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Abstract

Defence Research and Development Canada (DRDC), a special operating agency of the
Department of National Defence, contracted Dalhousie University to support the development of
a management accountability framework (MAF) as part of DRDC’s EXPEDITION 09
organizational change project. The DRDC MAF used the Treasury Board Secretariat MAF as a
model, with Expectations, Indicators and Measures tiers. In Cycle 2 of the contract, full Indicator
and Measures tiers were developed, and the Expectations tier developed in Cycle 1 was refined.
In Cycle 2, two pilot studies were conducted using web-based surveys of the DRDC management
cadre. The first pilot of Cycle 2 evaluated the Risk Management and Accountability elements.
The second pilot of Cycle 2 evaluated Policy and Programs and Service elements, and re-
evaluated the Stewardship element from Cycle 1. The results of the pilot studies confirm the
feasibility of the survey-based approach and provide a partial first assessment of DRDC’s
organizational performance against indicators for the elements of the proposed DRDC MAF.

Résumé

Recherche et développement pour la défense Canada (RDDC), organisme de service spécial du
ministére de la Défense, a embauché I’université Dalhousie pour I’aider a élaborer un cadre de
responsabilisation de gestion (CRG) pour EXPEDITION 09, projet de changement
organisationnel. Le CRG de RDDC s'inspire du CRG du Conseil du Trésor comme modéle et de
ses paliers Attentes, Indicateurs et Mesures. Le cycle 2 du contrat a permis une élaboration
compléte des paliers Indicateurs et Mesures et un peaufinage du palier Attentes, élaboré pendant
le cycle 1. Le cycle 2 a été marqué par la réalisation de deux études pilotes par voie de sondage
sur Internet auprés des gestionnaires de RDDC. La premiere étude pilote du cycle 2 a évalué les
éléments Gestion des risques et Responsabilisation. La deuxiéme étude pilote du cycle 2 a évalué
les éléments Politique et programmes, et Service, puis réévaluée I’élément Gérance du cycle 1. Le
résultat des études pilotes a confirmé la faisabilité de I’approche par sondage et fourni une
premiére évaluation partielle du rendement organisationnel de RDDC au vu des indicateurs pour
les éléments du CRG de RDDC propose.
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Executive summary

A DRDC Management Accountability Framework: Results of
Cycle 2

Judy A. Baroni; Warren C.E. Nethercote; DRDC Atlantic CR 2009-135; Defence
R&D Canada — Atlantic; September 2009.

Introduction: Defence Research and Development Canada (DRDC), a special operating agency
of the Department of National Defence, contracted Dalhousie University to support the
development of a management accountability framework (MAF) as part of DRDC’s
EXPEDITION 09 project. The DRDC MAF used the Treasury Board Secretariat MAF as a
model, with Expectations, Indicators and Measures tiers; however, the focal point for the DRDC
MAF is the DRDC management cadre, rather than the Deputy Minister for the Treasury Board
Secretariat MAF. The elements of the DRDC MAF correspond to those of the Treasury Board
Secretariat MAF, but reflect the vernacular of the DRDC management cadre.

Results: Under Cycle 2 of the contract, full Indicators and Measures tiers were developed, and
the Expectations tier, developed under Cycle 1, was refined. The Expectations tier of the DRDC
MAF was first derived through consultation with the DDG and Corporate Services communities,
and approved in principle by the R&D Executive Committee.

Subsequently, various modifications were made to the elements as a result of lessons learned
during the pilot studies. In all cases, amendments to the Expectations tier served to clarify the
elements rather than to introduce substantve changes in principle or intent.

The Indicators and Measures tiers of the DRDC MAF were developed based on academic
research of best practices and theoretical frameworks; utilizing this methodology strengthens the
validity of the individual indicators and measures. Assessment criteria of Treasury Board
Secretariat MAF Rounds I-V1 were also utilized in Indicators and Measures development, and
efforts were made to align the Indicators and Measures statements with those of the Treasury
Board Secretariat MAF where appropriate.

DRDC Atlantic CR 2009-135 iii



Governance
and
Strategic
Direction

Governance
and
Strategic
Direction

ADM

igned

Defence R&D Canada Agency Values

Through its actions, DRDC Leadership continually reinforces the importance of the age
in the delivery of results to Canadian forces and defence and

values and of defence eth

security pariners

Policy and Programs

DRODC research and
analytic capacity is
developed and sustained
to assure high quality
policy options, program
design and advice to DND/f
CF, Public Safety Canada,
and security partners.

People

DROC has the people,
work environment,
leadership and capacity to
provide the bestin science
and technology for d efence
and security, now and for
the future

Service

S & T activities are client
and partner-centred,
policies and programs are
developed to address
client and partner needs,
and partnerships are
encouraged and effectively
managed.

Risk Management

DRDC prepares for,
manages and exploits
risk in the science and

technology environment.

Stewardship

The DRDC Control
regime (assets, money,
people, services, etc.) is
integrated and effective,

and its underlying
principles are clearto al

staff.

Accountability

Accountabilities for results
are clearly assigned and
are consistent with
resources, and delegations
are consistent with
capabilities.

Learning, Innovation and Change Management

DRDC fosters creativity, innovation, and change, promotes arganizational leaming, values
corporate knowledge, and leams from its performance

DRDC MAF, Expectations Tier

Defence R&D Canada Agency Values

=Exemplary conduct

=Agency values are reflected by the realitiesand culture of its Centres
Values-based managementpractices

Policy and Programs

~Sustsined analytic capacity and
culture of consultation, review ai
challenge

*Results fooused polioy and program
agendas aligned with govemment's
horizontal prioditias

~Social Evaluation of Impacts
«Confidence ofthe ADM (S8T),
chents and patners

Paople

and abilties while refecting the

Canadian population

Miarkplace is 3 supportive and
respectful environment, including
respect for official language
requirements

Al lewels of man.

demaonstrate mmf:dushb
“Employees ane engaged in their work
and hawe opportunities to leam and
grow

Service
ddonitored, continuously improwved
serice quality

~Leading adwvice on technology
axploftation

Proactive engagement of clients
and panners

~Effective relationships with cllerts &
partners

Risk Management
-Rizk iz managed within the context
ofthe DND Corporate Risk Profile
-Risk Managemant is integrated with
plannifeg and operstions structures
throughout all levels ofthe Agency
~Capacity exists to support 3 Risk
Management Culture

Stewardship

Accountability

~Clear accountabilities and
for due process and

el
feedback on resources, results and
controls

wfficiant and

results
~Delegations consistent with

ProjEct management
+Established internal audit function

~Compliance with policies,
ragulations , and legistation

~Subordinates’ goals reflect thase
assigned to their supervisors

Learning, Innovation and Change Management

*DRODC iz a learning organization with strategic vision
=Organizational culture anticipates change, values innovation, and supports transformation
*DRDC examines its own performanceto identify need for change

sManagers are empowered through delegation
=Organizational knowledge and memory captured and managed as strategic resources

DRDC MAF, Indicators Tier

Results
and
Performance

Results
and
Performance
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Governance

and
Strategic
Direction

Defence R&D Canada Agency Values
=Staff identify with DRDC Values
=Ethical decision making supported by the Defence EthicsProgram
=Organizational performance isevaluated based onthe Defence Ethics Program

Policy and Programs

Oulﬂyof Policies and Programs
—~ R

People
~Comprehensive HR Strategic Plan
in place

Manmmcm plan !orlha policy
GoMmmunit

Imnslm.nts in policy capacity and
razaarch tools

including quality of work I, official
languages , employes equity

Service

~Service improvemnent and
trans formation planning is ongoing

<Clier& partner satistaction is
mexsuned annually gainst
standards

o in i & Lo v
employee
Quality of leadarship
“Quality of labour relations

=Coll lom k5 kayto dali
oRDC ur\dm

“ORDC makes SETinformation
readily available to stakeholders

Risk Management

Evidence that Risk Management is
Innmd with decision making,
planning and reporting

=Risk Managemant tools, training, and
SUPPOIt are ln place for staff

agement appro
oompﬁmms DHND o«wmorisk

Stewardship

Accountability
goals are

“Repons are '
aocurate

~Expenditures are within budget
*Resources are procuned and used
appropriately to achiewe goals

P sets are inventoried and
strategioally managed

and measureable
-Duties and tasks are clear to
subondinates i

Adanagers and have approprizte
training and mmym undertake
their delegations
=Aformal review process tracks

Results
and
Performance

. delegations and
Perfommance
sAohievernent of subordinates” goals
goals and the

sinfermation is utilized and protected
appropristely
-Deliverables are timely and affact]

in assessing £ communioating risks organizational wision

Learning, Innovation and Change Management
=Progressand investmentin organizational learning
=Progressin knowledge management practices
=Stakeholder/staff perceptions of organizational adaptability, change and innovation
=Linkages betweean organizational performance and organizational developmentinitiatives

DRDC MAF, Measures Tier

As a part of the MAF development, two pilot studies were conducted, each utilizing a web-based
survey instrument to examine application of the MAF elements to the DRDC management cadre.
The first pilot of Cycle 2 evaluated the Risk Management and Accountability elements; the
second pilot of Cycle 2 evaluated Policy and Programs and Service elements, and re-evaluated the
Stewardship element from Cycle 1.

Survey questions were developed based on DRDC MAF Expectations, Indicators, and Measures
tiers for the target elements, as well as input from pre-existing, publicly available survey
instruments. Questions for the Stewardship element focused on areas of concern from the Cycle 1
survey analysis.

In each survey, the majority of questions were closed so that respondents could choose only from
pre-determined alternatives. Where appropriate, respondents were given the option to write in
alternate responses (open questions). Question sets were sorted into a logic tree structure (so-
called ‘skip patterns’ in survey vernacular) to ensure each respondent was only asked questions
applicable to his/her job level and duties. Surveys were reviewed by subject matter experts for
validity and tested by a small subset of the target population.

Each survey was implemented bilingually over the DRDC Intranet through a secure server during
separate two week periods. Survey participants were provided with a link that could be accessed
from anywhere within the DRENet. The surveys were open to Level 2 and Level 3 managers, and
Level 4 functional authorities who are eligible to attend the annual DRDC Managers’ Workshop.
Response rates for Surveys 2 and 3 were 53% and 47.6%, respectively.

Significance: The second and third operational pilots for the DRDC MAF re-confirmed the
feasibility of the use of a survey tool as a MAF instrument. The results of the pilots provide a

DRDC Atlantic CR 2009-135 v



useful partial assessment of DRDC managers’ performance against indicators for the MAF, and a
starting point for the first operational cycle. It is believed that these results support the vision of a
steady state DRDC MAF:

The DRDC Management Accountability Framework (MAF) is a governance tool that facilitates
dialogue between managers and executive leadership, helping to clarify managers’
understanding of their roles and responsibilities and providing a framework for assessment and
improvement of business processes.

Future plans: The following recommendations arise from this report:

1. Defence R&D Canada should adopt the Management Accountability Framework proposed in
this report, together with the proposed OPIs and proposed annual cycle;

2. Defence R&D Canada should implement the findings of the EXPEDITION 09 operational
pilots for the proposed DRDC MAF, to provide a baseline for the first operational cycle;

3. Implemented recommendations of other WBEs of EXPEDITION 09 should be integrated

with the DRDC MAF, and included in future surveys to determine the success of their
adoption into the organization.

Vi DRDC Atlantic CR 2009-135
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Un cadre de responsabilisation de gestion pour RDDC :
Résultats du cycle 2

Judy A. Baroni; Warren C.E. Nethercote; DRDC Atlantic CR 2009-135; R & D
pour la défense Canada — Atlantique; Septembre 2009.

Introduction : Recherche et développement pour la défense Canada (RDDC), organisme de
service spécial du ministére de la Défense, a embauché I’université Dalhousie pour I'aider a
élaborer un cadre de responsabilisation de gestion (CRG) s’inscrivant dans le projet
EXPEDITION 09. Comme le CRG du SCT, le CRG de RDDC comporte des paliers Attentes,
Indicateurs et Mesures; mais sa cible principale est les gestionnaires de RDDC, pas le sous-
ministre. Les éléments du CRG de RDDC correspondent a ceux du CRG du SCT, mais reflétent
les termes utilisés par les gestionnaires de RDDC.

Résultats : Le cycle 2 du contrat a permis une élaboration compléte des paliers des indicateurs et
des mesures et un peaufinage du palier Attentes élaboré pendant le cycle 1. Le palier Attentes du
CRG de RDDC, élaboré apres consultation des DGA et des gestionnaires des Services
d’entreprise, a obtenu I’approbation de principe du conseil exécutif pour RDDC. Par la suite, ont
été effectués divers changements aux éléments, en fonction des lecons tirées des études pilotes.
Dans tous les cas, les changements au palier Attentes visaient a clarifier les éléments plutét qu’ay
apporter des changements de fond quant au principe ou a I’intention.

Les paliers Indicateurs et Mesures du CRG de RDDC proposé ont été élaborés a partir de
plusieurs éléments : la recherche universitaire sur les pratiques exemplaires et les cadres
théoriques (méthodologie qui renforce la validité des indicateurs et mesures individuels); et les
criteres d’évaluation des rondes | a VI du CRG du SCT (des efforts étant faits, chaque fois
qu’approprié, pour aligner les énoncés d’indicateurs et de mesures avec ceux du CRG du Conseil
du Trésor).

DRDC Atlantic CR 2009-135 Vil



Valeurs de Recherche et développement pour la défense Canada

Par ses actions, la gestion de RDDC renforce continuellement l'importance des valeurs de

I'agence et de I'éthique de la défense, en assurant des résultats aux Forces canadiennes, a la

Défense et aux partenaires pour la sécurité

Politique et programmes

RDDC développe et maintient
une capacité de recherche et
d'analyse quilui pemmet de
fournirau MDN, aux FC, a
Sécurité publique Canada et
aux partenaires pourla sécurité
desoptionsde politique, une
conceptionde programme et
desconseils de grande qualité.

Employés

RDDC a les employés,
I'environnementde travail, le
leadership etla capacité
voulus pourfournir ce qui se
faitde mieux en science et
entechnologie pourla
défense etla sécurité,
maintenantetal'avenir.

Service

Lesactivitésde S. et T. sont
axéessurle clientet les
partenaires. Les
programmes sontcongus
pourrépondre aleurs
besoins. Et RDDC
encourage etgeére defagon
efficace lespartenariats.

Gestion des risques

RDDC se prépare a faire
face aux risquesdansun
environnement de science
etde technologie, lesgére
etles exploite.

Gérance

Lerégime de gestion de
RDDC (actifs, argent,
employés, services, etc.) est
intégré etefficace. Ses
principes de base sontclairs
pourtout le personnel.

Responsabilisation

La responsabilité pour les
résultats, clairement
attribuée, s'aligne avec les
ressources. Lesdélégations
correspondent aux
capacités.

Gestion de I'apprentissage, de l'innovation et des changements

RDDC favorise la créativité, l'innovation et le changement, fait la promotion de l'apprentissage

organisationnel, prise le savoir collectif et tire des lecons de sa performance

CRG de RDDC, Palier Attentes

Valeurs de Recherche et développement pour la défense Canada

Résultats et
performance

RDDC recueille

=Conduite exemplaire
=Valeursde I'organisme reflétées parla réalité etla culture de ses centres
*Pratiquesde gestion axées sur desvaleurs

Résultats et
performance

Gouvernance
et orientation
stratégique

Politique et programmes

«Capacité d'analyse soutenue et
culture de consultation, d'examen et
de remise en question

Politique axée sur les résultats et
priorités alignées avec les priorités
horizontales du gouvemement
Evaluation sociale des
répercussions

~Confiance du SMA(SET), des
clients et des partenaires

Employés
ain d'ceuvre comptant le nombre de
personnes et les capacités voulues, tout
en reflétant la composition de [a
population canadienne
+Le lieu de travail est un environnement
&nco &t respectueux, ol sont
respectées les exigences en matiére de
langues officielles
+Tous les niveaux de gestion font
preuve d'un leadership effectif
Les s'intéressent 3 leur
travail, ol ils ont 'occasion d'apprendre
et de se développer

Service

+Qualité de sendce suivie et
constamment améliorée

“Conseils de pointe sur I'exploitation
de Ia technologie

Implication proactive des clients et
partenaires

“Rapports effectifs avec clients et
partenaires

Gestion des risques

*Risques gérés dans le contexte du
profil de risque du MDN

~Gestion des risques intégrée aux
stryctures de planification et
d'exploitation 3 tous les niveaux de
Forganisme

«Existence d'une capacité appuyant
une culture de gestion des risques

Gérance

*Systémes de gestion foumissant de
l'information appropriée et une
fhicace surles

Responsabilisation

~Reddition de compte et

les résultats et les mesures de
contrile

Gestion de projet effective, eff

&conomique

+Fonction de vérification inteme établie

'«-@um des politiques, réglements et
s

procédure équitable et résulats
~Délégation de pouwvoir conforme aux
capacités

+Objectifs des subordonnés reflétant
ceux fixés 3 leurs supérieurs

Gestion de I'apprentissage, de I'innovation et des changements

*RDDC est un organisme d'études doté d'une vision stratégique
sLa culture de I'organisme devance le changement, appréciel'innovation et soutient latransformation
*RDDC examine son proprerendement afin d'identifier tout besoin de changement

*Des délégations responsabilisent les gestionnaires
*Le savoir et la mémoire de l'organisme sont engrangés et gérés comme ressources stratégiques

CRG de RDDC, Palier Indicateurs

elgnem:
rendement

DRDC Atlantic CR 2009-135



Gouvernance
et orientation
stratégique

Valeurs de Recherche et développement pour la défense Canada
=Adhésion du personnel aux valeurs de RDDC
*Prise de décision éthique appuyée parle Programme d'éthique de la Défense
*Performance de 'organisme évaluée selon le Programme d'éthique de la Défense

Politique et programmes

~Qualité des politiques et des
programmes

+Plan de gestion des ressources
humaines global pour le secteur des
politiques

«Investissement dans la capacité en
politiques et dans les outils de
recherche

Employés

+Plan stratégique des ressources

es établi
Progrés au wu des cibles de
ressources humaines, dont |a qualité
de la vie au travail, les langues
officielles et I iquii pour les employés
+Progrés dans la mesure de
I'implication des employés et son
ameélioration.

Service

+L'amélioration du service et la
planification de la transformation sont
&n cours

+La satisfaction des clients et
partenaires se mesure annuellement
au vu de critéres

+La collaboration est essentielle 3 la
prestation des services de DRDDC

“RDDC rend linformation technique et

Résultats et
performance

édu plan
d itésetdu
rapponannuel
p

Qualité du leadership
~Qualité des relations de travail

scientifique rapidement disponible
pour les parties prenantes

Responsabilisation
«Les objectifs de gestion sont
idemll:bles et mesurables
Les subordonnés ont une idée claire
des dewvoirs et des tiches
+Les gestionnaires et le personnel ont
Ia formation et I'autorité :ppmprﬂes
pour assumer les pouvoirs qui leurs
sont délé
~Un processus d'examen officiel suit le
progrés, les délégations et le
rendement

«L'atteinte des objectifs parles
subordonnés appuie les objectifs de |a
gestion et |3 vision de

Gestion des risques

Gérance

*Preuve que la gestion des nsws est Rapports et dossiers sont opportuns et
inté 4 Ia prise de déci: f:::‘l‘s In

an cam et aux enses ne dépassent pas
g'O\.lIs de gestion m . forration budgt: -
o Sﬂﬂﬂ 3 ces outls disponbles pour le +0n se procure des ressources et on
parsor i

u R les miu_se ]pdbcieusemem pour atteindre
5 re de gestion des :squs

N desn: est

Mmimg:ptﬂ de ﬁ?qr: du
ministére dela Dé&nse natiorale
*Participation des pai
extemes 3 [ c\ﬂlmnnlnll
communication des isques

~hs bnns sont inventoriés et gérés de
hgon stratégique

sUinformation s'utilise et se protége de
fagon adéquate
«Les réalisations attendues sont en
temps opportun et effectives

Gestion de I'apprentissage, de I'innovation et des changements
*Progréset investissement dans!'apprentissage de I'organisme
*Progrésdanslespratiqgues de gestion desconnaissances
Perception que se font parties prenantes et personnel de I'adaptabilité, du changement et de
I mnovatlon au seln de I orgamsme

CRG de ¥ RDDCahel Meswes B

Dans le cadre de I’élaboration du CRG, ont été effectuées deux études pilotes, faisant chacune
appel a un instrument de sondage en ligne pour étudier I’application des éléments du CRG aux
gestionnaires de RDDC. La premiere étude pilote du cycle 2 a évalué les éléments Gestion des
risques et Responsabilisation; la deuxieme, les éléments Politique et programmes, et Service, puis
réévalué I’élément Gérance du cycle 1.

Les questions de sondage pour les éléments ciblés ont été élaborées d'aprés les paliers Attentes,
Indicateurs et Mesures du CRG de RDDC, ainsi que d'apres les données d'instruments de sondage
existants, librement disponibles. Les questions posées pour I’élément Gérance s’attachaient & des
points préoccupants révélés par I'analyse du sondage du cycle 1.

Chaque sondage comportait surtout des questions fermées ou les répondants devaient opter
uniquement pour des choix prédéterminés. Si approprié, les répondants avaient la possibilité de
fournir leur propre réponse différente (question ouverte). Les ensembles de questions
s’organisaient selon une structure d’arbre logique (nommée « instructions passez a » dans le
langage des sondages) afin de poser & chaque répondant uniquement les questions s'appliquant a
son niveau de travail et a ses responsabilités. Les sondages ont fait I'objet d’un examen par des
spécialistes, qui ont vérifié leur validité, et d’un essai préliminaire par un petit sous-ensemble de
la population cible.

Chaque sondage a été effectue, dans les deux langues officielles, dans I’intranet de RDDC, avec
un serveur sécurisé, pendant deux semaines distinctes. On a fourni aux participants au sondage un
lien a un site libre d’accés pour quiconque au sein du DRENet. Pouvaient y participer les
gestionnaires de niveau 2 et 3, ainsi que les détenteurs d’autorités fonctionnelles de niveau 4

DRDC Atlantic CR 2009-135 iX



autorisés a participer a I’atelier annuel des gestionnaires de RDDC. Le taux de réponse aux
sondages 2 et 3 a été de 53 p. cent et de 47,8 p. cent, respectivement.

Signification : Les études pilotes opérationnelles 2 et 3 effectuées pour le CRG de RDDC ont
reconfirmé la faisabilité de I’emploi de sondages comme instruments du CRG. Les résultats des
études pilotes fournissent une évaluation partielle du rendement des gestionnaires de RDDC au vu
du CRG et un point de départ pour le premier cycle opérationnel. Nous estimons que ces résultats
appuient la vision d’un CRG de RDDC constant :

Le cadre de responsabilisation de gestion (CRG) de RDDC est un outil de gouvernance qui
facilite le dialogue entre les gestionnaires et la direction. Il permet de clarifier le role et les
responsabilités des gestionnaires et fournit un cadre pour I’évaluation et I’amélioration des
processus opérationnels.

Recommandations : Au vu du présent rapport, voici nos recommandations

Recherche et développement pour la défense Canada devrait adopter le cadre de
responsabilisation de la gestion proposé dans le présent rapport, ainsi que les BPR proposés
et le cycle annuel proposé;

Recherche et développement pour la défense Canada devrait mettre en ceuvre les constatations
des projets pilotes opérationnels d’EXPEDITION 09 pour le CRG de RDDC proposé, afin
d’avoir une base de référence pour le premier cycle opérationnel;

Il serait bon d’intégrer au CRG de RDDC les recommandations d’autres éléments de répartition
du travail d’EXPEDITION 09 et de les inclure dans les sondages a venir pour déterminer
leur niveau d’adoption par I’organisme.

X DRDC Atlantic CR 2009-135
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1 Introduction

This report is one of three in a series of reports chronicling the development of a Treasury Board
style Management Accountability Framework for Defence Research Development Canada. This
report provides a knowledge base for subject matter experts to aid in the implementation of a DRDC
MAF. For an executive overview of the DRDC MAF project in its entirety, please see Baroni and
Nethercote, A DRDC Management Accountability Framework: Final Report, DRDC Atlantic CR
2009-136.

1.1  Expedition 09

Defence Research and Development Canada (DRDC), a special operating agency of the Department
of National Defence, contracted Dalhousie University to support the development of a management
accountability framework (MAF) as part of DRDC’s EXPEDITION 09 project.

EXPEDITION 09 is DRDC’s core organizational change initiative, following an earlier change
initiative, EXPEDITION 07. The EXPEDITION series established the principle of an ‘umbrella,’
agency-wide change program, under the control of the DRDC Executive Committee, demonstrating
organizational support. Figure 1 illustrates the project structure of EXPEDITION 09 schematically.
This contract report supports Task 3 of WBE 1.4: Management Leadership Capabilities.

EXPEDITION 09

WBE i WBE 1.4: WBE n
Management Leadership Capabilities

Task 1: Management Workload

Task 2: Management Leadership
Development

Task 3: Management Accountability
Framework

Figure 1: Expedition 09 Project Structure
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Under the contract, Dalhousie University supported a cyclic development process for a DRDC
management accountability framework (MAF), as follows:

Cycle “zero’, which established executive direction and developed a basic MAF;

Cycle 1, which developed an Expectations Tier based on the TB MAF through consultation with
DRDC managers; developed Indicators and Measures for Stewardship and Accountability, and
conducted an operational pilot of the Stewardship element through a survey of managers; and,

Cycle 2, which completed the development of all elements of the DRDC MAF and completed
survey-based operational pilots of all the core elements.

1.2  Scope of this Report

This report describes the results of the following activities under Cycle 2 of the process:

Develop a Cycle 2 MAF based on the Cycle ‘zero’ “‘straw-man MAF’!, the results of the Cycle 1
operational pilot, through academic research, with reference to appropriate TBS documents
and policies, and in consultation with DRDC Deputy Directors General, DRDC Corporate
Services, functional authorities and managers.

+ The Cycle 2 MAF includes complete Expectations, Indicators, and Measures tiers;

Plan, execute and analyze the second operational pilot survey of the Risk Management and
Accountability elements;

Plan, execute and analyze a third operational pilot survey of the Policy and Program and Service
elements;

Reuvisit the Stewardship element as a part of the third survey pilot;

Working in parallel with these operational pilots, develop Indicators and Measures for the
remaining elements;

Revise the Cycle 2 MAF as necessary as a result of research and survey results to achieve a final
DRDC MAF.

1.3  Structure of this Report

The structure of the report is as follows:

Section 2 introduces the Treasury Board MAF, providing background on its development and
implementation; it also references the Management, Resources, and Results Structure (MRRS);

Section 3 outlines the principles of a DRDC MAF, referencing the DRDC corporate mandate,
strategy, vision and mission. This section also proposes an annual MAF cycle schedule as well
as the anticipated process, resources, participants necessary to adopt the proposed MAF cycle;

Section 4 introduces the four Pillar Elements of the DRDC MAF;
Section 5 details the development of the six Core Elements of the MAF:

1 Warren Nethercote, A DRDC Management Accountability Framework: A Straw-man, April 2008, Dalhousie University
School of Public Administration, Discussion Paper, April 21, 2008.

2 DRDC Atlantic CR 2009-135



+ Policy and Programs
+ People

+ Service

+ Risk Management

+ Stewardship, and

¢ Accountability;

Section 6 describes the design of the survey instruments for operational pilots 2 and 3, including
survey implementation and limitations;

Section 7 provides a detailed analysis of the results of the two operational pilot surveys;

Section 8 explains and categorizes the findings of the two operational pilot surveys according to
the six Core Elements of the DRDC MAF. This section also rates organizational performance
according to the element indicators assessed by our surveys;

Section 9 concludes Cycle 2 with recommendations for DRDC based on the results of academic
research and the findings of our operational pilots;

Annexes A and B provide the text of the English and French language surveys, respectively;

A bibliography lists 131 documents and references utilized by the authors.

DRDC Atlantic CR 2009-135 3



2  Background?

2.1 Treasury Board Management Accountability Framework (TB
MAF)?

Since 1997, the Treasury Board and its Secretariat have been the designated management board for
the Government of Canada, with a variety of roles including “leading and providing expertise in the
development of an agenda to improve management practices.”® This management improvement
agenda expressed in Results for Canadians is arguably the genesis of the TB Management
Accountability Framework®.

One element of Results for Canadians was the Modern Comptrollership Initiative (MCI), which
called for “more effective decision-making, greater accountability, a mature approach to risk
management, results-based control systems, and shared values and ethics.”® Strong and clear
accountability was a central element of the MCI, to ensure that the four management commitments
of the Government of Canada would be met: Citizen Focus; Values; Results; and Responsible
Spending.

The Management Accountability Framework was the successor initiative to the MCI, subsuming
modern comptrollership along with other key elements of modern management to provide
management expectations for deputy heads and public service managers.’

In 2003, the Treasury Board introduced a draft MAF with ten core elements of public service
management for bilateral discussions between deputy ministers and the Secretary of the Treasury
Board.® The MAF uses an integrative approach, combining the ten elements to show what the
Treasury Board, and the public indirectly, expects of managers. These ten elements, shown in Table
1, are meant to succinctly capture what Jim Judd, Secretary of the Treasury Board Secretariat at the

time, called ‘the questions that keep Deputy Ministers’ up at night”. °

2 Editor’s note: The rest of this report includes numerous internet links. Unless otherwise noted, they were current as of 30 June 2010.
3 This section draws substantially from Craig O’Blenis and Warren Nethercote, A DRDC Management Accountability
Framework: Cycle 1 Final Report, DRDC Atlantic CR 2008 — 188, October 2008, pp. 5 -9.

* Treasury Board of Canada Secretariat, Results for Canadians: A Management Framework for the Government of
Canada, March 30, 2000, p. 18.

S Evert Lindquist, “How Ottawa Assesses Departmental/ Agency Performance: Treasury Board’s Management
Accountability Framework” in How Ottawa Spends, 2009 — 2010: Economic Upheaval and Political Dysfunction, Allan
M. Maslove, ed, forthcoming, October 2009.

® Jean Depuis, Modern Comptrollership and the Management Accountability Framework, Parliamentary Information and
Research Service: PRB 06-23E, April 3, 2006, p. 3.

" Jean Depuis, p. 9.

8 Treasury Board of Canada Secretariat, MAF Assessments — Round I, available from: http://www.tbs-sct.gc.ca/maf-
crg/assessments-evaluations/assessments-evaluations_e.asp#rl.

% lvan Blake, video presentation on Management Accountability Framework at CCMD, 2005, available from:
http:/Avww.tbs-sct.gc.ca/maf-crg/documents/video-video/video-video e.asp .
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Table 1: TB MAF Elements

Governance and Strategic Directions Public Service Values

Policy and Programs People

Risk Management Stewardship

Results and Performance Learning, Innovation and Change Management
Citizen-focused Service Accountability

In 2004, the Treasury Board, with 35 federal departments and agencies, developed management
priorities based on the ten elements.’ From this, the Treasury Board identified 41 indicators and in
2005, it assessed 53 departments and agencies against the indicators. At this time, the Treasury
Board did not intend to review management quality; instead, it was looking for organizational
performance compared to the specific indicators.'* The latest round of assessments, conducted in
2006, expanded to 55 departments and agencies.*” The Treasury Board revised the 2004 indicators
based on departmental and agency input,*® and to focus on management aspects it could assess easily
through normal oversight activities. Information sources included estimates, management resources
and results structures (e.g., program activity architectures, Memoranda to Cabinet, and Treasury
Board submissions), and existing consultations.**

The three MAF tiers detail the commitments senior managers make as departmental leaders. The
top tier, Expectations, defines leadership standards and recognizes that successful management
relies on the connection between each element. The second tier, Indicators, supports Expectations,
providing practical descriptions easily adapted to an agency’s unique context. The bottom tier,
Measurements, is an expression of each element’s performance standards. While the expectations
are constant, a MAF recognizes departments and agencies are unique by allowing flexibility in
definition of Indicators and Measures.

The MAF is a living document and Indicators and Measures in particular may change based on
changes in its foundation pieces, such as a change in the Organizational Mandate, changes to the TB
values, or changes to legislation affecting core elements. Ivan Blake, then the Executive Director of
the Comptrollership Modernization Directorate which was responsible for overseeing the creation
of the MAF, has said the TB MAF is open to change: “Jim Judd [Secretary of the Treasury Board
Secretariat, May 2002 — November 2004] has been absolutely adamant: the document will never be

10 Treasury Board of Canada Secretariat, MAF Assessments — Round 11, available from: http://www.tbs-sct.gc.ca/maf-
crg/assessments-evaluations/assessments-evaluations_e.asp#r2.

u Treasury Board of Canada Secretariat, MAF Assessments — Round 11, available from: http://www.tbs-sct.gc.ca/maf-
crg/assessments-evaluations/2005/index_e.asp.

12 Treasury Board of Canada Secretariat, List of Departments and Agencies assessed during MAF Round 1V, available
from: http://www.tbs-sct.qc.ca/maf-crg/assessments-evaluations/2006/departments-ministeres_e.asp.

13 Treasury Board of Canada Secretariat, MAF Assessments — Round 1V, available from: http://www.tbs-sct.gc.ca/maf-
crg/assessments-evaluations/assessments-evaluations_e.asp#r4 .

14 Treasury Board of Canada Secretariat, MAF Elements and Indicators - 2006, available from: http://www.tbs-
sct.gc.ca/maf-crg/indicators-indicateurs/2006/elements-elements_e.asp.
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carved in stone”. *° This has proven to be true to some degree, as each year, the TBS adjusts and
refines the information sources it uses to assess departmental performance.*®

The MAF was designed as a visual graphic of a flow chart, which represents the relationships
among the elements. Each tier of the TB MAF has ten elements that, according to TBS, describe key
characteristics of management performance, in which four pillar elements surround six core
elements. The authors of this study propose that this layout helps describe the relationship of the
elements. The MAF begins on the left hand side, with Governance and Strategic Direction and ends
on the right side with Results and Performance. The directional arrows which take the observer
from the left to the right of the MAF cross through the six core elements, which are flanked by the
two remaining pillar elements. This layout suggests that the six core elements, bounded by Values
and Learning, Innovation and Change Management principles, are the means by which Governance
and Strategic Direction are translated into Results and Performance.

The colours used in the MAF are also significant; the four colours were chosen to represent the four
key areas of the MAF Vision for the Public Service, as shown in Table 2, below, and further define
the relationships among the elements.*’

Table 2: Colours of the MAF

Is founded on values that will never change and an
appreciation that everything else may

Blue

Continuously improves the quality of its analysis and

el its understanding of the perspectives of its citizens
Frames all its decisions with due regard to risk,
Green rigorous stewardship of public resources, the capacity

and condition of its human resources and the
systematic management of its accountabilities

1% |van Blake, 2005.

18 Treasury Board of Canada Secretariat, MAF VI Methodology Changes 2008-2009, available from: http://wwwv.tbs-
sct.gc.ca/maf-crg/indicators-indicateurs/2008/elements-elements-eng.asp .
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