsibili-
ties effectively.

Integrated management is based on a comprehensive
approach providing an understanding of the interplay among
the many factors that affect decision-making. It differs from
an analytical approach, which deals with a complex problem
by breaking it down into a series of smaller problems whose
solutions are then added together.

Administrative, operational and ecosystems activities will be
governed by such an integrated management approach. An
integrated strategic planning cycle will help harmonize all
these activities, and the Regional Management Table will
become the cornerstone of integrated management.
Integration committees consisting of experts from the
Department's operational units will be responsible for co-
ordinating and conducting activities common to several
units. Each committee will produce an annual management
contract to be submitted by its chairperson to the Regional
Management Table, which will continue to follow up on these
issues.

The most significant results of regional integration will stem A
from the adoption of the integrated management approach in
all areas being considered by the Department for integration.

page 6 Environment Canada, Quebec Region
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REGIONAL INTEGRATION PILOT PROJECT
Service Centres

Finance and Administration

Environment Canada Quebec Region

I. FINANCE AND ADMINISTRATION AND THE COMMON SER-
VICE CENTRE CONCEPT

"The learning organization views change not as a threat to be
resisted, but as an opportunity to become more confident,
responsive and effective... The learning organization sees
itself as part of an interactive partnership with its cus-
tomers. "(1)

The process of integrating Environment Canada's compo-
nents, which was begun in the Quebec Region, will clearly
affect the delivery of services that are essential to the imple-
mentation of departmental programs, especially those cur-
rently being delivered by Communications, Finance and
Administration and Human Resources.

Because integration of departmental programs is the main
focus of the changes we are undertaking, it is important that
those services support this initiative in order to make it pos-
sible for the programs to match Environment Canada's
vision and mission more closely.

The new departmental service directorates, which will be
restructured into common service centres as described in a
separate document, will be accountable for delivering ser-
vices of consistent quality to all staff. Henceforth, these will
act on behalf of the Department as a whole, and not for one
of its components.

That will be the context for the people working in the new
regional DOE Finance and Administration Directorate. This
combination of skills, which will combine the expertise and
resources from the three existing Service units, will provide
enhanced services through concerted effort

In Finance and Administration, the challenge is to provide
services that will enable the Department to make the best
decisions to achieve its objectives efficiently. The new
Directorate's operations will also have to be flexible enough
to make it possible for our department to evolve, to change
its management methods when required, and to anticipate

Integrating the Service directorates
promotes the development of

Departmental programs.

The Department achieves tts vision
and Its mission.

Environment Environnement
Canada Canada
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Departmental Finance and
Administration Directorate

Objective

Pooling of expertise and resources

Enhanced customer service:
effectiveness, coordination and

departmental vision

;\
improved decision-making in Finance

and Administration

Efficient delivery of the Department's
programs and activities

Guidelines for a review of the integra-
tion of the finance and administration
area

• Simplification and harmonization of
existing operations and systems

••Making managers and work teams
accountable

• Monitoring rather than control as an
operating principle

rather than react to new trends.

Managers will want to have dependable program manage-
ment and delivery systems, hence the need for a range of
high quality well-rounded services and advice that is suited
to their needs. Effectiveness, flexibility and meeting the
needs of clients were the things that the Finance and
Administration Working Group focused on in determining
how the new departmental directorate would operate.

II. EFFECTIVENESS IN AN INTEGRATED ORGANIZATION

We have seen that the rationale for a service depends on the
needs of its clients. The direct clients of the new regional
Finance and Administration Directorate are "in-house", i.e.
Environment Canada personnel. They currently receive
management consulting services and finance and adminis-
tration operational services. Indirectly, however, the people
of Canada also benefit from these services, because they
expect the government to properly manage the resources for
which it is responsible.

In view of the above, and the general principles put forward
for implementing the integration project, the working group
adopted a number of specific principles to guide its review of
its area of activity:

Simplification and harmonization of existing
operations, systems and procedures: A review of
these will help to make the delivery of operational
services more effective and better suited to client
needs.

Making all line managers, even at the lowest
levels, accountable, hence the growing need to
provide them with appropriate support and
advice: The Regional Finance and Administration
Directorate should help managers to enhance their
decision-making with respect to finance and admin-
istration in their everyday activities. The quality of
the information and advice supplied is therefore the
cornerstone of making managers accountable.
Advice is also required on providing them with
training on reasonable risk management.

Accountability of work teams within the units

The adoption of monitoring rather than control
principles: Personnel working in Finance and
Administration service units should recommend to
their managers and personnel ways of monitoring
the results achieved and abandon forms of control
based on strict compliance with policies and proce-
dures. By making these people more accountable
for the success of their operations, these new prin-

page2 Environment Canada, Quebec Region
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ciples will ensure that the manner in which they
administer and manage will achieve the best possi-
ble results. Once again, this is why it is important
for Finance and Administration to adopt an
approach based on support and advice.

Based on the results of the discussions held by the working
groups and the comments that were collected in the first
phase of the consultation process, the working group identi-
fied the main characteristics that are desirable in any recom-
mendation that meets the needs of the Department and its
clients:

• The operating procedure adopted should make it
possible for all in-house clients to have equal access
to high quality services.

• It is essential that a critical mass of appropriate
expertise be located in the service centres to obtain
the value added by sharing risks, problems and
resources, and by implementing functions in com-
mon.

• Client proximity is important. We will have to
respond to this concern in a way that satisfies the
largest possible number of clients.

• Operating procedures will have to meet planning
and decision-making requirements of the
Department's Regional Management Table as well
as the operational needs of the programs.

III. REVIEW OF CURRENT SITUATION

The Atmospheric Environment Service, the Canadian Parks
Service, and Conservation and Protection in the region, each
has its own Finance and Administration Directorate, linked
functionally to the central Finance and Administration
Branch of their Service. It is at this level rather than the
regional level that the appropriate link is made with the
directorates, which report to the Administration ADM.

Their primary duties consist of the following functions: con-
sulting, the delivery of administration and finance activities,
intelligence gathering with respect to resource allocation,
and planning support.

The following paragraphs describe a number of the charac-
terist ics of the existing Finance and Administration
Directorates and the Service that they belong to. The pur-
pose of this description is to highlight the major differences
among them, and the scope of their responsibilities.

Characteristics of desired operating
procedures:

• Equal access to high quality services
to all clients

* Client proximity

• Maintain enouj^ well-rounded exper-
tise in the service centres

•Meet planning andcJecisfon-making
as well as operational needs.

March 1993 page 3
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Total resources administered by the Quebec Region:

• Approximately 950 person-years.

• Annual budget $99.2 million: includes $42 million
for salaries, $27.7 million for operations and main-
tenance, $23.8 million for capital expenditures and
$5.7 million for grants and contributions.

Conservation and Protection:

• Over 220 person-years:

• Budget $34 million: $ 11 million in salaries for 222
PYs., $16 million in other operating costs, $1.5 mil-
lion in capital expenditures and $5.7 million for
grants and contributions.

• Four program branches and three service branches.

Conservation and Protection's Finance and Administration
Directorate has approximately 40 employees in two locations:
Sainte-Foy and Montreal. The planning activities are coordi-
nated by the Corporate Affairs Unit, with the assistance of
Finance and Administration. The latter coordinates the
planning of computer activities and manages two mini-com-
puters that support the regional office automation infra-
structure. Outside sourcing also generates a significant
number of contracts.

Canadian Parks Service:

• 530 person-years.

• Budget $47 million: $20 million in salaries, $6.7
million in operations and maintenance and approxi-
mately $20 million in capital expenditures.

• At the regional office: six functional branches,
including two program branches. Six districts over-
see the national parks, historic sites and heritage
canals.

Thirty-eight employees work in the regional office of the
Canadian Parks Service in Finance and Administration . It
administers computer planning and activities, and also coor-
dinates planning activities that are of special importance in
terms of capital investment (because of the size of the bud-
gets and the specific requirements of coordinating with
Headquarters). Fifty-five employees perform duties in
Finance and Administration in the districts. They also carry
out a number of human resource management activities.
The regional office Finance and Administration Directorate
functionally directs their activities.

page 4 Environment Canada, Quebec Region
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Atmospheric Environment Service:

V • Over 200 person-years.

• Budget $19 million: includes $11 million for
salaries, $5.2 million for operations and mainte-
nance and $2.4 million for capital expenditures.

• Four program branches and two service branches.

There are only 11 employees in this Service's Finance and
Administration Directorate, which explains why managers
play such a large role in the financial planning of programs
and activities. Finance and Administration coordinates the
planning exercises. Informatics related activities are super-
vised by a program branch, the Quebec Forecast Centre,
which assigns one member of support personnel to the
departmental office technology system. The 17 meteorologi-
cal offices and stations have their finance and administra-
tion needs attended to by a Headquarters manager located in
Ville Saint-Laurent.

ANALYSIS OF STRENGHS AND WEAKNESSES IN AN INTEGRATION CONTEXT

We know that the strength of a service unit depends on its
ability to effectively meet the needs of the organization it

^ serves. In our department, where services have each devel-
P oped their own culture, Finance and Administration organize

themselves in a way that allows them to give due regard to
the requirements of their respective Service, and to the role
that the managers wish to play in this area. That is why
there are operational differences among the Finance and
Administration directorate, with each adapted to the special
requirements of its Service.

Until now, the ability to provide tailored services has been
one of the Department's strengths. However, given the flexi-
ble and integrated structure that the Department is heading
towards, there are a number of shortcomings in current
operations and practices:

• Dispersal of expertise: critical mass lacking in
some instances, duplication, lack of an integrated
approach;

• Lack of harmonization in operations;

• Unequal access by program branches to services
provided.

At this stage, it is important to note that it is the existing
operations, and not the quality of services that they provide,

% that is the source of these shortcomings.

Current situation and current needs:

• Services tailored to the special
requirements of the Services

• Services tailored to the current role of
managers in F & A

• Respect for the culture of each entity
(Conservation and Protection,
Canadian Parks Service,
Atmospheric Environment Service)

• Satisfying existing clients

March 1993 page 5
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Current situation and the needs of an
integrated department:

• Lack of an integrated approach

• Dispersal of expertise

•Duplication

• Unequal access to services

• Lack of genuine interaction between
individuals from the services.

Recommendation: establishment of
one regional departmental directorate
with two service centres

Advantages:

» Integrated approach

• Pooling of expertise

• Proximity, equal access of clients to
full quality services

• Harmonization of methods and opera-
tions

• Economies of scale *

• Versatility of regional departmental
branch personnel and job enrichment

• Compliance with common service
centre philosophy

Ï A

In addition, a lack of interdependence between the Services
has not thus far encouraged interaction between individuals
performing the same functions. Interaction involves more
than occasional discussions and meetings; it requires recip-
rocal action, and a situation in which the individuals want to
learn and to make the most of their respective actions. The
current situation did not call for such interaction, and per-
sonnel in Finance and Administration therefore did nothing
to encourage such reciprocal action. In an integrated con-
text, the departmental personality takes precedence over the
personalities of its components. The Services have no choice
but to adapt to the corporate programs' policies by taking an
innovative approach to current ways of delivering services.

IV. RECOMMENDATION

"The learning organization sees change as an opportunity to
evolve. It is both proactive and responsive to its milieu... As
part of its evolution, the learning organization is also able to
"unlearn" or discard obsolete practices. "(i)

In view of the factors described in the preceding sections, the
working group recommends the establishment of one region-
al directorate with two service centres.

In addition to complying with the service centre philosophy,
this option may make it possible for us to achieve the char-
acteristics identified by the working group in section two.

How THE NEW FINANCE AND ADMINISTRATION DIRECTORATE WILL
OPERATE

The following general principles will guide the operations of
the new directorate.

• Establishment of two service units, one in the
Quebec City Region and the other in the Montreal
Region.

• The Finance and Administration service unit located
in the Montreal Region serves the other service
units and the program branches (Saint-Laurent
Centre, Environmental Protection Branch,
Atmospheric Environment Service branches) located
in this region, as well as the Montreal District of the
Canadian Parks Service.

• The number of person-years in this region totals
approximately 460, and its total budget is approxi-
mately $49.9 million.

• The Quebec City Finance and Administration service
unit serves the other service units and program
branches (Canadian Wildlife Service, Canadian » | \
Parks Service regional office), as well as five
Canadian Parks Service districts. The Quebec City
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SERVICE CENTRES FINANCE AND ADMINISTRATION

Region has approximately 490 person-years, and
the branch budgets for this area total $49.3 million.

• Each unit provides integrated administrative and
financial operational services, as well as planning
and decision-making support services.

• The Finance and Administration Directorate reports
to the Regional Director General.

• The Finance and Administration units in the
Canadian Parks Service districts will maintain their
current delegated powers and functions, under the
supervision of the district superintendent. The
regional directorate will maintain a functional link
with these units.

COMPOSITION AND DUTIES OF THE FINANCE AND ADMINISTRATION

DIRECTORATE

• One person is the team leader, and represents the
Finance and Administration area at the DOE
Regional Management Table.

• One officer supervises each unit in the two service
centres.

' Functions of the management team:

• Advice to the DOE regional management table and
program directorates.

• Maintains functional links with Headquarters.

• Coordination and follow-up on operational services
delivery.

• Functional management of the Canadian Parks
Service District Finance and Administration units.

The overwhelming advantage of this option is that it provides
a truly integrated approach for supporting the region's plan-
ning and decision-making needs and for helping with pro-
gram implementation.

Personnel in the service units will acquire a broader knowl-
edge of DOE issues because their work will involve them in
delivering a larger number of programs. Moreover, making
the work teams accountable will encourage personnel to
become more versatile and an appropriate balance will be
maintained between such versatility and the specialization
needed for certain tasks. Functioning in this manner enrich-

| es the work of the personnel and makes it more rewarding by
involving them more directly in the delivery of regional pro-
grams. In addition, this option would lead to a number of

How the new finance and administration
directorate Will operate

Regional Management Table

Service unit
Montreal area

Clients:
SLC
EP

AES
Service Directorates

Montreal District (CPS)

F&A Directorate

(Management Team)

Functions:
• Planning and declslon-

- making support
• Finance and Administration
operational services

Service unit
Quebec area

Clients:

Service Directorates
CWS

CPS Regional Office
5 CPS Districts
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economies of scale and yet maintain the expertise required at
the two service centres. It strikes the best possible balance *M,
between the need for proximity and the requirement for har- ™
monizing existing operating methods and practices.

It has been shown that cooperation is the best way to pro-
ceed for everyone in any group of individuals doing similar
work, and that it yields improved results to the organization.
One of the great strengths of an integrated organization is
the fact that personnel are well informed and develop new
ideas.

V. IMPLEMENTATION PROPOSAL

In any organization, adopting new methods of doing things
and new forms of organization does not automatically obtain
the approval of personnel because the changes involved are
often a source of insecurity. For the pilot integration project,
such changes are likely to affect factors that are of direct
concern to personnel (workplace, type of function, co-work-
ers, etc.).

The managers involved in implementing the pilot project
must therefore devote a great deal of effort to explaining,
consulting, and especially giving careful consideration to fac-
tors that can lead to insecurity. That is why it is important,
in a project like this one, to allow enough time for implemen- ^
tation. Aspects that cannot be dealt with now, and that f
require more thought and consultation, will be considered in
another section.

PLANNING AND DECISION-MAKING SUPPORT FUNCTION

The Finance and Administration Directorate management
team will be responsible for integrating financial (resource
allocation) and administrative considerations into the deci-
sion-making process. Its function will therefore be one of
planning and decision-making support. The function
includes the following services:

• Resource planning

• Budget allocation

• Regional financial analysis

• Coordination of Treasury Board submissions and
involvement in preparing Cabinet memoranda

• Preparation and coordination of operational plans,
along with any complementary or ancillary plans.

The program branches and service branches will have a key
role to play in the planning and decision-making process. In
fact. Finance and Administration will not be able to continu-
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SERVICE CENTRES _ FINANCE AND ADMINISTRATION

ally monitor all the DOE branches in their planning process;
in fact if they did so, it would go against the principle of
accountability.

Information dissemination: Delivery of planning and
decision-making services

Headquarters

T
Quebec Region Management Table

Finance and Administration Directorate

The program and service directorates integrate the informa-
tion and decisions of their components

(divisions, districts).

DELIVERY OF FINANCE AND ADMINISTRATION OPERATIONAL SERVICES

General Services

Quebec Region personnel will be able to obtain the opera-
(Itional services they require directly from their own service

unit. Canadian Parks Service districts will proceed in the
same manner for delegated authorities and functions not
performed by their own Finance and Administration unit.

Responsibility for areas of activity will be assigned to one or
the other of the service units. These will be responsible on a
regional basis for all matters having to do with legislation,
policy, guidelines and interpretation. They will also be
responsible for relations with Headquarters, with Canadian
Parks Service districts (information dissemination and func-
tional responsibilities) and with partners outside the
Department.

Special Services

As we mentioned in the preceding section, the service units
will encourage personnel to be versatile, and, at the same
time, to maintain a sound balance between such versatility
and the requirement for specialists in a number of fields or
activities.

In fact, for these fields or activities, the specialization criteri-
on will take precedence over proximity to a service unit, and
implementation assigned to a single unit. The same proce-
dure will be followed for functions wherein one or the other
of the geographical areas, there is an inadequate volume of
activities.
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Information dissemination: Delivery of operational

services 4h

Headquarters

Quebec Region Management Table

Finance and Administration Directorate

Designated Finance and Administration service unit

Service and program in-house clients

List of principal operational services supplied by the services
units

Financial:

• Budgetary allocations;

• Budget inputs and subsequent changes;

• Operation of the Automated Financial Management
System (AFMAS) and of the Person-year and Salary
Forecasting System (PYSFS); input, queries and
reports;

• Financial systems control;

• Revenue and expenditure control;

• Reconciliation reports and preparation of public
accounts;

• Employee services (pay cheques, advances, travel
claims, etc.);

• Commitment of funds;

• Payment authorizations (account verification and
requisitions).

Administration:

• Telecommunications and photocopying services;

• Records management;
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• Administration of applications under the Access to
Information Act;

• Management of library services and coordination of
the program branch documentation centres;

• Real estate management;

• Coordination of facilities planning and procurement
from Public Works Canada;

• Coordination of the implementation of the govern-
ment's security policy;

• Acquisition of services and acquisition, reception,
storage and distribution of supplies and equipment;

• Regional administration of the vehicle fleet;

• Inventory management and control, including the
disposal of surplus equipment;

• Service contract and construction contract manage-
ment; expertise in project planning, preparing terms
of reference and negotiating specialized or complex
contracts;

• • Coordination in processing litigation and claims for
or against the Crown.

VI. POINTS FOR FURTHER STUDY

The pilot project should be implemented without interfering
with the study and analysis that are essential if personnel
are to become involved and the enterprise to get off on the
right foot. Some aspects require further thought before they
can be spelled out, and others need to be discussed with
Headquarters personnel. There are therefore questions that
need to be dealt with before the integration project can be
launched.

With special reference to Finance and Administration, here
are the main questions that we will have to address in the
coming weeks:

1. Further details are needed about the composition
and operations of the service units; this review will
concern the assignment of areas of activity to the
service units, as well as the scope of delegated
authorities or functions performed by the Canadian
Parks Service district units.

. We will also review the assignment of responsibility
for the 17 meteorological stations and offices of the
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Atmospheric Environment Service to the Montreal
services unit. A

2. Informatics services are currently being reviewed
and proposals for its method of operation will soon
be submitted to the Regional Management Table.

3. A detailed inventory of the human resources
required to meet the needs of the service units will
be completed, and a training strategy developed to
deliver quality services.

4. Relations with Headquarters need to be defined
more clearly.

5. An implementation plan and a detailed analysis of
the costs involved need to be carried out.

(1) From the Auditor General's Report for 1992. Environment Canada section.
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REGIONAL INTEGRATION PILOT PROJECT
Service Centres

Communications and Marketing

Environment Canada

I. COMMON OBJECTIVES, COORDINATED ACTION

Environment Canada has traditionally delivered services to
the public, developed products, and implemented programs
through its three Services: Atmospheric Environment
Service, Canadian Parks Service and Conservation and
Protection. In the past few years, major changes have led the
public to adopt a comprehensive view of environmental prob-
lems.

The federal government, after re-examining its approach to
environmental problems, established the Green Plan, a gen-
uine action plan that sets forth a set of objectives designed to
guide and coordinate government action in environmental
matters in the years to come. The government intends to
harmonize its activities in all environment-related areas of
jurisdiction (legislation, programs and policies).

Consequently, the Department plans to integrate the activi-
ties of its three key Services with a view to adjusting
resources, programs, services and decision making to the
objectives of the Green Plan and treating major environmen-
tal issues jointly.

SERVICE CENTRES

With this new outlook, the common service centre concept is
fully consistent with the coordination objective associated
with the service integration concept, as it rests essentially on
delivery of common services.

Concrete results of common service centres include improved
service quality and client-oriented cooperative action. The
interdisciplinary approach paves the way for consistent poli-
cies and decisions in all areas that affect the environment.

In light of the overall picture described above, the regional
Communications Directorate will now have to take depart-
mental objectives into account and reflect the operating

Quebec Region

Environment Environnement
Canada Canada
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Integrated management
• improves sen/ice to internal and

external clients

• increases efficiency and effectiveness
of our communications

•optintfzes human resource use and
the development of existing functions

methods established for the service centres. Integrated man-
agement will encourage the setting of regional priorities,
which in turn will have a direct impact on how resources are
used.

In addition, as with the Department's programs, communica-
tions functions performed independently within the
Department must, wherever possible, be integrated with a
view to upgrading service delivery. This is why we are recom-
mending the consolidation of the communications, market-
ing and public consultation functions within a single region-
al unit.

The Canadian Parks Service currently possesses recognized
and well-structured expertise in marketing and public con-
sultation; in the other services, development is at an earlier
stage. It has been established that, because of the
Department's considerable requirements for this type of
function, it is essential to develop them on a departmental
basis within the framework of a program consistent with
Regional Management Table priorities.

The integration of communications, marketing and public
consultation in a service centre would create a critical mass
of skilled resources. Integration of the three functions would
have a positive impact on our organization's image and
improve our ability to respond to the Regional Management
Table requirements and key departmental issues.

II. IN TRANSITION

In the preceding section we saw that the integration of com-
munications, marketing and public consultation functions
would enable the Regional Management Table to meet its
objectives and enhance the Department's image of excel-
lence.

Implementation of the Green Plan and the St. Lawrence
Action Plan demonstrate the government's desire for public
participation in protecting the environment. As a further
step, the public is now invited to take part in preparing and
implementing projects in the context of a public consultation
process. Consultation and partnership are becoming increas-
ingly important.

INTEGRATED PUBLIC CONSULTATION

Public consultation heightens understanding of the areas
where action is to be taken and of the project-related issues.

This interactive process of change encourages people to put
their ideas forward, and takes them seriously. It gives them
an opportunity to play a part in the decision-making process
used to establish a vision, to draft policies, programs and
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legislation, to solve problems and to deliver government
services.

The federal government has undertaken, specifically with the
Green Plan, to work jointly, through regular consultation
and exchange of information, with all the individuals and
groups concerned. These changes to the way the government
operates encourage the public to shoulder some responsibili-
ty for environmental issues.

It is to our organization's advantage to manage public con-
sultation effectively so that we may anticipate the environ-
mental movements that guide the Department toward its
objectives and ensure the soundness and credibility of deci-
sions. In addition, consistent and effective public consulta-
tion programs will enhance the Department's image of excel-
lence.

COMMUNICATIONS - COORDINATED ACTION

Canadians are entitled to complete, objective and timely
information about our organization. At the same time, it is
the duty of departmental staff to inform the public about the
Department's policies, programs and services. The public
and decision-makers must be provided with quality informa-
tion on which to base enlightened environment-related deci-
sions. Improved dissemination of knowledge can only height-
en understanding of key environmental issues.

The mission of the Communications Branch is to provide
communications-related advice and support to the Minister
and the entire Department, to develop and implement the
regional aspect of national communication strategies and
programs, to inform the public about these policies and pro-
grams, and to foster environmental protection measures by
the public.

More integrated management of departmental programs and
services will strengthen the Department's identity. The
Communications Branch must develop new expertise if it is
to play a more strategic role and implement Management
Table priorities. As a result, it must improve its ability to
analyze the public mood, develop an approach that is more
oriented towards departmental issues, and identify issues
about which the public must be informed on a regular basis.

MARKETING - A COMMON MISSION

Our organization's products and services exist to meet the
needs of our clients. Marketing makes these products ans
services known but it also has a mandate related to the
Department's mission and national issues, i.e. to explain the
corporate mission to the various clients, to supply environ-
mental information and to increase public involvement in
environmental decision making.

Public consultation is one
of the responsibilities
of the Public Service.
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Clients are our main concern.
The Department's image and

accomplishments must be heightened.

We must optimize use of our information
network and offer clients one-stop service.

Implementation of programs such as the Green Plan, the
Environmental Citizenship Initiative and the St. Lawrence ^
Action Plan brings the Department closer to its clients. If the ™
public is to play a more important role in these programs,
messages must be created for a variety of target populations
and delivered to them by means of proven promotion meth-
ods. The bottom line is that the image of the Department and
what it does needs to be reinforced.

The marketing function must be broadened to include the
entire Department by adjusting strategic variables (product,
price, location, promotion). It is also imperative to define
considerations essential to the creation of "media-message"
strategies for the organization as a whole. And, of course, we
must learn to optimize the promotion of products and mes-
sages.

An integrated marketing unit will improve comprehension of
market segments (select, listen, understand needs), heighten
client satisfaction and project a cohesive image of the
Department.

Furthermore, as the public looks at the quality/price ratio
for products and services delivered, profit from the
Department's products and services must give value for
money, taking competition into account.

Finally, we shall attempt to deliver product information and %
services effectively and consistently by accurately defining
target populations.

III. CURRENT SITUATION

The current situation no longer meets the requirements of
key departmental issues. In this section, we shall explain
why this is so.

COMMUNICATIONS BRANCH

Under the current Communications Branch structure, one
officer is assigned to each of the three Services and another
to departmental projects.

The officers assigned to the services devote 85 per cent of
their efforts exclusively to those services, and their relation-
ship to the Director of Communications is merely functional.

The Communications Directorate also operates a specialized
information service for the production and publication of
communication tools, a service which meets the needs of
both the Services and the Department. The group also han-
dles requests for information from the public.

The fact that the Department currently has to cope with •
steadily-growing public demand has an impact on resource
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use by the Communications Directorate. As mentioned

•
above, integration will enable managers to set the overall
regional priorities that Communications will deal with.

It seems obvious that the existing structure and operations
(officers working exclusively for the services, a unit devoted
nearly entirely to publications) are poorly adapted to the new
requirements. It is difficult to coordinate communications,
a crucial area for the organization, without pooling every-
one's expertise, especially since the communications officers
are to play a key role in conveying the departmental vision.

MARKETING

The marketing function is decentralized in each region of the
Department. Its aim is to bring the Department closer to its
clients and increase penetration of the various markets.

In the Quebec Region, the Canadian Parks Service with its
staff of four has the only organized marketing function. Their
duties include planning, preparing and implementing mar-
keting strategies for the regional network, for each park and
for specific activities, on the basis of clearly defined market
segments.

More specifically, the functions exercised by the Canadian
Parks Service marketing group involve:

• determining and assessing factors and trends
(political, economic and sociological) that may
influence markets and target populations;

• negotiating and finalizing partnership agreements
on exchanges of services and financial resources
with a view to heightening public awareness of the
mission of the Canadian Parks Service;

• designing and producing publications in line with
current directives;

• taking part in promotional exhibits;

• coordinating and implementing specific advertising
activities and

• supporting and advising managers on all related
matters.

This group obviously works to develop an image that reflects
the Canadian Parks Service mandate and communication
objectives.

» As we have seen, marketing requirements exist in other
departmental services. In addition, closer coordination of
promotional material aimed at the general public should
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focus on a single image, that of Environment Canada,
Quebec Region.

The current structure makes joint marketing action difficult
without first defining common mandates and objectives. For
this reason, it is essential to integrate the marketing function
on a departmental basis.

PUBLIC CONSULTATION

There is currently no integrated public consultation
approach within the Department. Action in this area is indi-
vidual and variable. All three Services hold consultations,
and the range of areas covered is broad. Decisions about
whether or not consultations are to be held are not automat-
ic: in most cases such decisions are made by individual
managers.

In other words, there is no uniform framework for action
(code of ethics), nor any regional body responsible for provid-
ing consultation advice and support to the Services. The sit-
uation deprives the Region of exchanges of expertise among
the Services, makes optimum cohesive action impossible,
and makes access to complete, centralized information diffi-
cult.

The Department, if it is to meet the objectives of the Green
Plan and deal with current key departmental issues, must
coordinate public consultation and establish a departmental
framework as a guideline for the action it takes.

IV. RECOMMENDATIONS

Analysis of the current situation leads us to believe that pro-
gram and service integration requires consolidation of the
communications, marketing and public consultation func-
tions.

These functions must now be exercised within a single
departmental unit and serve departmental objectives that
meet regional priorities. That is why we are recommending
that the service centre method of operation be adopted and
introduced in Montreal and Quebec City. The reorganization
will improve overall service to all departmental clients.

COMMUNICATIONS: ADVANTAGES

For the communications function, clients will have access to
a broad range of services on a departmental scale: the ser-
vices are to be made available on a geographical basis in
each service centre.

Where required, it will be possible to share tasks or exchange
services or resources between service units, more specifically
with regard to the support required for a visit by the Minister
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or a Deputy minister and communications activities tied to
departmental priorities.

This option brings the communication function closer to the
client. In fact public access to information services will be
enhanced by the greater visibility of the Department in the
region.

In the area of operations, the recommendation has a number
of advantages. The Department will have available, on a geo-
graphical basis, a critical mass of resources, expertise and
skills for responding to overall needs. Productivity will rise,
and teamwork and team spirit will be fostered.

The sharing of knowledge and expertise required in such a
context will encourage employees to become more versatile
and more accountable for their own work.

INTAGRATED MARKETING: ADVANTAGES

The main advantage of this option is that it introduces one-
stop access to Environment Canada products and services in
the Quebec Region. It also makes the Department more
adaptable to different markets and new products.

Existing marketing expertise will be broadened and made
available to the entire Department. The integrated approach
to clients will give the Department continuity in its dealings
with partners.

A more broadly-based marketing function, focused in part on
promoting departmental programs (e.g. Environmental
Citizenship, Green Plan, sustainable development) will make
it easier for the Department to achieve its objectives.

PUBLIC CONSULTATION: ADVANTAGES

The aim of integrating public consultation functions is to
ensure consistency and coordination. Expertise will be avail-
able to everyone and consultation will be carried out in close
cooperation with the project manager.

This option will contribute to establishing major directions
for consultation, as well as a departmental program that
meets the needs of the Regional Management Table. With the
exchange of knowledge and data being essential, the option
can accommodate a central databank where information
about the public consulted and the areas for action can be
compiled and built up.

It would be advisable to draft a departmental code (code of
ethics) setting out principles of intervention for public con-
sultation and to include monitoring provisions as well.

V. INTEGRATION IMPLEMENTATION

Criti ca I mass i n comm u n i cat ions

• productivity

• teamwork

• exchange of knowledge and expertise
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Regional Management Table

Service centres:

• Communications and Marketing

• Finance and Administration

• Human Resources

T
Internal and external customers

We will now take a closer look at the actions resulting from
the recommendations.

The manager responsible for the Communications and
Marketing Services Directorate will sit at the Regional
Management Table. Each service centre unit will have a
senior officer responsible for smooth unit operation, on the
basis of an interdisciplinary approach.

The Regional Management Table will set priorities for com-
munications, marketing and public consultation. It will
inform service unit managers of the objectives that will guide
program implementation.

Communications: The activities are to be integrated in areas
as specific as media relations, visits by senior departmental
officials, press conferences, advertisements, special events,
communications strategies, spokesperson training and com-
munications management in emergency situations.

Marketing: The service centres will offer a full range of mar-
keting advice and support. Specific areas include marketing,
promotion, advertising, representation, participation in pro-
motional exhibitions and sponsor searches.

Public consultation: In matters related to parks, the atmos-
pheric environment and environmental conservation, the ser-
vice centres will provide the required advice and also con-
tribute to the implementation of consistent and productive
public consultations, with due regard for the principles
established (code of ethics) and key departmental objectives.
This option will have many logistical benefits (pooling of
databanks, research and expertise in the field of public con-
sultation).

VI. FUTURE DECISIONS

The proposal must take into account subsequent manage-
ment decisions that could modify its contents.

It is important to point out that the Regional Director,
Communications, will be responsible to the Regional Director
General, and that transferring communications resources to
the latter will make it easier to respond to the needs arising
from integrated management of services and programs.

The strategic aspect of communications must be further
developed and applied in the region. This will make it essen-
tial to clearly establish the roles and responsibilities of
communications officers and to transfer specific tasks to the
Communications and Marketing service units.

A sub-group should be set up to do an in-depth study of the
entire question of an integrated public information service.
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A great deal remains to be done.

Decisions remain to be made on office accomodation, com-
puterization (DOTS network), records and the human
resources inventory.

Project cost must be assessed and an implementation plan
prepared.
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Service Centres

Human Resources

Environment Canada Quebec Region

I. THE DEPARTMENT IN TRANSITION

Environment Canada has traditionally delivered services to
the public, developed products, and implemented programs
through its three Services: Atmospheric Environment
Service, Canadian Parks Service and Conservation and
Protection. In the past few years, major changes have led the
public to adopt a comprehensive view of environmental prob-
lems.

The federal government, after re-examining its approach to
environmental problems, established the Green Plan, a gen-

•
uine action plan that sets forth a set of objectives designed to
guide and coordinate government action in environmental
matters in the years to come. The government intends to
harmonize its activities in all environment-related areas of
jurisdiction (legislation, programs and policies).

Consequently, the Department plans to integrate the activi-
ties of its three key Services with a view to adjusting
resources, programs, services and decision making to the
objectives of the Green Plan and treating major environmen-
tal issues jointly.

COMMON SERVICE CENTRES

With this new outlook, the common service centre concept is
fully consistent with the coordination objective associated
with the service integration concept, as it rests essentially on
delivery of common services.

Concrete results of common service centres include improved
service quality and client-oriented cooperative action. The
interdisciplinary approach paves the way for consistent poli-
cies and decisions in all areas that affect the environment.

In light of the above considerations, integrating the human
resource management functions of the three Services is an

m essential aspect of this initiative. Human Resources service
units, consolidated into common service centres, will provide
managers and all employees with harmonized services of

Human Resource Coordination

• resources

• programs

• services

Common Service Centres

•consistency

• service quality

•• cooperation

• interdisciplinary approach

Environment Environnement
Canada Canada
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Regional Management Table

Common Service Centres

Finance and Administration units

Human Resources units

Communications and Marketing units

I
Clients

Human Resource Services Units

• versât il'tfy

• exchange of expertise

•steady improvement

• client proximity

Institutional role

• management support

•strategic information role

uniform quality that will be enriched by their very consolida-
tion. The quality of service to the public will thus inevitably A
improve.

Furthermore, as the mandates of the three Human Resource
branches are virtually the same, duplication of functions can
be eliminated. A number of fields of activity show interesting
potential for integration, a process which will facilitate the
attainment of major departmental objectives and the resolu-
tion of key issues. These include human resource planning,
training and development, and the total quality concept, to
name but a few.

More specifically, integrating existing Human Resource
branches into common service centres will consolidate a crit-
ical mass of skilled individuals and create synergy. The ver-
satility of staff members will enrich routine tasks. A higher
level of staff accountability will have a snowball effect, creat-
ing the dynamics essential to the success of an enterprise of
this kind. An interdisciplinary approach to work will be
encouraged, as will the pooling of expertise and knowledge
between the two Human Resource Services Units. A complete
range of human resource services can be provided to all
clients on a geographical basis.

II. HUMAN RESOURCES: ORGANIZATIONAL STRENGHT

HUMAN RESOURCE INTEGRATION WILL FACILIATE ATTAINMENT OF
OBJECTIVES AND MEET NEW NEEDS.

In the three existing Services, the Human Resources branch-
es provide internal clients with a range of services (e.g.
advice on human resource management, staffing, classifica-
tion, labour relations, pay, fringe benefits and job security).
In an integrated unit, all these services would be provided on
a departmental basis to the Quebec Region. Staff members
would be versatile enough to handle several tasks, and the
exchange of expertise would benefit the organization. The
aim is to increase the accountability of employees at the bot-
tom of the ladder by fostering an interdisciplinary approach
and entrepreneurship. The target is total quality for products
and services. Through integrated management, Human
Resources is equipping itself with the means and the tools it
needs to reach the defined objectives. In the long run, the
public can only benefit from such a positive and dynamic
approach.

The role of the Human Resource units will be to support
management, assist in decision making and take part in
establishing consistent policies and programs in response to
major departmental issues. The units will also offer support
services essential to regional staff if they are to attain total
quality in delivering services to the public.

Continuous learning occurs more naturally within groups
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that cooperate in the performance of common tasks.
This concept defines a new management method in which
the objective-setting exercise factors in organizational move-
ment and change. Human Resource integration will make
staff more versatile, make functions more complementary
and encourage the exchange of expertise, knowledge and
resources.

Organizations must adjust to the changes going on around
them. A Human Resources unit in a local common service
centre will bring services and clients closer together and
heighten awareness of ongoing changes.

Learning and change are ongoing processes. In this new con-
text, the Human Resources unit will play a part in the steady
improvement of services.

A Human Resources unit within a common service centre
will obviously play an important strategic role. It will supply
information to the Human Resource managers sitting at the
Regional Management Table, and share this information with
the other service centre.

It is only through integration that Human Resources and the
Department as a whole will be able to help meet objectives
linked to major departmental issues.

111. THE EXISTING SITUATION

WHY DOES THE EXISTING SITUATION FAIL TO MEET THE REQUIREMENTS

OF THE MAJOR DÉPARTEMENTAL ISSUES?

Under the existing structure, each regional service (AES,
CPS, C&P) has its own Human Resources Branch, which in
turn has a functional relationship to the national Human
Resources Branch. Although there are virtually no relations
between the Services, the structure met the Department's
needs, and was fully consistent with its objectives.

Now the Department must respond to the steadily growing
demands of the public, deal with a complex and ever-growing
list of matters that have environmental impact at the region-
al, national and even international level, give due regard to
heightened public awareness, and deliver services based on
the linear structure described above. This method of service
delivery no longer satisfactorily meets public expectations.

In light of the evident need to work together on major depart-
mental issues such as the Green Plan and sustainable devel-
opment, the existing structure is no longer consistent with
either the defined objectives or the consolidation of the
efforts of all the services towards a common goal. .

The following is a list of some of the shortcomings of the cur-
rent structure as they apply to Human Resources:

Influence role

• regional dynamics

• client proximity

Service role

• steady improvement in services

• total quality of products and services

Existing situation
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• inflexibility;

• no sharing of expertise between the three Services;

• little harmonization of action;

• lack of Human Resources research;

• no knowledge sharing among the three Services;

• inter-service links virtually nonexistent;

• duplication of work;

• structure does little to promote employee versatility;

• structure makes adjusting to new clients difficult;

• structure poorly suited to changes within the
Department.

On the other hand, the structure does contribute to main-
taining Service identity and a feeling of belonging among the
employees of each individual Service.

The current situation is no longer consistent with the objec-
tives of the Department's integration project.

IV. INTEGRATED MANAGEMENT: A RENEWAL

AN INTEGRATED HUMAN RESOURCES UNIT WILL MAKE A VALUABLE
CONTRIBUTION TO THE ORGANIZATION

With the introduction of an integrated Human Resources
unit, the clients, rather than being split among three
Services, will deal with one consolidated unit, i.e.
Environment Canada, Quebec Region. Under this method of
operation, the manager or employee will contact a single
Human Resources unit for the services required.

Inter-service relations will be organized to ensure continuity
of service to individual managers.

The new approach will have a definite impact on the corpo-
rate culture of the Department in the region. The method of
operation will affect attitudes and behaviour, because it
entails regular teamwork and systematic coordination, and
requires adjusting to new clients and new needs.

The proposed changes provide an excellent opportunity for
employees to upgrade their knowledge in a number of organi-
zational areas, as well as in matters specific to Human
Resources, and to benefit from a broadly enriching experi-
ence. The impact of the change on how employees perceive
their work will be reflected throughout the organization.
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By helping Human Resources employees develop a better
understanding of clients, the new approach will ensure that

' services are tailored to client needs.

Society is changing rapidly; corporate culture is following
suit. The role selected by Human Resources will be its contri-
bution to the process of change. The option is effective and
efficient: it promotes a common and consistent vision of
goals and the means by which to achieve them.

The public is our organization's raison d'etre. These changes
will have a positive impact on the quality of the services and
products provided to that public.

RECOMMENDATION

From an organizational point of view, the following proposal
- the geographical option - is most consistent with the
established principles.

The geographical option suggests two access points for
service, to be called common service centres, one in Montreal
and the other in Quebec City.

Each common service centre is to consist of three service
units (Finance and Administration, Communications and
Marketing and Human Resources).

The regional Human Resources manager sits at the Regional
Management Table and each Human Resources Service Unit
reports to a senior service unit officer.

The Human Resources service units will consolidate a critical
mass of skilled individuals and will aim at versatility and at
an interdisciplinary approach to the tasks at hand, an
approach that fosters staff accountability for individual work.

The services are to be delivered on the basis of geographic
location from two common service centres; one in Montreal
and the other in Quebec City. However, those Canadian
Parks Service districts that have human resource services
will keep those services; to ensure maximum consistency in
human resource management, procedures must be estab-
lished to maintain close links with the common service cen-
tres.

A NEW CLIENT

This option adds a dimension not found in the existing situa-
tion: a new client, the Regional Management Table itself.
Furthermore a Human Resources integrated management
team is to meet the needs of the Table, and its work will

, depend on the priorities set by this new client.

Regional Management Table

Î
Integrated Management Team

• Human Res^ùrœs Manager {1 )

• Senior service unitofficers <2)

Human Resources Branch

/INTEGRATEDX
•MANAGEMENT-*

AES
C&P
Chambly

Total

CLIENTS

210
155
235

600

Parks
C&P
Com.

Total

705
105
15

825

March 1993 page 5



REGIONAL INTEGRATION PILOT PROJET

Common Service Centres
• leader
•team

S 1
National Public

Regional

It is immediately obvious that the new organization will be
better suited to the needs of Department integration in the M*
Region.

V. IMPLEMENTATION OF HUMAN RESOURCE INTEGRATION

We shall now take a closer look at this new approach to
determine the concrete results of the proposal.

Integrated functions:

The Human Resources manager for the region, mandated by
the Regional Management Table, would be primarily respon-
sible for integrating dossiers. In addition, the integrated
management team, consisting of the Human Resources man-
ager and the two service unit senior officers, would analyze
the cases and make decisions on the most satisfactory way
of responding to each one. Depending on the nature of the
requirements, the team could also assign dossiers to working
groups or individuals, on a temporary or permanent basis.
The Services would continue to act in a management adviso-
ry capacity through the service unit senior officers.

The Human Resources team would also be responsible for
establishing and maintaining a functional relationship with
the national Human Resources branches.

To meet the requirements of an organization in transition "
and ensure steady improvement of Human Resource ser-
vices, it is essential to create a unit to conduct Human
Resource research and development.

Regular activities:

Regular activities would follow a similar procedure, and
include the following elements:

• Responsibility for a Human Resources area would
be assumed by an officer in one of the service cen-
tres for the region. The responsibility would be
regional (e.g. on matters of legislation, policy, direc-
tion). The person responsible would provide links to
central agencies, departmental Human Resource
branches and external agencies, and handle the
transmission of information.

• Creation of working groups for specific projects on
the basis of priorities strengthens the collégial
approach.

• Broadening the skills of Human Resource advisers
enhances versatility.

• Requirements expressed by clients are used to set
priorities for areas of intervention.
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• Use of communication methods must be optimized.

The preceding is an outline of the main steps to be followed
in implementing the integration of Human Resources in the
Quebec Region.

VI. FUTURE DECISIONS

The proposal must give due regard to future management
decisions that may modify its contents.

A great deal remains to be done. Decisions are required on
office location, computerization (DOTS network), records,
and the human resources inventory.

A strategy for meeting requirements and redefining relation-
ships with Headquarters needs to be developed.

Costs have to be evaluated and an implementation plan
drawn up.
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REGIONAL INTEGRATION PILOT PROJECT
Decision-Making Support and

Départemental Affairs Unit

Environment Canada

I. MAIN ELEMENTS OF A DECISION-MAKING SUPPORT AND
DEPARTMENTAL AFFAIRS UNIT

"True success ... lies in greater staff awareness of the real
value of the Department's knowledge base, its potential to
improve the decision-making process (if applied in an integrat-
ed way) and its importance in strengthening the Department's
credibility with its pubUc'll)

The regional project to integrate Environment Canada's com-
ponents, an initiative intended to improve our management
practices and ensure greater conformity with the vision and
mission of the Department, has led us to review the way we
use information, a valuable resource on which all strategic
action is based. The Department's internal and external
clientele deserves access to the very best information to help
them attain their objectives.

Integration of departmental programs requires an appropri-
ate decision-making process. In order to make strategic and
judicious decisions in an integrated department, managers
must make optimal use of information adapted to their
needs.

However, the departmental vision which we are seeking will
also influence our activities, some of which will be taken on
using a coordinated departmental approach. Implementation
and coordination of these activities requires the adoption of a
new management approach on the part of the managers in
charge.

To support the work of the Regional Management Table, the
Quebec Region is recommending the creation of a Decision-
Making Support and Departmental Affairs Unit.

The unit will be mandated to gather, validate and process
information from its organizational environment and trans-
form it into relevant, concise and strategic material.

The information will be used for decision-making by
Environment Canada's Quebec Regional Management Table

Basic principles

• Optimal use of information

• Strategic and judicious decisions

• Departmental management approach

• More effective contribution to the
Department's vision and mission

Environment Environnement
Canada Canada
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and could be used by the entire organization. In addition, the
unit will assume a leading role in carrying out and coordi-
nating departmental activities.

THE NEEDS OF AN INTEGRATED AND STRATEGIC ORGANIZATION

Decision-making support

By integrating the activities of its components, Environment
Canada is using joint action to attain greater cohesion and
fulfill its mission more effectively and efficiently. The new
organizational strength and the added value which result
from working as a team toward common goals will make the
Department even more effective than the sum of its parts.

In addition, by reinforcing the planning and internal auditing
in the decision-making process, the Department is taking a
pro-active position and becoming an innovative organization,
able to face the environmental issues of the future. Such
action will enable it to strengthen its role as an environmen-
tal leader.

The Regional Management Table will be responsible for the
strategic and coordinated management of departmental
activities in the Quebec Region, and will make optimal use of
information received from its organizational environment,
particularly by all the departmental components.

It will be able to help managers make more enlightened deci-
sions, avoid duplication and useless expense, and promote
the integration and coordination of staff effort to attain com-
mon objectives in relation to the Department's major envi-
ronmental concerns in the Quebec Region.

This is a major challenge, and the Regional Management
Table will have to rely on the support of a group whose mem-
bers are professional and versatile. This will be the role of
the Decision-Making Support and Departmental Affairs Unit,
which will carry out the following decision-making support
functions:

• Assist the Regional Management Table in identifying
regional questions and their issues; the Regional
Management Table will then be able to prioritize
these issues and plan for a management-by-results
approach to the desired objectives. This preliminary
exercise will serve as a basis for discussion in
strategic and operational planning by the
Department in the Quebec Region.

• Develop and apply management contract monitoring
methods which promote the adjustment of decision-

k i g t d t t l
p j s tmen t of decision

making to departmental commitments, if the need
arises Facilitate organizational training by super- '.'arises.
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vising and managing information arising from
events which impact negatively or positively on
regional issues.

• Increase the Department's ability to adjust to
unforeseen events by proposing to the Regional
Management Table, after appropriate analysis, con-
tingency plans aimed at optimal reorientation of
activities or programs.

• Prepare effective methods of auditing progress
toward expected results of management contracts.
This auditing, based on management indicators and
empowerment of individuals, will enable all depart-
mental staff to be better informed about project
development. Consequently, individuals will feel
more involved and will participate in the implemen-
tation of measures aimed at ensuring the attain-
ment of results.

• Develop a new and effective approach in dealing
with the offices of the Minister and of the Deputy
Ministers.

• Coordinate the dynamic and constructive contribu-
tion of the Quebec Region to the development of
depar tmental orientations and policies and
strengthen the emphasis on regional issues and
special characteristics. This contribution will be
facilitated by a broad understanding of regional
concerns, making top quality information and
preparation analysis important for strategic plan-
ning (see above).

• Promote the emergence and maintenance of a corpo-
rate culture reflecting the management values and
principles of the Department, as stated in its vision
and mission. Dynamic strategies which create feel-
ings of belonging should be developed in the Quebec
Region in order to make the positive aspects of
these values and principles clear to our staff.
Creating a feeling of belonging in our staff through
the judicious use of internal communications is one
of the essential conditions of their empowerment
with regard to departmental objectives.

Departmental Affairs

In addition to its essential role in terms of decision-making
support, a second challenge faces the Decision-Making
Support and Departmental Affairs Unit. This is the active
part icipat ion in activities which concern the entire
Department and thus require departmental expertise and
monitoring.
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These activities, the results of which concern the Department
as a whole, cannot be carried out effectively by one or anoth- *•
er of its parts. They require the added value which results T-
from the teamwork of the Decision-Making Support and
Departmental Affairs Unit, situated strategically with regard
to the Regional Management Table. Unit members will rein-
force their skills in the areas of partnership management,
negotiations, strategic collection of information and depart-
mental analysis through their access to a mass of strategic
information and the varied expertise of their colleagues.

They will thus be better able to contribute to the accomplish-
ment of departmental activities, particularly:

• Management and implementation of departmental
programs which call for the participation of all com-
ponents (for example. Environmental Citizenship).

• Development and maintenance of effective and pro-
ductive relations with strategic partners such as the
Quebec government, other federal departments and
certain non-government organizations which can
contribute to the development of dossiers of
strategic importance to the region.

Coordination

Other than the accomplishment of departmental activities, (
the Decision-Making Support and Departmental Affairs Unit
will coordinate activities calling for concerted intervention by
a number of departmental components. We expect that these
activities will increase as the organization optimizes partici-
pation by all parties in the accomplishment of its mandate.
In short, the principles of systemic management will be
implemented.

The Decision-Making Support and Departmental Affairs Unit
will assist the Regional Management Table in ensuring effec-
tive departmental coordination of these issues, consideration
of all pertinent elements and participation by all components
concerned. Most of the time, responsibility for the dossiers
will be handled by an operational component in the Region,
based on its expertise or accountability for the area or the
type of action required.

SPECIAL MANDATE OF THE DECISION-MAKING SUPPORT AND
DEPARTMENTAL AFFAIRS UNIT

Analysis of the strategic decision-making, departmental
activities and coordination needs of an integrated organiza-
tion indicated that the contribution of the Decision-Making
Support and Departmental Affairs Unit is essential.

The priority of this Unit is to support the Regional W
Management Table in its functions by providing it with the
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elements required to make effective and efficient decisions.

It will also be the preferred medium for information exchange
with the Corporate Policy Group, which will be both a
receiver and a sender. As a receiver, it will draw the
information required for understanding the issues and
characteristics of the Region in order to help orient the
Department 's nat ional programs and policies. As a
transmitter, it will provide the Region with the elements
essential to the vision and mission of the Department, which
should underlie all regional operations.

The Decision-Making Support and Departmental Affairs Unit
should be complementary to common service centres and
operational units in responding to specific needs which the
latter are unable to fulfill. Its products and services are des-
tined for a priority client, the Regional Management Table,
and are essentially departmental in nature. The raw material
of this unit will be information, a resource which it should
constantly monitor, enrich, organize and adapt to the needs
of its clients.

In conclusion, effective interaction and operation of all the
Department's components will improve its ability to meet pri-
orities and, ultimately, to fulfill it's mission.

II. INTEGRATION OF DEPARTMENTAL AFFAIRS, AN OPPOR-
TUNITY TO IMPROVE REGIONAL MANAGEMENT

As we have shown in the previous section, the purpose of a
departmental affairs unit is to monitor the Department as it
moves in new directions and facilitate the attainment of its
objectives in accordance with its vision and its mission. In
concrete terms, this means facilitating strategic decision-
making, implementing departmental strategic activities and
co-ordinating the contribution of all components to matters
of concern to the Department as a whole. Delivery of services
will be the responsibility of the Decision-Making Support and
Departmental Affairs Unit, an integrated version of the
branches which currently carry out similar functions in the
Quebec Region.

The extent of these services and the optimal means of deliv-
ery in an integrated context has been the subject, of this sec-
tion. This will lead us, in the next section, to review our pre-
sent way of doing things in accordance with the necessary
observations.

DECISION-MAKING SUPPORT

We now know that the role of Decision-Making Support is
essent ia l to the new Regional Management Table.
Consequently, we believe that the following elements should
be considered in the proposition prepared by the Quebec
Region:

Raw material: information
: ; . . • ' • ;
Decision-Making Support and

Departmental Affairs Unit

Results:

Decision-making support

Oepartrnentai affairs

Coordination

1
Main client:

Regional Management Table
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Objectives:

Decision-making support

• Monitoring of strategic information;

• Knowledge of issues, priority setting
and preparation of management con-
tracts;

• Real-time monitoring of management
contracts;

• Auditing of the quality of products and
services.

1. An operating system which promotes the methodi-
cal organization of work so as to tackle and deal
effectively with priority departmental issues.

2. A planning system which enables us to acquire an
accurate knowledge of the real issues in the region,
to prioritize them in an integrated context and to
translate them into work plans and management
contracts.

3. A system for monitoring management contracts in
real time in order to implement the management-
by-results approach for priority cases. This manage-
ment system will enable the Regional Management
Table to identify the problems in these cases and to
provide timely strategic orientations.

4. An auditing mechanism to evaluate both the quali-
ty of services in accordance with expectations and
the degree of efficiency with which they are provid-
ed.

5. A system for the supervision of internal and exter-
nal strategic information on the major environmen-
tal, social, political and economic issues in the
Quebec Region. This information will be used in the
decision-making process.

In addition to its main client, the Regional Management
Table, the Unit will in future collaborate more closely with
Headquarters (Corporate Policy Group, Policy Branch,
Minister and Deputy Minister's offices) to develop national
policies and programs. The new unit and its organization
methods will enable the Quebec Region to provide its clients
with integrated information which brings together the views
and positions of the entire organization on matters of depart-
mental scope.

All these characteristics of an integrated departmental unit,
added to a management-by-results approach and a strategic
vision of the major environmental, social, economic and
political issues, will enable the Department to take concrete
action on the most important issues and to provide the pub-
lic with the products and services expected of Environment
Canada.

DEPARTMENTAL AFFAIRS

Over the past few years, the Department has tackled the
major environmental issues with which we are confronted in
an increasingly systemic way. The main outcome of this new
approach was the implementation of the Green Plan,
launched in 1990.
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According to the philosophy of this new orientation, future
departmental programs and initiatives will require a coordi-
nated implementation approach (for example, the
Environmental Citizenship Initiative, the State of the
Environment, the Environmental Action Plan, etc). Only
through department-wide action and not the activities of
individual components can the objectives inherent in these
departmental programs and initiatives be attained.
Nevertheless, it is essential to reflect the image of an orga-
nized and integrated department in the eyes of external
departmental clientele (the Canadian public), which expects
us to produce results.

The systemic approach sought through the integration of
departmental components will facilitate our relations with
partners, contributing to the accomplishment of our man-
date. Such an approach involves bringing together in one
location the information which enables us to make the most
of our discussions with these partners, government and
others, and managing this information strategically. The
Department could benefit from departmental representation
with these partners and provide them with a single forum for
the discussion of regional issues.

COORDINATION

The integration of departmental components will alter imple-
mentation of activities involving more than one component.
Integrated coordination needs will thus be greater than in
the past.

Coordination should be carried out in such a way that all
branches of the Department concerned by a particular ques-
tion or activity contribute to its implementation.

The coordination structure adopted by the Region for these
issues must be efficient and, above all, adapted to the needs
and nature of the resulting activities. We will seek, as far as
possible, to leave responsibility for these issues in the hands
of one operations branch, giving it the mandate to coordinate
participation by the other branches involved.

In this context, it is essential that the region obtain "depart-
mental" coordination expertise in order to develop appropri-
ate operating and monitoring methods. This monitoring will
be used to keep the Regional Management Table adequately
informed, so that it will be in a better position to ensure con-
formity with departmental vision in implementing these
activities. In some cases, when issues are essentially depart-
mental in nature, their coordination should be handled
entirely by a body which exercises departmental functions.

Objectives:

Departmental affairs

• Integrated management of depart-
mental programs and activities;

• Concerted, strategic approach
vis-à-vis our partners;

• image of Department as effective
and coherent.

Objectives:

Coordination
• Participation and contribution of all

components;

• Departmental management by
directors concerned;

• Follow-up by Regional Management
Table.
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Current situation:

1. Decision-making support

• Three management tables, three
management approaches;

•Corporate affairs directorates forC&P
and CPS;

• Lack of cohesion and coordinated
action;

• Decision-making not well adapted to
departmental issues.

2. Departmental affairs

In general:

• Three Services, three approaches;

• Lack of coordinated action on strate-
gic issues;

• Departmental affairs not considered a
priority.

Vis-à-vis our partners

• Separate approaches, little cohesion;

• Strategic position and image of
Department not cohesive;

• Contacts not optimized, failure to take
advantage of opportunities;

• No one-stop service centre;

• Information on these partners is scat-
tered,

3. Coordination

• Departmental coordination of CORE
issues;

• Other issues: lack of concerted action
and cohesive management;

• All components are not contributing in
an optimal manner;

• Results are not optimal.

111. CURRENT SITUATION

In the light of the concerns expressed in the previous sec- ™
tion, we will analyse the characteristics of the current situa-
tion which should be considered in choosing an optimal
operating method for the departmental support unit.

DECISION-MAKING SUPPORT

The regional integration of Environment Canada's compo-
nents will lead to the centralization of management informa-
tion for the needs of a decision-making body: Hie Regional
Management Table.

Currently, the three Services (Conservation and Protection,
Canadian Parks Service and Atmospheric Environment
Service) each have a management table which operates in its
own way. Conservation and Protection (C&P) and the
Canadian Parks Service (CPS) have established a Corporate
Affairs Branch which supports the decision-making process
in their respective services. The Atmospheric Environment
Service (AES) has almost no management support.

The Committee of Regional Executives (CORE) also has its
support body, the CORE Secretariat. However, owing to the
very nature of CORE, which is a mechanism for coordination
rather than for departmental decision-making, the CORE
Secretariat does not have the mandate to provide decision- f
making support services.

With regard specifically to planning activities, a great num-
ber of different administrative procedures now exist which
require intervention from individuals in a variety of compo-
nents or directorates (Finance and Administration, Corporate
Affairs, directorate managers and staff, etc).

All in all, these isolated ways of doing things do not permit a
global vision of regional decision-making and planning
priorities, and are even less conducive to coming up with
new priorities which would respond better to the integration
of departmental programs.

Moreover, with regard to the development of departmental
programs and policies, the Department is unable to rely on
genuine regional cooperation which would improve the quali-
ty of participation from the regions in these important activi-
ties. The participation of the Quebec Region is carried out
through the intermediary of each of the Services, with the
exception of dossiers coordinated by CORE, and these are
not the majority.

Lastly, the same deficiencies are found with regard to the
strategic information provided for the offices of the Minister,
Deputy Minister and the Associate Deputy Minister through *
the departmental correspondence and information system.
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Conservation and Protection and the Canadian Parks Service
have concentrated these activities in their Corporate Affairs
sections, while the Atmospheric Environment Service, which
does not have such a section, counts on the availability of
staff to cany out this task. As for the CORE Secretariat, it
receives requests for information which are not specific to
any one service, or which concern them all. Its role thus
involves coordination, information integration and produc-
tion of information.

This situation fails to prevent duplication of requests (to each
Service and to CORE for distribution to Services), and does
not permit each request to be tackled with a department-
wide vision, using a coherent and coordinated approach (and
not from the viewpoint of one Service) or use the skills of
everyone to produce departmental documents. In addition,
Headquarters has to consolidate the information received
from each Service, even though this work should be carried
out in the Region. We would thus be able to provide a com-
plete product and better respond to the needs of the Minister
and Deputy Ministers.

In conclusion, in the decision-making support sector, we feel
that none of the current ways of operating provide the
Quebec Region with a departmental decision-making mecha-
nism which responds to the needs of regional and
Headquarters' internal clientele. This deficiency should be
remedied though better regional management of information.

DEPARTMENTAL AFFAIRS

The management of departmental affairs is presently the job
of all regional Services, based on distinct approaches and
methods.

One example of a departmental activity with high regional
visibility which suffers from a lack of integrated management
is the Environmental Citizenship Initiative. Financial assis-
tance programs under this Initiative are the responsibility of
the CORE Secretariat, which provides one-stop service for
Quebec Region clientele receiving these programs. However,
the Secretariat tries, for better or for worse, to coordinate the
"awareness" component of this initiative, which calls for the
participation of all Services. Many components of the pro-
gram are coordinated by Headquarters, which deals directly
with regional Services, creating a lack of regional coordina-
tion in this important program. The concrete participation of
regional Services is limited owing to the lack of official dele-
gation of responsibilities by Headquarters and the lack of a
strong departmental unit in the Region which would take on
these responsibilities and ensure that the Services partici-
pate.

Environmental assessments are another important area of
departmental activities, and are a legal obligation under the
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Federal Environmental Assessment and Review Process
(FEARP). As an organization responsible, each Service meets
the Process requirements based on approaches which are
not always uniform even within the Department itself. There
is thus a lack of regional cohesion which, together with the
upcoming entry into force of Bill C-13 (which makes the
Federal Process more binding), runs the risk of placing the
Department in delicate situations. In addition, as the con-
sulting department in this area, our expertise is regularly
called upon and we need to act in a coherent way with those
requiring our services.

Currently, the Environment Assessment and Northern
Affairs Branch (Conservation and Protection) oversees coordi-
nation of the participation of departmental components. The
current method of operating is, in general, acceptable, but
with the increasing demand for expertise related to the need
to comply with the new legal provisions, we must manage
our ability to respond adequately to all departmental
requests.

Lastly, with regard to the question of partnership, the cur-
rent situation makes it extremely difficult to carry out any
type of coordinated action on a regional scale. Each Service
has developed and maintained relations based on its own
needs with organizations and individuals outside the
Department. Frequently, more than one Service has a rela-
tionship with the same partner for different activities and
objectives.

This is the case with the Quebec Department of the
Environment, the Quebec Department of Recreation, Fish
and Game and some non-government organizations with
which our three Services deal individually, in a non-coordi-
nated way.

This way of dealing with our partners places the Department
at a disadvantage in terms of its ability to maximize its nego-
tiating power and adopt a clear and strategic position. In
addition, the credibility of the Department suffers though the
lack of coherence and coordination with regard to our inter-
locutors, not to mention the fact that they may find this situ-
ation cumbersome, complicated, and contrary to the princi-
ples of one-stop service.

This situation also has an impact on our ability to respond to
requests for information from Headquarters concerning our
partners, since the components are not familiar with each
other's dealings with them.

COORDINATION

In our Region, only the CORE Secretariat really assumes the
role of departmental coordination. This responsibility is,
however, currently carried out in a rather particular context,
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in which the region is structured by Services, enormously
reducing opportunities for interservice collaboration and the
benefits that would ensue.

Projects coordinated by the CORE Secretariat are those
implemented by CORE. For example, in the field of integrat-
ed monitoring, the production of a regional business plan
shows what kind of results regional coordination can pro-
duce in some areas. Other examples of interservice projects
launched by CORE concern human resources, informatics
and science/knowledge.

Other cases, such as the Biodome and the Biosphere, have
also called for a type of regional coordination, assumed by
the entities responsible (CORE and the Canadian Parks
Service).

The best example of the need for more effective and concert-
ed regional coordination is without doubt in the areas of con-
sultation and implementation of the Green Plan, coordina-
tion of which has been given to CORE. AU regional compo-
nents were called upon to work together for the success of
this process. However, the existence of a body with sufficient
resources skilled in interaction would enable the region to
benefit more from the opportunities offered by the Green
Plan.

In this case as in those of the other projects which require
departmental coordination, regional managers cannot gain
the maximum advantage by acting in isolation. In addition,
when dossiers are complex, there is no mechanism to enable
them to work together on monitoring their development and
making coordinated decisions.

CONCLUSION

Analysis of the current regional situation highlights the
following:

• In the area of decision-making, current structure
and ways of operating are not adapted to the needs
of a Regional Management Table, which must be
able to rely on an organized and complete support
team in order to carry out its responsibilities.

• In the area of departmental affairs, departmental
activities such as the Environmental Citizenship ini-
tiative will be increasing in scope and the region
must be able to carry out and coordinate these
activities efficiently. The CORE Secretariat, which is
currently responsible for this, does not have the
critical mass required to deal with the growing
demand which the integrated context will create.
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Recommendations
• Set up a Decision-Making Support

and Departmental Affairs Unit,
situated strategically with regard to
the Regional Management Table;

• Give the Unit priority functions for
supporting the Regional Management
Table:

Decision-making support: recommendations
1 through 4;
Departmental affairs: recommendations
5 through 8;
Coordination: recommendation 9.

• With regard to coordination, currently carried out
by the CORE Secretariat, regional integration will
produce opportunities for collaboration and will
thus create a greater need for regional coordination
and concertation. From all evidence, the existing
structure cannot, in its present form, meet these
new requirements.

IV. RECOMMENDATIONS

After analysing the anticipated organizational requirements
and the findings from a review of the current situation, the
new Regional Management Table must choose an organiza-
tional structure and means which will enable it to fulfill its
management responsibilities effectively.

Hence, we recommend that a decision-making support and
departmental affairs unit be set up in accordance with the
basic principles outlined in the first section of this docu-
ment. This recommendation should be implemented as soon
as possible so that the Regional Management Table can, from
the outset, perform its role more effectively.

More specifically, for each function described earlier, our rec-
ommendations are as follows:

DECISION-MAKING SUPPORT

First recommendation

Give the Decision-Making Support and Departmental Affairs
Unit the mandate to support the new Regional Management
Table in all its activities by enabling it to perform the follow-
ing functions:

• Developing and implementing an effective operating
method for the unit;

• Developing a uniform planning mechanism for iden-
tifying strategic issues and related priorities; these
issues should translate into measurable objectives
that are consistent with a management-by-results
approach and set out in work plans and manage-
ment contracts;

• Providing the coordination necessary for integrating
the planning activities of the Service branches
(Communications and Marketing; Finance and
Administration; Human Resources);

• Developing a mechanism for following up on region-
al results so the Regional Management Table can
participate actively in identifying strategies for
implementation and for the resolution of problems
related to implementation;
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• Instituting ways of verifying whether results are
being attained and allowing regional entities to par-
ticipate in the process of formulating ideas for their
continued development;

• Seeking and implementing any internal communica-
tions initiative fostering the development of a
regional corporate culture compatible with depart-
mental management principles.

Second recommendation

To optimize active regional participation in the development
of departmental policies, programs and strategies, we recom-
mend that the unit be identified as a one-stop service organi-
zation by the Headquarters branches responsible for these
activities. The branches will assist the unit in coordinating
regional participation, as required.

Third recommendation

All regional activities linked to relations with the offices of
the Minister and Deputy Ministers should be carried out by
the regional Decision-Making Support and Departmental
Affairs Unit, and this Unit should become the sole regional
forum for these activities. Its role will be to boost the current
capacity for handling enquiries by using the required region-
al expertise according to the issues involved.

Fourth recommendation

In a context of sustainable development where economic and
social aspects have to be integrated into the decision-making
process, we recommend that regional expertise in the area of
socio-economic analysis be grouped within the Decision-
Making Support and Departmental Affairs Unit to better
serve the Regional Management Table.

DEPARTMENTAL AFFAIRS:

Fifth recommendation

All the departmental programs currently implemented by the
CORE Secretariat (including the Environmental Citizenship
Initiative) should be integrated into the Decision-Making
Support and Departmental Affairs Unit. We recommend fur-
thermore that the awareness and funding programs be
administered by the unit in an integrated manner, since they
often address the same clientele.

As for the Environmental Citizenship Initiative more specifi-
cally, a regional coordinating committee should be set up for
the initiative and the Regional Management Table should
participate in establishing its broad directions and priorities.
This regional committee will foster the active involvement of
Quebec Region branches.

Other h ighI ights of the recommenda-
tions:

• Centralized regional strategic
planning;

• 1 mplementatton of a management-
by-results approach;

• More effective contribution by the
region to the development of national
policies and programs;

• Transfer of responsibility for activities
related to environmental assess-
ments and socio-economic research
to the Decision-Making Support and
Departmental Affairs U nit

• Coherent management of all financial
contributions and non-funded
programs

• Strategic relations with our partners

• Centralization of responsibility for
organizing departmental events and
producing inforrrtation for the Minister
and deputy ministe rs.
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Sixth recommendation

With regard to financial decisions (including discretionary
decisions) concerning non-governmental organizations, we
suggest that they be coordinated by the Decision-Making
Support and Departmental Affairs Unit.

This will enable us to allocate in a more equitable, cost-effec-
tive manner the resources for the many NGOs and to imple-
ment coherent measures, and avoid contradictory decisions.
We will be able to answer their requests based on a depart-
ment-wide vision and we will have a better idea of the value
of their contributions to environmental causes.

Seventh recommendation

Owing to the departmental dimension of environmental
assessments and their importance in regional decision-mak-
ing, it is recommended that the Environmental Assessment
and Northern Quebec Branch (EANQB) be integrated with
the Decision-Making Support and Departmental Affairs Unit.

We believe that this integration will help to strengthen the
co-ordinating role of the EANQB. This Branch, situated
strategically with regard to the Regional Management Table,
could support the Department's position as an advisor on
environmental assessments. In the case of issues which con-
cern more than one component of the Department, the com-
ponents' respective actions or positions could be coordinated
more effectively.

It should be noted that this recommendation is not aimed at
relieving regional components of their legal responsibilities
where they are the organization responsible. They will
remain responsible for carrying out environmental impact
assessments where required in accordance with the regula-
tions.

Eighth recommendation

To capitalize on the advantages of partnership, the Quebec
Region needs to adopt means enabling it to sign cooperation
agreements in an integrated manner. To achieve this, the
matter of partnership needs to be discussed regularly at
meetings of the Regional Management Table. The Table is
responsible for promoting partnership and the department's
vision in this regard.

The Decision-Making Support and Departmental Affairs Unit
will also be required to provide the Regional Management
Table with up-to-date information so it can take stock of
issues and put forth strategies and action plans. Likewise, in
its own activities and those of the Table, the Unit will apply
the operating principles concerning partnership.
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COORDINATION:

0 Ninth recommendation

Finally, we recommend that the Decision-Making Support
and Departmental Affairs Unit see to the effective coordina-
tion of departmental activities in the region.

Where a project relates to the expertise or field of a given
component, that component should be made responsible for
departmental coordination of the project and be mandated to
ensure the participation of all the components concerned.
The unit will make sure that it carries out this responsibility
in an optimal manner on behalf of the Department. For pro-
jects that do not concern any specific component, but rather
the entire Department, the unit itself will handle overall
coordination.

The coordinating role of the Decision-Making Support and
Departmental Affairs Unit consists in supervising all these
activities to give the Regional Management Table an overview
of the situation. In large part, this coordination will involve
bringing together regional authorities so that Headquarters
has an integrated position on certain issues, where such a
position is required.

V. IMPLEMENTATION PROPOSAL

Once a final decision has been made regarding the mandate
of the Regional Management Table, immediate action will be
taken to set up the Decision-Making Support and
Departmental Affairs Unit. As mentioned in the previous sec-
tion, this Unit will enable the Regional Management Table to
perform its role effectively right from the start.

The main workplace of the Decision-Making Support and
Departmental Affairs Unit will be the Quebec City area
specifically, the location chosen for the Department's
Regional Headquarters.

The Decision-Making Support and Departmental Affairs Unit
will be headed by a person with the status of a regional
director who will serve on the Regional Management Table.

HUMAN RESOURCES

By integrating the functions currently performed by the so-
called corporate units, the required human resources can be
utilizer! in an optimal manner. Duplication of efforts will be
avoided and pooling of skilled resources at a given location
will promote discussion and effective organization of the
workload.

fl Hence, we believe that fewer resources will be required to ful-
fill the Unit's mandate, despite the new responsibilities for
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planning, managing, carrying out and coordinating depart-
mental activities. gt

With the creation of the Decision-Making Support and
Departmental Affairs Unit, many of the activities carried out
by the corporate affairs branches will no longer have to be
handled within the Services. For example, departmental rela-
tions and part of the activities related to coordinating plan-
ning fall into this category.

We estimate the new Unit's human resource requirements at
about 30 person-years. However, this will have to be clari-
fied. At present, nearly 47 person-years are devoted to
departmental functions among the different components.

We suggest that the resources of the Decision-Making
Support and Departmental Affairs Unit be drawn from the
CORE Secretariat—a departmental entity at present--
and from the components whose activities are to be handled
by the Unit henceforth: Environmental Assessment and
Northern Affairs Branch, policy and research section (socio-
economic studies) and the team working on the
Environmental Citizenship Initiative.

The other person-years would come mainly from the corpo-
rate affairs directorates of Conservation and Protection and
the Canadian Parks Service, and would be earmarked exclu-
sively for the new unit. f

All of these persons will be integrated into the new Unit
where their duties will be similar to their current ones. In
addition, consideration will be given to the possibility of
assigning them new duties better suited to their career objec-
tives where this is to the advantage of both parties.

Some of the human resources not absorbed into the new
regional Unit could act as intermediaries in departmental
affairs within the other components. These intermediaries
would facilitate and optimize the many exchanges among the
components and the Decision-Making Support and
Departmental Affairs Unit, as well as relations with common
service centres.

Finally, some of the positions in the Unit could be filled
through appointments from the other departmental compo-
nents in the Region. This would give other people who have
not worked within "departmental" units a chance to familiar-
ize themselves with departmental functions and build their
expertise in supporting the regional management and deci-
sion-making process.

All these human resource questions remain unresolved and
must be discussed further. A V
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RELATIONS WITH HEADQUARTERS

The following units or people will serve as special "interlocu-
tors" for the new regional Unit:

The Assistant Deputy Minister, Finance and Administration,
regarding all matters related to planning, formulating and
following up on work plans and management contracts.

The Assistant Deputy Minister, Corporate Policy Group, with
regard to regional participation in formulating the
Department's policies and strategies, preparing memoranda
to Cabinet, coordinating certain major departmental issues
in the region, and managing the Environmental Citizenship
Initiative.

The assistant deputy ministers of the Services, with regard to
regional participation in the development of programs and
policies related to the Services.

The offices of the Minister and the Deputy Ministers and
their information units, with regard to inquiries addressed to
the Region and support for organizing certain events (eg, vis-
its).

The Federal Environmental Assessment and Review Office,
with regard to all matters related to environmental assess-
ments.

The other national components of the Department, as need-
ed, regarding departmental activities entailing the Quebec
Region's participation, coordination of any issue concerning
the whole Department and their support for regional and
departmental decision-making.

VI. ELEMENTS TO BE EXAMINED FURTHER

Once the new unit has been set up, we will review all depart-
mental activities currently being carried out by the Services
to make sure there is no overlapping of functions, particular-
ly in the areas of planning and departmental affairs.

As the new unit and the Regional Management Table evolve,
we will have a more precise picture of the complementary
role that regional components should play in these areas.

As well, we will have to assess more precisely the number of
person-years required and clarify the nature of the functions
involved. Considerable effort will be devoted to planning the
organizational structure of the new unit.

(1) Excerpt from: Environment Canada in Transition. Report • Year One. September 20.
1991.

Elements to be examined further

• Detailed review of departmental
activities carried out within the
Services

• Clarify the complementary role to be
played by regional components;

• Specify the resources required.
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REGIONAL INTEGRATION PILOT PROJECT
Integration of Operations

Historic sites, national parks
and national wildlife areas

Environment Canada Quebec Region

I. INTRODUCTION

Faced with the growing complexity of environmental issues
and the increasing demands of Canadians, Environment
Canada must respond to their immediate needs and the right
of future generations for a healthy environment.

In order to keep pace with those changing needs, Environ-
ment Canada's vision and mission have gone through a rapid
evolution in recent years. We have assumed a leadership
role in the development and implementation of Canada's
Green Plan and have been given an important role in ensur-

| ing that Canada meets its national and international obliga-
tions under the Rio Biodiversity Convention. These are
important aspects of the environmental component of the
sustainable development equation which also includes social
and an economic component.

This new focus on sustainable development shaped the
departmental vision and has prompted us to re-examine
departmental policies and programs and the services we
offer. Concurrently, Government restraint is forcing the
Department to adopt increasingly efficient and effective ways
of serving Canadians.

The Canadian Parks Service (CPS) and the Canadian Wildlife
Service CWS deliver products that contribute to. the need for
protected spaces and species, one of the cornerstones of the
Biodiversity Convention. Both of these programs must be
adapted to respond to the broader sustainable development
objectives to which they contribute without loosing sight of
the particular responsibilities that have been conferred to
them by legislation. For example, research must be increas-
ingly oriented toward the better understanding of ec-
osystems, so that species and spaces can be protected in
ways which take account of the ecosystems within which
they exist. Selection and planning of National Parks and
Wildlife Reserves and Sanctuaries will be increasingly influ-

I enced by ecological considerations and the need to conserve
biological diversity, as we seek to complete Canada's network

1*1 Environment Environnement
Canada Canada
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Mandate of working group:

To analyze areas for potential integra-
tion between the CPS and the CWS
witrv respect to the management of
national parks, historic sites, wildlife
reserves and migratory bird sanctuar-
ies.

Broadly speaking, there are five com-
ponents to management:

• research

« protection

• planning

•presentation

• field operations

of protected areas. Services offered in protected areas, espe-
cially interpretive services, will increasingly reflect the role of
protected areas in our pursuit of sustainable development
and the need for environmentally responsible decision-mak-
ing on the part of all Canadians if the promise of sustainable
development is to become a reality.

Integrated management of several aspects of the work of
these two Services will increase efficiency and will help both
go beyond their respective legal mandates to make a greater
contribution to the broad environmental challenges facing
the Department.

As a result, protected areas will become more supportive of
sustainable development and biological diversity objectives.
They will foster environmentally responsible decision-making
among visitors to national parks, historic sites and canals,
and wildlife areas, as well as among the Canadian people at
large. Their integrated management will also facilitate the
planning of protected areas with our provincial colleagues
whose actions must be made to contribute to the same broad
objectives.

II. MANDATE OF THE WORKING GROUP

With this departmental perspective as a background, the
working group on sites, parks and reserves examined man-
agement-related activities in these protected areas in order to
identify realms where co-operation is possible. Its specific
mandate was to analyze areas where integration would be
possible between the CPS and the CWS with respect to
national parks, national historic sites, wildlife reserves and
migratory bird sanctuaries.

The working group began by more precisely defining the
nature of the issue. It agreed unanimously that management
went far beyond the provision of services in the field, that is
current activities. Hence the term "management" includes
the following components, which are inseparable from one
another. They are:

• research

• protection

• planning

• presentation

• field operations

Moreover, some fields of activity that could have been con-
sidered by the above-mentioned working group were studied
in greater depth by other groups as part of specific projects
under the Regional Integration Project. These areas include
law enforcement and everything to do with environmental
emergencies. Other specific activities of the CPS and the
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CWS were analyzed by means of a table in which all the
. activities carried out by the two services were included under
' t he five main management headings: research, protection,

planning, presentation and service delivery.

Three levels were set for evaluating the integration potential
of each of these activities: information or technology
exchange, institutional co-operation, and extensive integra-
tion involving a merger of structures, work plans and admin-
istrative procedures.

III. CURRENT SITUATION

THE RATIONALE OF THE CANADIAN PARKS SERVICE

The Canadian Parks Service (CPS) rationale is to protect and
enhance a network of parks, canals and historic sites that
are representative of Canada's natural and cultural heritage
for educational and recreational purposes, and to make the
public aware of this heritage.

Human activity and the environment have always been
intrinsically linked. Our historical heritage, which we must
protect, is representative of past relations between man and
na tu re . People have always turned towards natural
resources for their material well-being. Their activities have
transformed the natural landscape. We have only to think of

) railways, canals and cities, all of which represent links
between people and their environment. Cultural and natural
heritage form a single unit whose parts are inseparable
(World Heritage Convention, UNESCO).

What the CPS primarily provides to its current and future
visitors is a network of protected areas, which people are
invited to visit; in these areas, a range of services enables
them to appreciate the natural and cultural attractions on
display.

The responsibilities of the CPS are set forth in the National
Parks Art, the Historic Sites and Monuments Art and the
Heritage Railway Station Protertinn Art.

In order to perform all the activities required to manage this
vast network of protected areas, the Quebec Region decided
to gather the parks, sites and canals together in six geo-
graphical districts. The network thus includes the Mauricie
National Park, Forillon National Park, the Mingan
Archipelago National Park Reserve, and the Saguenay Marine
Park. There are also five canals located in the Montreal dis-
trict, and 21 historic sites, concentrated primarily in the
Montreal and Quebec City districts.

i The district offices handle the administrative requirements of
'operating and maintaining the parks, canals and historic
sites in their respective areas. The districts are responsible

Three levels have been identified for
thé evaluation of the integration
potential for each of the activities:

• i rif ormatton or technology exchange

• institutional co-operation

• extensive integration

The Quebec Region CPS is located in
6 districts, 3 national parks, one
marine park, 21 historic sites and 5
heritage canals:

• Montreal district

i • Mauricie district

• buebec City district

• Gaspé district

• Mingan district

*Saguenay Mariné Park
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The Quebec Région CWS manages
8 national wildlife areas along the
SL Lawrence and in the Gulf.

It also manages 39 migratory bird
sanctuaries and staging areas locat-
ed in 4 major regions:

• Southwestern Quebec

• the St. Lawrence estuary

• the North Shore

• the Guff of St. Lawrence

for day-to-day management of their sites. The regional office
provides support to certain specialized activities that would
not justify the hiring of resources in each district. Examples
of this include the identification of heritage to be protected,
the feasibility of a variety of projects, public consultation and
updating exhibitions.

RATIONALE OF THE CANADIAN WILDLIFE SERVICE

The rationale of the Canadian Wildlife Service (CWS) is to
protect wildlife species (animal and plant) and their habitats
throughout Quebec.

Its services focus on three main areas of activity:

• Management of migratory bird populations;

• conservation and management of threatened habi-
tats and species;

• ecosystem research

Services to the public are related to the relatively rare exper-
tise of the CWS in these areas of activity. Its clientele is
extremely varied.

The CWS's activities are not restricted to the protected land
areas, although these provide excellent natural laboratories
and are used as such. Research may include wildlife in the
Far North, as well as in the St. Lawrence Valley or the forests
of Southern Quebec.

Two acts provide a framework for its activities: the Migratory
Birds Convention Art and the Canada Wildlife Art. Two regu-
lations give it jurisdiction over conservation in wildlife areas:
the Migratory Birds Sanctuary Regulations, which accompa-
ny the Migratory Birds Convention Art, and the National
Wildlife Sanctuary Regulations, which stem from the Wildlife
Art.

The CWS manages eight national wildlife areas along the St.
Lawrence and in the Gulf. Three of these areas are recog-
nized by the Ramsar International Convention as having
international importance as wetlands: cap Tourmente, Isle-
Verte Bay and Lake Saint-François. Canada, which played a
leading role in the Convention, therefore has the obligation
to keep these lands in optimal condition and to preserve
their use in the long term by wetlands species.

The CWS also manages 39 migratory bird sanctuaries and
staging areas in four major regions (Southwestern Quebec,
the St. Lawrence Estuary, the North Shore, and the Gulf of
St. Lawrence).
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DESCRIPTION OF CURRENT STATUS OF THE FIVE MANAGEMENT

COMPONENTS

Research

Canadian Parks Service (CPS) research helps to protect and
enhance park management, and to collect the source data
required for the planning exercises required in such manage-
ment. Its vision of the ecosystem involves an integrated
understanding of current and historical relations between
man and nature. It covers natural, cultural and socio-eco-
nomic spheres, and some of the research is carried out by
the government, some is contracted out, and some is per-
formed under agreements with other departments, services
and universities. Examples include research into basic
inventories of natural components of park ecosystems, the-
matic historical studies and auxiliary studies, as well as
studies to develop a profile of users, as well as of their needs
and aspirations.

Canadian Wildlife Service (CWS) research aims at document-
ing problems and at monitoring wildlife populations, solving
habitat problems, and managing the land areas for optimal
production. It is also used to develop management and
restoration techniques that can be applied elsewhere, to
develop integrated wildlife-agriculture management
approaches and to study ecosystems harbouring outstanding
species.

Research is carried out by the CWS, and often by outside
partners or other agencies. Whenever possible, the reserves
are used as natural laboratories, and as experimental and
demonstration sites.

Protection

At the CPS, protection includes a host of activities designed
to maintain the integrity of heritage resources. From the
standpoint of nature, this includes the analysis of park toler-
ance levels and potential, the rehabilitation of habitats, and
the development of measures to solve land degradation prob-
lems. From the cultural standpoint, archaeological activities
are designed to inventory and assess the potential of archeo-
logical resources and to prepare inventories of collections,
and restore and protect them.

At the CWS, protection includes activities that are relatively
similar to those carried out by the CPS with respect to
nature, but the objectives to be achieved are different. At the
CWS, there is a law enforcement section responsible for sur-
veillance of protected lands. This mobile team works
throughout Quebec, depending on requirements. Only the
cap Tourmente reserve has the resources to carry out sur-
veillance and public safety activities in its area. To perform
surveillance operations on other reserves, officers of the mi-
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nistère du Loisir, de la Chasse et de la Pèche du Québec are
delegated to certain areas to enforce regulations. Protection
is also provided by non-government agency (NGO) partners,
who provide a constant local presence and keep us informed
about problems.

Planning

At the CPS, parks and historic sites planning consolidates a
variety of research activity components on the one hand ,
and on the other, projects a vision in time and space of park
and historic site development, as well as of protection, pre-
sentation and recreation activities which are held there.

The management plans approved by the Department depend
on mutual understanding among the various Services to
deliver a product to the public.

Some aspects of network planning involve activities shared
between Headquarters and the Regional Office.

The planning approach encourages close co-operation among
the Services in the regional office and those in charge in the
field. The management plan is the result of planning exper-
tise. It is approved by the Minister and is used as a guide by
the District Director for implementing and managing the
park or site in question.

Several other planning exercises in addition to the manage-
ment plans themselves are designed to define more precisely
the sorts of actions that are required in the various park
operation areas: conservation, interpretation, services.

At the CWS, wildlife areas are mostly managed on the basis
of action plans approved by CWS Headquarters some years
ago. Regulation concerning areas is very restrictive: these
management plans serve essentially to present the resources
that are being protected, to describe those activities that may
be authorized on each area, and as a rationale for choices
made.

This basic planning provides a satisfactory framework for
managing wildlife areas to which the public does not have
access. For the other areas, activity management is reviewed
each year as part of a regular exercise (e.g.: the controlled
hunting program) based on resource and new land availabili-
ty criteria.

The CWS works with NGOs in the areas, and it is obvious
that the annual planning of activities and of area manage-
ment is done together with these NGOs in true partnership
style.
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Presentation

'At the CPS, presentation activities include preparing the
interpretation and services plans to ensure consistent quali-
ty in the provision and delivery of products to parks cus-
tomers. Reception and interpretation activities operated by
partners are similarly oriented.

The physical development of interpretation exhibitions, and
the refurbishing of these exhibitions as required constitute a
specific product for users/visitors.

At the CPS, marketing strategies and plans are prepared and
implemented, as well as specific activities for parks and his-
toric sites. Promotional brochures are also designed and
edited, and sponsors are sought after.

At the CWS, presentation is not a specific mandate for the
national wildlife areas, and thus does not have a regular
budget.

The CWS refurbished the cap Tourmente exhibition a few
years ago with a special budget (pilot CWS-CPS project).
Under the St. Lawrence Action Plan, the CWS built a mobile
stand that can be moved from one national wildlife area to
another . The CWS also designed a few explanatory
brochures, and took part in various nature and outdoors
shows.

The marketing function is not very active at the CWS owing
to a lack of human and financial resources.

Field Operations

At the CPS, making parks and historic sites accessible to the
public is in itself an important task in view of the scale of the
infrastructures and services that need to be managed, as
well as the high levels of public attendance, which varies
from one location to another. The services provided include
public reception and information, accommodation on camp-
sites, on-site interpretation, surveillance of park areas and
resources, public safety, maintenance, refurbishing of
exhibits, etc.

At the CWS, the national wildlife areas, unlike the parks, are
not managed regularly with respect to providing services to
the public. CWS's mission is related to conserving essential
habitats and species: developing access to the public is not
mandatory but depends on a variety of factors, principally
the repercussions of such access on the resources being pro-
tected.

The only exception is cap Tourmente, where public access is
* llowed because there are no repercussions on the
resources.

Results of Analysis:

• Research and protection - cultural
component: co-operation of experts is
desired

• Research and protection - nature
component; institutional co-ooeration
may be envisaged fora variety of
special projects.

«Presentation: integration and co-oper-;
ation are essential for the sharing of
expertise and the combining of mes*
sages.

• panning: extensive integration is
desirable for the network of protected
sites, which would contribute to the
goal of protecting 12 per cent of
Canada's Jand atm, and to the imper-
ative of conserving biodiversity. There
Is also considerable scope for inte-
gration in the preparation of the man-
agement, service and interpretation ;
ptèfté.

• Field opérations: considerable inte-
. ; : ; g ration potential.

• Contribution of otjrier Services and
Branches: co-operation between
Services is desirable.
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GREEN PLAN

SUSTAINABLE DEVELOPMENT

NATURN. AND OATURAL HERITAGE

ECOSYSTEM APPROACH

On land reserves, public access is encouraged, but because
the CWS does not have on-site resources, it has developed *
alliances with NGOs and a relatively restricted segment of "
the population is allowed entry. The whole system deserves
to be improved, but it is unlikely that it would be desirable to
install large facilities on the reserves.

Island reserves are more difficult to develop for public access
because bird populations are dense during the mating sea-
son (summer), with the exception of the islands in the
Estuary.

Services also include maintaining facilities and trails, public
safety, environmental emergencies, equipment management,
maintaining the coastal habitat, etc.

IV. RESULTS OF THE ANALYSIS

Following the analysis of the current situation, it is now pos-
sible to determine those spheres that should be integrated,
or where institutional co-operation or exchanges are possi-
ble.

RESEARCH AND PROTECTION - CULTURAL COMPONENT

The CPS has exclusive expertise in this area. The co-opera-
tion of experts is desirable in the study of the cultural
resources of the sites managed by the CWS, as well as for I,
the various thematic historical and other research that is
needed to adjust the reserve management plans with a view
to the conservation and the presentation of the cultural
resources they contain. Whenever a situation calls for it, (the
recent experience at cap Tourmente) the potential for institu-
tional co-operation is very high. Each case will have to be
studied on its own merits, and based on the importance of
the resources to be protected.

RESEARCH AND PROTECTION - NATURE COMPONENT

In research, institutional co-operation can be envisaged for
various special projects on the study of ecosystems and bio-
diversity in the protected sites. An example of this is the
integrated research program on the La Mauricie National
Park ecosystems that was presented recently. Exchanges
and co-operation could be effected as required in integrated
management areas of ecosystems, restoration, and the com-
puter processing of geographical data, as well as for help in
solving a variety of management problems that require prior
research, and for which expertise is shared by the two
Services. Interservice communication during the develop-
ment of projects and research proposals would foster joint
effort. CWS researchers could take advantage of research
opportunities in parks and use parks as environmental mon- â
itoring stations.
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In protection, exchanges are desirable in several activities,
because each Service would benefit from the experience of

1 the other (e.g.: co-operation between the CPS and NGOs, and
controlled burning between the CWS and NGOs. where a
high level of institutional co-ôperation is possible).

PLANNING

Extensive integration is possible for the protected sites net-
work plan, under which the natural parks and wildlife
reserves could contribute to the national conservation objec-
tive of 12 per cent of Canada's land area and to the conser-
vation of biodiversity. The implementation of the manage-
ment, service and interpretation plans represents desirable
potential for integration in view of the CPS's expertise and
the need to enhance the profile of the wildlife reserves. These
plans should become standardized in both Services.

PRESENTATION

This vast area presents interesting possibilities for integra-
tion and co-operation. In fact the interpretation, awareness
and exhibition programs lend themselves to the sharing of
expertise and to the combining of messages to project a con-
solidated departmental image. Marketing (where appropriate)
of all the departments protected areas should be done con-
currently in an integrated fashion. Expensive interpretive
exhibits should be used in as many protected areas as possi-
ble and perhaps even outside of these where the potential for
direct contact with Canadians is high. CPS expertise in inter-
pretation and visitor services management should be made
available to all components of the department which have
"education" objectives.

FIELD OPERATIONS

These activities (reception, interpretation, information and
communication) are intimately linked to "presentation" and
also have considerable potential for integration. There is a
vast range of possibilities for ways to disseminate informa-
tion about the services provided by the two organizations
through their respective networks. The CPS operates a num-
ber of district offices, parks and sites throughout the region,
as well as a regional office. Each of these has its own pool of
material and expertise and is capable of providing services
that the CWS requires on reserves and sanctuaries in terms
of supervision of activities, maintenance and recapitalization
of minor works.

On the other hand, the CWS has established many produc-
tive relationships with NGO's for the provision of services
and the management of activities. The CPS should learn

m these experiences as it embarks on a similar strategy
increasing local involvement in the management of Parks
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The Canadian Wildlife Service remains
fully responsible lor the management
of wildlife reserves. However, it will del-
egate to CPS the responsibility for a
number of activities in order to be able
to manage them in such a way as to
enhance CWS's role in making the
public more aware of these activities
and providing them with information.

and Sites as part of its 2010 Vision of Protected Areas
Management.

CONTRIBUTION OF OTHER SERVICES AND BRANCHES

Inter-service co-operation is desirable; certain areas of spe-
cialized expertise could be used as venues for exchanges and
co-operation. The Atmospheric Environment Service (AES)
could contribute its technology and expertise to meteorologi-
cal and environmental monitoring of the reserves. It has
already become involved in the CPS fire management pro-
gram. The AES regional presence can also contribute to help-
ing the Department project an integrated image of its activi-
ties.

The Environmental Protection Branch can co-operate in
decontaminating contaminated sites, in identifying problems
related to policies and action plans (e.g.: PAH, beluga whales,
Saguenay Marine Park), and in environmental emergencies.
Exchanges can also be effected with respect to the partner-
ship agreements, relations with NGOs and the integration of
certain types of environmental data.

The CPS in the Quebec Region has recently begun to manage
the new Saguenay Marine Park. Managing marine ecosys-
tems is very different from managing land ecosystems, and
the co-operation of marine experts is essential. That being
the case, the St. Lawrence Centre can become an important
partner in acquiring knowledge about the status of marine
ecosystems.

V. OPTIONS CONSIDERED

STATUS QUO

The working group unanimously rejects this option because
the results obtained in the analysis of activities show clearly
that the CPS and the CWS would benefit considerably from
co-operating. The exercise allowed the two Services to get to
know one another better and to identify areas for possible
exchanges, co-operation and even integration (e.g. cap
Tourmente); this Service decompartmentalization exercise
should lead to more inter-service agreements and to more
exchanges of information, knowledge, experience and meth-
ods.

INSTITUTIONAL CO-OPERATION

A detailed analysis of activities made it possible for the work-
ing group to identify several interesting areas for potential
co-operation. Some similar or complementary activities
would benefit from forms of institutional co-operation that
could eventually lead to joint projects. Similarly, a Service (
that has developed specific expertise could, when the need
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arises, provide services under previously defined arrange-
ants (e.g. cap Tourmente).

EXTENSIVE INTEGRATION

The analysis shows that extensive integration is desirable for
presentation and the delivery service. The physical presence
of the CPS in its district offices would enable it to provide
services to the national wildlife areas with respect to access,
interpretation, maintenance and refurbishment, in accor-
dance with a geographical distribution that remains to be
defined, and in compliance with approved management
plans.

VI. RECOMMENDATION

We propose a form of integrated management of protected
areas that does not alter the legal mandate, the existing
accountabilities nor the fundamental roles of the Canadian
Wildlife Service and the Canadian Parks Service.

Specifically, we propose that the responsibilities of the
Services be shared as follows :

The Canadian Wildlife Service

The CWS remains responsible for all work related to :

• The management of migratory birds and other
wildlife species of national interest;

• habitat restoration, rehabilitation of threatened and
endangered species both within and outside wildlife
areas;

• resource planning and management of wildlife and
plant life resources in and out of wilflife areas;

• planning the network of wildlife areas;

• management of migratory birds, sanctuaries and
staging areas;

• the establishment of standards and objectives for
wildlife management programs in wildlife areas.

The Canadian Parks Service

CWS delegates all activities associated with the delivery of
services to the public on and in national wildlife areas to the
CPS including :

• The preparation of management plans;

• visitor services;

• interpretive and awareness raising activities;

• facility maintenance and recapitalization activities;
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• day to day management of hunting and other explo-
ration activity; {

• day to day relations with third parties involved in
wildlife area operations;

• leasehold management;

• planning of joint presentation and development
activities so as to meet the fundamental mandate of
the reserves.

This allows the CWS to remain in full control of its program
and yet take full advantage of the expertise that the CPS has
at its regional and district offices throughout the region. The
two Services can draw mutual benefit from their respective
efforts to understand and manage habitat, species, and
ecosystems.

Implementation plans for these recommendations have yet to
be developed but they will address all the human and finan-
cial resource implications that they raise as well as the many
institutional, administrative and structural changes that
they will require.

VII. CONCLUSION

If environmental imperatives are to be met, integrated man-
agement of parks, historic sites and wildlife reserves with ,|
respect to the provision of services to the public is both pos-
sible and desirable within the fundamental mandates and
roles of the CWS and the CPS. Developing such forms of
integrated management would enhance the delivery of ser-
vices to the public as well as the development of wildlife
reserves.

Thus protected areas could strengthen their contribution to
sustainable development and to the maintenance of biodiver-
sity. Their role as areas for research, awareness and educa-
tion concerning the value of our heritage would be strength-
ened. This form of co-operation would make it possible for
the Department to project a more consistent image with
respect to the planning of a network of protected areas, and
make it easier for the Department to deal with its provincial
partners in integrating the development of a Quebec network
of protected areas, which is an essential component in
achieving our protection objectives.
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REGIONAL INTEGRATION PILOT PROJECT
Integration of Operations

Atmospheric Issues

Environment Canada

I. A MAJOR CONCERN

Everything in the environmental field is new. In only a few
years, we have learned to perceive and understand the sig-
nals that our senses had been sending to us for decades, but
which we had failed to clearly identify as stemming from
environmental problems.

Now that collective perception is attuned to the infinite risks
involved in human activities, particularly those related to
industrialization, antibodies such as departments of the
Environment, have been established throughout the world.

Beginning in the early 1970s, such departments, including
Environment Canada, have gone from being service agencies
to centres specialized in regulatory measures, research, and
public awareness.

THE LATEST DIMENSION

The visible and literally down-to-earth aspect of pollution,
including causes and effects, were the first priorities.

Through its tangible impact on living organisms, the invisible
spectre of pollution then attracted the attention of scientists
and the public. Although environmental issues, whose com-
mon denominator is the emission and presence of pollutants
in the atmosphere, were not the first factors to be in the
spotlight, they have nevertheless become the "stars" of today.

The atmosphere is both an essential source of air for human-
ity, and a unique natural filter that protects the planet from
solar radiation.

Because quality of life and the environment depend directly
on the condition of the atmosphere, and because its status
depends principally on human activities, the worries
xpressed about atmospheric pollution have been growing
pace with the damage it has been causing.

Motivational factors

• Increased public awareness of cur-
rent atmospheric problems

•:;••• Effects of pollution on health of
ecosystems

• Complexity of phenomena

• Variations in leveis of scientific knowl-

Greater effectiveness in searching for
solutions

Consistent approach to partners

1*1 Environment Environnement
Canada Canada 'it
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Atmospheric life cycle
(Simplified model)

Transport
Transformation

Evaluation
of sources

Monitoring

Regulation
Controls

Evaluation
Deposits

SOURCESÎ IMPACTS .
Human

Agriculture Canada, Health and | Wildlife
Welfare Canada. Forestry Canada ^ Plants

Air-water-soil

Topics covered (See annex A)

• Airborne toxic substances

• NOX-VOC management plan

• Climate changes

• Acid rain and aerosols

• High-level ozone and UVB

• R&D m atmospheric science

• Reporting

• Policies .

OUR CURRENT REALITY

. à
The approach that is advocated responds to six major fac-
tors: increasing public awareness of atmospheric problems,
effects of pollution on the health of ecosystems, the complex-
ity of phenomena, the lack of consistency in scientific data,
the need for greater effectiveness in our search for solutions
and the need to adopt a coherent approach in dealing with
partners,

A HOLISTIC APPROACH

With a view to enhancing regional effectiveness and efficiency
in dealing with current and future atmospheric issues, mem-
bers of the working group have proposed a holistic approach.

Members believe that management of these issues should be
based on the atmospheric life cycle of each of the pollutants
in the atmosphere.

Thus the members of the group agree that: "An integrated
department in the region should approach all current or future
atmospheric issues on the basis of the concept of atmospheric
life cycle, including the following elements:

• evaluation of sources

• transport and transformation

• monitoring

• repercussions

• regulation and control strategies,

while giving due regard in each of these elements to research
and development, the on-going distribution and dissemination
of information related to the issue, as well as concerted efforts
to develop policies designed to solve the environmental prob-
lem."

This therefore involves airborne toxic substances, compo-
nents of the smog management plan (NOX-VOC), elements
contained in acid rain and aerosols, products that can con-
tribute to the destruction of high-level ozone, an increase in
UVB radiation and climate changes.

II. A PARTIAL RESPONSE

The strengths and weaknesses of the response to atmospher-
ic issues vary depending on the nature, background, political
weight and role each person has to play in our regional
Branches.

A POWERFUL FORCE

The major strength is clearly the drive that has resulted from I
the willingness to cooperate among members of all the
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Services, and from the emergence, internally, of an interdis-
. ciplinary team, that involves different Services and performs
' different functions.

The team consists of experts from the Environmental
Protection Directorate, the Canadian Wildlife Service, the
Canadian Parks Service, the St. Lawrence Center and the
Atmospheric Environment Service.

The public, as well as environmental groups and the media,
have also shown a marked and sustained interest in atmos-
pheric issues. They are highly visible.

It is a new area in which we have the opportunity to innovate
in all kinds of different ways, whether by setting standards
or creating appropriate structures.

We possess the expertise and the basic information needed
to create both the form and the substance.

Current situation: Strengths

• team spin!

• multifunction interdisciplinary team

• expertise

• public interest

• very high visibility

• new niche

• key methods

AN ANEMIC CONTEXT

It is paradoxical to note that the weak points in our response
to atmospheric i ssues resul t from the fact t ha t the
Department's human and financial resources are dispersed,
thus making it difficult to take concerted action, at a time

.when public interest and the interest of environmental
groups has reached a new peak.

This makes it very difficult to analyze the impact of govern-
ment measures designed to reduce the presence of atmos-
pheric pollutants, and equally difficult to monitor the envi-
ronment as a whole.

In addition, the absence of the Government of Quebec from
the CCME (Canadian Council of Ministers of the
Environment) has had a significant impact on the regional
capacity to respond satisfactorily to atmospheric issues. An
integrated region would surely have responded more effec-
tively to Quebec's absence.

IMPONDERABLES

The fact that resources are too few for each Service to be able
to handle everything, clearly indicates the context in which
the regional environmental issues team has to carry out its
mandate.

At the regional level, for example, the actions taken under
the NOX-VOC management plan are too numerous for a sin-
gle Service to be able to deal with all of them effectively.

fational actions do have a direct impact on regional opera-
ons, but it is difficult for us to take part in them effectively.

Current situation: Weaknesses

• not much integration, lack of concert-
ed action

• human and financial resources dis-
persed

• difficult to analyze impact of govern-
ment measures to reduce presence
of atmospheric pollutants

• difficult to monitor ihe status oithe
environment as a whole

Potential problems

- too many components to administer

- little participation at national level

- lack of national policy

~ lack of control over the implementa-
tion of certain regional programs

April 1993 page 3



REGIONAL INTEGRATION PILOT PROJECT

In addition to the fact that there is no national program for
certain issues, it is sometimes difficult to convince our part- 4
ners that it is essential to measure pollutants to provide bet-
ter guidelines for the control programs, as well as to evaluate
and report on progress being made.

III. INTEGRATION OPTIONS - RECOMMENDATION

During its deliberations, the working group put forward
three scenarios, each of which involved a different level of
effort, resources and solutions to Quebec's atmospheric
problems. Here is a description of the essentials of each sce-
nario:

Scenario 2: integration
through diversity
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Scenario 1 - "Improved status quo"

This option consists of formalizing the existing and proposed
agreements between the Services (Environmental Protection
Directorate, St. Lawrence Center, Atmospheric Environment
Service).

The advantages of the solid cooperation that has existed for
the past few years between the EPD, SLC and the AES in
several atmospheric areas (toxicity, NOX-VOC management
plan) would be maintained, and strengthened by the ecologi-
cal expertise of the Canadian Wildlife Service and the
Canadian Parks Service.

Advantages:

• Easy to implement; continues recent cooperative
efforts;

• personnel working on atmospheric issues are com-
fortable with such arrangements.

Disadvantages:

• Does not have the clear commitment of the organi-
sation; only a slight improvement in the profile of
atmospheric issues;

• scenario depends on incumbents; it can therefore
vary over time.

I—- Scenario 2 • "Integration through diversity"

An atmospheric issues coordinator would report to the
Regional Management Table. Each atmospheric issue would
be treated in accordance with the atmospheric life cycle
approach.

For each existing and future issue, the elements of the life
cycle would be integrated in order to obtain varied expertise
and make the achievement of the best results possible. This
scenario requires the active involvement of all Services work-
ing in the atmospheric field, and it presupposes the total
accountability of the managers responsible.
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The presence of the coordinator at the Regional Management
^ Table would keep the Department's action in all atmospheric
" issues consistent, both in terms of scientific and technical

methods used, and in the development of specific policies in
the Quebec Region.

Advantages:

• Highly effective (cohesive);

• departmental consistency in all issues;

• strengthens accountability of managers in the
Services;

• programs are less disjointed;

• experts become versatile because they sit on multi-
disciplinary committees.

Disadvantage:

• How the life cycle is handled may vary from one
issue to another;

• risk of delegation may prevent the various issues
from being treated consistently;

• risk of creating tensions in interpersonal relations;

• priorities among the issues may vary over time; this
t would require a reorientation of effort and cause

morale on the teams to decline.

Scenario 3 - "Integration through specialization''

A coordinator of atmospheric issues reports to the Regional
Management Table. All of the issues are integrated in the
atmospheric life cycle.

This approach, which is more effective in terms of results,
requires that the coordinator be much more watchful,
because it will be necessary to communicate with specialists
who possess a great deal of expertise. The coordinator will
therefore have to make sure that no one loses sight of the
specific problems involved in a given atmospheric issue.

Advantages:

• Extensive scientific and technical expertise;

• readily adaptable to deal with the priority issues of
the moment;

• results-based approach.

Disadvantages:

• Because of the special expertise held by specialists,
| the various functions may experience problems in

communicating;

Scenario 3: Integration
through specialization
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Recommendation:

Adopt scenario 2, integration through
diversity, which recommends that the
atmospheric life cycle be integrated
into each current and future issue.

Advantages:

• greater effectiveness

• departmental consistency

• strengthening of accountability

• increased versatility of specialists

Disadvantages:

• inconsistent application of life cycle
principle (depending on issue)

• risk of tension in relations among indi-
viduals

• issue priorities may vary overtime

Implementation strategy

• establishment of one working group
per issue

• development of a 1994-1996 work
plan

• submission of global strategy-(early.
1994)

.* préparation of management contracts
binèing all issue managers

• less versatility (less interaction with other disci-
plines); €

• the coordinator will have to pay closer attention to
ensuring that results are consistent with one anoth-
er;

• greater pressure on personnel: expertise used to
deal with several different matters.

RECOMMENDATION:

The working group on atmospheric issues recommends
the option described in scenario 2, i .e. integration
through diversity. This scenario proposes that the
atmospheric life cycle be used as the basis for our exami-
nation of each current and future issue.

The working group also believes that atmospheric issues
present the best opportunity for concretely applying
concepts inherent to "ecosystem management".

IV. INNOVATION

The "integration through diversity" option clearly falls under
the heading of versatility. It suggests the establishment of
five teams, one per unit, and the appointment of the
Associate Regional Director General, Atmospheric A
Environment Service as regional coordinator responsible for W
reporting on all atmospheric issues to the Regional
Management Table.

Each of the teams, which would be identified by the five
major national priorities: airborne toxic substances, the
NOX-VOC management plan, acid rain and aerosols, high-
level ozone and UVBs, and climate changes, would adminis-
ter its own areas within the same framework.

For each pollutant, the point of origin, trajectory, chemical
transformation, continuous observation and environmental
impact would be taken into consideration.

This approach includes regulation, control strategy, research
and development, as well as a steady stream of information;
concerted analysis related to the development of appropriate
policies would accompany the whole process.

V. IMPLEMENTATION OF THE INTEGRATION PROCESS

The working group recommends three major implementation
phases for, its integration proposal:

1) Establishment of one working group per issue; each
group would develop an integrated working plan
for the 1994-1996 period by the fall of 1993, I
including expected resul ts , deadlines and
resources required.

page 6 Environment Canada, Quebec Region



INTÉGRATION OF OPERATIONS • ; ATMOSPHERIC ISSUES

2} Submission to the Regional Management Table
(early 1994) of a comprehensive and consistent
regional strategy for all issues, in order to identify
respective priorities and resources.

3) Preparation of management contracts between the
issues coordinator, managers and experts for each
of the life cycle elements; these contracts would
clearly specify to each individual involved what
results are expected, as well as the deadlines and
the resources needed to achieve the desired
results.

VI. FUTURE DECISIONS

By adopting this approach, there should be a gradual trend
towards the creation of action groups for each issue, and the
joint establishment of an integrated work plan.

For a period of several weeks and perhaps even several
months, then, all personnel in the region involved in these
issues will be given the opportunity to state their points of
view and agree to an effective management concept for .
atmospheric issues, which, as far as we can see, fits in well
with the conclusions drawn by the ecosystem management
working group.

It must be realized, however, that such an approach will
have significant consequences on human resource manage'
ment, allocating priorities and budgets related to the issues,
on linkages with the Regional Management Table, and on the
accountability of specialists working for the action groups.

^
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ANNEX A: Topics Covered: Present Situation

AIRBORNE TOXIC SUBSTANCES

AES EPD SLC

Products to be
delivered

• List of sources of toxic
substances
• Research and education

• CEPA support
• Support from Pesticides
Act
• Green Plan strategic
options (e.g. aluminum
plants)
• Education

• Evaluation of sources
• CEPA support

Structures used • Permanent or mobile
measurement stations

• National research - evalu-
ation of toxicity
• Monitoring and invento-
ries
• Socioeconomic studies
• Publications and presen-
tations

• Monitoring
• Research to estimate St. A
Lawrence balance

Resources required
(variable)

• 1.2PY65K(AES-SLC)
(1992-1993)

2.0 PY150K (1992-1993) • 1.4 PY 75K (AES-SLC)
(1992-1993)

Accountability • Science • National evaluation of
PAH
• Control sources

Science

Partnership rela-
tions

• Effective cooperation
with EPD & SLC

• Primarely with AES and
MENVIQ

• Cooperation with EPD &
SLC

National relations • Good relations with AES • Very good support from
(Downsview) and EPD River Road
(Ottawa) concerning exper-
tise and financial resources

•NWRI (Inland Waters-
Burlington)
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NOX/VOC MANAGEMENT PLAN

AES EPD SLC

Products to be
delivered

• Management plan (sci-
ence and controls)
• Smog warnings

• Federal-provincial agree-
ment
• Implementation of N0 x -
VOC management plan

NIL

Structures used • National committees
• Research projects .
• National, provincial and
municipal networks

• Multipartite committee
• Research projects
•Measurement networks
•Development of methods
to control NOX-VOC

NIL

Resources required 1.5 PY.35K (1992-1993) • 0.5 PY. 60K (1992-1993) NIL

Accountability • Science
• Ozone warnings

• Federal-provincial agree-
ment - improvement of
knowledge on sources and
controls

NIL

Partnership rela-
tions

• Effective cooperation
with EPD

• MENVIQ
• NGOs
• Industry
•AES

NIL

National relations • Good relations with AES
(Downsview) and EPD
(Ottawa) with respect to
expertise and financial
resources

• . Excellent relations with
NOX-VOC office and River
Road

NIL
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CLIMATE CHANGE

AES EPD SLC/CWS/CPS

Products to be
delivered

• Identification of Quebec
trends
• Socioeconomic impacts
study

• National Action Strategy
• Negotiations with
province concerning green-
house effect gases
• Monitor control of
sources

• Minimal; particularly tied
to impacts, biodiversity
conservation and ecologi-
cal integration

Structures used

Resources required

Accountability

Partnership rela-
tions

• Climatology network
• Scientific reports

• 0.2 PY (1992-1993)

• Climatology surveillance

• Associations, provinces,
industries, universities

• Scientific reports

•NIL (1992-1993)

• National Action Strategy

• primarily MENVIQ

• Loose

• NIL (1992-1993)

• Reporting
• Convention on biodiversi-
ty

• For the moment, relative-
ly weak

•

National relations • Good relations with AES • Headquarters - link with • Headquarters
(Downsview)- National Action Strategy
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ACID RAIN AND AEROSOLS

AES EPD SLC

Products to be
delivered

• Knowledge of current
status
• Canadian reduction pro-
gram
• pH bulletin

• Federal/ provincial agree-
ment
• Measurement of
SO2/NOX/SO4 in cities
• Impact measurement
• Monitor source controls

• Monitor situation after
action taken under CAN-
US agreement

Structures used • CATMON network
• Scientific reports

• NAPS network
• National report on the
evaluation of federal/
provincial agreements
• Federal/ provincial com-
mittee

Provincial networks
Lake monitoring

Resources required • 1.5 PY, 150K (1992-1993) • O.1 PY, 11K (1992-1993) # 3 P Y ' 2 2 0 K C992-1993)

Accountability • Meteorological monitor- . Administration and nego-
'n9 , tiation of agreements

Reporting
Control monitoring

Partnership rela-
tions

NIL MENVIQ • MENVIQ

National relations • Good relations with AES
(Downsview)

• Headquarters - Persons
responsible for federal-
provincial agreements and
sources

• EPD - Ottawa
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HIGH-LEVEL OZONE AND UVB

AES EPD SLC

Products to be
delivered

Ozone information
UVB information

• ODS control under CEPA
• Information about ODS
substitutes

• Monitor evaluation of
substances harmful to
ozone layer

Structures used • Canadian Detection
Network
• Regional Network (UVB)
• Media

• Inspection under CEPA
• Service to
customers/callers

• CAN-QUE SLAP harmo-
nization committee

Resources required 0.25 PY, (1992-1993) •1.0PY, 15K (1992-1993) 0.2 PY, 20K (1992-1993)

Accountability Monitoring and reporting • CFC controls • Science

Partnership rela-
tions

• Effective cooperation
with EPD

•AES and MENVIQ • MENVIQ

National relations • Good relations with AES
(Downsview)

• Very good relations with
Commercial Chemicals
Branch (Ottawa)

• EPD - Industrial
Programs Branch (Ottawa)

Canada Version française disponible
Recycled

Paper



REGIONAL INTEGRATION PILOT PROJECT
Integration of Operations
Environmental Monitoring

Environment Canada

I. ENVIRONMENTAL PRIORITIES AND THE INTEGRATION OF

MONITORING

"We live in a complex and integrated environment All crea-
tures, including humans, interact with and depend on each
other. In the past, responses to environmental problems paid
very little attention to these important inter-relationships.
Today, the increasing number and complexity of environmen-
tal issues demand that we adopt a more integrated
approach."1

THE MONITORING CHALLENGE: CHANGES IN ENVIRONMENTAL ISSUES

AND SUSTAINABLE DEVELOPMENT

The 1990s can be characterized as a time of change in our
overall view of ecological resources. Managing these
resources and protecting the environment, although still pri-
orities, must now be approached within a conceptual frame-
work of sustainable development. The changes in attitude
are largely a direct result of the growing awareness that our
ecological resources are truly limited, and clearly threatened.

At the same time, a heightened awareness of the interrela-
tion and growing complexity of environmental questions has
become essential. A new systemic approach is called for.

If we are to deal with such issues as biodiversity conserva-
tion, climate change and destruction of the ozone layer, and
if we are to focus on sustainable development and the deci-
sions this focus entails, then it is essential to co-ordinate
monitoring activities.

The new approach inevitably requires a reassessment of cur-
rent approaches to environmental monitoring.

Ideally, integrating the Department's monitoring activities
will contribute to establishing the causes and determining
the ecological impact of environmental change.

The challenges of monitoring
integration:

• Consider the corf elation of en virorK
mental matters: systemic approach

• Support the public in reaching sound
environment-related decisions

• Iforoagh co-ordination i improve the
effectiveness and efficiency of activi-
ties in a cdntekt of rationalization

• Contribute to regional and national
priorities

1 Panada's Plan. 1990. p. 18.

W Environment Environnement
Canada Canada



RÉGIONAL INTEGRATION PILOT PROJECT

Definitions

Monitoring (or environmental sur-
veillance) is a process that entails car-
rying out repeated measurement or
observation of environmental parame-
ters on the baste of comparable stan-
dards and in accordance with a p re-
established plan specifying site and
time.

Monitoring activities serve a number of
purposes, more specifically:

• Developing and validating models;

• Establishing trends;

• Improving knowledge to be used in
developing policies;

• Supporting operational decision-mak-
ing;

• Detecting new environmental prob-
lems; and

• Establishing and maintaining
resource inventories;

In situ fixed collector:

A measuring instrument permanently
installed in the area where measure-
ments are taken, as distinguished from
a remote sensing device (e.g. radar,
satellite) and from sampling proce-
dures in which no permanently
installed instrument isijsed (e.g. water
sampling station).

T H E NEEDS OF CANADIANS

Environment Canada is mandated to provide decision-mak-
ers and the general public with the environmental informa-
tion they need to make decisions that are compatible with
the principles of sustainable development.

Canadians are very much aware of the quality of their envi-
ronment. Monitoring can contribute to better informing the
public and empowering citizens to make sound decisions.

WORKING TOGETHER IN TIMES OF RATIONALIZATION

The effectiveness of monitoring is being upgraded in the gen-
eral context of rationalization. In such a context, and in
accordance with the principles of sustainable development, it
is imperative to conduct a joint integration exercise to opti-
mize the Department's monitoring operations.

Regional integration aims to contribute effectively and effi-
ciently to regional and national monitoring objectives, while
continuing to deliver quality service to our clients. It is here
that the impact of co-ordination can be truly significant:
working as a team, we can accomplish more with less. The
goal is to reduce overlap and duplication, while at the same
time strengthening inter-service co-ordination and co-opera-
tion with partners.

The preceding paragraphs demonstrate that changes in mon-
itoring activities must keep pace with changing environmen-
tal issues. The regional integration process will improve our
ability to work as a team and enhance the corporate culture
by stressing the values, mission and management principles
underlying Environment Canada's vision.

II. ANALYSIS OF CURRENT SITUATION

CONTEXT

Studies done in the mid-eighties indicated that Environment
Canada's monitoring activities were very costly, and suggest-
ed taking a closer look at their administration and organiza-
tion. Close to 22 per cent of Environment Canada's total
budget is allocated to monitoring, with virtually all the fund-
ing going to sector-specific programs. More exhaustive moni-
toring and research activities are conducted at only à few
sites. Combining the results of the exhaustive work with the
results of sector-specific activities will give us a clearer pic-
ture of ecosystems and ecosystem trends and enhance our
understanding of environmental change.

The Department's senior management, reacting to the moni-
toring cost situation, made the following proposal:

Greater stress should be placed on integrating resource man-
agement and taking a multidiscipUnary approach to scientific
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INTÉGRATION OF OPERATIONS ENVIRONMENTAL MONITORING

activity and data interpretation; also ecosystem monitoring
should be more exhaustive.

Pursuant to this proposal. Environment Canada has con-
ducted an in-depth study of its monitoring activities.
Integrated monitoring was designated a Transition project,
with the twofold objective of improving effectiveness and effi-
ciency, and evaluating and enhancing an ecosystem-based
approach.

FROM DEPARTMENTAL PLAN TO INTEGRATION PILOT PROJECT

In September of 1991, pursuant to the conclusions reached
in the discussions on optimizing monitoring, the
Department's senior management asked the Associate
Deputy Ministers to submit an exhaustive action plan for a
national integration program, including plans for individual
regions.

In December 1992, the Quebec Region published a draft
departmental plan on monitoring, entitled "Environmental
Monitoring: a reflection on rationalization and integra-
tion in the region". The plan includes an analysis of the
monitoring networks used by Environment Canada in
Quebec and identifies the monitoring priorities.

One of the most important results of the draft plan was that
I it brought together all the individuals involved in monitoring

in Quebec and gave them the opportunity to share their
knowledge and express their concerns in an effort to reach
regional consensus on priorities for action in the coming
years.

Several weeks later, when the Regional Integration Pilot
Project was announced, the working group on monitoring
was mandated to develop an integration implementation
plan.

INTERGOVERNMENTAL CO-OPERATION

The ministère de l'Environnement du Québec (MENVIQ)
which, like Environment Canada, has been exploring possi-
bilities for integrating and rationalizing its monitoring activi-
ties, formally requested Environment Canada's co-operation
in the joint planning of changes to the Quebec networks. The
Quebec government, in relatively close co-operation with
Environment Canada, carries out a number of important
monitoring activities (e.g. hydrometry network, climatology
network, air and water quality networks).

The Deputy Minister of MENVIQ expressed an interest in
reviewing current agreements with Environment Canada to

, bring them up-to-date. The two agencies intend to develop a
master agreement for managing the monitoring networks
(see Section HI).

Background

Observation: The Department's moni-
toring activities are costly

Senior management proposal:

• Integrated resource management and
a multidisciplinary approach

• More comprehensive ecosystem
monitoring

Project - Transition

National action plan for integration of
monitoring (including the departmental
plan for the Quebec Region)

Regional Integration Pilot Project: inte-
grate monitoring

•The Quebec government is also
studying monitoring

» The two agencies (Environment
Canada, MENVIQ) have agreed to
co-ordinate their monitoring activi-
ties more closely

• À master agreement to be developed
on monitoring wMÉ be complemented
by sector-rspecific agreements

* VVe are planning, à true partnership in
Quebec with regard to environmental
knowledge
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Regional priorities (monitoring)

• Toxic substances

» Safety of Canadians

• Protection of Biodiversity

• Understanding Ecosystems

Members of the working group on monitoring have already
held discussions with MENVIQ; even closer co-operation can
be expected in the near future.

REGIONAL MONITORING PRIORITIES

Four major departmental monitoring priorities for the
Quebec Region emerged from the discussions on implement-
ing the departmental plan: toxic substances, the safety of
Canadians, the protection of biodiversity and understanding
ecosystems.

Regional integration of monitoring was examined with a view
to contributing to the achievement of the regional priorities.
The priorities related to the protection of biodiversity and
understanding ecosystems have been covered by other work-
ing groups. The results will provide a clearer picture of the
role to be played by monitoring.

Toxic Substances

People and ecosystems need to be protected from the harm-
ful effects of a steadily growing array of toxic substances.
There is a vital need for more knowledge about the presence,
transportation, and transformation processes and real
impact of these substances on humans and the environ-
ment.

An inter-service working group has already been set up to
develop a co-ordinated regional approach to the problem of
toxic substances, with due regard to the complete life cycle of
these substances in the environment.

The Safety of Canadians

Canadians must be safeguarded against natural and human-
induced dangerous environmental conditions. It is the mis-
sion of Environment Canada to warn the public of environ-
mental conditions that can affect health and safety.

The Department currently plays this role in a number of
areas, for example the system for producing and broadcast-
ing weather warnings, and shellfish water quality protection.

In the field of meteorology, a significant proportion of the
Department's monitoring activities are essential to the provi-
sion of adequate response during environmental emergencies
and enhanced understanding of global scientific issues such
as climate change, thinning of the ozone layer and long
range transport of air pollutants.

Protecting Biodiversity

The Department hopes to contribute to an global biodiversity
protection strategy aimed at fostering the development of
animal and plant species. The approach to be taken targets
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the understanding, protection, development and monitoring
of ecosystems, species and genes. When the working group's
recommendations on the protection of biodiversity have been
submitted, we will have a clearer idea of the monitoring pri-
orities for the Quebec Region.

Understanding Ecosystems

The Department, with the goal of improving environmental
decision-making, plans to acquire a better understanding of
the working of ecosystems with special emphasis on the St.
Lawrence, the boreal forest and, at a later date, the Montreal
urban area. Sources of environmental stress are to be identi-
fied and the ability of these areas to withstand various types
of use assessed.

A number of monitoring sites could be used for this purpose.
When the recommendations of the working group on the
ecosystem-based approach are available, some of the moni-
toring priorities for the Quebec Region can be defined.

In the following sections, the working group describes its
analysis of the potential for the integration of monitoring,
taking into account the needs of the population, established
regional priorities and national objectives.

III. GENERAL RECOMMENDATIONS
\
The working group has identified the improvements in effec-
tiveness and efficiency that will result from greater inter-ser-
vice co-ordination.

It seems obvious that the benefits to be derived from integra-
tion of monitoring at the regional level will stem mainly from
increased co-operation and co-ordination among the opera-
tors of the various networks, including Department networks
and those operated by external partners. As additional bene-
fits, results not directly related to sector-specific rationaliza-
tion will also improve (e.g. increased volume of data on
Northern Quebec, creation of air quality networks, etc.).

The working group recommends that co-ordination be
formalized by the creation of a standing committee on
monitoring for Environment Canada, Quebec Region. The
committee is to be chaired by the Associate Regional Director
General, Atmospheric Environment Service, who will report
to the Department's Regional Management Table.

Each Service is to be represented at the committee by a
manager familiar with the monitoring needs and activities of
his or her organization and empowered to make monitoring-
related decisions .The committee's mandate will specifically

|include:

• Identifying and analysing monitoring activities of
interest to the Department in the Quebec Region;

Recommendation - Environment
Canada:

• Create a standing committee on mon-
itoring for Environment Canada,
Quebec Region

, • Chairperson; Associate Regional
Director GSeneral, Atmospheric
Envi rpnment Service

Mandate:

• Identify and analyze the activities erf
interest to the Quebec;Region

• Assist regional managers (planning)

••••••* Evafuatethe efficiency and effective-
nessof activitiesm réïafevfo the
results targeted bythe; Departrnent

• Support the chairperson as
Departmental representative

• Develop an annual plan

• Submit recommendations io the
Regional Ma^agenient Table
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Recommendation - Partners

••In Quebec, the integration of monitor-
ing activities produces truly significant
results only vyhen provincial activities,
more specifically the activities of the
MËNVJQ, are taken into account.

• Working group proposal: Consider
the creation of a Round Table to bring
together, in addition to members of
Environment Canada, representatives
of MEMVfQ and other organizations
actively involved in monitoring In
Quebec.

• assisting regional managers in planning their moni-
toring activities; f

• evaluating the efficiency and effectiveness of these
activities in achieving results for Environment
Canada in Çuebec;

• supporting the chairperson as the Department's
regional representative for monitoring;

• producing an annual plan as part of the regional
planning process; and

• making recommendations to the Regional Manage-
ment Table to ensure that monitoring-related activi-
ties play an optimum role in achieving targeted
regional results.

PARTNERS

Analysis of the departmental plan for monitoring in the
Region, and of the integration exercise itself, indicate that, in
Quebec, integration of monitoring activities will not produce
significant results unless provincial activities, more specifi-
cally the activities of the ministère de l'Environnement du
Québec (MENVIQ), are taken into account. On this point, we
would like to stress the importance of the offer made by the
Deputy Minister of MENVIQ concerning the establishment of
a real partnership for those programs linked to an under- ^
standing of the environment in Quebec. W

A Round Table could be established to bring together, in
addition to members from Environment Canada, representa-
tives of MENVIQ and of other organizations actively engaged
in monitoring in Quebec. This "Quebec table" would be man-
dated to integrate and co-ordinate monitoring activities
throughout Quebec.

In the coming year, a master agreement on monitoring net-
works is to be developed jointly with MENVIQ; this will be
followed by revised and improved sectoral agreements. The
project will facilitate co-operation with MENVIQ and con-
tribute to keeping those results most significant for Quebec.
The other major organizations concerned (e.g. ministère de
l'Agriculture, des Pêcheries et de l'Alimentation du Québec,
ministère des Forêts du Québec, Hydro-Quebec, ALCAN,
Montreal Urbain Community) will be invited to join the dis-
cussions on monitoring in Quebec.

NETWORKS AND STEPS OF MONITORING

With respect to monitoring-related operations, the working
group looked into the possibility of integrating monitoring
network operations and monitoring steps. Section IV sets out
and analyzes the specific recommendations made in these à
two subject areas.
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The working group wishes to stress that its analysis does not
cover improvements related to sector rationalization, an
aspect dealt with in the departmental plan for monitoring in
the Region. Nonetheless, concurrent with the regional inte-
gration process, the concerned units within the Department
are currently engaged in co-ordinated, more or less sweep-
ing, sector-specific rationalizations of the various monitoring
networks.

IV. NETWORKS AND STEPS OF MONITORING - SPECIFIC
RECOMMENDATIONS

INTEGRATION OF ACTIVITIES RELATED TO MONITORING NETWORKS

For the purpose of evaluating areas where integration could
be beneficial to the Department, the monitoring networks
used by Environment Canada have been divided into three
groups. The first group covers the networks that use in situ
fixed collectors (e.g. hydrometry stations, weather stations);
the second covers sampling networks with no in situ fixed
collectors; and the third covers all other networks.

Type A) In Situ Fixed Collector Networks

Meteorology / Climatology

• Aerology

• Surface

• Climatology

Air Quality

• NAPS - National Air Pollution Surveillance Network

• Airborne toxic substances

• NOx/COV/O3 (smog)

• CAPMON - Canadian Air and Precipitation Monito-
ring Network

Hydrometry (surface water)

• Hydrometry

Type B) Sampling Networks - Laboratory Analysis

Water Quality

• LRTAP - Long Range Transport of Air Pollutants

• St. Lawrence River network

• SWQP- Shellfish Water Quality Protection

Note: The following water quality networks are not covered in
study as they are currently inactive and under review:

Transboundary, New Quebec and Pesticides.
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Type C) Other Networks

• Weather Radar

• Avifauna

• NRMP - Natural Resource Management Program

• Weather Watch - analysis and broadcasting

Note: The following networks are not operated by the
Department. As their sole purpose is to support the applica-
tion of specific regulations in force, they are not covered in
this study:

Emissions • water

• Mining and metallurgy effluents

• Refineries

• Pulp and paper

• Saltwater immersion

Emissions - air

• Asbestos

• Lead foundries

Type A) In Situ Fixed Collector Stations

Meteorology - Surface

There is a potential for integration in the field at all sites where the
Department operates an in situ fixed collector station. Such factors as
geographic location, suitability for collector installation and proximity of
other stations must be taken into account.

Apart from the networks operated by or for the Atmospheric
Environment Service (AES), only two networks are currently suitable for
integration with the surface networks: NAPS and hydrometry.

Integration with the hydrometry stations is of particular interest
because of the access to Northern Quebec, an area for which weather
and climate data are all too scarce, that would result. A working group
recently identified all stations in the hydrometry network of meteorolog-
ical or climatological interest. Negotiations with the ministère de
l'Environnement du Québec are being conducted with a view to develop-
ing this potential, and a formal working group has been established for
the same purpose.

Integration with the NAPS network shows little promise. Most of the
network's stations are located in urban areas near AES stations.

Climatology

The situation is similar to that for the weather stations: there Is a possi-
bility of field integration wherever the Department operates an in situ
fixed collector station.

In light of the geographic density sought for the climatology network,
integration with the NAPS stations shows promise. Within the frame-
work of ongoing discussions between the Environmental Protection
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Branch (EP) and MENVIQ, a working group is to look into the climato-
^ logical potential of these stations.

The hydrometry stations selected for collection of meteorological data
also produce climatological data. Some hydrometry stations could col-
lect climatological data only.

Hydrometry (Surface water)

This network is divided into three sub-networks: the tidal monitoring
stations operated by the St. Lawrence Centre for Fisheries and Oceans
Canada (DFO), the hydrometry stations operated by the St. Lawrence
Centre and the hydrometry (with or without climatology) stations oper-
ated by MENVIQ (federal and federal/provincial stations) in the context
of the Federal-Provincial Agreement on Hydrometry Networks.

Because DFO has expressed a wish to take over tidal monitoring station
operations, the latter are not included in the analysis.

As explained above, a working group has determined wich hydrometry
stations may be used for climatological or meteorological monitoring.
Analysis will now focus on sharing responsibility for such matters as
station maintenance and data communication and storage.

Airborne Toxic Substances

Since 1991. the EP, the St. Lawrence Centre and the Atmospheric
Environment Service have pooled their efforts and resources to jointly
operate an airborne toxic substance station near the Villeroy weather
radar station. The EP has also operated a number of polycyclic aromatic

. hydrocarbon (PAH) measurement stations since 1989. The joint opera-
tion referred to above is a good example of the life-cycle approach, often
called for by the nature of the issue. Departmental integration of the
Villeroy station is a fait accompli.

The goal of the fledgling network could be said to be research rather
than monitoring. Few stations are to be established for measuring long-
term trends. The focus is to be on stations that will produce data to be
used in evaluating the impact of toxic substances, developing and
implementing prevention and control strategies and evaluating the
impact of the measures taken.

NOx/COV/O3 (Smog)

The network was formed in 1989 when the EP added two VOC detectors
to the NAPS stations within the boundaries of the Montreal Urban
Community (MUC), which already monitored NOx and O3 Two other
stations within the MUC and the Villeroy station were added in 1992.

Over the past year, the EP and the AES have been working jointly to
ensure that the Windsor-Quebec City corridor, an area sensitive to
ground-level ozone is equiped with adequate monitoring facilities. The
aim is to determine the incidence of ozone precursors in order to ensure
adequate planning of pollution control and reduction programs.

Two activi t ies specified in the Green Plan and the NOx/VOC
Management Plan - validation of atmospheric models and preparation
of air quality advisories - require that air quality data be available in
real time. The AES (with the co-operation of the EP) is currently negoti-
iting with MENVIQ for access in real time to NAPS network data as well

data produced by other monitoring stations operated by MENVIQ
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(REMPAFA9 network). The data from the NAPS stations located within
the MUC are currently available in real time.

National Air Pollution Surveillance Network (NAPS)

This network is wholly operated by MENVIQ with the participation of
the EP (Region and Headquarters branches), which provides the techni-
cal expertise and most of the measuring instruments. Although there is
no formal agreement, it appears that the network has always operated
satisfactorily.

The EP and MENVIQ have undertaken a joint review of the NAPS net-
work and their recommendations are to be implemented this year. A
number of changes are planned: the goal is to reflect new atmospheric
issues and reduce the number of stations operated solely to establish
historical trends.

Meteorology - Aerology

The Atmospheric Environment Service operates this type of station
independently and is the Department's only direct client The data pro-
duced by the network are essential to high priority regional and inter-
national atmospheric issues. In light of the network's operational
restrictions and the geographic distribution of the stations, no potential
for integration has been identified.

Canadian Air and Precipitation Monitoring Network (CAPMON)

The Canadian Air and Precipitation Monitoring Network is a national
network that operates four s ta t ions in Quebec, one of which
(Montmorency Forest) is closely linked to the Long Range Transport of
Air Pollutants Network (LRTAP). Because sampling is frequent and dis-
tances are considerable, the network cannot be more closely integrated
with LRTAP.

Because the Montmorency Forest CAPMON/LRTAP site may be desig-
nated an "Ecowatch" monitoring site, its potential contribution to our
approach to biodiversity conservation and ecosystem management must
be evaluated.

Type B) Sampling Networks - Laboratory Analysis

The working group identified no significant direct benefit related to inte-
grating the operation or management of these networks.

The networks have no permanent fixed equipment. Rather, they consist
of a series of sites where water samples are taken for subsequent labo-
ratory analysis. These are:

• St. Lawrence River network: the St. Lawrence River

• SWQP network- Shellfish Water Quality Protection: the estu-
ary

• LRTAP network - Long Range Transport of Air Pollutants: the
lakes in the Canadian Shield north of the St. Lawrence

These networks cover different territories and meet specific needs. No
field duplication has been identified and chemical analysis is conducted
in Department laboratories.
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Type C) Other Networks

Natural Resource Management Program (NRMP)

The Natural Resource Management Program (NRMP), which covers the
national parks, historic sites and canals within Quebec, is a process
that inventories and analyses data on ecosystems and their compo-
nents. The process documents conservation problems, enunciates
ecosystem management objectives and defines measures that must be
taken to maintain the ecological integrity of the parks.

The Canadian Parks Service has made a number of joint agreements
with other Services; other avenues for co-operative action are currently
under study (e.g. avifauna, ecosystem studies, climate, etc.). The
national parks in Quebec offer ideal sites for a variety of monitoring
activities. The working group recommends Mauricie Park as a site of
particular interest. The park, which has been designated a potential
"Ecowatch" site, is currently the subject of a regional proposal for an
integrated research project on its ecosystems.

For some time we have been working jointly with provincial and private
authorities toward further regional integration of natural resource man-
agement. Since two of the Region's monitoring priorities are the protec-
tion of biodiversity and understanding ecosystems, the potential of this
park should be examined in depth.

Weather Watch

For the purposes of this paper. Weather Watch covers Atmospheric
Environment Service (AES) monitoring activities other than data collec-

Jtion and transmission. It includes the analysis and interpretation activ-
ities carried out by the Quebec Weather Centre (QWC) and the informa-
tion reporting activities carried out by the eleven weather offices in
Quebec.

Statistics show that the eleven AES weather offices provide excellent
access to the Quebec market. Many Departmental programs would
probably benefit from more extensive use of this powerful reporting tool,
which has already been successfully used in the Environmental
Citizenship Initiative.

The working group sees no significant potential for integrating the
QWC's activities.

Weather Radar Network
m

No opportunity for integration has been identified. Within the
Department, only the AES operates weather radar.

Avifauna

This network essentially monitors four species of game birds in Quebec,
as part of Canada's contribution to the North American Waterfowl
Management Program. The Canadian Wildlife Service and its American
counterpart are planning a joint study of potential cost-reduction
avenues. No similar activity can be integrated with this type of monitor-
ing in Quebec. Changing current Avifauna programs and broadening
their mandate in selected national parks would involve technical prob-
lems and raise costs.
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INTEGRATING THE STEPS INVOLVED IN MONITORING ACTIVITIES

The monitoring process is not limited to station operation.
The analysis of the possibilities for integration also covers
the following aspects:

• network planning and co-ordination;

• in situ collection, processing, storage and manage-
ment of data;

• laboratory analysis of samples;

• analysis and interpretation of data;

• reporting data and results;

• managing monitoring agreements.

Network Planning and Coordination

The current objectives of network planning are sector-specific and the
actual planning is done by the individual Services. Integration of moni-
toring should produce two major results: alignment of monitoring activ-
ities with regional priorities; and more efficient use of the resources
allocated to monitoring.

The expected results could be achieved without substantial change to
existing structures if more formal co-ordination were introduced. For
example, a manager planning a new sampling project or a new monitor-
ing station would first discuss the matter with the Departmental Round
Table on Monitoring, thus avoiding duplication and optimizing perfor-
mance.

One of the main obstacles to the integration of monitoring activities is
unfamiliarity with the monitoring activities currently being conducted
in Quebec. The Department must make this information available in a
practical form.

In Situ Collection, Processing, Storage and Management of
Station Data

It is in this area that integration of the monitoring conducted by the
Department promises the most interesting results; some concrete
action has already been taken (e.g. airborne toxic substances, hydrome-
try/climatology merger).

All the stations in a network should diversify and meet more than one
need wherever appropriate and feasible (technically and scientifically).
In addition, the Department should target optimum performance from
working jointly with its partners. Managers who negotiate with the min-
istère de l'Environnement du Québec (MENVIQ) and other partners
must be aware of the Department's real or potential contributions: this
. information must be made available.

The Department already has a vast modem communication network
that covers all of Quebec. The marginal cost of using this network for
additional data is low, especially for data transmitted by fixed satellite.
This measure should be seriously considered by all those who transmit
environmental data in Quebec. This will be discussed with MENVig In
the near future.

Two extremely important aspects of monitoring are quality control of
data collected and final validation of data before publication. The eflec-
tiveness and efficiency of these essential activities must be optimized.
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Reporting Data and Results

ie Department's many methods of reporting the information it pro-
duces have been studied by other working groups.

However, the potential of the eleven Weather offices is not widely
known, and therefore under-used. These offices are well equipped (e.g.
Weatherradio. Weathercopy) and the personnel have excellent contacts
with the media, decision makers, and the general public. For example,
the offices could be used to announce the opening and closing of mus-
sel and clam harvesting areas, water levels at high tide, or water quality
indicators for beaches along the St. Lawrence.

The national parks in Quebec (more specifically their interpretation
centres and programs) also offer excellent opportunities for informing
the public and raising general awareness of global and national envi-
ronmental issues and the most significant results produced by the
monitoring networks.

Managing Agreements

A number of fonnal agreements with the ministère de l'Environnement
du Québec are currently in force, including agreements on the hydrom-
etry, climatology and water quality networks. Although there is no for-
mal agreement covering the joint NAPS network, it appears that co-
operation over the years has been quite satisfactory.

The contributions of some of the major private sector partners (e.g.
Hydro-Quebec, ALCAN) are not subject to formal agreements.

| Creation of the Round Table should improve co-ordination within the
' Department and allow for a more consistent approach to our partners.

Laboratory Analysis of Samples

In this area, integration would have no significant direct benefit.
Chemical analysis of water, sediments and biota is carried out mainly
at the St. Lawrence Centre laboratories and. on a smaller scale, in
Burlington. The more complex analyses (e.g. toxic substances) are done
either in Burlington or at the River Road Laboratory. The program con-
cerned with the tissue of animals other than those referred to above is
co-ordinated nationally by the Canadian Wildlife Service.

Analysis and Interprétation of Data

No significant integration measure has been identified for analysis and
interpretation. The Air Quality Advisory Program's operating methods
are not yet finalized. Some air quality monitoring avenues may be worth
exploring with Environmental Protection.

IMPLEMENTATION: PROGRAM FOR THE COMING MONTHS

In the next few months, implementation of the integration
process, with due regard for regional monitoring priorities,
will get under way. The concrete actions to be taken include:

• Develop a master agreement on monitoring in
Quebec, with the ministère de l'Environnement du
Québec (MENVIQ): start work on new sectoral
agreements pursuant to the master agreement;

April 1993 page 13



REGIONAL INTEGRATION PILOT PROJECT

• Negotiate with MENVIQ:
- the 1993-1994 version of the agreement on thefV

hydrometry network, covering substantial reduc-
tion in the number of stations; if possible, dis-
cuss automation and communication systems;

- obtain real-time air quality (smog) data;

- obtain data from the Acid Rain Monitoring
Network for the upcoming Canada-United States
report;

- 1993-1994 version of the agreement on the clima-
te reference network including the introduction of
new ways of automating the network, transmit-
ting and validating data;

• Integrate monitoring of water quality and water vol-
ume quantity;

• Integrate weather monitoring and climate monitor-
ing into the hydrometry and air quality networks;

• Take part in optimizing the NAPS network;

• Take part in optimizing the Acid Rain Monitoring
Network in Quebec;

• Pursue implementation of the network that identi-
fies and defines airborne toxic substances;

• Draw up a five-year plan for changes to the atmos-
pheric networks; and

• Take part in setting up ecological monitoring pro-
jects (i.e. Ecowatch) in Quebec.

V. CONCLUSION

The integration of monitoring in Quebec is well under way,
largely as the result of this project, which has brought vari-
ous Services together and given individuals the opportunity
to get to know one another.

The discussions held to date are only the beginning. If the
proposals are to be implemented, a permanent co-ordination
mechanism is essential.

Two factors - the changes to the Department in Quebec
(Regional Integration Pilot Project) and the proposal by the
ministère de l'Environnement du Québec on strengthening
co-operation - bode well for continuing good monitoring
results in Quebec, in spite of the difficult times in which we
live.
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REGIONAL INTEGRATION PILOT PROJECT
Integration of Operations

Law Enforcement

Environment Canada Quebec Region

I. LAW ENFORCEMENT IN AN INTEGRATED MANAGEMENT
CONTEXT

"Legislation and regulation are only as good as their enforce-
ment. Canadians must be assured that polluters, poachers
and other offenders wiR be prosecuted. Firm, fair and consis-
tent enforcement also ensures that good environmental citi-
zens are not penalized by the environmentally abusive acts of
others."1

At the consultations held as Canada's Green Plan was being
formulated, citizens expressed their desire to see their envi-

) ronment and resources protected for their benefit and for the
benefit of future generations. This protection of our natural
and cultural heritage is, moreover, included in our depart-
ment's mission. A variety of alternatives are available to com-
ply with the desire expressed by the people. Enforcement,
which is the responsibility of the Department of the
Environment, is one such alternative.

In addition to this coercive approach to protecting the envi-
ronment, public awareness and education are also impor-
tant.

Although environmental protection goes beyond enforce-
ment, the integration of Services that has been recommend-
ed affects this coercive facet of mandates and activities:
inspections, investigations, warnings, arraignments, and
prosecution.

In his 1990 report, the Auditor General lamented the slug-
gishness with which our department enforced the Canadian
Rnvironmental Prntertinn Art. By integrating the activities
performed by its Services, the Quebec Region aspires to
manage more effectively and efficiently personnel assigned to
enforcement; this will facilitate the improved enforcement of
those laws for which Environment Canada is responsible.

Plan. 1990. p. 156.

By enforcing laws firmly, equitably and
consistently, the government wil I make
sure that responsible environmental
citizens are not penalized by the envi-
ronmentally abusive acts of others

Environment Environnement
Canada Canada
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ENVIRONMENT CANADA'S
ENFORCEMENT OF ENVIRONMEN-
TAL LAWS

Environmental Protection Directorate

• Canadian Environmental Protection
. Act (CEPA)

« Fisheries Act

• Transportation of Dangerous Goods
Act

• Department of the Environment Act

Canadian Wildlife Service

•• Migratory Birds Convention Act
(MBCA)

• Canadian Wildlife Act

• The Wild Animal and Plant Protection
and Regulation of International and
Interprovincial Trade Act

• Export and Import Permits Act

Canadian Parks Service

• National Parks Act

» Heritage Canals Regulations
(Department of Transport Act)

II. CURRENT SITUATION

Owing to its mandate, the Atmospheric Environment Service
is not responsible for law enforcement on the same basis as
is Conservation and Protection or the Canadian Parks
Service (CPS). Integration in this area, therefore, only affects
the other two Services. Moreover, within Conservation and
Protection, only the Environmental Protection Directorate
(EPD) and the Canadian Wildlife Service (CWS) are involved.

There has, of course, for some years been a degree of co-
operation between the CPS and the CWS because of their
related mandates. This co-operation occurs on an occasional
basis.

ENVIRONMENTAL PROTECTION DIRECTORATE

EPD's mandate stems from the Canadian Environmental
Protection Art (CEPA), the Fisheries Art, the Transportation
nf Dangerous Ponds Art and the Department of the
Environment Art. The EPD is also responsible for enforcing
CEPA policy.

To ensure that all these acts and their attendant regulations
are complied with, eleven inspectors check a variety of opera-
tions for compliance; they also ensure that preventive mea-
sures are taken. After collecting information during inspec-
tions, three investigators conduct the investigation and, if '
necessary, issue warnings or fines. In extreme cases, they
can lay charges and prosecute offenders.

The EPD's partners are the Department of Fisheries and
Oceans, Transport Canada, Industry, Science and
Technology Canada, Customs and Excise, the Royal
Canadian Mounted Police, the ministère de l'Environnement
du Québec (MENVIQ), the ministère du Loisir, de la Chasse
et de la Pêche (MLCP), the ministère de l'Agriculture, des
Pêcheries et de l'Alimentation du Québec (MAPAQ), the U.S.
Environmental Protection Agency, industry associations, and
non- government organizations. When investigations lead to
the filing of complaints and legal action, the EPD receives the
co-operation of the federal Department of Justice.

CANADIAN WILDLIFE SERVICE

The Canadian Wildlife Service is responsible for enforcing the
Migratory Birds Convention Act (MBCA), the Canada Wildlife
Act, the Wild Animal and Plant Protection and Regulation nf
International and Interprovinrial Trade Art and the Export
and Import Permits Art which the CWS uses to enforce the
preceding Act, for which the regulations have not yet been
passed. Under that Act, Canada fulfils it obligations under
the Convention on Trade in Endangered Species, which it
signed, along with 117 other countries, and ratified in 1974.
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Six coordinators, investigators and inspectors, as well as six

•
conservation officers hired on a seasonal basis, are responsi-
ble for enforcing this legislation throughout the Quebec
Region: in national wildlife areas, migratory bird sanctuaries,
Canadian entry points and other areas where offences may
be identified. They are also responsible for issuing permits
(aviculture, taxidermy, etc.) under the MBCA. There is also a
supervisor assigned solely to the Cap Tourmente National
Wildlife Area.

Although few in number, these officers have the co-operation
. of the Canadian Parks Service, the Royal Canadian Mounted
Police, Customs and Excise Canada, Fisheries and Oceans
Canada, Agriculture Canada, the ministère du Loisir, de la
Chasse et de la Pêche, and the Society for the Prevention of
Cruelty to Animals. When investigations require the laying of
complaints and prosecution, the CWS has the co-operation
of the federal Department of Justice.

m

CANADIAN PARKS SERVICE

The Canadian Parks Service is responsible for enforcing the
National Parks Art and the heritage canals regulations
passed under the Department of Transport Art.

The 40 Parks Service wardens spend an average of 30 per
cent of their time enforcing the National Parks Art; the rest
of the time is devoted to resource conservation activities.
Their, mandate consists of maintaining the ecological integri-
ty of parks, assuring resource management and securing
public safety. In each of the three national parks (Forillon, la
Mauricie, Mingan) there is also a project officer to keep
records up-to-date and to carry out investigations.

The Canadian Parks Service has the co-operation of the
Canadian Wildlife Service, the Royal Canadian Mounted
Police, Transport Canada, the ministère du Loisir, de la
Chasse et de la Pêche, and of the Sûreté du Québec-

ADVANTAGES OF THE EXISTING SYSTEM

The existing system makes it possible for each of the
Services to have personnel that is specialized in the enforce-
ment of specific laws.

There is already some co-operation between the CWS and the
CPS for the exchange of personnel on specific operations.

DISADVANTAGES OF EXISTING SYSTEM

Although the shortage of personnel is not the direct result of
the existing system, the fact remains that the consultations
irought the situation to light. Because of the short supply of

juman resources it is impossible to enforce laws as effective-
ly as one would like. While different facilities could help to

Advantages of current system

• Each Service has personnel special-
ized in the enforcement of specific
laws

•Co-operation between the CWS and
the GPS: exchanges of personnel for
âd hoc operations
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Disadvantages of current system

• Inadequate human resources; surveil-
lance of remote regions limited and
few blitz operations

• Personnel not very versatile because
of high level of specialization

• Lack of a concerted approach among
partners

• Aboriginal people dealt with separate-
ly by each Service

• Communications: lack of a single
departmental image .

Where the Emphasis Should Be
Placed

1. Distinct Legal Mandates

Recommendation: that the legal
mandates of the EPD, the CWS and
the CPS not be integrated

2. Integration of operations

Recommendation: that specific oper-
ations be integrated

3. Legal service

Recommendation: that a iegal ser-
vice be located in the Region

reduce the impact of a shortage of human resources, the
existing system does not allow for optimum use of personnel.
As a. result, there is limited monitoring of remote areas and
few blitz operations are conducted.

To this situation can be added the fact that employees are
not very versatile because they are so specialized.

The Royal Canadian Mounted Police (RCMP) partners the
Services, but each Service asks for RCMP assistance on an
individual basis. If all the services were to solicit RCMP co-
operation together, it could improve the level of co-operation,
which is already covered by a national MOU. The Services
should also co-ordinate their requests for the co-operation of
Customs and Excise, Fisheries and Oceans Canada, and the
ministère du Loisir, de la Chasse et de la Pêche. The current
procedures do not appear to be as effective as they might be.

The Services deal in an isolated manner with Aboriginal peo-
ple when they come into contact with the same bands and
reserves. It would be useful for the Services to exchange
information to improve their knowledge of those involved.

The current system also has disadvantages with respect to
communications, because at the moment, each Service is
promoted separately from the overall departmental image.

III. WHERE THE EMPHASIS SHOULD BE PLACED

Three major points were identified as important in improving
law enforcement.

DISTINCT LEGAL MANDATES

Recommendation: That the legal mandates of the EPD, the
CWS and the CPS not be integrated.

This means that it would not be necessary to amend the leg-
islation for which each of the Services has responsibility. In
addition, the Services will have to have the specialized per-
sonnel required, and that is why the status quo in this
respect is desirable.

INTEGRATION OF OPERATIONS

Recommendation: That specific operations be integrated.

Such integration can be effected in different areas:

• Equipment: Transportation, communications and
other specialized equipment will be shared among
the Services. This will help to enhance effectiveness.

• Training: Basic training sessions will be given to
personnel of the Services concerned; the Services
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themselves will be responsible for the specialized
legal training.

The Region, therefore, aims to make its employees
versatile and to develop a common legal approach.

• Current operations: The Services will be called
upon to contribute to specific operations. The
Service responsible for the operation will supervise
such activities and the other Services will report to
the Service in charge.

• Special operations (blitzes): Place more teams spe-
cialized in enforcement at the disposal of the
Services when such operations are carried out.

It is during specific current and special operations that co-
operation between the Services will be focused and more visi-
ble. Such co-operation will improve the manner in which the
laws for which the Department of the Environment is
responsible can be enforced, without any additional
resources; the availability of resources will, however,
increase. Improved human resource management should
make it possible for us to enhance the effectiveness of opera-
tions and the versatility of the teams. : .

Some problems are anticipated. For example, the powers of
the CPS peace officers under the National Parks Art are lim-

t ited to the territories covered by the national parks them-
" selves. On the other hand, the power to enforce the Act,

when associated with other laws, may be conferred upon
park wardens in accordance with the provisions of the latter.
The technical aspects of the laws in question will have to be
examined in greater detail to determine the extent to which
park wardens may under these provisions be able to enforce
such legislation outside of the park boundaries.

• Communications: A single consolidated image of
the Department will be promoted in internal and
external communications.

ESTABLISHMENT OF A REGIONAL LEGAL SERVICE

Recommendation: That a legal service be located in the
Region.

Legal services are currently available from a team at
Headquarters. The presence of lawyers in the Region has
been suggested to make it possible for them to provide legal
services and advice in areas of administration, contracts,
trade and the environment.

This new structure should provide the Region with a more
accessible and rapid service. We believe that our legal advi-

>rs would thus be able to better understand legal issues in
'Quebec. It would also make continuity possible.

April 1993 page 5



REGIONAL INTEGRATION PILOT PROJECT

Strengthen enforcement mechanisms

• Integration will not lead to any radical
changes m procedures ••

• Integration will be effected through
co-operation in the Held for specific
operations

• Effectiveness, a consistent approach
and a single consolidated departmen-
tal image should guide managers in
selecting areas lor the development
of future co-operation

• Each Service will retain its units and
its human resources

• Personnel assignments and
exchanges between Services will be
encouraged

• Headquarters will maintain its links
with each Service

• Matters having to do with communi-
cations and integrated training will be
examined for gradual integration on a
prôject-by-project basis

IV. STRENGTHENING ENFORCEMENT

The implementation of the recommendations for enforcement
in the Quebec Region involve strengthening without any
need for the Services concerned to radically change their pro-
cedures. Adjustments are really all that is required.

Each Service will, in effect, remain responsible for its legal
mandate, and each will retain its units and its human
resources. Integration will occur by means of co-operation in
the field during specific operations. Considerations of effec-
tiveness, a consistent approach and a single departmental
image will guide the Services managers in selecting areas for
the development of future co-operation.

The human resources assigned to enforcement on behalf of
the EPD, the CWS and the CPS will be maintained at their
current levels although they will exchange equivalent ser-
vices in terms of resources. Thus exchanges of personnel
and personnel assignments between Services will be encour-
aged, particularly between the CWS and the CPS officers on
the Lower North Shore. The basic requirements for officer
positions at the CWS and the CPS will also be reviewed to
see if it is possible to standardize them.

Our department's operations could thus be increased and
made more effective, and we would better be able to meet the
expectations of Canadians.

Headquarters would maintain its link with each Service,
which would continue, once the integrated management pro-
cedures are in force, to adjust their priorities to the national
enforcement plan proposed by Headquarters.

The working group recommends the immediate implementa-
tion of a number of the proposed integration projects:

• Areas affecting the shared use of equipment;

• A number of current joint operations; and

• Special operations.

The issues surrounding integrated communications and
training must be studied in light of the resources and operat-
ing methods to be introduced. Gradual integration by project
is recommended.

STANDING COMMUTE ON ENFORCEMENT CO-ORDINATION

The establishment of a standing co-ordination committee is
recommended. It would consist of one representative from
each of the Services and would be chaired by the Director of
Environmental Protection, who would report to the Regional
Management Table.
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The committee's mandate would be to determine which
k resources and activities involved in enforcement ought to be
"combined for blitzes or for special activities, as well as which
current activities are deemed to be desirable for specified
areas of integration. The committee would also design com-
mon training programs.

The committee would be responsible for making sure that
the regional work plan for each Service would include a con-
tribution to joint enforcement operations and projects. Each
Service's annual report would describe joint accomplish-
ments.

Initially, the committee would prepare the list of special
operations that could call for the mobilization of resources
from several Services.

SPECIFIC RECOMMENDATIONS

The integration of current operations is planned. More
specifically, this involves the following action:

• The CPS and the CWS will occasionally attend
inspections carried out by the EPD with respect to
permits issued for dredging operations. They are
also responsible for reporting any illegal activities
observed. The geographic proximity of the CPS to

à the dredging locations makes such co-operation
desirable.

• The CWS has a storage facility at Dorval. The EPD
will also use this facility to store incriminating
objects, and will pay for the storage area used.

• CPS and CWS patrols are occasionally carried out
jointly within the boundaries of the Mingan
Archipelago National Park Reserve and the
Watshishou Sanctuary. This co-operation will
extend to the Saguenay Marine Park and to the
Estuary Islands National Wildlife Area once the
logistical problems have been dealt with.

• Co-operation between the EPD and the CWS is
planned for a number of the CWS surveillance oper-
ations in Montreal, and for some animal shipments.
In addition, the CWS could also support the EPD
when, for example, investigators need to collect evi-
dence in Quebec City. Such co-operation is antici-
pated because of the location of the EPD in
Montreal, with most CWS personnel located in
Quebec City.

• Each Service will thus become "the eyes of the oth-
ers" during any operation.

... action plan will be implemented as soon as the approach
has been approved by the Deputy Minister's steering com-
mittee.

Standing Committee on Enforcement

Composition: one representative from
each Service

Supervisor: Director of Environmental
Protection

Mandate:

• To determine which enforcement
resources and activities should be
combined tn conducting blitzes or
special activities

•Identify Which current activities could
profitably be integrated in the areas
urider consideration

• Design common training programs

• Ensure that the regional work pfan for
each Service provides for making a
contribution to joint enforcement
operations and projects
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V. REMAINING DECISIONS

Some items still need to be discussed in the Region.

REGIONAL LEGAL SERVICE

A more detailed analysis is required to determine whether
there are any economic advantages to such a service in the
Region, which would be the responsibility of the Department
of Justice. We will also have to make sure that all the spe-
cialist skills required by our activities are accessible in the
Region.

HUMAN RESOURCES

Questions concerning human resources will be examined
later.
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Integration of Operations

Managing Environmental Emergencies

Environment Canada

I. THE REGIONAL INTEGRATION CONCEPT AND THE
MANAGEMENT OF ENVIRONMENTAL EMERGENCIES

"Environmental emergencies involve many partners who have
to co-operate. For this reason, the emergencies break down
the structures that normally govern the routine operations of
organizations."x

This statement substantiates the fact that the planned
regional integration of Environment Canada's components is
perfectly suited to the very nature of emergencies manage-
ment. It is in fact an area that offers considerable potential

• for integration, and which, to a degree, already benefits from
the pooling of the Department's resources in the Region.

SERVING THE PUBLIC OUR WATCHWORDS

Providing high quality service to users is one of the essential
values that has been put forward in recent years by all effi-
cient organizations. Environment Canada is no exception to
the rule, because providing quality service to the public is
the reason why so many changes have been set in motion
within the Department.

Because Canadians have become so much more aware of
and concerned about health and environmental risks, the
management of environmental emergencies has become
uniquely oriented towards providing an effective response to
situations that present a threat to the people of Canada. We
believe that Environment Canada's Regional Integration
Project will make it possible to consolidate the progress that
has been made in partnerships between the Services, mak-
ing it possible to respond rapidly, efficiently and effectively
throughout Quebec.

In a context of scarce resources and high expectations,
Environment Canada must find methods that will achieve
the best possible results with the available resources.

^Mindful of this, the Quebec Region plans to continue with

i Denis. Hélène, aérer les catastrophes L'Incertitude à apprivoiser, coll.
intervenir. Les Presses de l'Université de Montréal. 1993.

Environment Environnement
Canada Canada
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By pooling the acquired experience
and expertisé of specialists from ail the
Department's Services m Quebec,
resources will be used optimally and a
consolidated departmental approach to
emergency management wilt result.

CURRENT STATUS

Environmental Protection Directorate

• Co-ordination of emergency response
for the Department in the Region

• Lead agency: when DOE takes
charge of cleaning up and decontami-
nation (marine spills for which no pol-
luter has been identified, or land spills
on federal lands)

• Resource agency: federal coordina-
tor under the supervision of the local
commanding officer or the lead
agency

Canadian Parks Service

• Lead agency as field manager

• In other cases: resource agency

St. Lawrence Centre
Canadian Wildlife Service
Atmospheric Environment Service

• Resource agencies, depending on
their respective areas of expertise

existing partnerships and to extend them to new activities
and projects. f

By pooling experience and expertise that has been developed
by specialists from all the Department's Services in Quebec,
resources will be used optimally and a consistent depart-
mental approach to emergency management will result.

II. CURRENT STATUS

We shall begin by describing how the Department of the
Environment (DOE) provides an integrated response to envi-
ronmental emergencies, and then put forward new avenues
for integration that are designed to improve our services and
better protect the environment.

Five components of the Department, the St. Lawrence Centre
(SLC), the Canadian Wildlife Service (CWS), the Canadian
Parks Service (CPS), the Atmospheric Environment Service
(AES) and the Communications Branch currently share with
the Environmental Protection Directorate >(EPD) the mandate
of protecting the environment and keeping the public proper-
ly informed about potentially threatening conditions.

The EPD co-ordinates the Department's response to emer-
gencies in the region by making use of the knowledge pos-
sessed by the experts working in the various components.
Depending on the circumstances, the EPD is called upon to f
act as the lead agency when the DOE assumes responsibili-
ty for clean up and decontamination following a marine spill
for which no polluter is identified, and for land spills on fed-
eral lands; the EPD may also act as a resource agency, as
the federal co-ordinator, under the direction of the local com-
manding officer or the lead agency.

The CPS may also act as lead agency, as field manager and
as a resource agency. The SLC, the CWS and the AES con-
tribute to emergencies as resource agencies depending on
the respective areas of expertise. The following is a summary
of the responsibilities assumed by each Service and Branch,
as well as the sharing of resources:

C&J* - EPD (lead agency and resource agency)

• Six person-years, and 4 person-years on an ad hoc
basis;

• Federal departmental response co-ordinator on
intervention following a warning;

• Provision of environmental advice;

• Lead agency, direct operations;

• Encourage preventive measures to prevent spills;

• Ensure preparedness for enhanced response; and 1
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• co-ordinate internal communications and communi-
cations with the public.

C8tP - SLC (resource agency)

• Two person-years on an ad hoc basis;

• Provide sampling and analysis services;

• Contribute to decision-making using the hydrocar-
bon dispersion model;

• Evaluate decontamination decisions and give appro-
priate advice;

• Transportation prevention program; and

• Assist the EPD in communications.

C8iP - CWS (resource agency)

• Eight person-years on an ad hoc basis;

• Provide information about wildlife and wildlife habi-
tat;

• co-ordinate wildlife rescue, sorting and decontami-
nation; and

• Assist the EPD with communications.

AES (resource agency)
1 • One person-year on an ad hoc basis;

• Provide meteorological forecasts;

• Help with decision-making using atmospheric dis-
persion models;

• Acquire local meteorological data (mobile station);
and

• Assist the EPD with communications.

CPS (lead agency - area management - resource agency)

• Seven person-years, and 33 person-years on an ad
hoc basis.

Environmental Emergencies

• As the regional area manager, assume responsibility
for prevention, preparedness and response;

• Act as the lead agency when the emergency is first
reported, or as the resource agency when required;
and

• Manage internal and public communications.

Fire management

j • Assume responsibility for fire prevention, prepared-
ness and response in the area for which it has juris-
diction;
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TOWARDS AN EXTENSION OF FUNC-
TIONAL INTEGRATION

Recommendations:

• Establish a standing internal emer-
gency co-ordination committee

Composition: one representative
from each Service

Chair: Director of Environmental
Protection

• Maintain existing cooperation;
strengthen it and extend it to other
activities and new projects

• Convey a single image of the
Department in communications

* Maintain existing structures, which
encourage the development of the
specialist expertise required for
sound decision-making in environ-
mental emergencies

• Manage controlled burning operations; and
• Manage internal and public communications.

There has been co-operation between the Services for some
years now, and the partnership tradition is well established
in emergency management. Such co-operation was encour-
aged to a great extent by the need for the various Services to
call upon experts to improve their decision-making in the
event of emergencies. Likewise, the expertise developed by
the AES and the SLC in the use of dispersion models, and
the availability of the CPS resources in the regions, helped to
enhance the partnership relations between the Department's
partners in Quebec.

III. RECOMMENDATIONS

TOWARDS AN EXTENSION OF FUNCTIONAL INTEGRATION

Within the extended functional integration, we propose
maintaining existing partnerships, and broadening them to
other activities and to new projects, so as to make the most
of the strengths of each of the organization's components.
Enhanced integration in terms of co-operation between
Services will have a beneficial impact on DOE's profile in the
Region because all communications would be effected on
behalf of a single agency: Canada's Department of the
Environment. The single image for Environment Canada in
the Region would thus be strengthened.

The regional working group also recommends maintaining
existing structures because they are considered to be highly
effective in fostering the development of the specialist exper-
tise required for taking enlightened decisions in protecting
the environment during environmental emergencies.
Developing expertise is in fact the key to better emergency
management; the creation of a single multidisciplinary emer-
gency response group could give rise to the very opposite of
the desired effect and lead to a dilution of expertise and thus
to a decline in effectiveness.

The establishment of an internal standing co-ordination
committee is further recommended. This committee would
consist of a representative from each of the Services and be
chaired by the Director of Environmental Protection, who
would report to the Regional Management Table. The chair-
person's role would include preparing annual action plans
for environmental emergency management.

STRENGTHENED PARTNERSHIP: CONCRETE EXAMPLES

We therefore recommend building on existing structures and
on acquired experience, and making the most of the integra-
tion potential available through the Regional Integration Pilot
Project. The potential areas for integration include the three
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fields of activity involved in crisis and environmental emer-
gency management, they are:

• Prevention (to prevent emergencies);

• Preparedness (to make more effective integration
possible); and

• Response (to respond to a warning).

We shall now describe the various ways in which co-opera-
tion is possible in these areas.

MORE INTEGRATED PREVENTION

The purpose of prevention is to reduce risk in the event of
environmental emergencies. The first step is to study the
risks and the second to make individuals (or agencies) aware
of the sources of risk, and to give potential victims the infor-
mation they need to take appropriate action to counter such
risks and the ensuing consequences.

From the prevention standpoint, enhancing the partnership
should have a positive impact on internal and external com-
munications; it is, therefore, suggested that internal commu-
nications be enhanced to make it possible for all personnel
to develop a more global vision of the contribution that each
component of the organization can make, and to provide

em with an enhanced knowledge of the Department's
lublics and partners. Improving the way information about

the accomplishments of the partners is disseminated would
also strengthen the Department's corporate identity among
personnel.

As for communications with outside publics, several projects
designed to provide improved information to individuals (or
agencies) about the risks and populations affected by these
risks are to be implemented in co-operation with the various
Services or Branches. One example of this is the dissemina-
tion of information about environmental emergencies, which
could be done by the CPS and the CWS together; in fact,
both components have a decentralized structure that would
enable them more easily to reach people in the regions.
Likewise, the AES services (the Weatherradio System,
Dataradio, crawlers, etc.) could be used even more effectively
during natural emergency warnings.

It is only to be expected that a message disseminated by a
department that is regionally integrated would provide a bet-
ter overview and give our external clients a more complete
picture of the services we provide and of what we do in gen-
eral.

More integrated Prevention

• Strengthen internal communications
to make it possible for personnel to
develop a broader vision of the contri-
bution made by each component, and
to become more fami liar with the
publics and partners

• Strengthen external communications
to better inform indiyiduals (or agen^
dès) about the sources of risk and
about the populations affected by
these risks. Use ih^ communicadons
tools of the Department's Branches
and Services

BETTER INTEGRATED PREPAREDNESS

^ n the area of preparedness, it will become possible to use
the experience of the CPS managers on behalf of other field
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Better integrated Preparedness

• Exchange expertise between
Branches and Services

• Incl ude all Services in the Regional
Crisis Management Plan

• Continue to give the Services access
to annual training in emergency
response methods and techniques

• Research and development: develop
measures to make it possible to
transfer and exchange data by means
of a computer network, and to p rovide
integrated data processing

More integrated Response

• The emergency response coordina-
tor will be able to have departmental
personnel available at the alert stage
in order to carry out the observations
required and to perform the initial
tasks

• The role of the Canadian Parks
Service, as the lead partner, will be
enhanced, and the park wardens will
be trained in environmental emergen-
cies

• The integrated telecommunications
system will be used to broadcast
alerts more widely within the
Department, thereby mobilizing
regional specialists more quickly

• Mobilization of SLC and CWS scien-
tific teams to carry out studies on the
impacts of harmful environmental
conditions on ecosystems

• Evaluation of the possibility of using
controlled burning as a wildlife man-
agement tool

managers or equipment (CWS. AES) when they are required
to develop emergency plans. Similarly, the technical exper-
tise of the specialists working for all Services and Branches
will be made more accessible to the whole organization.

Conservation and Protection has a crisis management manu-
al which identifies everyone's responsibilities, as well as the
communications networks and the functional links between
the Region and Headquarters, for the effective management
of environmental crises in Quebec. DOE integration in the
Quebec Region will make it possible to include the
Department's two other services in the Regional Crisis
Management Plan.

The benefits of more integrated preparedness will be equally
obvious in terms of personnel training within all the
Services. The effort undertaken in 1992 to provide basic
training to departmental employees will be maintained so as
to give them annual training in emergency response methods
and techniques.

Research can also benefit from the positive impacts of
greater integration. Indeed, several Services and Branches
(AES, SLC, CWS, ÈPD) are already inputting data; in the
medium term, tools will be in place to send and transfer
these data on a computer network, and for the integrated
processing of the data (GIS). It is obvious that research and
development, like so many areas, cannot escape from the
requirement of decompartmentalizing structures if large
amounts of information are to circulate freely.

MORE INTEGRATED RESPONSE

DOE personnel will be available to the emergency co-ordina-
tor during the alert stage to make the observations required
and to perform the initial tasks.

Broadening the role to be played by the Canadian Parks
Service as the lead partner is also planned, as is the provi-
sion of training in environmental emergencies to park war-
dens. This will make it possible for all DOE resources to be
used to the full, and to keep travel to a minimum for the
more straightforward types of response. The warning system
will also be provided with an integrated telecommunications
network to make it possible for warnings to be broadcast
more widely within the Department, and to rapidly mobilize
regional specialists.

The SLC and the CWS scientific teams will also be mobilized
to conduct studies on the medium term effects of harmful
environmental conditions on ecosystems. The CPS expertise
in controlled burning and the CWS expertise in wildlife man-
agement will also be drawn upon to assess how controlled
burning techniques can be used as a wildlife management
tool.
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IV. CONCLUSION

e improvements proposed above do not constitute major
changes in the sense that they will not lead to significant
modifications to the existing organizational structure.

Headquarters will continue to be informed as quickly as pos-
sible about emergencies and about action taken by federal
departments and other partners, by means of occurrence
reports prepared by the EPD.

Increased co-operation between the Services and Branches
will not have an impact on the number of human resources.
Moreover, consolidated management should give better ser-
vice to Canadians, and emergency management will be per-
ceived to be a service that is provided in Quebec only by
DOE.

It should be remembered that emergency management is
already integrated under the umbreUa of an interdepartmen-
tal team, the regional environmental protection team, and
that the main intent of our recommendation is that efforts
should be pursued to increase co-operation.

It goes without saying that the main challenge for the
Department's emergency response team would be to provide
effective co-ordination for activities in an area where

^responses are becoming increasingly complex.
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REGIONAL INTEGRATION PILOT PROJECT
Integration of Operations
The Informatics Function

Environment Canada Quebec Region

Information, whether of a scientific, financial or other
nature, is an essential resource for any organization. It is a
valuable strategic resource in developing and delivering
departmental programs.

Informatics services provide the expertise required to devel-
op, implement and support the infrastructure upon which
the Department's information management system is based.

I. THE DEPARTMENT'S INFORMATICS VISION AND MISSION

In 1990, senior management in the Department undertook a
I study of information management within the Department.

The purpose of the study was to improve the delivery of
informatics services in support of systems integration, the
implementation of the Green Plan, and management prac-
tices. The study gave rise to the "Informatics Management
Plan", in which a new vision was defined for the users:

"The needs at all levels of the Department will be met by a
completely integrated technological infrastructure which pro-
vides easy access to high quality information through the pro-
vision of the appropriate informatics tools."1

The Regional Integration Pilot Project is an opportunity to
develop and implement a Regional Informatics Strategy
that will make it possible for the Quebec Region to consis-
tently implement the Department's informatics vision and
mission.

To this end, computer specialists must act as expert consul-
tants and perform a co-ordinating function with the regional
managers to help them make decisions that are consistent
with the Department's informatics orientation. They are also
responsible for ensuring that our people and our technology
are used optimally in providing services of a high standard.

1 Informatics Management Plan. Environment Canada. April 1992.

W Environment Environnement
Canada Canada
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The rationale for information manage-
ment lies in the support that it provides
to the Department's programs. It is,
therefore, important that the support
provided by informatics to the Green
Plan and to other departmental pro-
grams be of a high standard, and that
Informatics generally should adapt at
the rate required to keep pace with the
changing needs of clients

INFORMATICS GROUP

As part of the Department of the Environment's Regional
Integration Pilot Project, a group chaired by the Associate
RDG for the Atmospheric Environment Service (AES), was
assigned the mandate of analyzing the current informatics
situation and putting forward recommendations concerning
integration options for the three Services. The committee
members consisted of computer experts from the informatics
divisions of AES, Finance and Administration, Conservation
and Protection (C&P) and the Canadian Parks Service (CPS) .

The members of the working group determined that:

• Following implementation of the Integration Pilot
Project. Environment Canada personnel should,
more than ever before, exchange information and be
given access to the data produced by the various
components of the Department in the Region.

• To meet this objective, it will be necessary to link
the computer systems and to aim at enhanced com-
patibility for applications and databases.

An analysis of the existing situation should, therefore, make
it possible to identify a variety of options that would better
meet the new departmental imperatives.

II. CURRENT SITUATION

At the moment, the main concerns of managers with respect
to informatics relate to the management of technological
components (hardware and software). Moreover, any organi-
zation that wishes to integrate the information that it pro-
duces will have to pay more attention to managing the data
upon which their information is based.

Under the existing regional structure, each Service (AES,
CPS and C&P) has its own informatics division, but the roles
and mandates of each differ considerably. There are only
very limited links between the various computer specialists,
and in some instances, they are virtually nonexistent. This
state of affairs cannot meet the objectives of the Regional
Integration Pilot Project because it does not allow for co-ordi-
nated action that can lead to greater "connectivity" and
"compatibility" between computer systems, databases and
applications.

At the CPS and C&P, the Informatics Branch and
Information Technology Division, respectively, are included
under the Finance and Administration Branch, where they
primarily support the Departmental Office Technology
System (DOTS) and general applications installed on the VAX
computers. Other Branches also develop computer applica-
tions. At the AES, the Informatics Branch primarily supports
the operations of the Service and of DOTS.
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Here in brief is a summary of how the three informatics divi-
| sions function.

The Canadian Parks Service Informatics Branch (five per-
son-years) manages the computer and office technology
activities of the Quebec Region. The computer systems used
for DOTS and for departmental applications include one VAX
8530, three MicroVax Us and three MicroVax 3100s. They
are installed at the regional office and in the district offices
(Montreal, Mauricie, Quebec City, Gaspé, Mingan and
Saguenay), as well as a large number of terminals and per-
sonal computers. The VAX computers also support a number
of ORACLE regional database applications. The principal
activities are:

• Participation in regional informatics planning;

• Management and operation of the VAX minicomput-
ers;

• Microcomputer support and development; and

• Training users in DOTS.

The Informatics Branch has few links with those in charge of
information technology at CPS Headquarters.

The Conservation and Protection Information
Technology Division (seven person-years) is responsible for

| operating and managing the computer equipment that is
part of DOTS. The regional computer infrastructure includes
a MicroVax 3800, located at the Ste. Foy regional office, a .
VAX 6310 and a MicroVax II at 105 McGill Street in
Montreal, as well as several terminals and personal comput-
ers. The VAX computers also support the applications devel-
opment activities for ORACLE databases. The principal activ-
ities are:

• Co-ordination and follow-up of regional information
technology plans;

• Management and operation of VAX minicomputers;

• Support and training of DOTS users; and

• Management of regional databases.

Discussions with those in charge of information services at
Headquarters are limited.

The Atmospheric Environment Service Informatics
Division (ten person-years) is responsible for operating and
managing computer and telematics equipment in the Quebec
Region. The regional informatics structure includes a
Tandem NSII, two HP-1000s, one Data General MV 15000,
one MicroVax II, one MicroVax 3300, twenty-five Unix HP-

k 9000 workstations and a large number of personal comput-
' e r s . The equipment is concentrated in the Quebec

Meteorological Centre in Ville Saint-Laurent, but there is
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Disadvantages of existing situation
with respect to ate needs of an inte-
grated department:

• System incompatibility

• Impossible to access or exchange
certain types of data

• Absence of a consistent and coherent
approach

• Overlap of certain activities

• Expertise varies from one Division to
another

also some equipment in offices and stations across Quebec
and as far as Baffin. The principal activities are:

• Regional informatics planning;

• Management and operation of telecommunications
systems and networks;

• The development of real-time data processing and
gathering applications; and

• Telephone networks, DOTS and user support.

The Regional Informatics Division works in close co-opera-
tion with those responsible for informatics at AES
Headquarters. The Region co-operates and participates
actively in national informatics activities.

In addition to the activities of the informatics divisions, the
St. Lawrence Centre (four person-years) and the C&P
Environmental Protection Branch (one person-year), as well
as the Public Works Engineering and Architecture Division
at the CPS regional office (one person-year), also co-operate
in information technology development. Their principal activ-
ities are:

• Development of ORACLE databases on the VAX
computers;

• Development of microcomputer applications; and

• Use of software packages to analyze and process
geocoded data.

Although the existing structure has helped to provide ser-
vices that are suited to the special requirements of each
Service, and to maintain a sense of belonging among employ-
ees in each Service, it can no longer supply a clear context
and a coherent vision in the decision-making that is now
required to meet the new departmental challenges.

III. A REGIONAL INFORMATICS STRATEGY

The integration of programs and Services in the region will
require an extraordinary emphasis on information technolo-
gies to reduce relocation and other expenses. Moreover, this
new technology is essential for employees and managers to
have easy and rapid access to the data they require for deci-
sion-making and program implementation.

The Quebec Region must, therefore, develop an information
technology and telecommunications architecture that will
provide a fully-integrated technological infrastructure. The
objective is to familiarize people with the information con-
tained in the regional databases of the three Services,
whether scientific, financial or other, and to make it readily
accessible by means of appropriate computer tools (convivial-
ity) and telecommunications networks (connectivity).
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It will be important, in developing such an architecture, to
give due regard to the specific requirements of the Quebec
Region, and also to make sure that it is compatible with the
orientations and configurations put forward in the depart-
mental Informatics Management Plan.

WHAT A UNIFIED INFORMATION TECHNOLOGY SERVICE WOULD
OFFER

Based on the principle that an efficient and unified depart-
ment must adopt new ways of doing things, the following are
some of the opportunities that would result from the imple-
mentation of a regional information technology strategy that
is consistent with the Department's Informatics Management
Plan.

• Harmonization and standardization of configura-
tions for users of the Departmental Office
Technology System (DOTS). DOTS users, whether in
a park district office, a meteorological office or the
Montreal services centre, would have access to
DOTS by means of the same tools: same type of ter-
minal, keyboard, on-line menus, word processing,
etc.

• Consolidation of departmental databases (HRMIS2,
APACS3, etc.) based on the Montreal and Quebec
City services centre concept and the development of
technological solutions that allow universal access
through the National Telecommunications Network
(WAN).

• Creation and development of computer tools for ser-
vice centres, which will combine the Finance and
Administration and Human Resource Management
functions: automation of leave report, expense
account, procurement, and inventory system proce-
dures, etc.

• Development of technological solutions to provide
network access to scientific computing resources.

• Standardization of Local Area Network Technologies
(LAN): simplification of methods of accessing com-
puter resources and improved user support.

• Creation of an environment in which it becomes
possible for informatics personnel to become more
flexible and more mobile by continually enhancing
their professional knowledge of information technol-
ogy.

• Development of a network and systems configura-
tion that will make it possible to meet the require-
ments of the Department's major projects, including

2 Human Resources Management Information System
3 Automated Procurement and Contracting System
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Information
technology

CONDOS
Connectivity

Compatibility

one- stop access and the projects stemming from
the integration of the monitoring function.

• Standardization of data integrity and security proce-
dures. Development of a regional contingency plan.

• Consolidation of user training and support in office
technology based on the Montreal and Quebec ser-
vice centres concept.

RECOMMENDATION

The working group recommends that a standing commit-
tee on informatics be established, reporting to the
Associate RDG of the Atmospheric Environment Service
(AES), to develop and implement a regional information
technology strategy, to manage the common information
technology infrastructure and to carry out annual infor-
matics planning.

Enhanced connectivity and compatibility between com-
puter systems, databases and applications are expected
from such an approach.

The human resources required to operate and manage the
common information technology infrastructure would
come from the existing AES Informatics Division and the
informatics divisions of the Finance and Administration,
Conservation and Protection and Canadian Parks Service
informatics branches.

This new regional informatics context would make it possible
for employees of the three Services to exchange expertise,
knowledge and resources. It would also provide opportunities
for new challenges in terms of versatility, and at the same
time promote a broader vision of the organization.

PROPOSED STRUCTURE

There are currently several information technology studies
under way within the Department; however, it is up to the
region to define the framework within which decisions are to
be made and within which the above-described informatics
vision will become a reality. This framework will enable man-
agers and their personnel to check whether their decisions
are consistent with the regional informatics strategy.

From the organizational standpoint, the following is the
approach advocated by the working group. It may be com-
pared to the management of a condominium (see figure).

A. On the one hand are computer applications and
systems that directly support departmental pro-
gram implementation.

The managers of these programs are responsible
for their systems and run them as they please.
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Those in charge of these systems will be able to
work independently in a specific area for the whole
Department, while at the same time meeting the
standards established in the regional informatics
strategy. This is what might be called the "individ-
ual unit" in our "condominium", where separate
owners can do as they please, within specified lim-
its, so as not to destroy the aesthetic harmony of
the building as a whole.

B. On the other hand are the computer applications
and systems of the common infrastructure.

It is in this category that the Departmental Office
Technology System, the departmental wide area
network (WAN), the interconnection of local net-
works and departmental applications (HRMIS,
APACS, MIU, etc.) are included.

In managing a "condominium", the owners designate a per-
son to administer the common infrastructure of the building.
This person consults the owners, and together they set the
rules and standards to be followed.

The following summarizes the activities of an infrastructure
common to the three Services:

• Networks and telecommunications:

Planning and implementation of the department-
wide area network (ECONET) in the main Quebec
Region Environment Canada offices. Co-ordination
with central agencies.

Establishment of guidelines for the interconnection
of local networks to the main ECONET network. Co-
ordination with owners of local networks.

Advice and support for the design and installation
of local networks and data telecommunications ser-
vices; standardization of telecommunications hard-
ware and software.

• Database

Establishment and updating of a regional electronic
data dictionary that is accessible by means of the
departmental network, and development of a region-
al data model for departmental data. Consultation
with database managers and co-operation with cen-
tral agencies.

• Departmental applications

HRMIS - Human Resource Management Information
System

MIU - Equipment-in-Use

P CDFS - Common Departmental Financial System,
etc.
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ELIAS - Environment Library Information and
Acquisition System j

The member of the group who is responsible for
managing the information technology infrastructure
will act as the regional spokesperson for informa-
tion technology with the central agencies. This
group will co-operate and participate in the develop-
ment, installation and updating of departmental
database applications. Support to regional users is
another responsibility.

• Regional applications

In this category are found those information tech-
nology applications that do not support any specific
programs, but which were developed to meet gener-
al requirements; one example of this is the Science,
Knowledge and Monitoring Directory. Provision of
expertise for the development and support of such
applications.

• Management of common infrastructure hard-
ware and software.

Planning and acquisition of hardware and software.
Management, configuration, operation and control
of computer systems that are part of the common
infrastructure.

• Departmental Office Technology System \

Development of an office technology strategy for the
Quebec Region that would make it possible for us to
meet the configuration harmonization objectives.
The proposed configuration is consistent with the
departmental vision, consisting as it does of intelli-
gent workstations (personal computers) networked
with servers. There are many advantages to such a
configuration:

- Versatile workstation for the user;

- Reduces the load placed on the VAX minicomput-
ers because much of the processing (e.g. word
processing) would be done on the personal com-
puters;

- Possibility of effecting savings by purchasing net-
work versions of PC software that can be used by
several users at the same time.

Analyze costs of replacing DEC terminals, planning
the acquisition of equipment and co-ordination with
central agencies.

• User training and support

Provide user training and support services for infor-
mation technology systems that are part of the com- I
mon infrastructure.
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• Information technology standards
Adoption and dissemination of standards and
guidelines to help managers make informed deci-
sions in areas such as database development
methodology, telecommunications, computer oper-
ating systems, software and security.

The Department has already adopted the
Government of Canada's strategic orientation with
respect to the introduction and implementation of
computer and communications standards. Thus the
proposed standards will reflect the departmental
orientations. Recommendation of standard office
technology and microcomputer tools.

The spokesperson for the group responsible for managing the
common infrastructure will act as a consultant and project
manager for the regional managers, in particular to those
who require major spending on computers and telecommuni-
cations for their projects. The spokesperson would also be
the regional information technology contact with the central
agencies, particularly with the Department's Systems and
Informatics Directorate and responsible for implementing a
mechanism for planning and consulting with the main infor-
matics clients and specialists.

•

That is an overall picture of the main activities that will
make it possible for the Quebec Region to have access to a
structure that is oriented towards departmental require-
ments and based on open standards and systems.

IV. IMPLEMENTATION

The areas of computer expertise found in the common infra-
structure are:

• Networks and telecommunications;

• Operation and management of computer equipment;

• Development and management of relational data-
bases;

• Office technology; and

• User training and support.

For the moment, the integrated functional structure will be
guided by the following principle: decentralization of comput-
er expertise to those areas where the clients are located, and
as little personnel travel and relocation as possible.

A more detailed analysis of the organizational structure will,
therefore, be carried out at a later stage, following consulta-
tion with the main clients and users. However, it can now be

^envisaged that human resources devoted to computer tech-
nology will be deployed in the major activity centres where
the computer applications and systems are concentrated.

April 1993 ~~

Advantages of common information
technology infrastructures:

•Integrated approach and broadened
vision of the organization

• Access to databases for the three
Services

•• Optimal use of human and financial
resou rees

' •Enhanced user support

• Co-ordination of activities

• Identification of more cost-efficient
solutions

• Interaction between partners enables
those involved to acquire versatility

Information is a valuable resource, it is
considered as important as human,
financial or physical resources.It must
tie managed carefully
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V. DECISIONS THAT REMAIN TO BE MADE

The integration of the informatics function will lead to signif- I
icant changes within the organization. Here are the main
aspects of the work that remains to be done:

• Inventory information technology expertise in the
Quebec Region; identify gaps and develop a training
strategy on the basis on those gaps and on the new
systems to be introduced.

• Describe the composition and structure of the group
responsible for managing the common infrastruc-
ture. Specify the manner in which co-ordination will
be effected with the other computer specialists with-
in the main regional components of the
Department.

• Clearly define the functional relations and links
with the central agencies.

• Develop an implementation plan and estimate the
costs involved.

Follow-up and implementation will be the responsibility of
the Associate RDG of the Atmospheric Environment Service,
who will report to the Regional Management Table.

page 10 Environment Canada, Quebec Region



Version française disponible
Recycled

Paper



REGIONAL INTEGRATION PILOT PROJECT
ECOSYSTEM INTEGRATION

AES V C&R
7

y

ENVIRONMENT CANADA QUEBEC REGION



REGIONAL INTEGRATION PILOT PROJECT
Ecosystemic Integration

Ecosystems Approach to Management

Environment Canada

I. MANDATE

Of all the questions associated with integration, the integrat-
ed ecosystems approach to management is surely one of the MANDATE
most complex. * i ro scenarios:

The regional working group looked at two ecosystem man-
agement scenarios before deciding on a mandate. The first of
these entails developing a full-scale scientific procedure for
studying the major ecosystems in Quebec.

The second, more comprehensive, scenario entails develop-
ing an integrated ecosystems approach to management, an
approach that would enable the Department to make an
environmental contribution to sustainable development. For
this reason, the regional working group selected the second
scenario as its mandate.

II. CONTEXT

A summary of the context in which the Department is
required to operate can shed some light on the nature and
scope of the thought process that led to adoption of this
innovative approach to management.

A number of events that have occurred over the past few
years reveal a fundamental change in the way the govern-
ment looks at developing the economy and protecting the
environment, two vital issues linked to the health and well-
being of all Canadians:

• International discussions, followed by announce-
ments of global policy and ratification of a number
of international agreements and conventions on
global issues related to conservation and moderate
use of resources (sustainable development):

• World Conservation Strategy (1980);
• Brundtland Report (1987);
• Caring for the Earth - A Strategy for Sustainable

Living (1991);

1-To develop a full-scale scientific pro-
cedure tor studying the major
ecosystems in Quebec

2-To develop an integrated ecosystems
approach to management, art
approach that would enable the
Department to make an environmen-
tal contribution tq sustainable devel-
opment

1*1 Environment Environnement
Canada Canada
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CONTEXT

International
• World Conservation Strategy (1980);
• Brundtland Report (1987);

• Caring for the Earth - A Strategy for
Sustainable living (1991);

• Rio Earth Summit ( 1992):
- Convention on Biological

Diversity;
- Convention on C&matic Change;
-Agenda 21

Canadian
• Citizen's concerns about the quality

of their environment

• Green Plan (sustainable develop-
ment)

Environment Canada
• Mission
• Vision
•Transition

•Green Plan implementation

Integration Pilot Project
• Integrated Management
• Ecosystems approach to manage-

ment

• Biodiversity conservation

• Green Plan implementation

Figure 1 : Sustainable development
concept

• Rio Earth Summit (1992):
- Convention on Biological Diversity;
- Convention on Climatic Change;
-Agenda 21;

• The Government of Canada's commitment to imple-
menting sustainable development and setting an
example by working to achieve the objectives of its
Green Plan;

• Environment Canada's mission, as proposed in
1992, which integrates comprehensive environment
tal and economic considerations in a context of sus-
tainable development; maintaining biodiversity is a
sound indicator of a society's performance in the
sustainable use of its resources.

The Department must introduce management methods that
make it a leader in sustainable development, while it contin-
ues to offer the Canadian public the products and services it
has come to expect. The Department must also coordinate
the progress toward sustainable development of its federal,
provincial and private sector partners.

The Department, if it is to be proactive and if its decision-
making is to focus on promoting sustainable development,
must, in cooperation with its partners, set detailed objectives
for the major ecosystems in Quebec.

hi spite of the broad social implications of sustainable devel-
opment, traditional economic and environmental thought
has largely ignored the interdependence of the concepts that
underlie them.

Sustainable development can meet current needs without
compromising the ability of future generations to meet their
own (World Commission on Environment and Development,
1989). As a management strategy, it takes into account both
socioeconomic and environmental considerations while aim-
ing at equity among all the interested parties (Figure 1).

Sustainable development is based on expending the (figura-
tive) "interest" on a resource rather than depleting its "capi-
tal", or the capital of a subsidiary resource. In the context of
sustainable development, the term "resource" includes the
relationships among all the resources exploited by users.

Environment Canada's primary role with regard to sustain-
able development is to promote an ecosystem-based
approach and foster implementation of that approach by all
the Department's partners.

The Regional Integration Pilot Project provides the
Department with an ideal opportunity to spell out its ecosys-
tem-based approach, and proceed to implement it (Figure 2).

page 2 Environment Canada, Quebec Region



EcosYSTEMic INTEGRATION ECOSYSTEMS APPROACH TO MANAGEMENT

III. INTEGRATED MANAGEMENT

The aim of the current project for integrating Environment
Canada 's regional components is to improve the
Department's performance in managing environmental
issues. Within the Region, decision-making is being trans-
formed from a closed, vertical intra-service model to an open,
horizontal model based on consensus, and on the environ-
mental results of projects put forward by the various compo-
nents.

Everyone - government administrators, business leaders, sci-
entists, the general public - has come to recognize the inade-
quacies of the traditional, analytic approach when it comes
to dealing with something as complex as the environment. A
comprehensive approach, based on a broad vision that
encompasses the interaction of phenomena, is absolutely
essential to a clear grasp of the dynamics of their interrela-
tionships.

Integrated management, then, is not synonymous with the
analytical, vertical approach, which deals with a complex
problem by first breaking it down into a series of smaller
problem, which are resolved one at a time; the sum of the
solutions is taken - sometimes in error - to be the overall
solution. Integrated management recognizes, and takes into
account, the interrelations among all parts of the system in
question; and it entails examining the interrelations between
that system and other related systems. This approach is
especially (but not exclusively) well suited to complex phe-
nomena, such as ecosystems.

The greatest challenge of integrated management is that it
encompasses far more than integration of means of interven-
tion. It encompasses integrating the decision- makers' vision
of the issues, the priorities they assign to them and the sum
of the actions they decide to take.

According to the papers submitted to date in the context of
the Regional Integration Pilot Project, integrated manage-
ment encompasses three main areas of activity: administra-
tion, operations and ecosystems. The following section dis-
cusses integrated management applied to ecosystems.

IV. ECOSYSTEMS APPROACH TO MANAGEMENT

The subject of the ecosystems approach to management is
the ecosystem. In an ecosystem, everything is interrelated;
each part is related to all the other parts. The ecosystems
approach to management requires cohesiveness, i.e. inte-
grated management of all programs and activities. This is
especially important at the planning stage of programs and
activities, when objectives for the ecosystem and the targeted
results of each activity must be set. Some compartmentaliza-
tion in the routine performance of tasks may be acceptable.

Before

After

Social role

Operational role

Figure 2Environment Canada,
Quebec Region
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ECOSYSTEMS APPROACH TO
MANAGEMENT:

Definition

Integrated management of the policies,
programs, activities and evaluations
associated with one or more ecosys-
tems

Principles:

• The subject of the ecosystems
approach to management is the
ecosystem;

• The approach must be comprehen-
sive and foster inclusion

• The approach must foster decision-
making .

• Effectiveness is measured by envi-
ronmental results

• The approach demands irrterdiscipfi-
narrty

• The approach counts on co-operation

• The approach is based on the sci-
ence and understanding of ecosys-
tems ","

Social role

Figure 3: Main components of the
ecosystems approach to
management

However, evaluation of results must be comprehensive and
take interrelation, the key to the integrated planning cycle,
into account. This is the challenge of the ecosystems
approach to management. Clearly the compartmentalized
planning currently used within the Department does not fos-
ter the ecosystem-based approach.

We have defined the ecosystems approach to management
as integrated management of the policies, programs, activi-
ties and evaluations associated with one or more ecosystems.

The ecosystem is defined as an integrated and evolving
association of the animate and inanimate resources oper-
ating within the boundaries of a defined physical envi-
ronment. The concept is equally valid for a system such as a
lake and a system as enormous as the ecosphere (world
ecosystem).

The effectiveness of the ecosystem-based approach is evalu-
ated on the basis of environmental results. The results may
be expressed in a variety of ways (e.g. improvement in water,
air, soil and biota quality; maintenance of dynamic equilibria
in ecological environments; improved renewable resource
use; maintenance of biodiversity ; public health and safety).

The ecosystem-based approach requires input from a broad
range of experts. As the very concept of sustainable develop-
ment embraces both socioeconomic and environmental con-
siderations, there is an ongoing need for co-operation to
ensure that the sum of our knowledge can be applied to the
sum of our concerns.

The concept implies that time is of the essence in attaining
results. It assumes that ecosystem related information will
always be available when it is needed for management and
decision-making purposes.

From among the many factors that must be considered when
an ecosystem-based approach is to be used, for the above
reasons we have decided to focus on:

• The subject of the ecosystems approach to manage-
ment is the ecosystem;

• the approach must be comprehensive and foster
inclusion;

• the approach must foster decision-making;

• effectiveness is measured by environmental results;

• the approach demands interdisciplinarity;

• the approach counts on co-operation;

• the approach is based on the science and under-
standing of ecosystems.

Figure 3 summarizes the main components of the approach
and their interrelation.
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When integrated management is applied to an ecosystem,
the first step is to set objectives and goals that have measur-
able results which can be evaluated by specific indicators.
We endorse the approach proposed in a paper published by
ESED (Ecosystem Sciences and Evaluation Directorate) and
illustrated in Figure 4.

V. THE MAJOR ECOSYSTEMS IN QUEBEC

Depending on the objectives that are pursued, the level of
intervention that is contemplated or the specific problems to
be solved, ecosystem can be defined in different ways. Our
analysis focused on three types of ecosystems; terrestrial
ecozones, hydrographie basins and urban centres, that are
found in the Quebec region.

The Province of Quebec is divided into five terrestrial eco-
zones (see Appendix A):

• tundra

• taiga

• boreal forest

• mixed forest

• hardwood forest

, These terrestrial ecozones are covered by a complex network
of hydrographie basins composed of biophysical elements
(water, air, soil, biota) which operate in close, dynamic rela-
tionships.

The Atlantic ocean basin area may be subdivided into seven
hydrographie basin areas:

• Great Lakes

• Outaouais

• St. Lawrence

• North Shore - Gaspé

• Saint-John - Sainte-Croix

• Maritime Provinces Coastline

• Newfoundland - Labrador

The Outaouais, St. Lawrence and North Shore - Gaspé areas
are located within Quebec, as is the New Quebec portion of
the Hudson Bay oceanic area (see Appendix B).

The St. Lawrence basin is recognized by both levels of gov-
ernment and the public as a high priority ecosystem for
restoration and protection. The St. Lawrence basin has a

< population of over five million; it is the source of drinking
'water for 101 municipalities and is inhabited by an impres-
sive range of animal and vegetable species. The St. Lawrence

Step 1

Step 2

Environmental
planning decision

Evaluation of
ecosystem health

Figure 4: Approach recommended by

Source: *A Proposed National Framework for
Developing Indicators for Evaluating and
Reporting Ecosystem Health: Discussion Paper.
March 93»
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basin is also a major factor in the economic, social and
tourist development of Quebec.

Conservation and restoration of this ecosystem requires
input from many partners; the project can be a common
denominator for the regional integration process.

The ecosystem concept can also be used in the more social
context of urban environmental management. With the
steadily rising population density in municipalities, quality of
life is directly linked to the way in which these environments
are managed. The ecosystem-based approach can enhance
integrated management of urban activities. In Quebec, the
complex environment of the Montreal Urban Community
ecosystem would manifestly benefit from an ecosystem-
based approach.

Furthermore, selection of a terrestrial ecozone as the site of a
concrete and clearly defined ecosystem-based approach pro-
ject has definite advantages. La Mauricie National Park (544
km2) and the surrounding area (6,000 km2) offers obvious
potential for a project of this kind (see Appendix C). The Park
is in fact an uninterrupted conservation area surrounded by
land that has a wide range of uses (e.g. agriculture, forestry,
hunting, tourism, resorts, industry). Furthermore, the Park
and surrounding area are subject to environmental stresses
(e.g. air pollution, climate change, introduction of exotic
species, exploitation of hydrographie networks); very little is
known about the present and future consequences of these
stresses on the evolution of the ecosystems in the area.

Finally, other organizations and individuals concerned about
making resource management compatible with the principles
of sustainable development have expressed interest in the
area. These include the MLCP (Quebec department of hunt-
ing, fishing and recreation). Forêts Québec, Integrated
Resource Management Group, and Kruger (a company
involved in forestry planning and operations).

For all the above reasons, the St. Lawrence and the Greater
La Mauricie ecosystems have been selected as test program
sites for our ecosystems approach to management. At that
time it does not seem possible to apply the ecosystems
approach to the greater Montreal ecosystem. Many depart-
mental initiatives will have ecosystem conservation and pro-
tection objectives but these will not all necessarily be sub-
jected to as rigorous an approach as are the two test sub-
jects.

Chapters VI and VII provide further details on the directions
and objectives of the two programs we have selected.
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VI. INTEGRATED MANAGEMENT ADAPTED TO THE
ST. LAWRENCE ECOSYSTEM

An ecosystem is not really something that can be managed.
Things that can be managed include the use made of
resources and the programs and activities designed for
ecosystem protection, conservation or restoration.

However, because the physical boundaries of ecosystems are
defined by nature, management of these systems can become
extremely complex, for us as well as our partners (e.g. the
Government of Quebec). The areas targeted by most land
management systems are defined on the basis of geopolitical
considerations, not ecosystems.

The ecosystems approach to management requires flexibility.
We must change our ways of doing things and design
programs and activities for areas that transcend sociopoliti-
cal boundaries arid considerat ions. This innovative
approach, the challenge of the St. Lawrence Action Plan,
must be adopted by our partners.

The ecosystems approach to management for the
St. Lawrence basin must specify directions, objectives,
activities and measurable results.

Management methods and tools designed for monitoring pro-
1 grams and objectives are also needed.

The directions of the St. Lawrence II Action Plan are:

• Consolidate SLAP I;

• prevent and reduce pollution at source;

• produce lasting environmental results;

• maximize co-operation with all activity sectors;

• support action with the science and understanding
of the ecosystem;

• promote participation by the public and NGOs;

• highlight Canadian expertise in managing major
rivers;

• foster environmental education focused on the St.
Lawrence basin.

Based on the above directions, five objectives have been set.

Protection: pursue a toxic waste reduction program
and a technology development program.

Prevention: implement programs of co-operation
with riverside communities (ZIP), pollution prevention
programs and a plan focusing on health and the envi-
ronment.

Biodiversity: implement programs aimed at acquir-
ing knowledge of St. Lawrence biodiversity, programs

Directions of the St. Lawrence Action
Plan:

• Consdidate SLAP I

• Prevent and reduce pollution at
source

• Produce lasting environmental results
• Maximize co-operation with all activity

sectors
• Support action with the science and

understanding of the ecosystem

• Promote participation by the public
and NGOs

• Highlight Canadian expertise in man-
aging major rivers

• Foster environmental education
focused on the SL Lawrence basin

Objectives of the St. Lawrence
Action Plan:

Protection Toxic waste reduction pro-
gram: technology development pro-
gram;

Prevention: Programs of co-operation
with riverside communities (ZIP); pollu-
tion prevention programs; plan focus-
ing on health and the environment

Biodiversity:: Programs aimed at
acquiring-fcnbwledge of St Lawrence
biodiversity; programs to protect high '
priority fluvial and marine species and
habitats; programs for devetoping spe-
cific biological resources of the river.

Restoration:
• Laehine Canal;
• ; Montreal and Quebec City pott areas.

Decision Making Support:
• Two reports on the state of the envi-

ronment;
• evaluate the sources and; incidence of
anthropic toxic substances, especially
airborne toxic substances;

• "diagnose" t ie health of St.
Lawrence marine mammals.
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OBJECTIVES r GLM

- Define ecological integrity criteria for,
the ecosystems in the Park and the
surrounding area

- Understand the state of trie ecosys-
tems and the environmental issues
that are à pofentialihreat to their eoo-
iogicaHntegrity .*.

- Evaluate the historic and current ;
importance of the resource explbita-
tion methods in the area .

- Design models lor monitoring biodi-
versity and management models
based on ecosystem conservation
and sustainable development in the
area

to protect high priority fluvial and marine species and
habitats, and programs for developing specific biologi- ( /
cal resources of the river.

Restoration:
• Restore the Lachine Canal;
• Support restoration of the Montreal and

Quebec City port areas.
Decision Making Support:

• Publish two reports on the state of the environ-
ment;

• evaluate the sources and incidence of anthropic
toxic substances, especially airborne toxic sub-
stances;

• "diagnose" the health of St. Lawrence marine
mammals.

VII. INTEGRATED MANAGEMENT ADAPTED TO THE .
GREATER LA MAURICIE ECOSYSTEM (GLM)

The ecosystems approach to management for the GLM has
four objectives, and a number of clearly defined activities. As
historical and socioeconomic factors are significant here, the
project requires input from experts in a broad range of fields.

Main Objectives

• Define, on a scientific basis, the criteria for ecologi- ™
cal integrity of the ecosystems in the area and the
natural processes that govern their evolution;

• evaluate the state of the ecosystems in the Park and
surrounding area; identify and document the envi-
ronmental issues and problems that threaten their
ecological integrity;

• evaluate and document the historical and current
importance of resource use and exploitation meth-
ods in the area;

• design biodiversity monitoring models; design
resource management integration models for the
area in a perspective of conserving the Park's
ecosystems and achieving sustainable development
in the area.

Activities

The project has three facets: improving our understanding of
ecosystems; evaluating environmental problems related to
protecting biodiversity and ecological integrity of the ecosys-
tem; and proposing models for management and decision-
making.

An integrated, interdisciplinary approach will be used. The %,.
input from the individual services, based on each one's spe-
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cial area of expertise and service, will ensure that project
k objectives are met. The joint efforts of the services will
" include the following activities:

• Study the structure and operation of the ecosys-
tems;

• study the effects of various environmental stresses
on ecosystem integrity in the Park and biodiversity
conservation in the area;

• develop a model of ecological integrity for the
ecosystems based on the Park's bird population;
using the model, determine the impact of the
forestry operation methods used;

• study the presence of specific contaminants and
specific sources of air pollution;

• study the atmospheric and climatic factors that
have potential for affecting biodiversity conservation
and ecosystem integrity in the Park and surround-
ing area;

• evaluate the financial and social benefits to the
community of Park protection and sustainable
resource use; evaluate the worth of this heritage
treasure;

• from a historical standpoint, gain insight into past
uses of the Park and related human activities, with
a view to reaching a clearer understanding of the
current state of resources in the Park and sur-
rounding area.

VIII. ORGANIZATIONAL MEASURES

Two organization methods have been designed to ensure
implementation and monitoring of the two programs.

ST. LAWRENCE ACTION PLAN (SLAP)

SLAP is to be managed by an Executive Committee chaired
by the Executive Director St Lawrence Centre. Committee
members are to include the Associate Director General,
Canadian Parks Service; Associate Director General,
Atmospheric Environment Service; Director, Canadian
Wildlife Service; and Director, Environment Protection
Branch (Figure 5).

The Executive Committee will ensure participation of the fed-
eral departments concerned by SLAP.II, i.e. Health and
Welfare Canada and Fisheries and Oceans Canada.
Considering the importance of improving resource manage-
ment in the Regions, the SLAP Executive Committee has

Jbeen mandated to coordinate and publish an annual regional
Report. Based on the activities of the Services and the
Branches, the report is to document short and medium term
compliance with the ecosystem-based approach.

ACTIVITIES-GLM

• Structure and operation of the
ecosystems

• Impact of environmental stress on
their integrity and the conservation of
biodiversity

• Modei of the ecoiogical integrity of
ecosystems based on the Park's bird
resources

• Presence of contaminants

••:••• Atmospheric and climate related fac-
tors

• Financial and social benefits to the
community

• Background of Park site {past uses,
human activity)

Regional
Management

Table

Executive Committee
EX.D SLC

1
ARD
AES

1
ARD
CPS

1
RD

CWS

1
RD
EPB

Figure5: Organizational measures,
SLAP
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Consultants

Private companies

CWSfC O O R D I N A T 1 N G i ï A E S
COMMITTEE

Universities

Forêts QuébecMLCP
(Quebec department

of fish, game
and recreation)

MENVIQ
(Quebec department
of the environment)

Figure 6: Organizational measures,
GLM

GREATER LA MAURICIE ECOSYSTEM (GLM)

The GLM pilot project is to be coordinated by a joint commit-
tee representing Environment Protection Branch, Canadian
Wildlife Service, Canadian Parks Service and Atmospheric
Environment Service.

The committee will oversee the joint efforts of key govern-
ment, private and private partners (Figure 6).

IX. CONCLUSION

Within the context of the Regional Integration Pilot Project,
we have defined the ecosystem-based approach as integrated
management of the programs and activities related to one or
more ecosystems. The St. Lawrence basin and the Greater La
Mauricie area have been selected as top priority ecosystems.

The St. Lawrence Action Plan and the Greater La Mauricie
area will be the basis for regional action to implement and
improve the ecosystem-based approach. Program monitoring
and evaluation will be provided by the Regional Management
Table, which can later adopt a parallel approach for other
ecosystems (e.g. urban areas) in which we wish to intervene.

This in no way diminishes our responsibility for ensuring
that all our actions contribute to the conservation and pro- A
tection of ecosystems.
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APPENDIX A: The major ecosystems in Quebec

»

^
Tundra

Taiga

Forest
1 Boreal forest
2 Mixed forest
3 Hardwood forest

Territory Area (km2) Percentage

Hardwood forest
Mixed forest
Boreal forest
Taïga (open forest)
Tundra
Water

Total

11.2,600
86,500

558,800
336,100
402,400
171,600

1,668,000

. 7
5

34
20
24
10

100

Source: Commission sur la protection des forêts, 1991. Des forêts en santé. Rapport d'enquête et d'audience publique sur la Stratégie de la protec-
V tion des forêts. Bureau d'audiences publiques sur l'environnement. Gouvernement du Québec, p. 18.
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APPENDIX B: Atlantic oceanic basin area «

Scale
200 0 200 400 600

Kilometers

Source: Modifié de Pearse, P. H., F. Bertrand, J. W. MacLaren, 1985. Vers un renouveau. Rapport
définitif de l'Enquête sur la politique fédérale relative aux eaux. Gouvernement du Canada.

Hydrographie
basin
area

Area in
thousands

km*

Population
in thousands
inhabitants

19-Great Lakes*
20- Outaouais
21-St. Lawrence*
22- North Shore - Gaspé
23- St-John - Ste. Croix*
24 Maritime Provinces Coastline
25 NewFoundland - Labarador

319
146
116
403
37
114
376

7 579
1 270
5 193
653
393

1 314
568

* Canadian coast only: American land area and population figures for the international basin areas are not included in the totals.

page 12 Environment Canada, Quebec Region



ECOSYSTEMIC INTEGRATION ECOSYSTEMS APPROACH TO MANAGEMENT

ANNEXE C: La Mauricie National Park,
Cooperative management zones
(preliminary boundaries)

La Tuque

Limite du grand écosysiéfne

régîoriol Mourtlen

[ Are communie "51-01

A<fC Common* 41-0?

Superficce 6 .319 km
Écnelie c 700000
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REGIONAL INTEGRATION PILOT PROJECT
Ecosystemic Integration

Biodiversity Conservation

Environment Canada Quebec Region

I. CONTEXT

Since the time the regional working group on biodiversity
conservation was set up, its mandate has evolved rapidly. At
the outset, it was mandated to study potential areas of inte-
gration within Environment Canada's Quebec Region, with
special emphasis on the conservation activities conducted by
the Canadian Parks Service (CPS) and the Canadian Wildlife
Service (CWS). During initial discussions, it became clear
that another important question needed to be resolved:
Environment Canada's leadership role in maintaining biodi-
versity throughout the province.

The nineteen eighties saw significant changes in ecological
thinking worldwide. The World Conservation Strategy (WCS)
of 1980 introduced the concept of sustainable development
based on ecosystem conservation, natural evolution and
diversity. The concept, echoed by the Brundtland
Commission in 1987, and ratified in "Caring for the Earth - A
Strategy for Sustainable Living" in 1991, was at the heart of
the discussions at the Rio Earth Summit in June of 1992.

Canada demonstrated international leadership by developing
and implementing the Green Plan, a program that has sus-
tainable development as its stated objective. At the Earth
Summit, Canada adopted the Rio Convention on maintaining
biological diversity (biodiversity), thereby committing itself to
conserving the Earth's biological resources.

In this global context, the regional working group set its
objectives and defined its mandate as:

• Evaluating and proposing means that will enable
Environment Canada, Quebec Region, to play a part
in implementing the Convention on Biodiversity;

• defining objectives and priorities that will contribute
to conserving biological diversity.

'The report issued by the working group makes recommenda-
tions on improving integration within Environment Canada
and on the Department's role vis-a-vis its Quebec partners.

Mandate of Working Group:

• To enable Quebec Region to take
part in implernening the Convention
On Biodiversity

• To define objectives and priority -
actions for contributing to the conser-
vation of bkslbgicàl diversity

Environment Environnement
Canada Canada
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The Issues:

• By 2018, fifteen per cent erf the
Earth's existing species will have dis-
appeared

• 100,000 of the Earth's species disap-
pear every year

• In the Gulf of St. Lawrence, there is à
moratorium on the cod fishery

• Quebec sawmills ate dosing down

• In 1982, in Cornwall, 1,000,000 eels
went through the fish ladder, com-
pared to 11,000 in 1992.

• Since 1967, nota single smelt has
been caught upstream from Quebec
City

• Between 1977 and 1987, the Attantic
tomcod catch fell from 93 to 40
tonnes

THE BENEFITS OF BIODIVERSITY:

Economic Benefits: *

• fisheries

• forestry (49 billion annually)
• agriculture

• wildlife

Medical Benefits:
• taxol
• cyctosporine

Ecosystem Benefits:
• chemical cycles
•photosynthesis

• temperature balance
• decomposition of waste
• production of oxygen

II. THE ISSUES

It is estimated that 15 per cent of the world's species could
disappear in the next 25 years. Some experts estimate that
100,000 species disappear annually.1

The expression "the fabric of life" is often used to illustrate
the significance of individual species and their interrelation-
ships to conserving, and maintaining balance in, the Earth's
ecological systems. If a single thread is pulled from a piece of
cloth, the cloth is not visibly damaged. However if 20 threads
are pulled out, the cloth is seriously weakened and will tear
at a touch. One can see how this analogy applies to the
species that make up the Earth's living systems. Human
beings, themselves part of the fabric of life, have reaped
enormous benefits by "pulling single threads". However we
appear to be blissfully unaware of the far greater benefits we
reap from overall biological diversity, as we are of its contri-
bution to the survival of the planet through such key factors
as chemical cycles, photosynthesis, temperature equilibrium,
decomposition of waste and oxygen production. Destruction
of this living fabric could be catastrophic.

The more tangible benefits of biological diversity in Canada
are related to the monetary profits produced by the develop-
ment of natural resources (fisheries, forestry, agriculture,
wildlife). In most cases, the profits come from harvesting and
processing natural resource species. In 1988 for example,
the monetary value of forestry products totalled $49 billion
nationally. Conversely, the recent closure of the Atlantic cod
fishery clearly demonstrates the need for renewable resource
management if we are to avoid economic and social disaster.

For a long time, man has derived numerous medications
from a broad range of animal and vegetable species. As a
result of recent advances in genetics and DNA manipulation,
selected animal and plant genes can be used in the manu-
facture of medications, and to inhibit disease-producing
viruses and bacteria. When a species is lost, the potential for
developing solutions to present and future problems is
reduced. A much sounder approach to the development of
living organisms, and one that greatly enhances their value
(especially their genetic value), will undoubtedly be one of
the major issues of economic development in the coming
century.

If these valuable resources are to be maintained, we must
make a point of conserving "every little piece" of the living
systems; the loss of one insignificant (by today's standards)
piece may prove of crucial importance to humanity when our
knowledge has progressed sufficiently to grasp its true value.

Procès-verbaux et témoignage du Comité permanent de l'environnement -
fascicule no 47. 23-11-92.
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III. REQUIREMENTS OF THE CONVENTION ON BIODIVERSITY

In June of 1992, Canada and 153 other countries signed the
Convention on Biological Diversity. Six months later, in
December of the same year, Canada ratified the Convention,
which is to come into force when it will have been ratified by
30 countries.

The Rio Convention adopted a broad definition of biodiversi-
ty, or diversity of living organisms, which includes the four
following parameters.

• Genetic Variety and Variability

The variety of genetic components found in represen-
. tatives of a species. A diversified genetic pool ensures

resilience and productivity under environmental
stress and a high potential for adaptation to unknown
future change.

• Species Variety and Variability

The variety of organisms found at a specific site: in a
mature forest, for example, the plants, birds, mam-
mals, insects and a whole panoply of less visible
species (e.g. mushrooms, mycorrhiza, bacteria).

• Ecosystem Variety and Variability

| The variety of integrated associations of animate and
inanimate resources operating within a defined physi-
cal environment (e.g. a mature forest, a riparian area,
a desert, an estuary, a major river).

• Variety and Variability of Ecosystem Processes and
Functions
For example, the range of chemical cycles, waste
decomposition, nitrogen fixing, pollination.

The committee adopted this same comprehensive definition
for all aspects of its mandate.

The objectives of the Rio Convention on biodiversity are:

• Conservation of biological diversity;

• sustainable use of resources;

• fair and equitable sharing of the benefits of genetic
resource.

Environment Canada's role with respect to these three objec-
tives ranges from direct responsibility through influence and
leadership.

The Convention specifies requirements that are both intema-
i tional and national:

Definition:

Biodiversity: diversity of life

• Genetic variety and variability
• Species variety and variability
• Ecosystem variety and variability
• Variety and variability of ecosystem

processes and functions

Convention Objectives:

• Conservation of biological diversity

• Sustainable use of resources

• Fair and equitable sharing of the ben-
efits of genetic resources
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International Requirements

• Access to genetic resources in accordance with
agreements;

• development of expertise in developing countries;

• sharing the profits of research and development
(R&D) with the -countries of origin of the genetic
resources;

• transfer, under favourable, equitable onditions, of
technologies essential to conservation and sustain-
able use of biodiversity;

• financial assistance for meeting the conservation
needs of developing countries;

• transfer of information on conservation and sustain-
able development.

National Requirements

• Identify important species and ecosystems;

• protect important areas and control use in sur-
rounding areas;

• manage sustainable biological resource develop-
ment;

• integrate biodiversity into the decision-making
processes of governments, resource developers and
society at large;

• maintain and promote equitable use of aboriginal
knowledge of conservation, biodiversity and sus-
tainable use;

• develop economic and social incentives for conserva-
tion;

• promote public sector participation;

• implement biodiversity education programs;

• use environmental assessment procedures to ensure
that development projects comply with policies, acts
and regulations.

Environment Canada is bound by two requirements: 1) to
contribute to development of a Canadian strategy on biodi-
versity; and 2) to ensure implementation and monitoring of
that strategy.

Maintaining biodiversity entails a major conceptual chal-
lenge: all living organisms must be taken into account,
not only the small number of organisms which have
given us our organic products and traditional commodi-
ties. Furthermore, the concept transfers emphasis from
managing a single species or small group of species to a
concern for the life support systems on which all
species, including man. depend.
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IV. CURRENT ENVIRONMENT CANADA PRESENCE IN
QUEBEC

Although the Convention on Biodiversity was adopted in
June of 1992, some of its objectives were already embodied
in federal programs. As the aim of the regional integration
project is closer coordination of the Department's directions
and actions, the regional working group has examined the
overall role of each service with regard to this issue.

CANADIAN WILDLIFE SERVICE (CWS)

CWS is directly involved in conserving biodiversity. Although
its special interest is migratory bird conservation, it does
have an interest in other species, as evidenced in its conser-
vation programs for threatened species and conservation of
wildlife habitats. In the area of biodiversity conservation, it
conducts the following activities.

• Protects threatened species (fauna and flora), espe-
cially within the framework of the St. Lawrence
Action Plan;

• conserves wildlife habitats and environments essen-
tial to the survival of many species;

• manages protected areas;

• manages databases on the birds of Quebec;

• develops and participates in developing plans for
recovery of endangered species;

• studies ecological processes, impact on trophic lev-
els of the presence of toxic substances and their
progress through the food chain;

• promotes sustainable resource use by individual
owners, municipalities and NGOs;

• monitors a range of populations that can serve as
environmental indicators.

CANADIAN PARKS SERVICE (CPS)

The CPS mandate is not direct protection of species, but
rather protection of defined areas within ecological zones.
The following CPS activities contribute to protecting the
species that inhabit these zones and the related ecological
processes.

• Preserves areas representative of ecological zones;

• preserves ecosystem integrity in national parks;

• inventories biological resources within the bound-
aries of the national parks;

• identifies and understands the stresses that affect
the parks;
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• participates in developing an integrated natural
resource management plan for the areas adjacent to
parks.

ATMOSPHERIC ENVIRONMENT SERVICE (AES)

Although the Atmospheric Environment Service does not
contribute directly to maintaining biodiversity, a number of
its current activities do contribute to enhancing the knowl-
edge, protection and supervision of ecosystems and defining
a conservation strategy aimed at sustainable development.

• Assesses the impact of airborne toxic substances on
marine ecosystems;

• studies stress factors based on meteorological and
climatological data (real time);

• studies thinning of the ozone layer and ultraviolet
radiation to determine any potential negative impact
of these phenomena on the health of living organ-
isms;

• measures NOx/VOC associated with smog episodes
in urban environments;

• measures acid rain levels and issues pH bulletins.

ENVIRONMENTAL PROTECTION DIRECTORATE (EPD)

The Environmental Protection Directorate is primarily
responsible for applying the legislation designed to ensure
ecosystem protection and surveillance, an activity that by
definition contributes to maintaining biodiversity. The acts
and regulations cover land, water and atmospheric environ-
ments.

As recommended in the terms of the Canadian
Environmental Protection Act, EPD also participates in pro-
tecting biologically diverse genetic pools by monitoring
strains genetically altered through biotechnology.

In the field of pollution prevention. EPD is mandated to
advise concerned parties about available options for mitigat-
ing the harmful effects of polluting industrial processes, and
ways of changing consumer behaviour to reduce pollution.

ST. LAWRENCE CENTRE (SLC)

The main function of the St. Lawrence Centre is to con-
tribute to prevention, protection and restoration in the St.
Lawrence River ecosystem through improved knowledge, sur-
veillance and development of the ecosystem. It is also con-
cerned with developing technology for solving pollution prob-
lems. Thus it too works to conserve biodiversity. The follow-
ing are its principal activities.
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m
• Studies fish communities as an indicator of state of

the environment;

• provides ecosystem assessment and surveillance;
• monitors the state of the River's environment and

publishes a report on it;

• develops bio-indicators for the state of the environ-
ment;

• develops biological tests for assessing toxic sub-
stances;

• identifies sources of contamination in the River;

• researches the impact on the ecosystem and human
use of the introduction of exotic species;

• develops techniques for riparian habitat restoration
and protection;

• develops techniques for restoring wetlands and sta-
bilizing banks.

DIRECTION DES ÉVALUATIONS ENVIRONNEMENTALES ET DU NORD

QUÉBÉCOIS (DEENQ) (ENVIRONMENTAL AND NORTHERN QUEBEC

ASSESSMENT BRANCH)

DEENQ also contributes to biodiversity conservation. In the
^ context of environmental assessment of development pro-

'Ijects, the branch oversees departmental concerns arising
from the application of the acts, regulations and policies that
govern protection of air, water and land quality.

Generally speaking, DEENQ activities tend to protect the
integrity of ecosystems threatened by the constant pressure
of urbanization. This branch is specifically concerned with
major issues related to bird species and habitats.

• Provides surveillance of incursions into protected
areas;

• identifies direct impact on bird species, especially
threatened species;

• identifies indirect impact (e.g. habitat destruction,
deterioration, partition);

• introduces the concept of cumulative impact as it
refers to repeated aggression against species and
habitats;

• proposes measures to mitigate the impact on biodi-
versity conservation.

V. ENSURING BIODIVERSITY CONSERVATION (CONCRETE
MEASURES)

n 1993 conserving biodiversity is a major issue at
Environment Canada. The Department must play a leader-
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Conservation Measures Required:

• inventories of species diversity

• Develop a conservation strategy

• Maintain and develop a network of
pretected areas

•"••'•• Monitor flora and fauna populations
and the value of protected areas for
conservation of biological diversity

• Implement programs aimed at consol-
idating knowledge and bringing
together experts in fields related to
biodiversity

• Make sure that the various conserva-
tion programs (e.g. St. Lawrence
Action Plan, Green Plan, North

I American Wildfowl Management
Plan) are consistent with t i e conser-
vation objectives of biodiversity

Organizational Measures
Environment Canada:

• Establish a Regional Management
Table on Biodiversity

• Develop and implement a biodiversity
conservation strategy

• Designate the Director, CWSasthe
person responsible for implementing
the strategy

• Prepare an annual action plan as part
of the planning process

• Set up a joint CWS - CPS team to
plan development of the protected
area network

ship role in coordinating the efforts and the commitment of
each province and territory toward developing a Canadian
strategy for implementing the Convention in Canada. At the
regional level, Environment Canada must also participate in
and support the process for developing the Canadian strate-
gy. However its primary role in the regions is to ensure that
specific concrete measures designed to ensure biodiversity
conservation are implemented:

• Conduct inventories of species diversity;

• develop a conservation strategy;

• maintain and develop a network of protected areas;

• monitor the fauna and flora populations and the
value of the protected areas for purposes of conser-
vation and biological diversity;

• implement programs aimed at consolidating knowl-
edge and bring together specialists in different fields
related to biodiversity;

• make sure that existing conservation programs (e.g.
St. Lawrence Action Plan, Green Plan. North
American Waterfowl Management Plan) are consis-
tent with the conservating objectives of biodiversity ;

• explain the concept of biodiversity in layman's terms
and distribute information that can enhance its
image;

• influence the decision-making process related to
sustainable resource use through studies of imme-
diate and cumulative environmental impact, and
thus speed up implementation of sustainable devel-
opment.

VI. ORGANIZATIONAL MEASURES

As described in section IV above. Environment Canada
already operates a number of programs that target biodiver-
sity conservation. We have shown that the programs deliv-
ered by the Canadian Parks Service and the Canadian
Wildlife Service are directly related to conserving biodiversity:
both services combine research programs with concrete mea-
sures for conserving species of fauna and flora and protected
sites. The programs of other branches support biodiversity to
a greater or lesser degree.

It has been observed that both expertise that is strictly bio-
logical and expertise related to understanding ecosystems
are distributed rather unevenly among the branches. On a
larger scale, a comparable situation exists throughout the
federal and provincial departments concerned.

For the above reasons and because ratifying the Convention
on Biodiversity is a priority for the Canadian government, it
is imperative that we rationalize our actions and programs if
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we are to meet Convention objectives and maximize our
investment, in both expertise and protected areas.

To empower the Department to implement the Convention on
Biodiversity, the regional working group therefore proposes
that the following organizational recommendations be imple-
mented.

Within Environment Canada

• Establish a CWS-led Management Table made up of repre-
sentatives of each branch. The Table would be mandated to
develop a biodiversity conservation strategy and see that it
is implemented in Department programs. It could draw on
the expertise of all the services to ensure implementation of
this comprehensive issue.

In the short term, the Management Table will:

1) Set long-term and annual priorities for the
Department with regard to biodiversity conserva-
tion.

2) Propose a plan for implementing these priorities.

3) Provide annual assessment of strategy implemen-
tation results.

4) Foster biodiversity conservation through EARP
(Environmental Assessment Review Process).

Form a team made up of representatives of CWS and CPS
and mandate it to evaluate and plan development of the pro-
tected area network (NWAs, sanctuaries, parks).

With Federal Partners

Following the example of other regions, give CWS the man-
date to strike a committee made up of representatives of
each federal department or organization in Quebec that is
concerned with conserving biodiversity. The aim here is to:

• Identify current programs or activities that foster the biodi-
versity conservation strategy;

• develop the programs needed to meet Convention require-
ments.

Both activities are among those required to develop the
Canadian Strategy mandatory by November of 1994.

With Provincial Partners

• Cooperate with the Government of Quebec on developing
the Quebec strategy on biodiversity.

• Within the framework of PASL II, form a joint federal-
provincial working group mandated to:

With Federal Partners:

• Establish a federal committee

• identify the programs and actions
aimed at conserving biodiversity

• Develop the programs needed to
meet the requirements of the
Convention
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With Provincial Partners:

» Cooperate with the Quebec govern- : ;
menton completing the Quebec strati
egy on biodiversity

""•-•* Within the Iramework of SLAP II,
establish a joint working group to:
- Coordinate acttvlti.es related to con-

serving threatened species and
spaces

- Develop a Hst of areas to be pro-
tected along the St. Lawrence; j
include the measures to be taken

* Subsequently extend the response
team's mandate to the entire
Province of, Quebec

Priority Measures:

• Atlas of Quebec Fauna and Flora
species

• Report on threatened species in
Quebec

• Implementation of recovery plans for
threatened species

• Development plan for a protected
area network in Quebec

• Establishment of a Quebec
Biodiversity Centre

- Coordinate the activities related to conserving
threatened species and spaces; f

- jointly develop a list of areas along the St. Lawrence
that require protection and methods and action
plans for achieving this end.

• At a later date, extend the mandate of the PASL II
Conservation Response Team to cover all of Quebec.

VII. PRIORITIES FOR BIODIVERSITY CONSERVATION

As soon as the teams are in place and the organizational pri-
orities have been determined, the following programs should
be given immediate attention.

• Atlas of Quebec Flora and Fauna Species

Working from the databases put together by various
organizations, establish, for each major species
group, the geographic distribution and relative abun-
dance of the flora and fauna species of Quebec.

Product: an atlas of birds, mammals, reptiles,
amphibians, fish and plants.

Time frame: 5 years

• Report on Threatened Species in Quebec

For each category of species (i.e. birds, fish, reptiles , |
amphibians, mammals, plants), identify endangered
species and threatened species.

Product: annotated list and distribution map

Time frame: 3 years

• Preparation and Implementation of Threatened Species
Recovery Plans

For each category of animal species, prepare and
implement five (5) threatened species recovery plans
(birds, fish, reptiles and amphibians, mammals), and
ten (10) for plant species

Product: 30 recovery plans

Time frame: 5 years

• Protected Area Network Development Plan for Quebec

Evaluate the needs of species for protected areas and
the capacity of the existing network to meet those
needs. Identify the areas required to make up the
shortfall.

Products: • Report on the requirements of the key
species in Quebec ecosystems;

• detailed mapping of areas requiring pro-
tection, specifying the legal status they A
should be given. ™

Time frame: 5 years
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• Establishment of a Quebec Biodiversity Centre

The mission of the Quebec Biodiversity Centre (CBQ)
would be to collate, analyze and distribute the biologi-
cal data necessary to ensure sound natural resource
use and promote better understanding of biological
systems and their benefits.

The Centre would ensure accessibility of an inventory
of Quebec species and information on their abun-
dance and distribution. It would be responsible for
spatial representation of the species, i.e. for produc-
ing a mapping of Quebec biodiversity. The informa-
tion so produced would be vitally important for envi-
ronmental impact studies related to development pro-
jects and land development plans.

Canada is currently looking into the feasibility of
establishing a biodiversity centre, along the lines of
the American National Biological Survey. In light of
current international efforts to conserve biodiversity,
there is reason to believe that the various national
biodiversity centres will eventually be closely interre-
lated, resulting in an international network of biodi-
versity centres.
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Integrated Management
Environment Canada

I. INTRODUCTION

To make sound environmental decisions, Canadians will
have to work more closely with environmental stakeholders.
In this context, information management and decision-mak-
ing are key tools for dealing with environmental issues.

The implementation of the Green Plan and its objective to
promote sustainable development and the Public Service
2000 administrative policy have made it imperative to har-
monize the Department's operations in the region more effec-
tively. By integrating the operations of its components (CPS,

| A E S , C&P), Environment Canada is striving to attain greater
cohesiveness in order to carry out its mission more effective-
ly and efficiently, which is to play a leading role in achieving
sustainable development. Regional integration must improve
the Department's performance in managing environmental
issues. Within the region, decision-making is being trans-
formed from a closed, vertical intra-Service model to an
open, horizontal model based on consensus and the environ-
mental results of projects put forward by its components.

This paper outlines the chief aspects of the implementation
of integrated management in the Quebec Region. Following a
brief description of the concept of integrated management
and the challenges it poses in the context of regional integra-
tion, the paper shows how this approach will be implement-
ed in three areas of activity: administration, operations and
ecosystems.

II. INTEGRATED MANAGEMENT CONCEPT

Government administrators, business leaders, scientists and
the public have come to recognize the inadequacies of tradi-
tional, analytical approaches when it comes to dealing with
something as complex as the environment, because such
approaches focus on isolated and measurable parts of the
.whole and seem increasingly unsuited to resolving problems
'involving total processes, such as conserving biological
integrity and preserving biodiversity. Only a comprehensive

Need for Co-operation

Partnership

Effective information management

Better decision-making

Better environmental results

1*1 Environment Environnement
Canada Canada
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Integrated management:

• Takes into account the inte rrelafton-
ships among all parts of the system

' • Entails examining the interrelation-
ships between trial system and other
related systems

: • Is especially well suited to complex
phenomena, such as ecosystems

INTEGRATION

Decision-making
•upport

and
Departmental Affaira

Management Conservation Ecosystems Environmental Atmospheric
of Biodiversity Science protection issues and

pro'«led Information Service
a r e a s processing

Management of protected areas

Law enforcement

Management of emergencies

Environmental monitoring

Informatics function

Atmospheric issues

T
Biodiversity

Ecosystem

approach, based on a broad vision that encompasses the
interaction of phenomena, can provide a clear grasp of the
dynamics of the world and ecosystems. The integrated man-
agement approach does not provide solutions, but a better
way to diagnose the state of the environment and therefore
to intervene more effectively.

Integrated management is, then, not synonymous with the
analytical, or systematic, approach, which deals with a com-
plex problem by first breaking it down into a series of smaller
problems; the sum of the solutions is taken, perhaps erro-
neously, to be the overall solution. Integrated management
takes into account the interrelationships among all parts of
the system in question. It entails examining the interrela-
tionships between that system and other related systems.
This approach is especially (but not exclusively) well suited
to complex phenomena, such as ecosystems.

III. MANAGEMENT CHALLENGES IN THE CONTEXT OF
REGIONAL INTEGRATION

Achieving integration means more than merely grouping our
three Services together and assuming that their operations
will become harmonized by themselves. It involves much
more than that. We must go beyond making structural
changes to a truly integrated management style. To this end,
the Quebec Region plans to adopt a management style pool-
ing the expertise and knowledge available within the organi-
zation. Prior to integration, each component of the
Department operated in isolation as it saw fit. From now on,
the components will perform their functions in conjunction
with one another. To foster better decision-making and
encourage everyone concerned to participate at each stage in
the decision-making process, decision-making mechanisms
will be implemented so that the Services can strive to attain
common goals.

The greatest challenge of integrated management lies in the
fact that it goes far beyond integrating operations. It means
integrating the decision makers' vision of the issues, the pri-
orities they assign to them and the sum of the actions they
take.

IV. INTEGRATED MANAGEMENT: APPLICATIONS AND PRO-
CEDURES

According to the papers submitted to date in the context of
the pilot project2, integrated management encompasses three
main areas of activity: administration, operations and
ecosystems (Figure 1).

Figure 1 : Integrated Management
Environment Canada,
Quebec Region 2 Readers 'wishing more detailed information may obtain copies of the Inte-

gration reports available In their branchés.

page 2 Environment Canada, Quebec Region



INTEGRATED MANAGEMENT

ADMINISTRATIVE INTEGRATION

The objective of administrative integration (Figure 2) is to
pool strategic information and make support services avail-
able to the Regional Management Table and the entire orga-
nization. Integration mechanisms must therefore be estab-
lished for decision-making (Regional Management Table),
Regional Management Table support (Decision-Making
Support Unit) and administrative services delivery (common
service centres). To create these mechanisms, the regional
branch and support services must be reorganized. To harmo-
nize activities, an integrated strategic planning cycle, as
illustrated in Figure 3, must be developed. Although the
planning cycle is an administrative process, it also involves
the operational and ecosystem aspects of integrated manage-
ment, as we shall see later on.

The Regional Management Table is the cornerstone of inte-
grated management It brings together all the directors of the
departmental components in the region in the same centre of
authority (Figure 1); Its objective is to produce the best deci-
sion-making and most coherent action possible in the orga-
nization with respect to major environmental issues.

To accomplish this, it must have access to all relevant strate-
gic information. It must also share in unified strategic plan-

v ning and equal knowledge of priorities and management con-
' tracts. Such support in terms of information management,

planning, production and monitoring of management con-
tracts is provided by the Decision-Making Support Unit.

Strategic planning cycle

The objective of the integrated strategic planning cycle is to
better integrate the activities of all the departmental compo-
nents in the region.

The cycle would entail:

• Strategic planning integrated around the Regional
Management Table, harmonizing all branch priori-
ties, including those of the service centres and oper-
ational units, and overall intersectoral issues to be
tackled by integration committees;

• co-ordinated production of management contracts
by all the members of the Regional Management
Table;

• strategic monitoring to determine whether anticipat-
ed results have been obtained;

• regular monitoring to determine whether such
results have been obtained.

The integrated management approach advocated by the
Quebec Region will also promote more extensive integration

REGIONAL
[MANAGEMEN

TABLE

'Decision^
making
support t

H

• Administrative
services delivery

• Customer-orien-
ted approach

• Cornerstone of integrated
management

• Strategic planning

• Prioritizing issues

• Follow-up on manage-
ment contracts

• Decision-making regar-
ding strategic issues ~

• Regional Management
Table support

• Information processing

• Developing planning
and decision-making
tools

• Co-ordinating regional
activities

Figure 2: Administrative Integration
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• Priority H M

LONG-TERM OPERATIONAL
PLANS (LTOP»)

- Long- and medium-tern objectives
- Implementation priori let

NPLEMENTATION PLANS

MANAGEMENT COMPACTS

MANAGEMENT AGENDA

AUDITING • EVALUATION

TANGIBLE
AND

STRATEGIC
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Figure 3: Integrated Strategic Planning
Cycle
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Following the example of effective orga-
razations as they are recognized today,
financial and human resource aspects
must be integrated as extensively as
possible in planning and decision-,
making mechanisms

Operational Integration

• Structural changes:
"Operational units"

• Functional mechanisms:
"Integrating committees"

• Administrative processes:
1 - Integrated Strategic Planning

Cycle
2- Regional management agenda

• Support: Decision-making support
unit

of various departmental support functions, namely Finance
and Administration, Human Resources, Communications
and Informatics. All too often until now, these functions,
which are vital to effective action, have been managed inde-
pendently of more operational activities.

Following the example of effective organizations as they are
recognized today, financial and human resource aspects
must be integrated as extensively as possible in planning
and decision-making mechanisms. To this end, the Quebec
Region will have those in charge of these functions sit at the
Regional Management Table and will ensure that these func-
tions are subject to the same strategic planning and deci-
sion-making mechanisms as the other components of the
organization.

OPERATIONAL INTEGRATION

The objective of operational integration is to ensure that
activities common to operational units are performed as
effectively as possible. It involves some structural changes
(operational units), active and responsible co-operation with
the Regional Management Table (integrating committees),
and information dissemination and strategic monitoring
mechanisms.

The integrating committees are a concrete example of opera-
tional integration. Interdisciplinary by nature, they bring
together experts from each of the operational units con-
cerned with the following issues: law enforcement, manage-
ment of emergencies, environmental monitoring, informatics
and atmospheric issues. They are chaired by representatives
affiliated with the units. Their goals are collective ones, and
work is conducted jointly. Pooling skills to tackle issues pro-
duces optimum results. Concerned with co-ordinating efforts
and harmonizing activities, each committee produces an
annual management contract, which the chairperson sub-
mits to the Regional Management Table for its approval.

The Decision-Making Support Unit monitors the work plans
of all the integrating committees. The Unit must collect and
organize the required information and forward it on a regular
basis to the Regional Management Table for study and deci-
sion-making. All decision-making in the region then hinges
on the Regional Management Table on the basis of a regional
management calendar. The calendar contains all important
regional issues stemming from the preparation of manage-
ment contracts. The calendar is used to determine which
strategic issues will be discussed at the Regional
Management Table in each operating year. This approach
will enable the Regional Management Table to deal systemat-
ically with priority environmental issues and make the nec-
essary decisions, while integrating as many parameters as
possible. The calendar also ensures that priority issues will
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be discussed in a timely fashion within time frames that are
clearly specified in the management contracts.

This will make the Regional Management Table not only an
effective channel for following up on priority issues in a
proactive manner, but also a focal point for redirecting
efforts and taking corrective action to obtain the anticipated
results.

The approach described is also aimed at empowering man-
agers with respect to their colleagues in the Region and mak-
ing it easier for them to discharge their reporting obligations.

ECOSYSTEM INTEGRATION

Priority will be given to adopting an ecosystem approach,
whose management focus is the ecosystems themselves.
Such an approach must inform our decision-making,
enabling us to integrate our ecosystems knowledge with
major socioeconomic development issues in Quebec.
Through this innovative approach, departmental programs
and activities are managed and planned taking into account
the health of ecosystems and society. The effectiveness of
this approach is measured away from the point where action
is taken in the light of environmental results obtained, which
are determined according to the characteristics of the
ecosystem in question.

Ecosystem integration acts on the objective being sought. It
applies to issues as broad and comprehensive as biodiversi-
ty, for example. Such issues require more than co-operation
among the operational units. They call for a tailor-made
management approach and organization of resources
designed to handle issues specific to them. In ecosystem
integration, the integrated management approach as pre-
sented in the previous sections is not merely an approach
resulting in greater effectiveness. It is an absolute necessity.
Optimum intervention in an ecosystem is only possible
through integrated management, since ecosystems are vast
systems formed by the interaction of living things with con-
stituent organisms.

For example, the St Lawrence ecosystem encompasses a
number of issues that require tailor-made environmental
solutions. Environment Canada is striving to attain a major
objective for this ecosystem through the St Lawrence Action
Plan, which is designed to rehabilitate and preserve the St
Lawrence. The plan includes several types of activities, such
as research, monitoring, co-operation, legislation and preser-
vation of habitats and species. It is only through integrated
management that this series of activities has managed to
produce the environmental results that we have seen. The
Plan takes into account the specific needs of the ecosystem
and its multiple interrelationships. The Plan also makes it

of the ecosystem management
approach is the ecosystem itself

In ecosystem intégration, the integrated
management approach: as presented in
the previous sections i$ not merely an ;
approach resulting in greater effective-
ness, It is an absolute necessity

ft is only through tnteg rated manage-
ment that this series of activities has
managed to produce the environmental
results that we have seen
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The integration of knowledge, objec-
tives, actions and resufts, which is made
possible by integrated management,
mist form the backdrop for ecosystem
integration

Integrated management applies to aft
leveis of integration targeted by the
regional project: administration, opera-
tions arid ecosystems

possible to intervene on several fronts to rehabilitate the
ecosystem.

An important aspect of integrated management geared to a
particular ecosystem is networking among partners having a
bearing on the ecosystem. Through integrated management
and taking into account individual mandates and interven-
tion methods, Environment Canada will be able to position
itself strategically with respect to environmental stakeholders
and use its influence to maximize results.

The integration of knowledge, objectives, actions and results,
which is made possible by integrated management, must
form the backdrop for ecosystem integration.

V. CONCLUSION

Integrated management is the tool that should be used in the
regional integration process if we want to obtain the best
possible results, since integrated management will be used
to tackle the increasingly complex problems posed by the
environment.

In adopting integrated management. Environment Canada is
providing itself with the tools required to meet its customers'
increasing expectations and carry out its complex mandates.

Integrated management applies to all levels of integration
targeted by the regional project: administration, operations
and ecosystems. This organization-wide approach will enable
the Department to carry out its mission in accordance with
its values and management principles.
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Conclusion

Environment Canada

In the Quebec Region, we have conducted a very
interesting experiment in participative management over
the past six months. First and foremost, we became
"integrated in our thinking". We got to know one another a
lot better and we discovered that we all must contribute
our knowledge and abilities to the achievement of the
Department's vision in the Region. This allowed us to find
simple, flexible and perhaps even innovative ways of
achieving the organizational integration that was asked of
us.

The high point of this initiative isn't so much the
conclusions we came to, but more the way in which we all
came to those conclusions: in a spirit of teamwork,
collaboration and interdependence. Quite a statement of
what can be accomplished if we believe in the
professionalism of our staff.

Environment Environnement
Canada Canada
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REGIONAL INTEGRATION PILOT PROJECT
Pilot Project Launch

and Regional Consultations

Environment Canada Quebec Region

The Quebec Regional Integration Pilot Project has been carried out in close co-operation between
management and staff. Staff consultations and the use of effective channels of communication have played
a key role in promoting and maintaining this co-operation.

PILOT PROJECT LAUNCH

More than 550 employees attended the pilot project launch on December 9 and 10, 1992 in Montreal and
Quebec City. All DOE employees in the region (some 1,100) were given written information on the project
on December 10.

On December 14 and 16, close to 300 employees took up the Regional Director General's invitation to
cuss the project with him as he visited work locations in Chambly, Montreal, Ville St. Laurent, Trois-
ieres and Quebec City.

Alisc
^ i v i

CONSULTATIONS AND ACTIVITIES OF WORKING GROUPS

Seventy-five employees representing all areas of activity were appointed to the regional working groups
which were mandated to explore the possibility of integrating 12 specific activity areas and submit
recommendations in this regard.

The reports of the 12 working groups were posted in all workplaces in the region with a view to obtaining
comments and suggestions from all those concerned. Prior to this, the working groups were asked to
consult employees engaged in that line of work.

During the 12 consultation sessions held in Montreal and in Quebec City, over 250 participants expressed
their points of view in relation to the proposals put forward by the working groups. Many key changes were
made in response to the points raised.

ONGOING COMMUNICATION

Eight information bulletins on the progress of the pilot project were distributed to all employees in the
region. Over the past six months, the Regional Director General has issued four commentaries on themes
related to the integration process.

The minutes of the meetings held by the Regional Integration Committee were distributed to all oflBces and
posted on bulletin boards.

Environment Environnement
Canada Canada



REGIONAL INTEGRATION PILOT PROJECT

SUMMARY

We have used every possible means to respect our commitment to carry out the pilot project in a spirit of
openness.

The consultations and ongoing communication associated with the pilot project have helped to strengthen
the teamwork that was demonstrated in the working groups. This same spirit will ensure that the
proposals will be implemented once the Deputy Minister's Management Committee has given its approval.

Canada Version française disponible paper
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REGIONAL INTEGRATION PILOT PROJECT

Proposed New Regional Structure

Environment Canada

QUEBEC REGION

Office of the
Regional
Director

Service centres Departmental
Affairs

Directorate
Communications and Marketing

Finance and Administration
Human Resources

Atmospheric
Environment

Service

Environmental
Protection
Directorate

St Lawrence
Centre

Canadian
Wildlife
Service

Canadian
Parks

Service

Quebec Region
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

1,018 persons
$44,095,000
$23,583,000
$16,094,000
$13,688,000

$97,460,000

Environment Environnement
Canada Canada



REGIONAL INTEGRATION PILOT PROJECT

4
OFFICE OF THE REGIONAL DIRECTOR

Regional
Director
General

- Sits on departmental management committees;

- responsible for all departmental activities in the Quebec Region;

- represents the Department before other federal departments in
Quebec, the provincial government and nongovernmental
organizations.

- Support function to the Regional Director General.

Office of the Regional Director
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

3 persons
$185,000 !

$75,000
$0
$0

$260 000

page 2 Environment Canada, Quebec Region



PROPOSED NEW REGIONAL STRUCTURE

DEPARTMENTAL AFFAIRS DIRECTORATE

Regional
Directorate

àr ~" ' —

Analysis
and

coordination

- Multiple partnerships;
- special projects;
- policy analysis;
- socioeconomic analysis;
- departmental relations;
- status reports.

Integrated
management

services

- Planning cycle;
- monitoring of work

plans;
- organizational develop-

ment;
- internal communications;
- support for Regional

Management
Committee; SLAP
coordination.

•pa f Management >y
f informatics ^
y and computer j

Environmental
Citizenship

- Funding programs;

- awareness programs.

!

Environmental
Assessment
and Northern

Quebec Affairs

- FEARP (Federal
Environmental
Assessment and Review
Process);

- JBNQA (James Bay
and Northern Quebec
Agreement).

J

Departmental Affairs Directorate
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

30 persons
$1,404,000

$825,000
$20,000

$1,631,000

$ 3,880,000 $

June 1993 page 3



REGIONAL INTEGRATION PILOT PROJECT

SERVICES DIRECTORATES

Service

Directorates

Communications and Marketing
Regional Directorate and
Service Units

- Communications planning;
- support for departmental

communications activities;
- support for communications

programs;
- functional publications management;
- public information service;
- marketing services;
- public consultation services.

L

Finance and Administration
Regional Directorate and
Service Units

- Financial planning and analysis;
- general accounting and financial

systems;
- general administration and records

management;
- contract administration and materiel

management;
- security, facilities and
telecommunications.

Human Resources
Regional Directorate and
Service Units

- Human resource planning;
- classification and staffing;
- staff relations and pay;
- training and official languages;
- health and safety, Employee

Assistance Program, etc.

Unit
Communications

and Marketing

Unit
Finances and
Administration

Unit
Human

Resources

Unit
Communications
and Marketing

1
Unit

Finances and
Administration

Unit
Human

Resources

Montréal Service Centre Quebec Service Centre

Service Directorates
Human and financial resources

Full-time equivalent

Salaries

Other operating costs

Capital

Grants and contributions

Total

Communications
and Marketing

16 persons

$628,000

$252,000

$0

$0

$880,000

Finances and
Administration

71 persons

$2 252,000

$1 570,000

$4,000

$0

$3,826,000

Human
Resources

31 persons

$1,209,000

$163,000

$28,000

$0

$1,400,000

page 4 Environment Canada, Quebec Region



PROPOSED NEW REGIONAL STRUCTURE

ATMOSPHERIC ENVIRONMENT SERVICE

Regional
Directorate

Data collection

- Management of weather
observation networks
(40 surface and 6
upperair stations);

- electronic maintenance
services

- monitoring of
atmospheric data.

Quebec
Weather Centre

Technical and
administrative support;
informatics support;
Forecasting Centre
(issues all weather
reports for Quebec,
including Forest
Meteorology and
Agrometeorology
bulletins).

Weather Services

11 weather offices;
dissemination of
forecasts;
provision of information
to the public on weather
atmospheric
conditions and
climatological data.

Scientific Services

Scientific support for
other divisions;
liaison with research
sections;
study of atmospheric
issues: air quality,
stratospheric ozone
(smog), tropospheric
ozone (ozone layer),
airborne toxic
substances, etc.

J

Atmospheric Environment Service
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

191 persons
$10,973,000

$5,216,000
$407,000

$0

$16,596,000

June 1993 page 5
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ENVIRONMENTAL PROTECTION DIRECTORATE

Regional
Directorate

Operational
agreements

Air Pollution
and Toxic

Substances
Control

Air cleanup
programs (acid rain,
NOx/VOCs
management plan,
NAPSN (National
Air Pollution
Surveillance
Network) measuring
network, industrial
cleanup and
environmental
assessments);
toxic substances
program (substances
targeted under the
CEPA, pollution
prevention,
pesticides, etc).

Water
Pollution
Control

Regulated industrial
sectors (pulp and
paper, mines,
refineries,
environmental
assessments);
Shellfish Water
Quality Protection
Program (monitoring
water quality and
rehabilitating
sectors)

Soil and
Waste

Management

Restoration of
contaminated sites;
waste management-
information and
advice for the public.

Federal
Programs

Restoration of
contaminated
aquatic sites;
federal activities;
Ocean Dumping
Control Program.

Inquiries
and

Inspections

Enforcement of
federal regulations.

Emergencies

Emergencies at sea
(spills);
emergencies on
land (hazardous
spills);
prevention.

Environmental Protection Directorate
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

72 persons
$3,332,000
$2,205,000

$277,000
$2,750,000

$8,564,000 !
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PROPOSED NEW REGIONAL STRUCTURE

ST. LAWRENCE CENTRE

Regional
Directorate

Ecotoxicology
and

Ecosystems

Toxic substance
assessment;
ecosystem assessment;
analytical support;
ecotoxicology
development;
water planning and
management.

Great Lakes/
St Lawrence

^Pollution Prevention,
Office

State
of the

Environment

Information management
and dissemination;
coordination and state
of the environment;
editing and graphic
design.

Technology
Development

Restoration technologies
(dredging);
industrial technologies;
pollution abatement
technologies;
technology transfer.

St Lawrence Centre
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

75 persons
$3,774,000
$3,120,000

$328,000
$1,131,000

$8,353,000
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REGIONAL INTEGRATION PILOT PROJECT

CANADIAN WILDLIFE SERVICE

Regional
Directorate

Scientific
Advisor

Migratory
Birds

Management

Research on waterfowl
(bird populations,
hunters' takes, etc);
negotiations with Natives
on management and
harvesting of migratory
birds;
issuance of licenses and
enforcement;
management of 32
sanctuaries and 3 staging
areas;
Black Duck and Arctic
Goose Joint Ventures
(North American Waterfowl
Management Plan). •

Ecosystems and
Sustainable

Development

Atlas on Breeding Birds in
Southern Quebec;
research on the effects of
toxic substances on certain
wildlife species;
assessment of impact of
projects on wildlife habitats;
development of concepts
and approaches for
promoting sustainable
development.

Wildlife
and Habitat

Conservation

Protection and
management of migratory
bird habitats;
management of 8 national
wildlife areas;
Eastern Habitat Joint
Venture;
safeguarding of
endangered habitats and
species;
programs to reestablish
threatened bird species;
support for conservation
groups;
restoration of endangered
wetlands.

Canadian Wildlife Service
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

47 persons
$2,341,000
$2,309,000

$168,000
$192,000

$5,010,000

page 8 Environment Canada, Quebec Region



PROPOSED NEW REGIONAL STRUCTURE

CANADIAN PARKS SERVICE

Regional
Directorate

I Secretariat }

^ ^ ——•—

•

/ Liaison

V coordination J

1 1
Architecture

and Engineering
v (Public Works

Canada unit)
- Program management;
- property management;
professional services
(engineering,
architecture, landscape
architecture).

Park Planning
and Project

Management

- Planning;
- project management
- programming;
- real property

management and
partnerships.

Professional
Heritage

Management
Services

- Visitor service;
- history and archaeology;
- collections management;
- natural resources

conservation;
- historical resources

conservation;
- photography services.

Districts
- Quebec City
- La Mauricie
- Montreal
- Gaspé
- Mingan
- Saguenay

Marine Park

- Administration of
natural parks;

- administration of
national historic
sites;

- administration of
Quebec's network
of heritage canals.

Canadian Parks Service
Human and financial resources

Full-time equivalent
Salaries
Other operating costs
Capital
Grants and contributions

Total

482 persons
$17,997,000

$7,848,000
$14,862,000

$7,984,000

$48,691,000
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REGIONAL INTEGRATION PILOT PROJECT

Implementation Plan

Environment Canada Quebec Region

Implementation of the regional integration proposals
contained in this report was to have been a continuation
of the work we did in the pilot project. Government
restructuring that was announced on June 25 changes
the context of that implementation in a significant way.

Senior management of the Department will have to
determine which aspects of the proposals remain
pertinent in the new context. Regardless of which aspects
may or may not be implemented in a formal way, we
believe many of our proposals for the administrative,
operational and ecosystemic integration of the Department
remain valid and will be adopted by staff in their day to
day activities.

Environment Environnement
Canada Canada
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