Organization
and

Accountability

GUIDANCE FOR
MEMBERS OF THE CANADIAN FORCES
AND
EMPLOYEES OF THE DEPARTMENT OF
NATIONAL DEFENCE
Second Edition
September 1999

Preface

This document has two purposes: the first is tdamphe basic structure of authority
and accountability within two very large and comxpbeganizations - the Canadian
Forces, including the Reserves, and the Departofddational Defence. This
information will be useful to every member of thefehce team, military or civilian, and
to anyone else who wants to understand how thirggk wside the defence
establishment.

Every member of the Canadian Forces and employdeddepartment of National
Defence has the right, and indeed the duty, to nstaled how things work in these
organizations, how each person relates to thearorgtional superior, and how the
Canadian Forces and the Department of Nationalrigefét together in the integrated
National Defence Headquarters. When people are afeaho is responsible and
accountable for what, they are better equippedtthdir jobs in the service of Canada.
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The second purpose of the document is a more soidleand perhaps more important. It
is to explain why a proper understanding of accakitity inside the Department and the
Forces is essential to the health and effectiveoks two organizations. Accepting
responsibility is part of the job for every membéthe defence team. Being willing to
learn from mistakes is what enables not just eaemibber, but the entire defence
organization, to get better at doing the job. Toaay approach must be "know what
works, change what doesn't". In short, it is oulyda learn and by learning to improve
our ability to serve the country.

J.M.G. Baril
General Deputy
Chief of the Defence Staff

Jim Judd
Minister
September 1999

Note to the Second Edition

The first edition of this document, Authority, Resgibility and Accountability issued in
March 1997, provided information and guidance anahthorities, responsibilities and
accountabilities of the Minister of National Defenthe Deputy Minister of National
Defence, and the Chief of the Defence Staff. Icdbed the laws and constitutional
principles that underpin those responsibilities aocbuntabilities and showed what they
mean in practice. It explained how they are refldeh the structure of National Defence
Headquarters and at Canadian Forces units, aie irelationship between the Canadian
Forces and the Department of National Defence.

This edition retains those elements. It also redpda the concern expressed by the
Minister's Monitoring Committee on Change in it98%Report that there is a need for a
more complete elaboration of what is meant by "antability” in the Department and
the Forces, and of the principles governing ful @anompt reporting of results. This
edition explains therefore how and why Departmeemaployees and members of the
Forces are expected to answer for what they hawe,dmd for what has been done by
the people over whom they have authority. It welh& as the basis for further guidance
and information for Forces members and Departmemtglloyees on all these matters.
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|. Canada's Defence Structure
Principles *

The relationship between the armed forces anddhtcal executive is a complex one in
a democracy. Understanding that relationship isrg&d to understanding the workings
of the military and civilian structures that diregtiide and support the armed forces.

Canada's defence structure reflects Canada's sgét€abinet and parliamentary
government. It also reflects the mandate and legggdonsibilities of the Minister of
National Defence. The Minister's mandate derival bom legislation and from
government policies and regulations. Together ghestruments provide the executive
and expenditure authorities under which Canaddéénde and related activities are
carried out by the Canadian Forces and by the Drapat of National Defence.

The Minister, the Deputy Minister and the Chietlod Defence Staff are responsible and
accountable, in both legal and practical termstteruse of the authorities and resources
with which they are entrusted by Parliament. Tresmuntabilities are fundamental to
the fulfilment of the defence mandate and to tlae@lof the military in a democracy. In
Canada, this is expressed in terms of:

- ministerial control over the Department of NatioBafence and the Canadian
Forces, and

- effective Parliamentary oversight over the defgmugrams and activities of the
Government.

In most important respects, the Department of Mali®@efence is an organization like
other departments of government. It is establighed statute - thilational Defence Act
- which sets out the Minister's responsibilitiegluding the Minister's responsibility for
the Department. Th&ct also stipulates that "there shall be a Deputy 8eriof National
Defence” who may exercise all of the Minister's posy with the exception of: matters
that the Minister reserves for himself or hersaffy case where contrary intention exists
in legislation; and the power to make regulations.

Under the law, the Canadian Forces are an enfigrage and distinct from the
Department. They too are established by a statiheNational Defence Actwhich
enables the Governor-in-Council (the Cabinet) dredMinister to make regulations for
the organization, training, discipline, efficien@gministration and good governance of
the Canadian Forces. The Canadian Forces are hbgdled Chief of the Defence Staff,
who is Canada's senior serving officer and whobj&t to the regulations and under the
direction of the Minister (is) ... charged with tbentrol and administration of the
Canadian Forces".

The activities of the Canadian Forces and the Deyant of National Defence, like those

of every other federal government organization,careied out within a framework of
legislation that is approved and overseen by Radrd. Departmental employees and
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members of the Canadian Forces are governed npbgriheNational Defence Adiut
also by theConstitution including theCanadian Charter of Rights and Freedqrasd by
statutes and regulations such as@ae@adian Human Rights AdheOfficial Languages
Act, theEmployment Equity ActheAccess to Information and Privacy Actise
Financial Administration Acand theCanadian Environmental Protection Aeimong
many others

It has long been recognized that the Canadian BE@mé the Department of National
Defence have complementary roles to play in progididvice and support to the
Minister of National Defence and in implementing ttecisions of the Government on
the defence of Canada and of Canadian interebtsna¢ and abroad.

Complementary roles, however, do not mean confuswen who does what. In the
conduct of operations, the Canadian Forces havgiad job to do. It has its own chain
of military command and corresponding accountabilihe responsibilities of the Chief
of the Defence Staff are set out in thational Defence Acnd other statutes, and in
associated orders and regulations.

For its part, the Department of National Defencistexo provide advice to the Minister
and support to the Canadian Forces, and to wotk tvé Canadian Forces as part of a
unified defence team to fulfil the defence mandatee Department's operations are
governed not only by thidational Defence Adiut also by administrative statutes and
regulations such as tf@nancial Administration Acand an administrative framework
such as the Expenditure Management System reguigitéte Treasury Board and other
central agencies. That framework determines, taaat affects, everything from human
resources policies to contracting to the use ofrnomservices.

National Defence Headquarters (NDHQ)

In 1972, the Government decided that the most &ffeevay to provide advice and
support to the Minister, and leadership to the médgaunified Canadian Forces and the
Department of National Defence, was through argnatied National Defence
Headquarters in which military and civilian persehwould work side by side in the
management of Canada's defence activities. Thetfinister and the Chief of the
Defence Staff - who together manage the integratelian-military headquarters - draw
on the complementary skills of civilian and miligastaffs to carry out the business of the
two organizations. In the broadest sense, therated NDHQ:

- provides advice to the Minister and Cabinet on nedassues, Canadian Forces
matters and related Government priorities, polieied programs;

« ensures that the military tasks and defence aetsvdrdered by the Minister and
Cabinet are carried out effectively and efficiently

- provides a cost-effective organization for the asigjon and provision of materiel
and other resources to the Canadian Forces;
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« ensures that government-wide policies, regulatipresstices and guidelines are
followed in the management of the Department oidvwal Defence and the
Canadian Forces; and

« assists the Minister in consulting and informinglidenent and Canadians and in
advancing Canada's defence relations and otheestse

Management of Canada's defence program, militaglycanlian personnel, and
Departmental and Forces activities requires comtgualose cooperation among staff in
NDHQ, both military and civilian, at all levels. &Defence Management System, based
on a codified system of accountabilities and resfimlities, relies on approved level-one
business plans for the implementation of the Defe®ervices Program. It is very closely
tuned to the government Expenditure Managemene8ystVithin the integrated defence
structure, much of the authority of the Deputy Mter and the Chief of the Defence Staff
is delegated down through their senior advisors arean some instances military and in
others civilian. In turn, every individual to whaosuch authority has been delegated must
use it responsibly and then account to their sopesihether civilian or military, for how
they have used that authority and with what results

« There is themilitary chain of commanthat deals with the conduct of military
operations by the Canadian Forces through the pppte military echelons.

- There is also &ne of departmental authority and accountabilityat extends
from the Deputy Minister to every member of the Bément and the Forces who
exercises modern comptrollership, financial managgrhuman resources
management, contracting management or other atidsodielegated from the
Deputy.

Military Chain of Command

The command structure of the Canadian Forces feedrat the top in the person of the
Chief of the Defence Staff who, under the directidthe Minister, has responsibility for
command, control and administration of the Canaéiartes. Théational Defence Act
stipulates that "unless the Governor-in-Councikothse directs, all orders and
instructions to the Canadian Forces that are requo give effect to the decisions and to
carry out the directions of the Government of Canadthe Minister shall be issued by or
through the Chief of the Defence Staff".

The military chain of command and related bodielwafand doctrine such as the Code
of Service Discipline are central to the nature papose of the Canadian Forces, and to
the effective exercise of operational command. l@wiemployees of DND provide
information and recommendations to various levéth® chain of command, but this
advice never overrides nor supplants the flow araponal orders and instructions
downward.
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The structure of command, which reflects the respecoles of the Chief of the Defence
Staff, the Deputy Chief of the Defence Staff anel Bmvironmental Chiefs of Staff, is as
follows:

« TheChief of the Defence Stafbmmands all operations at the strategic levak Th
entails the exercise of overall command and comiratilitary operations in
accordance with orders and directions issued bihester or the Government.

+ A Force Commanderin some casesJdoint Force Commanderappointed by
the Chief of the Defence Staff, commands combaswamnd support groups at the
operational level (i.e., involving the employmeihnalitary force in a theatre or
area of operations to attain strategic objectivEs)s Commander reports to the
Chief of the Defence Staff for non-routine or cagency operations. In such
operations, the Deputy Chief of the Defence Staff tesponsibility to, on behalf
of the Chief of the Defence Staff, coordinate syat level operational planning
and provide operational direction to the Commaraddhne field.

« TheEnvironmental Chiefs of Stafbmmand assigned formations and have a
direct responsibility for force generation and metoperational activities. They
may be assigned responsibility for specific operadj joint or otherwise. They
play a vital role, in conjunction with the Assistéreputy Minister (Materiel), in
generating and supporting the forces assignecet&oince Commander and in
providing the Chief of the Defence Staff with seégit advice on environmental,
technical and operational matters.

Military control over the conduct of military opéians is always exercised through the
military chain of command. The obligations of thaitawy chain of command with
regard to military justice and discipline are defirby theNational Defence Aand
Queen's Regulations and Orders

Line of Departmental Authority and Accountability

Both civilian and military personnel are accoungatal the Deputy Minister, through their
Environmental Chief of Staff or Group Principalr the exercise of delegated statutory,
policy and administrative authorities related te thanagement of funds, public service
employees, property and other resources. Thesau#tnerities that have been entrusted to
the Deputy Minister by the Minister, by the TreasBoard, the Public Service
Commission, or directly by statutes or regulations.

The responsibility and accountability of militaryg to the Deputy Minister for the
exercise of financial, administrative or civilianrhan resources authorities does not
mean that the Deputy may issue orders to militang@nnel; nor does the issuing of
directives by the Deputy somehow “civilianize" merhof the Canadian Forée#t
means simply that the Deputy Minister may:

» delegate to both civilian and CF personnel the@serof certain administrative
or other authorities,
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« give direction on how those authorities are toxer@sed, and

- hold military and civilian personnel responsiblelatcountable for the exercise
of these delegated authorities.

Similarly, the responsibility and accountability@ND civilian employees to the Chief

of the Defence Staff does not put them in the aritthain of command. It simply means
that they must respond to his requirements foradand support. Specifically, it means
that the Chief of the Defence Staff may:

« require senior civilian advisors and their staffptovide advice on matters within
their purview,

« all upon civilians in NDHQ and elsewhere to provaigport to those in the
military chain of command, and

« hold them accountable for the manner in which theye executed these duties.

The bottom line is that all personnel are accouattbtheir superiors for the exercise of
Departmental authorities that have been bestowed tigem. Both military and civilian
personnel can occupy positions in the integratedtttre of authority and accountability
that operates within NDHQ and elsewhere. Only anitpersonnel, however, can be in
the military chain of command.

1. Annex A provides information on the statutes, pringples and structures that govern
public organizations and define their role in govenment.

2. Annex B provides an elaboration of the more signifiant legislation affecting
national defence.

3. An order or command is a form of direction given toa member of the Canadian
Forces by his or her military superior which shall,subject to QR&O 19.015 and
19.02, be obeyed. This is different from a "directie”, which is issued within the
structural hierarchy of NDHQ and the Department.
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[I. Minister of National Defence
Individual Responsibility

The Minister of National Defence carries legal mspbility and is accountable to
Parliament for the administration of thational Defence ActheEmergencies Acthe
Emergency Preparedness AttteVisiting Forces AcgttheAeronautics Acfin relation to
Defence), th&€€anadian Forces Superannuation Aitte Garnishment Attachmeand
Pension Diversion Acaind thePension Benefit Division Adtnder these Acts, the
Minister is charged with, among other things:

« the management and direction of the Canadian Farug®f all matters relating
to national defence;

- to act as lead Minister for the National Search Redcue Secretariat; and

- the advancement of civil preparedness in Canadeni@rgencies of all types.

Virtually all decisions and actions taken by Depuaettal and Forces personnel in respect
of theseActsare carried out, directly or indirectly, under tnghority of the Minister of
National Defence. The Minister, who is accountdblParliament for the actions of his

or her officials, expects to be kept fully informefdany decisions or activities by the
Canadian Forces or Departmental personnel thato@ay concern to Parliament or the
public.

Collective Responsibility and Decision-Making

Under the leadership of the Prime Minister, the fners of Cabinet together set the
Government's agenda, policies and priorities. Méngsare collectively responsible and
accountable to Parliament for the policies and g of the Government, and for the
management and delivery of resulting services éqthblic.

In our Westminster system of Cabinet governmentisters are bound by the principles
of Cabinet solidarity. The Minister of National [@efce is obliged to publicly support all
the policies of the Government, and to ensuredhatent and proposed defence activities
reflect the Government's policies and objectives.

It is the Minister's responsibility to bring majdefence proposals - such as a change in
defence policy, a major new operational commitnoerg major capital acquisition - to
Cabinet for discussion and decision. Before defgmoposals are brought forward, other
interested Ministers will be consulted and, jusinregther areas of Government activity,
those proposals may be modified to reflect theifipeoncerns of other Ministers.

This process of debate and collective decision-ngald fundamental to our system of
government. When a portfolio is as substantial asddal Defence, and of such
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potentially great impact on the country, the nemdchreful consideration of the full
range of interests and objectives of the Governnsemiagnified.

Minister's Policy Role

The development and articulation of Canada's defeoticy is among the most
important responsibilities of the Minister of Natal Defence. Defence policy is
developed and set within a larger framework oforal objectives and policy priorities
that are decided by the Government as a whole.

The Minister sets out a defence vision and agemalag reflective of:

« the Government's assessment of the strategic emvent;

the defence needs of the country;

the Government's agenda and priorities; and

what is affordable within the larger fiscal contexthe country.

While many aspects of Canada's defence policy mmain constant over long periods of
time, that policy must always reflect and exprégsgarticular position of the
Government of the day. This may be set out in states by the Government on defence
policy such as a defend&hite Paperor in speeches by the Minister and Prime Minjster
and in Parliamentary debates, answers to questidhe House of Commons or
appearances before Parliamentary Committees.

In developing and articulating Canada's defencieypdhe Minister draws on policy
advice and other support from his or her searaitian advisor, the Deputy Minister of
National Defence. The Minister's senmoilitary advisor, the Chief of the Defence Staff,
plays a key role in the policy process by providaalyice on military requirements,
capabilities, options and consequences. Each isctegb to work closely with the other to
ensure the Minister has the benefit of the bessiptesadvice, based on full and accurate
information about costs, consequences, risks atidrnep

When the Minister or, where necessary the Govertrhas taken a decision, it is the
responsibility of the Canadian Forces and the Dapant to take the necessary action to
give effect to that decision. The Chief of the Defe Staff and the Deputy Minister are
accountable to the Minister for ensuring that thidone by the organizations which they
head.

Minister's Communications Role

The Minister of National Defence is the Governneeptincipal advocate and
spokesperson for defence matters, both within @Galaind externally on its behalf. It is
the Minister's responsibility to explain and torgarsupport for defence priorities,
positions and policies and indeed for the actigitéthe Canadian Forces, for which he
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or she is responsible under the law. This invob&s/e consultation with the public and
Parliamentary colleagues, with defence interesiagg in Canada, and with allies and
partners abroad.

The Minister is supported in this capacity by NaibDefence Headquarters staff and by
Departmental and Canadian Forces personnel aceossd@ and abroad. Together, they

provide information to the Minister and the Minissestaff, and to internal, domestic and

international audiences.
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[ll. Deputy Minister, Chief of the Defence Staff,
and Senior Advisors

As noted above, the Deputy Minister and the Chig¢he Defence Staff are the Minister's
principal advisor§ They provide day-to-day leadership and managewfehe
Department and the Canadian Forces on the MirsdieHalf. They also ensure that the
Minister is fully informed and in a position to &knd direct all required action.

The separate authorities of the Deputy Minister #edChief of the Defence Staff give
rise to different responsibilities. In broad terms:

« the Deputy Minister has primary responsibility fesources, policy and
international defence relations; and

« the Chief of the Defence Staff has primary resgalhisi for command, control
and administration of the Canadian Forces andarnylistrategy, plans and
requirements.

In practice, many issues affecting Canada's defacirdties are decided jointly by the
Chief of the Defence Staff and the Deputy Minister.

Deputy Minister of National Defence (DM)

The Deputy Minister of National Defence is appaihtmder théNational Defence Adty
the Governor-in-Council (i.e. the Cabinet), on #alwice of the Prime Minister. The
Deputy provides the Minister with the broadest gaesxpert support in all of the
Minister's responsibilities, except for partisatifpzal activities. This includes supporting
the Minister in consulting and informing Parliamantd the Canadian public on defence
issues. To this end, the Deputy advises the Minteolicy issues as well as on
management concerns, and manages the Departmbahali of the Minister. More
specifically, the Deputy is responsible for:

« Policy advice. The Deputy plays the central role in formulatimlyiae for the
Minister on policy matters and on alternative meainachieving Government
objectives, and on implementing effectively the &mment's policies and
programs.

« Internal departmental management. The Deputy is authorized in law to carry
out, on the Minister's behalf, the management aretttibn of the Department. In
so doing, the Deputy is naturally subject to thaister's direction. At the same
time, the Deputy is required by law to observeriitial, administrative and
human resources management standards and pragtebtished government-
wide by the Treasury Board or other central agendibe Deputy also exercises
certain powers of human resources and financiakg@ment assigned by law or
delegated directly by the Public Service Commissiothe Treasury Board.
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+ Interdepartmental coordination. The Deputy is an important link for the Minister
to the wider government machinery for policy depeh@nt and decision?making.
The Deputy participates in interdepartmental caasioihs as a contribution to the
overall coherence of government. These interdepantah activities also enable
the Deputy to inform the Minister of initiatives ofher departments that may
affect the defence portfolio, and to advise theistar on issues that may arise in
Cabinet or Cabinet committee discussions.

The Deputy, therefore, has a fundamental duty ppet both the individual and
collective responsibilities of the Minister. In doing, the Deputy is responsible in the
first instance to the Minister. As part of the Dgpsiparticipation in the collective
management of government, the Deputy is also ressiplerto the Prime Minister for
carrying out the policies of the Government as alejand also to the Treasury Board
and the Public Service Commission. This includgg@griate interdepartmental
consultations where other ministerial responsibgiare concerned. In this capacity, the
Deputy is required to inform the Clerk of the Pri@guncil and Secretary to the Cabinet
of any significant matter affecting the Minista®sponsibilities.

Chief of the Defence Staff (CDS)

The Chief of the Defence Staff is charged withdbexmand, control and administration
of the Canadian Forces and advises the Ministalldhese matters - including military
requirements, capabilities, options and the possibhsequences of undertaking or
failing to undertake various military activities.hN&hever required, the Chief of the
Defence Staff advises the Prime Minister and Cdlaivectly on major military
developments. The CDS is thus the senior militawisor to the Government.

Like the Deputy Minister, the Chief of the Defer®mff is appointed by the Governor-
in-Council, on the advice of the Prime Minister€el@DS also has a special relationship
to the Governor General who, as the Queen's repedse in Canada, exercises virtually
all of her powers under the Constitution and, tfeges serves as Commander-in-Chief of
the Canadian Forces. Thus there is in formal tethhagigh not in practice, a direct "line
of command" from the Head of State through the @&l the officers who hold the
Queen's Commission and through them to all mentfete Canadian Forces.

The Chief of the Defence Staff implements Governndegisions involving the
Canadian Forces by issuing appropriate ordersrastcuctions. The CDS is accountable
to the Minister for the conduct of CF activities,\&ell as for the readiness of the Forces
and their ability to fulfil the military commitmesitand obligations of the Government.

Under Part XI of thélational Defence Acthe Chief of the Defence Staff must respond
to requests from provincial Attorneys General fératvis called "Aid of the Civil Power"

- that is, for the use of CF personnel to responckttain types of civil disturbances. This
statutory obligation to respond rests with the GIb8 not the Minister.
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Senior Advisors

Although National Defence Headquarters is an irategh institution, some functions fall
primarily under the responsibility of the Deputyriter while others are primarily the
responsibility of the Chief of the Defence Stafffeédv functions respond in equal
measure to the DM and CDS. The senior staff arewatable to the DM, the CDS or
both in accordance with the functions they exercise

The primary responsibility relationshfpsf the senior advisors to the Deputy Minister
and the Chief of the Defence Staff are as follows:

a. Primarily responsibleto the Deputy Minister

« Assistant Deputy Minister (Policy),

« Assistant Deputy Minister (Finance and Corporateviges),

- Assistant Deputy Minister (Materiel),

« Assistant Deputy Minister (Infrastructure and Eomiment), and
« Assistant Deputy Minister (Human Resources - Cani)

b. Primarily responsibleto the Chief of the Defence Staff

« Chief of the Maritime Staff,Chief of the Land Staff

«  Chief of the Air Staff,

« Deputy Chief of the Defence Staff, and

- Assistant Deputy Minister (Human Resources - Mijifaand

c. Equally responsible to the Deputy Minister and the Chief of the Defence Staff
« Vice Chief of the Defence Staff,

« Assistant Deputy Minister (Information Management),

- Department of National Defence and Canadian Fdregal Advisor (also
responsible to the Deputy Minister of the Departhadrjustice),

« Chief of Review Services,
- Defence Chief Scientific Advisor, and

- Director General Public Affairs.
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DND/CF Ombudsman

The Ombudsman is designated underNh&onal Defence Adb act on the Minister's
behalf, independent of the chain of command, asus&ral and objective sounding board,
mediator and reporter on matters related to theaRe@nt of National Defence and the
Canadian Forces, as described by Ministerial Divest

Judge Advocate General (JAG)

The JAG is appointed by Governor-in-Council and & legal adviser to the Governor
General, the Minister, the Department and the Gandgbrces in matters relating to
military law. Specifically, the JAG is entrustedtiwvihe superintendence of the
administration of military justice. The JAG is resible to the Minister in the
performance of the JAG's duties and functions.

Decision-Making in NDHQ

The Deputy Minister and the Chief of the DefencaffSneet frequently with the

Minister to discuss Departmental and Forces' dis/and emerging issues, and to assist
the Minister in reaching decisichd o assist them in the fulfilment of their
responsibilities, there are a number of commitiedke integrated NDHQ to facilitate

the collective consideration of defence issuesainbns.

- Defence Management Committeeets regularly and is co-chaired by the DM
and CDS. It is used to consider all managementemsadiffecting the strategic
direction of defence and to enable the DM and Cif@ach decisions or to
coordinate decisions and advice to the Minister.

« Armed Forces Counciheets regularly to advise the CDS. It is usedttsitler
broad military matters related to the command, md@ind administration of the
Canadian Forces and to assist the CDS in reaclecigidns.

- Daily Executive Meeting co-chaired by the CDS and DM. It is used taaev
ongoing operations and activities, emerging issuresother pressing matters.

« Program Management Boaid chaired by the VCDS. It is used to provide
resource management oversight.

« Senior Management Oversight Commititeehaired by the VCDS. It is used to
debate and departmentally endorse the Statem&wemiirements for Major
Crown Projects and selected strategic capital pteje

Other more specialized committees and boards, asithe Military Police Advisory
Committee and the Conflict of Interest and Post Bympent Panel, address specific
issues.
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4.

5.

The Minister also has a political staff, who provies politically-oriented advice to the
MND.

Specific responsibilities of the senior advisors porting to the Deputy Minister and
the Chief of the Defence Staff are shown in Annex.d’he military structure of
command is explained in Part | -- Canada's Defenc8tructure, under the section
entitled Military Chain of Command.

There are a number of other organizations which arédunded from within the
defence envelope that report directly to the Minigtr, such as the Military Police
Complaints Commission, the Canadian Forces GrievamcBoard, the
Communications Security Establishment and the Natioal Search and Rescue
Secretariat.
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V. Authority and Accountability

The preceding sections set out, in organizaticrah$, the line o&uthority that flows
downward from Parliament, Cabinet and the Minisfekational Defence to the Deputy
Minister and the Chief of the Defence Staff andtiyh them to every member of the
Department and the Canadian Forces. This line thioaily covers all matters relating to
national defence, including everything from humesources, financial and resource
management to the conduct of military operatiorere is a similar line of
accountabilitythat flows upward from the Department and the @amaForces to the
Minister who, in turn, is accountable to the Priimister and to Parliament.

The purpose of this section is to talk about authand accountability in terms of the
duties ofindividualsin the Department and the Forces. Making the tvgaizations
work well in the service of Canada depends upoh edlitary and civilian person
knowing why a sound authority and accountabilignfiework is critical to their
effectiveness as individual members of the two oizgions, and also to the
effectiveness of the organizations themselves.

Context

In the modern organization, whether inside govemtroein the private sector,

traditional management controls such as rigid ngfvias, detailed policies, prescriptive
rules and processes are changing. Today, muchegresiance is placed on multi-
disciplinary teams, broad policies, eliminatiomoh-essential rules and more permissive
guidelines to enable people to achieve organizatigoals with fewer resources. Good
management and military operational requiremeritgetognize the place of discipline
and of appropriate sanctions for wrongdoing. Bey/thlso stress the positive
connotations of accountability as a tool througholtan organization can learn from

both mistakes and successes.

In general, individuals are being given greatatdde to do their jobs, and in so doing
they gain more personal and professional satisfactn turn, they are expected to
exercise a greater measure of self-discipline aedelify flawless ethical behaviour in
the performance of their duties and in the usesburces. The idea is to deal with
mistakes openly and to use them as opportunitieapeoove individual and
organizational performance.

This is the approach being taken today in the Candeébrces and the Department of
National Defence. The following framework of autipand accountability has been
developed to help defence personnel better perfloem duties. It is intended to
encourage people at all levels to take responsilidr their own actions and for those of
their subordinates. In short, this accountabiligniework enables the defence
organization to work together in a coherent wagdbieve its objectives.
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Principles

The structure of authority and accountability ie ttefence organization is intended to
enable all CF members and all DND employees tddw tluty and to do it as well as
they can. To understand how this works, it is ne@gsto understand what is meant by

the terms "responsibility”, "authority" and "accaoaioility".

Having aresponsibilityinvolves having thauthorityand the obligation to act, including
the authority to direct or authorize others to #also means beingccountablegor how
those responsibilities have been carried out intlgd agreed expectations. In a public
sector organization such as the CF or DND, eacivithehl is obliged taccountfully

and promptly to those who, in the hierarchy, cami@the responsibilities, for the way
they have been carried out and for how the releaatitorities have been used.

Changing dynamics within NDHQ have resulted inrasreased attention to teamwork,
horizontal co-ordination and devolution. Teamwodesl not eliminate the requirement
for hierarchy; a flatter structure does not do awéf specialization; and devolution
does not imply an absence of standards. Thesedésado, however, result in the need for
accountability to be expressed as well in termt%hofizontal" relationships. These
relationships are defined as an obligation to @elservices and inform peers, pursuant to
agreements between parts of the defence establghiiee matrix structure of NDHQ is
grounded in the need for a mutual understandinghait must be done by each of the
parties mandated to participate in achieving resitlis essential that every one of those
responsible for a specific issue both consult antkwvith colleagues who should be
involved. Nevertheless, those responsible remaiowadable for the overall results, even
though they may have collaborated with others itirggethe job done.

Accounting for the use of authority is the meansvbych all members, military or

civilian, "tell their story" up, as well as acro$ise organizational chain. That is,
accounting is a matter of reporting baittions(what is being done to make things
happen) andesults(what is being achieved or not achieved). It sbdhe means by

which people in positions of authority keep abredstevelopments affecting those for
whom they are organizationally responsible. A pragmin of accountability enables
commanders and managers to make necessary adjtstm@nevious orders and
directions to ensure defence objectives are beieigamd standards are being maintained.

Understanding duties requires more than havingtafiresponsibilities on a piece of
paper; it can also involve regular discussion oétihk to be done, and how. It may also
require appropriate education and training. Ressuace always scarce and performance
standards expected of subordinates must reflecteility. In the most general sense, a
proper relationship of authority and accountabilityposes a number of specific
obligations on both supervisors and subordinates.

« Supervisors need to exercise due vigilance andicagsigning tasks, monitoring
their implementation and taking corrective actidmeve necessary. In practice,
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this means giving personnel reasonable leewaydardance with their level of
professional competence.

« Even if supervisors have given greater authority amonomy to subordinates,
they remain responsible and accountable for therecbf those subordinates.
The expectation is that appropriate leeway andertgadership will better
enable subordinates to carry out their duties. Utttemanagement philosophy
represented here, everyone is expected to be rtiergiee to results, to be more
sensitive to people issues and to encourage invevstlutions.

« Faithful support of superiors, co-workers and sdb@tes is essential to carrying
out defence activities. Loyalty to the institutiavhat it stands for, the standards it
upholds and its esteem in the eyes of Canadiarsgaialy important. Failure to
promptly report unfavourable developments can jetipa operations because
corrective action may not be taken soon enough.

In short, giving and receiving an account of whad been done, and why, is the very
essence of the effective organization becauseliles people to take timely corrective
action. This sounds like a simple idea, but makingprk in practice calls for a
commitment throughout the organization to learmfrexperience. This is why all
military members and civilian employees need tdréek with those above and below
them. Together, supervisors and subordinates apeweared to fix - as quickly as
possible - what is not working or not right. No asé¢o be blamed (or praised) or
otherwise held accountable for developmentsrigadonablyare beyond their control.
Every leader should recognize excellent work, apglyinistrative or disciplinary
measures when required and deal promptly with gsgua fair and transparent manner.

Making this framework of authority and accountagilireal” in the Forces and the
Department simply requires all CF members and DNRipleyees to do their duty and to
account to their superiors for what they have ddimés basic credo is a critical element
of leadership and is what makes the Canadian Farwshe Department of National
Defence competent, professional, self-correctimgoizations in which every member
and employee can take pride.

A Final Word

The Minister, Parliament, and all Canadians expgiezCanadian Forces and the
Department of National Defence to use authoritiessely and in keeping with the laws
and values of Canada. They also expect a full atoguyiof CF and DND activities as
and when appropriate. To these ends, the lead¢hg afefence team have committed
themselves to a framework for enhanced authoegponsibility and accountability that:

« rewards those who develop a strong ethic of recgdrioyalty and mutual trust

with superiors and subordinates, who are dedidatélae values and objectives of
the defence team, and who use resources efficiantdywisely;
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treats subordinates fairly and professionally, botrewarding, developing and in
disciplining, so as to instil in them the confidentbat superiors will protect their
interests;

obliges everyone to continuously assess resulis\aath, to learn from experience
and to improve; and

facilitates full understanding and acceptance kreCF member and DND
employee of what it means to exercise authoritypeeesponsible and to account
for results.

Equally important is the personal commitment ofnailitary members and civilian
employees to do their part in contributing to tleéethce of Canada and of Canada'’s
interests at home and abroad. All Forces membetapartmental employees have a
basic duty to:

ensure they understand each assigned task, inglidinature, objective and the
level of performance expected;

be responsible for their actions (and failure taetaction), including orders and
directions given (or not given) to subordinates;

act and give directions within the bounds of tlaeithority; and

provide a timely and full account to their supebaccomplishments and other
significant developments that impact on the usautiority, performance of the
duty or the perception that others might have chtw¥tas been done.

A framework in which authorities, responsibilitigsd accountabilities are clear to
everyone concerned makes it possible for all CF begsnand DND employees to do a
better job in the service of Canada. The resulthelbetter Canadian Forces and a better
Department of National Defence.
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Annex A: Framework of Government

The purpose of these notes is to explain briefyfthmework of government within
which the Department of National Defence and theadan Forces are established and
operate. Understanding this framework is parti¢dulanportant for personnel newly
posted to National Defence Headquarters becabsdpis them to see the legal and
practical context in which they are working. Whaitdws is a summary description of
key concepts and associated terminology.

Constitutional Foundation

The organization and operation of the Departmemaifonal Defence and the Canadian
Forces are fundamentally shaped by Canada's poltystem. In our systerauthority
andresponsibilityare divided between the Legislature (Parliamemt)tae Executive

(the Prime Minister and Cabinet), while an indeparidudiciary upholds the laws of
Canada and arbitrates disputes.

Under the Canadian Constitutidagislative authorityrests with théarliament of
Canada- consisting of the Queen (represented by the Guvegeneral), the House of
Commons and the Senate. Parliament enacts standaggulations that govern public
organizations. An Act of Parliament, tNational Defence Actreated the Department of
National Defence and the Canadian ForEa®cutive government and authonigsts

with theGovernment of Canada- consisting of the Queen (i.e. the Governor Gdhera
aided and advised by the Queen's Privy CounciClorada. By custom, the Government
consists of thérime Minister and other Cabinet Ministers - who are the "active"

Privy Councillors.

Political Structure

Responsible governmentCanada is based on the individual and collectiv
responsibilities of Ministers that derive from baitnvention (i.e. customary practice)
and statute. Collectively, the Prime Minister arab{Det oversee the conduct of national
affairs. Specifically they:

« interpret the needs and wishes of Canadians tblestajovernment objectives
and priorities;

» obtain legislative and spending authority from Rankent to carry out the
Government's program;

« establish a wide range of government policies, twismmplement and elaborate
on the legislated mandates of Ministers - whileegament policies do not require
approval by Parliament, they are, from the pointiefv of departments charged
with carrying them out, as "authoritative' as l&gisn; and
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« with the support of the Public Service and membérsther organizations such as
the Canadian Forces, deliver programs and sertac€anadians.

The Prime Minister is responsible for providing ttuhesion and direction necessary to
the unity of Cabinet - which is essential if thevgoyment is to retain the confidence of
Parliament. The principal functions and exclusiegers (or prerogatives) of the Prime
Minister include:

- leading the process of setting the general direstiaf government poliéy

« deciding on the broad organization of the goverrntraed the roles and
responsibilities of Ministers, recommending to @evernor General senior
appointments, and setting standards of condud#lfoisters; and

- as leader, special responsibilities for nationalisgy, federal-provincial
relations, and aspects of foreign affairs that oo his or her role as head of
government.

Collectively, Ministers advance the Governmentsrata by developing and
implementing government policies and, where necgsaough the passage of
legislation and oDrders in Council The latter are formal actions of the government
pursuant to a provision in a piece of legislatiom@onstitutional convention. This
includes the development of proposals affectingagament of all public organizations.
Ministers, collectively, are also accountable toiBaent for the policies of the
government as well as for the policies and prograhgach Minister.

Individually, a Minister is sworn to carry out thewers, duties and functions of his or
her portfolio. In this regard, Parliament has pded a legislative base for each
department of government. For example,Nagional Defence Adesignates the
Minister of National Defence as the Minister whaasponsible to Parliament for all
matters of national defence. Each Minister alsoagas his or her department in
accordance with the priorities and policies of @Gm/ernment, observing the custom of
Cabinet solidarity. On any given issue, the onumishe lead Minister - e.g. the Minister
of National Defence in matters of defence - to citrend co-ordinate with other
Ministers in developing and implementing a legiskbr policy change. Under Canada's
system of government, Ministers are obliged to atingform and seek approval from
Parliament before making significant changes inag@pental programs and activities.
This obligation, which is a matter partly of lawdgpartly of convention, is a reminder of
the significant role Parliamentarians have in ieflaing government plans and activities.
Ministers explain departmental actions directlytrliament, taking responsibility for
those actions themselves. They do this in debatdseiHouse of Commons, by
responding to questions in the House, Senate tapentary committees, and through
the production and tabling of statutory and otlegorts.

Ministers and other public office holders have &yda be responsive to public concerns

and interests. Among other things, this means giogiinformation to the public on the
programs and activities of their department anthefother organizations for which
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Ministers are responsible under the law. It alsamseensuring that - through public
consultation - advice and options presented tor@dtiake account of public views and
concerns.

Government Decision-Making Central Agencies

Cabinet decision-making as a whole is orienteddsyain | "¢ central agencies provide advice
. . . and support in the conduct of the

key statements of government policy and priorities in p,siness of the government as a

part reflect electoral commitments as well as ongoi  whole. Administrative policies set

developments in national and international affaifse  central agencies guide departmental

Speech from the Throne enunciates the Government'activity.

program for Parliament at the opening of each new

session; it reflects the overall priorities of tiw/ernment

and the Prime Minister. The Minister of Financesaras

e The Privy Council Office is
the Prime Minister's
department and supports

the government's annual budget, reflecting thefisc and co-ordinates Cabinet
framework agreed by the Cabinet. The presidertof t business and policy
Treasury Board subsequently tables the government's development in

detailed expenditure Estimates. All these statesneaith departments.

shape_and reflect the ongoing work of Cabinet &nd i + The Department of Finance
committees. oversees fiscal and budget

matters for the government.
Strategic Planning
* The Treasury Board
Secretariat assists Treasury
Board Ministers in setting
broad policies, guidelines

At the core of the "machinery" established to reach
decisions and manage government affairs is the

Government's annud8itrategic Planning Cycle The and practices regarding the
Cycle is based on special Cabinet meetings - ndynmal administration, organizatic
June, October and January - at which Ministersekevi and management of

programs, finances and

progress in implementing the Government's agenda,
employees.

consider options for managing key issues and ifjenti
priorities for the future. «  The Public Service

Commission oversees the
merit principle and
appointment standards in
. the public service.
Expenditure Management P

e Public Works and

The Strategic Planning Cycle is integrated with the Government Services
Expenditure Management Systenthat was adopted by Canada is the contracting
the Government to facilitate: agency for departments.

« greater consultation with stakeholders;
- critical review of relevance and importance of &rig programs; and

« funding of new initiatives through adjustment ofstixg budgets rather than
provision of new money.
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Development of departmental programs is direcég to the Government's budget cycle
and priorities. The key steps are normally as Wedo

- in the late spring/early summea Cabinet planning session reviews Government
priorities, identifying new initiatives and broadljy options to guide the Budget
consultations;

« in the fall the Minister of Finance consults Parliament,gbblic, Cabinet policy
committees and other stakeholders on the Budgetudtation papers;

« in December/Januarya Cabinet planning session reviews the Minister o
Finance's Budget strategy. Final decisions are rbgdle Prime Minister and the
Minister of Finance;

« in February, the Minister of Finance presents the Budget;

« in March, Treasury Board tables Departmental Reports omsRdad Priorities,
which include Departmental spending estimates sters with the Budget; and

« inthe fall Treasury Board tables Departmental Performanpai®ewhich report
results for the previous fiscal year.

Decisions on Policy

Cabinet authorization is required for all propossfecting the interests of the
Government as a whole - such as legislative chamgss government policies, responses
to parliamentary committee recommendations and msgending proposals. Policy
matters are dealt with in Cabinet and/or its potioynmittees, while administrative
matters are dealt with by the Treasury Board. tinegicase, the process of consideration
involves formal submissions and decision documents.

The key policy document is tiMemorandum to Cabinet (MC). This is usually

prepared by officials in accordance with a Ministelirection and follows a prescribed
format. Interdepartmental consultations are anrgésdgart of the preparation process for
almost every MC. In addition, the development ofanpolicy proposals will often
require prior public consultation and acknowledgetwd the views of Parliament. The
final MC is normally circulated to all Ministers hige Privy Council Office before it is
discussed at the appropriate Cabinet committee CHtgnet committee's report (CR) is
subject to confirmation by Cabinet. Records of lfubecisions (RDs) are recorded and
circulated to all Ministers and their deputies, &tion under Ministers' individual
authority.

The key administrative document is theeasury Board Submission This may be used,
for example, by a department to obtain authoritggend, to enter into major contracts or
to implement major organizational changes. TreaBagrd decisions are set out in a
document called a "Minute of the Treasury Board&aBury Board also has implicit
authority under the National Defence Act with regge military pay and allowances.
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Resources

The resources to carry out government programprareded by Parliament. Expenditure
plans, which have been developed through the ExppeadManagement System and
fully reflect Cabinet's priorities, are presentedParliament in the form of Estimates.
Once satisfied, Parliament provides the necesgmyding authority for government
actions. The National Defence budget, for examplset out in legislation called an
Appropriations Ac{or usually a "supply Bill").

Conduct of Public Officials

The fundamental principles applying to the conaigiublic officials are long-
established. There is a legal obligation to obs#medaw and a professional obligation to
conduct oneself in a manner that will bear theedbgublic scrutiny. Today, ethical
conduct is subject to more intense public scrutitan ever before, not least because of
the public right of access to information acrosgde range of Ministerial and
government activities.

Values

The values of serving in the public interest andwgporting a parliamentary democracy
will always remain central to the role of the paldiector. In the past, as in the future,
these values are the foundation of the public secto

- Loyalty to the public interest as represented andnterpreted by the duly
elected government of the landLoyally helping Ministers, under the rule of
law, to serve the public good requires: respecfuindamental democratic values,
such as accountability to Ministers and, througinthto the citizens of Canada;
support for the government of the day; and resfoedhe rule of law and due
process.

« Service to Canada and CanadiansThis is about values such as excellence,
professional competence, quality and efficiencybllservants must constantly
renew their commitment to serve Canadians by enh@grice quality of service,
by adapting to changing needs and by improving ycodty.

- Ethical values such as honesty, integrity and proby. While these values are
no different from those found in other sectorsafisty, they take on a particular
meaning in the Canadian Forces and the Public &mwihere they mean the
ability to hold a public trust and to put the commgood ahead of any private or
individual self-interest.

« People values such as fairness and equifgecause citizens in a democracy are
equal bearers of rights and duties, it is a priecgh public service that citizens
should be treated equitably and not with speciabdia to some. Balancing the
interests and preserving the rights of citizena fair and equitable manner is
fundamental.
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Adherenceto Rules

The Department of National Defence and the Candéisoes function within the bounds
of existing laws and government policies - incliglmanagement and human resources
policies adopted by the Cabinet and the TreasugrdBand administered by the central
agencies.

Of special importance is thi@onstitution including theCanadian Charter of Rights and
Freedomsand various supporting statutes, regulations, aidtnative orders and
conventions governing the decisions and actionmibfic servants and military
personnel. While th€harterdefines the rights and obligations of all Canasljdhe
Criminal Codeas well as other federal and provincial statutessapporting regulations
establish more detailed standards of conduct. Saws such as thidational Defence
Act, set out the authorities and responsibilitiesartipular government agencies, while
others, such as thiienancial Administration Agtestablish the framework within which
all departments and agencies must manage theirsaffanally, Canada adheres to
various international treaties, conventions andquals, some of which have significant
implications for employees of the Department ofidlzl Defence and members of the
Canadian Forces. Annex B briefly describes legmtabaving particular importance for
the Department and the Forces.

The Minister of National Defence may, for example tasked to provide Canadian
Forces units and Departmental resources to helfenmgnt a decision of Cabinet. In so
doing, he or she acts pursuant to the authoritigasd to him or her under the National
Defence Act. Similarly, the Chief of the Defencafg§tthe Deputy Minister (and, in turn,
other officials) would be acting pursuant to sped#égislative authority or - more likely -
authorities delegated from the Minister when cagyout his or her direction. In carrying
out their responsibilities, public office holder§iinisters, public servants and members
of the Canadian Forces - operate within an estadddisramework of law, government
policy and management practices.

Defence personnel and former personnel are suigjelce Conflict of Interest and Post
Employment Code for Public Office Holders. The map of this Code is to enhance
public confidence in the Public Service by estdiitig clear rules of conduct to minimize
the possibility of conflicts arising between pri@anterests and public duties. The Code,
which is set out below, requires public servantddavhat is necessary to avoid any real,
potential or apparent conflicts of interest.

Conflict of Interest and Post Employment Code
Employees shall perform their official duties amdhage their private affairs in such a
manner that public confidence and trust in thegnity, objectivity and impartiality of

government are conserved and enhanced.

Employees have a professional obligation to ae manner that will bear the closest
public scrutiny, an obligation that is not fullysgharged by simply acting within the law.
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Employees shall not have private interests whialiccbe deemed to be a conflict of
interest, other than those permitted pursuant eoe@ode, that would be affected
particularly or significantly by government actiomswhich they participate.

On appointment to office, and thereafter, emplogdedl arrange their private affairs in

a manner that will prevent real, potential or appat conflicts of interest from arising,
but if such a conflict does arise between the peivaterests of an employee and the
official duties and responsibilities of the empleythe conflict shall be resolved in favour
of the public interest.

Employees shall not solicit or accept transfere@dnomic benefit, other than incidental
gifts, customary hospitality, or other benefitsiofminal value, unless the transfer is
pursuant to an enforceable contract or propertyhtigf the employee.

Employees shall not step out of their official Bote assist private entities or persons in
their dealing with the government where this waelsult in preferential treatment to any
person.

Employees shall not knowingly take advantage dbemefit from, information that is
obtained in the course of their official duties aedponsibilities and that is not generally
available to the public.

Employees shall not directly or indirectly useaiow the use of, government property
of any kind, including property leased to the gowmeent, for anything other than
officially approved activities.

Employees shall not act, after they leave publiicefin such a manner as to take
improper advantage of their previous office.

7. Government policy can be understood as a set of &mts and objectives - prescribed
by or on behalf of the Prime Minister and Cabinet -that govern decisions and
activities of Ministers and other officials in implementing the Government's agenda
or in providing public administration.

27 of 39



Annex B: Legislation and National Defence

The following is a brief description of the stawtend regulations of greatest relevance to
the Department of National Defence and the Candémsoes. These laws affect
organizations and individuals in Canada in a watege of different ways.

Laws Defining the Framework of Rights and Obligationsin Canada

« TheConstitution of Canada sets out the power and jurisdiction of the Federal
Government.

« TheCanadian Charter of Rights and Freedoms provides guarantees that are
subject only to such reasonable limits prescribethty as can be demonstrably
justified in a free and democratic society. Thedamental freedoms are those of:
conscience and religion; thought, belief, opiniond @xpression (including the
press and media); peaceful assembly; and assaotidi@Charteralso prescribes
basic rights for individuals related to: democravernment; mobility in
Canada; legal matters; equality regarding racepmator ethnic origin, colour,
religion, sex, age or mental or physical disakilégd minority language
education.

- TheEmployment Equity Act is designed to achieve equality in the workplaxe s
that no person shall be denied employment oppditsnor benefits for reasons
unrelated to ability and, in the fulfilment of thgal, to correct the conditions of
disadvantage in employment experienced by womearjgibal peoples, persons
with disabilities and members of visible minoritieg giving effect to the
principle that employment equity means more thaating persons in the same
way but also requires special measures and therawodation of differences.

« TheAccessto I nformation Act provides a right of public access to information i
records under the control of government institigisubject to certain necessary
exceptions limited and specified in law. The Miarsis ultimately responsible for
the application of the Act within a portfolio. De@ns can be reviewed by the
Information Commissioner, and finally by the Fedi€aurt. Of course, potential
embarrassment is not grounds for withholding infation that should properly be
disclosed. Each department has established intexpaitise and management
systems for responding to Access requests. Ther@Gment's communications
policy (developed by the Treasury Board) complemé&mtAct by directing
departments to:

o provide timely, correct information to the publan@ within government),

o determine public views and concerns, and
o enable answerability, visibility and accessibility.

- ThePrivacy Act protects the privacy of individuals regarding imf@tion about
themselves that is collected, held and disposdxy giovernment institutions. The
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Minister of National Defence, for example, mustdgbby the conditions set out in
the Act under which personal information on Depaibof National Defence
and Canadian Forces personnel can be disclosed.

TheOfficial Secrets Act prohibits, inter alia, the communication of infation in
any manner prejudicial to the safety or intere$Sanada.

TheCriminal Code identifies prohibited acts or omissions and asgedi
sanctions.

Laws Defining Responsibilities and Authorities of National Defence

TheNational Defence Act gives the Minister of National Defence authority t
manage and direct all matters relating to natioleénce and the Canadian
Forces. This "national defence"” mandate is furtiefined in the Government's
defence policy Additional elaboration is provided in documenibmitted to
Parliament seeking spending authority, and parlidarg approval of the
Estimates implies agreement that they are witheénntlandate of "national
defence".

The Emergency Preparedness Act gives the Minister Responsible for Emergency
Preparedness - currently, the Minister of Natiddedence - the mandate to
develop and implement civil emergency plans. OMigristers are tasked to
develop civil emergency contingency plans in tihespective statutory areas.

The Emergencies Act provides the Government with additional powers tken
orders and regulations once the Government deckanesional emergency
related to the public welfare, public order, intgranal security or armed conflict.
The Government is obliged to seek parliamentaryiguoation of the declaration
within seven days. These orders and regulation®baiously have a major
impact on public organizations such as the Candelieices.

The Aeronautics Act governs the use of Canadian airspace and, foersatt
related to defence, assigns relevant responsasilib the Minister of National
Defence.

TheFisheries Act deals with the management and protection of fisbks. It
provides authority for the Department of Fisheaad Oceans to call upon the
Canadian Forces and others for assistance.

Laws Defining How Government Departments Manage Their Affairs

TheFinancial Administration Act is the principal statute governing the
management of departments and agencies and thisiproand use of public
funding by those organizations. The Act createdTiteasury Board (and its
Secretariat) and gave the Board the broad mandtate o
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o organization and general administration of the Rubérvice;
o determination and control of establishments (t&ffiag levels);

o financial management (including collection, managetrand
disbursement of public money; and format of accent

o public service human resources management, ingudnmmns and
conditions of employment; and

o management of public property (including contragtmd protection of
assets).

TheAct gives the Treasury Board the authority to appmdi/expenditures of funds.
While the Board has delegated some of its authtwijepartmental Ministers, Treasury
Board Submissions are still required for all maggpenditures.

The Department of Public Works and Government Services Act governs
contracting for goods and services. The MinistéPwlblic Works and
Government Services establishes regulations aadges major contracts while
individual Ministers are delegated authority to egye contracts up to certain
limits.

TheFederal Real Property Act gives Ministers authority to acquire, lease, led a
dispose of land and buildings in their custody.

The Canadian Environmental Assessment Act stipulates that new initiatives
affecting the environment, including proposed deéeprojects and activities,
must have an assessment carried out before thelyecamplemented. The
Government has decreed that assessment of polangek is also required.

The Canadian Environmental Protection Act obliges the Government to take
preventative and remedial measures in protectiagtivironment and makes
individual civilian and military members liable ftneir actions.

TheAuditor General Act establishes the Auditor General as an "agent of
Parliament" with the responsibility to scrutinizepadrtmental programs and
expenditures. The Auditor General is required tasgeParliament of
wrongdoing, inefficiencies and non-compliance welgulations and procedures,
and to assess program effectiveness. The Act dgastablished the position of
Commissioner of the Environment and Sustainablesid@ment and tasked
departments to develop and report their "sustagndeVelopment strategy”
through the Commissioner.

ThePublic Service Employment Act created the Public Service Commission and
made it responsible for appointments and selestiandards, as well as staff
training and development programs. While the Corsimrscontinues to oversee
the development and placement of senior publicasgsvand implementation of
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the "merit" principle in departments, authority lieeen delegated to deputy
ministers and agency heads to manage most acetatsd to the creation and
staffing of positions.

- ThePublic Service Staff Relations Actlesignates the Treasury Board as the
"employer" of the public service, making it respibites for all collective
agreements. Administration of agreements and oggmnsultation with unions
is the responsibility of deputy ministers and agemeads.

- TheOfficial Languages Actdefines the obligations of federal agencies to
provide various services to Canadians in both iafflanguages. It assigns to the
Treasury Board the responsibility for general dimtand co-ordination of policy
and programs in this area.

I nternational Treaties and Obligations affecting Defence Operations

- International Treaties, Conventions, and Protocolghat are ratified by
Parliament and remain in force are binding on tnegiment and, therefore, on
affected departments.

+ Of special significance to Canadian defence are:
o the Charter of the United Nations;
o the North Atlantic Treaty;
o the Conventional Forces in Europe Treaty; and

o Conventions and Protocols dealing with armed coindéind use of
weapons (such as the Geneva Convention).
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Annex C: Senior Advisors

Vice Chief of the Defence Staff (VCDYS)

The VCDS has three distinct roles within the NDH@Qi&ture:

as stipulated in the National Defence Act, the VGi2& as CDS in the latter's
absence;

as Chief of Staff to both the DM and the CDS, teD& co-ordinates cross-
boundary issues, helps to resolve differences ar@ogp Principals and
Environmental Chiefs of Staff, and provides suppoithe DM and CDS; and

as the senior resource manager at NDHQ, the VCD8@gs and oversees the
Department's strategic management and planningegsand generates planning
options and guidance to meet overall defence dlgsct

The VCDS also reviews and oversees security anithnyipolice operations, and
manages cadets and safety policy.

Assistant Deputy Minister (Policy) (ADM (Pal))

The ADM (Pol) is the principal source of defencdigoadvice and is responsible for:

the analytical basis and policy options, as wekldgce on and support in the
formulation and execution of defence policy;

advice and support in dealing with Cabinet andi&aent;
advice and support on international defence raiatio

advice on managing issues bearing on national anidyrelations with provincial
governments;

coordination of national policies and departmergidtions with Foreign Affairs,

the Privy Council Office, the Cabinet and Parliaten

assistance in fostering and nurturing a national pbexpertise and interest in
defence and international security issues;

management of the Department's bilateral and ratétihl defence and
international security relations, including reprasg¢ion of Canada at UN, NATO

and other meetings and on committees of thoseutistis; and

management of the Military Training Assistance Paog offered to Partnership

for Peace nations and a number of developing cesntr
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Assistant Deputy Minister (Finance and Corporate Services) (ADM (Fin CS))

The ADM (Fin CS) is the senior financial officer thie Department of National Defence
and the Canadian Forces. The ADM (Fin CS) is resiptanfor providing independent,
objective financial-analysis and advice with resgeche operations and activities of
both the Department and the Forces. Specific respitities include:

« providing a framework for sound financial managet@rd comptrollership
services across DND and the CF;

« assuring probity and compliance with financial &giion (e.g. the Financial
Administration Act);

« providing the necessary support to develop strat@gancial and budgetary
planning options;

« ensuring effective systems support for resouraeation, and the effective
control of public funds and departmental assets;

« ensuring the implementation of and adherence ttoaeagency policies, and
ensuring that parliamentary and central agencyi@ information requirements
are met;

« providing support services for all units within tNational Capital Region and CF
units assigned abroad, and corporate services tsQj@nd

- providing advice in respect to the Privacy and Asc® Information Acts.
Assistant Deputy Minister (Materiel) (ADM (Mat))

The ADM (Mat) is responsible for ensuring effectivmateriel acquisition and logistics
support to the CF and the DND. This involves a mejte in the planning and
implementation of the Long-Term Capital Equipmelatn?the National Procurement
Plan to sustain in-service equipment, and logigilaaning and support operations in
general, including:

+ developing and managing the materiel acquisitiahsupport process for the
Forces and the Department;

+ developing and implementing logistics plans in sarppf the operational
deployment, sustainment and redeployment of thedsopr

« contributing to the development of both Capitallasijion and National
Procurement support plans and managing the budggiese two corporate
accounts;

- controlling and administering approved equipmenjguts;
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« maintaining overall design authority of Forces'ipquent and systems and
providing certain aspects of engineering and maantee, repair and overhaul;

+ disposing of equipment;
« managing the research and development program; and

« overseeing defence materiel relations with otheeganment departments and
agencies, and with other governments and intenmatiarganizations.

Assistant Deputy Minister (Infrastructure and Environment) (ADM (I E))

The ADM (IE) is responsible for the standard ofastructure and environment support
provided to the CF and DND. This involves the settf policies for the delivery and
maintenance of realty assets and providing adwicefoastructure and environment
matters. In addition, the ADM (IE) is responsibbe feporting on how effectively and
efficiently realty assets are being managed. Th&QB) is responsible in particular for:

» developing and implementing Departmental poligeans, and procedures for
realty assets, fire protection, the environmend, munclear safety programs;

« developing and implementing Department-wide perforoe measurement
systems and reporting requirements for realty aset environment, and nuclear
safety;

« managing corporate real property and the Corpdatronmental Program
« implementing construction projects;

- developing environmental strategies and policied, @omoting compliance with
environmental legislation;

- providing advocacy and advice on fire protectiamlaar safety, environmental
management, and aboriginal affairs;

- establishing the requirements for the Departmevitalear Safety Program,
including nuclear safety policy (the Director GealdMuclear Safety (DGNS) is
equally responsible to the Deputy Minister and@ingef of the Defence Staff for
regulating all nuclear safety activities and equepiin DND and the CF); and

- overseeing the Canadian Forces Housing Agency loalfbef the DM.

Assistant Deputy Minister (Human Resources ? Civilian) (ADM (HR-Civ))
The ADM (HR?Civ) is responsible for:

+ identifying issues of critical importance to ciaili human resource management
and developing strategic plans to ensure an efeetnd sustainable workforce;
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providing human resource monitoring, managemenicadnd strategic guidance
on civilian human resources matters affecting DMD &F objectives;

developing civilian human resource policies andgpans that support
government strategic objectives and DND and CFgyoal

providing human resource services in support adualmanagement relations,
awards and recognition, recruiting, classificatistaffing, education, training and
professional development, career management arattdeg'retirement of DND
personnel;

managing corporate civilian human resource progrsuch as Employment
Equity and Employment Assistance Program;

maintaining and promoting effective relations wather government departments
and central agencies as well as unions at thenadtievel; and

shared accountability between ADM(HR-Civ) and ADNRHWIl) for managing
Official Languages and conflict resolution as vasdloverall HR Strategic
Direction for DND and the CF.

Chief of the Maritime Staff (CMYS)

The CMS is responsible for:

exercising command of Maritime Command in accordamith the Canadian
Forces Organizational Orders and as directed bZD®;

generating and maintaining operationally-ready timae forces;

providing advice on maritime force matters affegtsecurity, national defence
and the Canadian Forces;

providing inputs to the development of force stmuetoptions and providing input
from Maritime Command to the development of plamd taskings for CF
operations;

exercising command of assigned forces conductirggfgeneration and routine
operations; and

exercising command of other forces that may begassi.

Chief of the Land Staff (CLS)

The CLS is responsible for:

exercising command of Land Force Command in acomelavith the Canadian
Forces Organizational Orders and as directed bZ®;
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generating and maintaining operationally-ready l&mdes;

providing advice on land force matters affectingusity, national defence and the
Canadian Forces;

providing inputs to the development of force stmuetoptions and providing input
from Land Force command to the development of péanastaskings for CF
operations;

exercising command of assigned forces conductingefgeneration and routine
operations; and

exercising command of other forces that may begassi.

Chief of the Air Staff (CAS)

The CAS is responsible for:

exercising command of Air Command in accordancé wie Canadian Forces
Organizational Orders and as directed by the CDS;

generating and maintaining operationally-readyaices;

providing advice on air force matters affectinguséyg, national defence and the
Canadian Forces;

providing inputs to the development of force stmuetoptions and providing input
from Air Command to the development of plans amsttitegs for CF operations;

exercising command of assigned forces conductingefgeneration and routine
operations; and

exercising command of other forces that may begassi.

Deputy Chief of the Defence Staff (DCDYS)

The DCDS provides operational direction to Canadiarces in the field in non?routine
and contingency operations and is the focus fegrated military planning and
operations at NDHQ. The DCDS is responsible forettgying plans and taskings for CF
non-routine and contingency operations, and recamdimg the allocation of military
resources required to effect such operations. TBB®is responsible in particular for:

exercising command and control of non-routine amttingency operations on
behalf of the CDS;

ensuring the effective production and disseminatibtefence and scientific
intelligence;
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overseeing Emergency Preparedness Canada on betta@fDM; and

overseeing joint responsibilities such as out-ofi&ka activities, joint programs
and common doctrine.

Assistant Deputy Minister (Human Resources - Military) (ADM (HR-Mil))

The ADM (HR- Mil) is responsible for:

developing military human resource policies thatpart government objectives
and DND and CF missions;

providing human resource advice and strategic guel@n military personnel
matters affecting DND and CF objectives;

developing military human resource plans and progrto support DND and CF
objectives, including plans for mobilization;

providing military human resource services in suppbrecruiting, education,
training and professional development, terms ofises/career management and
release of CF members;

providing personnel services that support the nepisdiritual and physical
well?being and quality of life of CF members;

generating and maintaining health services to Cbegs in Canada and on
deployed operations;

maintaining operational nuclear, biological androleal response capabilities;
ensuring CF compliance with Government of Canadaaruresource legislation;
managing corporate human resource programs sudlstasy and Heritage;

maintaining effective relations with other govermmdepartments and central
agencies; and

shared accountability between ADM(HR-Civ) and ADNRHWIl) for managing
Official Languages and conflict resolution as vaadloverall HR Strategic
Direction for DND and the CF.

Assistant Deputy Minister (Information Management) (ADM (I1M))

The ADM (IM) is responsible for ensuring effectiaad efficient information
management and exploitation of information assethe support of the missions and
operations of the Department and the Canadian Boftgs involves a major role in the
planning and implementation of the IM portion oé thong Term Capital Equipment
Plan as well as direct IM/IT support for day-to-da)D and CF operations including:
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« setting strategic direction and plans for effectivewithin DND and the CF;

- providing leadership, standards, policies, anditecture for the conduct of
IM/IT projects, their subsequent implementation amdntual use in operations;

« providing common information management servicessupport to meet the
corporate needs;

« providing the single Department focal point foriategrated information
management environment;

- directly providing operational extensions of DNDdahe CF information
environment in support of CF missions at home dndad,;

- providing leadership and services in the broadesehaformation operations to
meet the mission needs of DND and the CF; and

« providing a single departmental coordination archfg@oint for IM/IT
interactions and interfaces with other Governmegpdtments and Canada's
allies.

Judge Advocate General (JAG)

The JAG is appointed by Governor-in-Council andé & legal adviser to the Governor
General, the Minister, the Department and the Gandgbrces in matters relating to
military law.

In addition, the JAG is specifically entrusted wiitte superintendence of the
administration of military justice.

The JAG is responsible to the Minister in the perfance of the JAG's duties and
functions.

Department of National Defence and Canadian Forces Legal Advisor

The DND and CF Legal Advisor, a unit of the Depatitnof Justice, provides legal
advice to the Department and Forces on matters tithe military law and the military
justice system, in accordance with the Departmé&dustice Act. The DND/CF LA is the
primary legal service provider in the areas ofd&give and regulatory services, pensions
and finance, claims, materiel procurement, envireninand real property, civilian labour
relations, public laws including human rights, imf@tion and privacy matters and
intellectual property issues.

Chief of Review Services (CRS)
The CRS assists senior level DND and CF managerteaders in meeting their

mandates by providing expertise and advice on n&neagt practices, carrying out
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program evaluations and conducting independentgudcluding investigations of
suspected misuse of resources. The CRS also peoaiderporate ethical and conflict of
interest focus.

Defence Chief Scientific Advisor

The Chief Research and Development (CRAD) in tlpacity as Defence Chief
Scientific Advisor provides science and technolagyice to the DM and the CDS. It is
planned that the CRAD organization will become ecsgd operating agency or defence
agency and that the new position of Assistant Deplihister (Science & Technology)
will fulfil the role of scientific advisor.

ADM(PA) - Assistant Deputy Minister (Public Affairs)
The ADM(PA) is responsible for the management basgpects of defence-related public

affairs. This involves communicating and promotimglerstanding of defence policies,
programs and activities to the public and integndlmembers of the Defence Team.
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