




This report fulfils the mandate of developing a management and accountability framework for the
Quebec Federal Council (QFC) and the tools required for its implementation. The mandate is part of the
second phase of the modern comptrollership project. Sponsored by the QFC and carried out under the
supervision of the director general of the QFC Office, the project was made possible by funding from
the Comptrollership Modernization Directorate of the Treasury Board of Canada Secretariat. 

The first phase of the project was completed in 2001–2002 and consisted in a review of literature on
various horizontal management models. The second phase narrows the focus to integrating financial
and non-financial performance information into the QFC’s planning and management process via a
results-based management and accountability framework. Such a framework would improve the QFC’s
strategic decision-making and strengthen its ability to demonstrate accountability. Phase ll of the
project began in September 2002 and will conclude at the end of fiscal 2003–2004. 

Modern comptrollership is defined as a set of principles derived from a new way of thinking or
management method. One of its principles is that stewardship of public resources should no longer be
the sole domain of specialists; it must become a management function. Every modern manager, from
the front line to the executive committee table, has to be capable of making decisions that bring
together:

– Integrated financial and non-financial information

– Sound risk management

– Appropriate controls

– Public Service values and ethics

Our project focusses on one of the four pillars of modern comptrollership: the integration of financial
and non-financial information. However, all the pillars are taken into account, as they form a complete
whole.

In February 2003, the Treasury Board of Canada Secretariat published a manual for regional managers.
Entitled Managing Collaborative Arrangements, the manual outlines the various key aspects one must
consider to effectively establish and manage one or more partnership agreements. Our process is a
continuation of such a work, but places particular emphasis on managing all partnerships created by a
regional federal council. 

Foreword



To fulfil the mandate described above, a working group composed of members of the QFC Office and
representatives of a number of federal institutions was created. Subgroups were occasionally formed to
carry out specific aspects of the work. Three committees also volunteered to test the various tools and
approaches: the Policy Committee, the Middle Managers’ Network and the Quebec Federal Council on
Information Technology. The Canada Customs and Revenue Agency agreed to create a management
chart (a computer tool used to support the implementation of the management and accountability
framework.)

Notes

– Unless otherwise indicated, the activities and projects described in this report are being carried
out in Quebec with federal institutions and employees from that region.

– The Management and Accountability Framework is constantly changing. This report covers work
done as of December 2003. The framework may be amended, which would entail changes to the
report.
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Management and accountability

A management framework is a set of methods placed at the disposal of the managers of a company or
institution for the purpose of achieving objectives. The term “accountability” refers to the requirement
that managers be answerable for the manner in which they carry out their assigned responsibilities. A
management and accountability framework would therefore be a set of methods placed at the disposal
of managers to help them achieve objectives and be accountable for their assigned responsibilities. 

In 1999, the federal government published a management and accountability framework entitled
Results for Canadians: A Management Framework for the Government of Canada. Although very
general in nature, the document sets out four major commitments:

– The government’s efforts to develop, assess or apply a program or initiative must have a
citizen focus

– The management of federal institutions must be based on results

– Managers must comply with the values of the Public Service

– The government must ensure responsible spending

There is some overlap between these commitments and modern comptrollership principles. The
Comptrollership Modernization Directorate of the Treasury Board of Canada Secretariat has been given
a mandate to work with federal institutions to integrate financial and non-financial information relative to
performance and risk management. The Branch must also ensure that results-based control mecha-
nisms are put in place.

Needs

Treasury Board’s Policy on Transfer Payments makes the development of a results-based management
framework mandatory for some categories of programs involving transfer payments. However, the
requirement does not apply to regional federal councils. 

The horizontal activities of federal councils are specialized. More often than not, they arise from a
desire for action on the part of employees of various federal institutions. The participation of the institu-
tions varies depending on their mission and size and the nature of the issues. If they are to maintain or
increase their commitment, institutions must have a vested interest in the outcome. It is therefore essen-
tial that they know whether the activities of federal councils really do make a difference and, more
specifically, whether their investment will pay off. 
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The QFC’s management and accountability framework seeks to address these information needs. The
framework is currently in the experimental stage but is expected to do the following in the short term:

– Increase the efficiency and effectiveness of all QFC activities

– Report on the efforts and investments made by the institutions

– Demonstrate the QFC’s value-added contribution

– Facilitate the implementation of new initiatives

– Clarify the roles and responsibilities of the various committees

– Specify the expected outcomes

– Promote consistency with the federal government’s management model

The outcomes of the project could serve as a guide for the management of federal councils in other
regions.

Information

The Government of Canada’s management framework specifies that managers must:

– Define the strategic results to be achieved

– Focus on achieving outputs

– Regularly and objectively measure performance

– Take advantage of the information collected

– Change their activities to enhance their efficiency and effectiveness 

Since the publication of the government’s management framework, the Treasury Board of Canada
Secretariat has developed a number of tools to facilitate the implementation of the framework in federal
institutions. Our analysis of these tools has shown that the following types of information must be
collected, analysed and used:

– A profile of initiatives, ie, a concise description of the initiatives and their rationale, target
clientele and expected outputs

– A logic model of the initiative, ie, the logical links between expected outputs, invested
resources and activities carried out

– Data on ongoing performance measurement, ie, indicators that will report, on an ongoing
basis, on outputs and achieved outcomes

– An in-depth analysis of the initiatives, ie, an assessment of their relevance, success and cost
effectiveness

– A record of good practice, ie, the identification of lessons learned and best practices, for the
purpose of improving performance

Conveying performance information in a structured way using reports was also advocated.



However, it is necessary to approach the various types of information in the light of each institution’s
specific situation, which is why a specific strategic approach is needed. In the QFC’s project, the infor-
mation collected has to focus on two key aspects: 

– Improving the QFC’s ability to manage horizontal activities by linking financial and non-finan-
cial information to outputs

– Improving the ability of committees to structure their initiatives based on a measurable
approach

Obstacles

However, our approach does involve a number of challenges and constraints:

– Horizontal initiatives are many and varied

– The duration of initiatives and their level of progress vary

– The number of institutions is high

– The lack of precedents and background information makes it necessary to innovate

– Determining costs chargeable to participating institutions can be touchy

– Contributions made by institutions are often informal 

– Capacities are generally limited (availability of committee co-ordinators, resources needed to
update information)

– Computer systems have to meet each institution’s security and confidentiality standards

– Simplicity have to be preserved

– Expectations are high

Report

Lastly, it should be mentioned that the purposes of this report are to: 

– Report to the Treasury Board of Canada Secretariat on the work completed

– Present the choices made 

– Produce a reference document for management chart designers (a computer tool related to
the project), instructors, QFC Office planning officers, QFC committee co-ordinators, federal
councils in other regions, and any federal institution wishing to build on our work 
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The QFC and its members

Like the other regional federal councils, the QFC has been in operation for 20 years. In the beginning,
the QFC was primarily an information-sharing forum, but it took on a broader role during the program
review conducted in the mid-1990s. At that time, the central agencies recognized that federal institu-
tions in the regions could play a pivotal role in developing policies, co-ordinating communications and
trying out new modes of program and service delivery. 

As specified in its mission statement, the QFC is “a network of mutual co-operation, support and joint
action for resource mobilization to better serve citizens, foster sound management and promote federal
endeavours.” The QFC brings together the top-ranking officials of some 30 federal institutions in
Quebec to:

– Address common concerns

– Share information

– Share best practices

– Take a stand on regional issues and lobby at the national level 

The QFC’s Executive Committee has 10 members. Its charter has been amended a number of times
and sets out the QFC’s:

– Membership

– Mission, vision and values

– Terms and principles of operation 

See Appendix 1 for a list of the QFC’s member institutions and current and potential partners.

The QFC Office

The QFC Office is composed of an Executive Director and an associate director, administrative staff
and co-ordinators. Its purpose is to support QFC members, manage a number of initiatives, support
activity planning and follow-up, communicate information, take part in consultations, share expertise
and co-ordinate budget submissions. 

Chapter 1

Portrait of the Quebec Federal Council
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Committees

About twenty committees are directly and indirectly involved in furthering the QFC’s directions and
priorities (see Appendix 2 for a list of committees). All the committees produce action plans and activity
reports on an annual basis. Their members come from a variety of federal institutions who share
common objectives and interests. 

The committees support their members’ development by meeting their learning needs, sharing informa-
tion during their regular meetings and providing networking opportunities. They also provide tangible
support for the institutions by promoting the sharing of best practices and carrying out interdepart-
mental projects. 

Each committee includes a QFC member (sponsor) and a co-ordinator, who is generally in charge of
following up on and managing the group’s activities, in addition to the duties he or she assumes within
his or her institution. 

The QFC also has 10 regional round tables, which practise horizontal management depending on the
context in which they operate and their concerns. 

Funding

The QFC’s official budget covers roughly one third of the actual costs of its activities. The QFC receives
funding from the following sources:

– Member institutions (dues)

– Treasury Board of Canada Secretariat

. Basic budget

. Special budgets (projects and activities)

– Public Service Commission of Canada and the home institutions of QFC Office co-ordinators

. Career Assignment Program

. Management Trainee Program

Two thirds of the QFC’s budget is made up of resources provided by the institutions for the committees’
various activities.

In 2001, the QFC reviewed its mandate and focussed on funding co-ordination activities (creating co-
ordinator positions within the QFC Office to support interdepartmental activities) and strengthening its
ability to develop strategic plans and priorities. In this way, a multi-year planning process was imple-
mented. The QFC has identified four key priorities for supporting committee initiatives between now
and 2006.

– Human resources
As an employer of choice and a learning organization, ensure the recruitment, retention and
development of employees in an inclusive public service where employees’ well-being is
paramount. 
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– Service delivery
As a network of mutual co-operation, support and joint action, improve service delivery to
better serve the public.

– Horizontal governance
Contribute to developing governance by adopting efficient, modern horizontal management
methods and encouraging the integration of regional viewpoints in the development of
national policies.

– Targeted initiatives
Provide leadership in the joint implementation of horizontal initiatives for designated client
groups and areas.
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Chapter 2

Overview of the Management 
and Accountability Framework

Basis

The working group in charge of defining a management and accountability framework (a modern
comptrollership-related project) met on several occasions in fall 2002. Early on, the members agreed
on a number of considerations that would direct their work:

– Their work would build on the foundation of the QFC’s strategic planning process

– The development of performance indicators would be a significant component of the project

– The development of a logic model would make it possible to establish a shared vocabulary

– A variety of tools, including a management chart, would need to be developed to support
the work of committee co-ordinators and communicate outputs

Besides approving the work carried out by the group, the QFC set an additional requirement: the
project would have to make it possible to measure the costs of committee activities and the invest-
ments of federal institutions. It should be specified that only a portion of costs are officially recorded in
financial systems. The other, more substantial portion is made up of unobvious costs arising from
employee participation in interdepartmental activities. An estimate of these costs was made in the
2001–2002 fiscal year. 

Appendix 3 provides an overview of the key components of the proposed management and account-
ability framework. From the outset, it should be made clear that the working group was involved in
drafting the QFC’s strategic plan for 2003–2004 and proposing a reduction in the number of activity
areas, a logic model, and a series of indicators. Throughout 2003–2004, the indicators were to be
tested by pilot committees and placed at the disposal of any other committee expressing an interest in
doing likewise. 

Strategic plan 

The QFC’s strategic plan covers a three-year period, but is reviewed annually. Essentially, its purpose is
to determine the directions and actions that will help make the QFC’s mission and vision a reality. 

The QFC’s strategic planning process is divided into three main phases.

– Phase one

An analysis of the environment is conducted to identify issues and opportunities for joint
action while taking associated risks into account. The information examined includes the
Clerk of the Privy Council’s annual priorities, the Speech from the Throne, and major trends
in public administration, the economy and society as a whole. The QFC’s long-term direc-
tions and priorities are adjusted in this phase. 



– Phase two

The QFC determines its activity areas, long-term objectives, short-term expected outputs,
committees in charge and key actions to be taken. Indicators are associated with the objec-
tives and outputs to make them measurable and determine whether they have been
reached.

– Phase three

The third and final phase consists in communicating the strategic plan. This phase is impor-
tant, as the committees and institutions need to have a clear understanding of the QFC’s
expectations if they are to work on components of the plan and incorporate their actions into
a consistent whole.

Committee action plans

Each committee develops an annual action plan in response to the QFC’s strategic plan. Committees
first determine what is expected of them and then specify the resources available to them and the
activities they intend to carry out to meet the QFC’s expectations. If necessary, they can join with other
committees, who will act as partners. 

The management and accountability framework and the management chart underpinning it carry with
them a number of requirements with respect to drawing up action plans. Some degree of standardiza-
tion is necessary. In the past, committees were free to employ the format of their choice. 

Indicators

Performance indicators quantify the outputs obtained and are an important link between the strategic
plan and committee action plans (between what is planned and what is achieved.

Cost estimates

A number of the QFC’s co-ordination activities are funded by projects run by the central agencies,
including the Treasury Board of Canada Secretariat. However, most costs are covered by the federal
institutions. The management and accountability framework therefore has to meet a significant chal-
lenge: linking costs to outputs. 

Management chart 

Communicating performance information is essential for reporting outputs and, eventually, making the
necessary changes. Until now, annual reports were used to report outputs. However, the working group
opted for a computerized communication tool because:

– Such a tool would make it possible to reach co-ordinators and committee members working
in a variety of locations

– A number of options could be added (eg, publication of the QFC’s strategic plan, committee
action plans and follow-up reports) 
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Information processing

The QFC Office planning officer and the committee co-ordinators are called upon to play a key role in
processing information. 

– Planning officer

Besides participating directly in preparing the strategic plan, this individual will be called
upon to manage a range of information published in the management chart, such as data on
the institutions, committees, objectives, outputs, indicators, etc

– Committee co-ordinators

Co-ordinators will use the management chart to record information on their group’s action
plans, follow-up and cost estimates.
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Chapter 3

Profile of the QFC’s Activity Areas

Scope

There is no lack of opportunities to bring together federal partners for co-ordinated action. As proof of
this, over 30 committees and regional round tables are carrying out a variety of activities in the Quebec
Region. New opportunities for joint action present themselves every day. The work of a committee can
also involve other groups and generate new initiatives, which increase the complexity of the QFC’s
activities. 

The QFC’s mission, directions and priorities ensure that committee activities are consistent. However,
another unifying factor or common denominator was needed to better identify the rationale behind the
numerous initiatives. The working group therefore selected the “activity area” as the common denomi-
nator. Activity areas can be used to group together expected outputs, performance information and
planned activities. 

For 2003–2004, the working group, in conjunction with the QFC Office, identified 13 activity areas (see
Appendix 4). The activity areas are related to priorities and, consequently, can vary from year to year.
However, since priorities are set for a minimum of three years, there should be some continuity in the
selection of activity areas.

An activity area is an action that is deemed sufficiently important that an effort is made to solve prob-
lems, change situations or expedite matters relating to that action. The selection of objectives is closely
associated with the choice of activity areas. 

The selection of activity areas also promotes accountability. Generally speaking, responsibility for an
activity area rests with a single committee. In Appendix 4, two areas are exceptions to the rule. The
first, recognition, includes organizing National Public Service Week. Various organizing committees
throughout Quebec are asked to plan events under the co-ordination of the QFC. Each committee is
therefore responsible for its activities and has to report on them.

Learning and development is the second activity area for which more than one committee is respon-
sible. The QFC strives to enhance government effectiveness in the regions and support the develop-
ment of an interdepartmental learning culture. It therefore promotes the development and maintenance
of networks and the organization of horizontal activities. All committees will therefore be expected to
submit initiatives that meet those objectives. 



Rationale

The first step in developing a management and accountability framework for a program consists in
establishing the reason for that program’s existence. In the same way, we feel it is essential to provide
a profile of each activity area before explaining the rationale behind it. A model has been created for
that purpose (see Appendix 5). It goes without saying that profiles will need to be updated regularly to
keep track of new concerns and new or discontinued activity areas. Appendix 6 shows the profile of
the human resources planning activity area.
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Chapter 4

Logic Model

Procedure

An activity area profile explains the reason for the activity area’s existence, while a logic model
connects the objectives, resources invested, activities provided and outputs pertaining to a given
activity area. The development of a logic model, which is essentially a process or procedure to follow,
is a key step that has to be taken before performance measures can be selected.

Common terminology

When applied to horizontal activities, the logic model gains added significance from the fact that it
enables committee members to adopt a shared vocabulary. Committee members come from a variety
of institutions that adapt performance management-related terms and expressions for their own use.
Within the federal government, it has been noted that the meanings of such words as priority, objective,
input, resource, effect and impact vary according to the institution using them (see Appendix 7 for key
definitions pertaining to the logic model).

A number of working group meetings focussed on developing the logic model. The group finally
agreed on a standard formula that was later adopted by the QFC in its strategic planning for
2003–2004. The model generally employs the definitions set out in the Treasury Board of Canada
Secretariat’s Management Accountability Framework. 

For each activity area

Appendix 8 shows that a logic model has to apply
to each activity area and illustrates how the various
activity areas tangibly contribute to accomplishing
the QFC’s mission and directions. The desired
changes are stated in the form of objectives, whose
achievement follows the simplified logic model
below. Resources (inputs) carry out activities that
will translate into short-term outputs, which will lead
to final outcomes.

The production process follows this logical progres-
sion. However, during planning, the order of the steps is reversed. It is easier to set objectives based
on expected outputs, determine the activities to carry out, and then, lastly, specify the resources
required. 

An example can be found in Appendix 9, which shows how the logic model applies to the human
resources planning activity area in the QFC’s 2003–2004 strategic plan. 

Simplified Logic Model

Resources
(Inputs)

Activities

Outputs

Outcomes



The logic model, when applied to an activity area, circumscribes the expected outputs and has a
number of other uses. It serves as a starting point for risk management, assessments of the various
activity areas, and the formulation of performance indicators.

Risk management is associated with a number of assumptions arising from the logic model. Appendix 9
shows a number of theories that have not necessarily been proved, including activities aimed at taking
an inventory of interdepartmental human resources planning tools, training human resources staff, and
identifying target recruitment sectors. Each statement entails the risk that it will not lead to the expected
outcome (ie, contribute to establishing a sustainable work force to support the objectives of the institu-
tions). 

After a given period, the QFC will seek to determine whether its actions have yielded significant
changes. This process will require a more comprehensive evaluation than the continuous evaluations
carried out using performance indicators. It is essential here, as well, to go back to the logic model to
answer the following questions: What were we trying to accomplish? Why?

The next chapter deals with the usefulness of the logic model in setting performance measures.
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Chapter 5

Continuous Performance 
Measurement

1. SCHACTER, Mark, Practioner’s Guide to Measuring the Performance of Public Programs.

The profiles of activity areas explain the QFC’s objectives and the rationale behind the activity
approaches. The logic model describes the steps and sequences of events needed to achieve the
objectives. Performance measures provide information enabling managers to:

– React and adjust activities when problems arise

– Be accountable for their actions and assigned responsibilities 

The three components are closely linked, and the quality of each depends on that of the other two.

Objectives Logic model
Performance 

indicators

If the objectives are unclear, it will be difficult to determine what needs to be done to achieve them. If
the steps and sequence of events related to what must be produced are not clearly formulated, it will
be difficult to set performance indicators. Performance indicators are directly based on the logic
model.

Definitions

Results-based management places a great deal of emphasis on performance measurement. It is often
said that modern managers can no longer settle for spending their allocated funds and carrying out
activities. They also have to ensure that their actions benefit the public. In the past, this might have
taken the form of seeing to it that the budgets had been fully distributed and that the majority of
planned activities had been carried out. This is no longer the case. The simple cost and activity indica-
tors of the past no longer meet modern-day requirements. Nowadays, it is necessary to go further and
demonstrate how the activities in question have made a difference. This requires a wider range of indi-
cators. 

In his guide to performance measurement in the public sector1, Mark Schacter presents a diagram
illustrating results-based management and its effect on indicators.



Keeping Busy/Making a Difference
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Inputs
Resources

$

Outputs
Products and

Services

Activities

Outcomes
Real-world Changes

How to Keep Busy How to Make a Difference

An institution’s performance is directly related to its outputs. Indicators are generally used to measure
performance. When used over time, they provide information on the various aspects of outputs.
Indicators must therefore distinguish things that are done to “keep busy” from those that really “make a
difference.” 

In the QFC’s situation, the activity areas are the equivalent of production lines. Performance measure-
ments therefore have to provide information on the production processes employed in each activity
area. They also have to point out the results that demonstrate that the QFC is making a difference.

It is important to note, however, that performance measures rely not only on indicators, but also on any
other type of performance-related information. Performance measures have to be planned from the
outset of an activity and subsequently used, on a continuous basis, for monitoring purposes. 

Performance information is also used during the evaluation phase (see Chapter 7), which kicks in when
the project reaches a key phase or is completed. This is what distinguishes evaluation from continuous
performance measurement.

Different approaches

Besides the above-mentioned definitions, a number of approaches can be used to select indicator
categories. Below are three complementary approaches that emphasize the concerns inherent in
developing indicators.

Based on responsibility level

The first approach consists in categorizing the indicators based on the level of responsibility entrusted
to the manager. Mark Schacter states that it is important to distinguish performance indicators within
the manager’s control from those outside of his or her control. 

Indicators that are generally outside of the manager’s control are related to final outcomes. In the
example given in Appendix 9 (human resources planning activity area), the final goal is to create a
sustainable work force that will support the objectives of the federal institutions. A number of factors
besides the QFC’s activities contribute to the achievement of this goal. The committee in charge of the
activity area cannot therefore be held solely responsible for the final outcome. For that reason, Mark



Schacter’s approach includes an initial category of indicators that take into account aspects for which
the manager is responsible. A second category deals with factors for which the manager is not entirely
responsible.

Based on logic model components

The second approach consists in defining indicators based on the components of the logic model. It
therefore includes:

– Resource indicators (focussed primarily on costs)

– Activity indicators

– Output indicators

– Outcome indicators

Based on perspectives

The third and final approach is inspired by the management charts that arose from quality-based
approaches. Essentially, this approach is a balanced combination of indicators that take into account:

– The user’s viewpoint

– Financial aspects

– Business process aspects

– Aspects relating to the institution’s learning and innovation

QFC performance indicators

The approach selected by the working group is a variation on the last two options mentioned above.
(The first approach was described because it emphasizes the importance of measuring results even
when managers cannot control all factors.)

From the outset, it should be mentioned that the indicators proposed by the working group are simply a
starting point and will be improved with time and experience. The development of activity areas should
help to better define objectives. More precise objectives will subsequently make it easier to determine
resources, activities, outputs and outcomes. Lastly, a seamless process will make it possible to fine-
tune the performance measures. 

The working group selected four categories of indicators:

– Activity indicators

– Cost indicators

– Satisfaction indicators

– Impact indicators
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The working group began by selecting general indicators based on its understanding of the QFC’s
mission and activities. About 30 indicators were thus selected. Next, a subgroup applied each indicator
to the objectives and expected outputs as stated in each activity area (2003–2004 strategic planning).
Some indicators were then eliminated or modified, while others were added. 

In Appendix 10, performance indicators are presented by category. The indicators established for each
activity area are listed in Appendix 11. 

Activity indicators can be associated with components of the logic model: the accomplishment of activ-
ities and action plans and the production of outputs. Cost indicators are based on resources (inputs).
Impact indicators are primarily rates of product use, recommendation application and institution partici-
pation. Satisfaction indicators have no equivalent in the logic model, as they are more closely related to
the user viewpoint in management charts. It was important to retain them, however, as the QFC and its
committees already measure satisfaction among internal users.

During discussions about the logic model, it became clear that performance indicators were the best
sources of information for both assessing the level of achievement of results and planning activities to
be carried out. In the latter case, the indicators represent inputs. Take, for example, the satisfaction rate
of committee co-ordinators with the QFC’s planning process. This rate can be used to assess the level
of satisfaction with the process and, at the same time, serve as a starting point for changes.

About 30 performance indicators were selected to support the QFC’s strategic plan. They were divided
into four categories that, for now, offer a sufficiently broad range of indicators for each activity area.
Other indicators may be added, depending on needs and changes to the QFC’s activities.

Setting targets

Indicators are used to track how a situation changes with time. Given the QFC’s changing environment,
it is best to set a target for each indicator at the beginning of every year, when committee action plans
are developed. Targets define expectations with respect to a given indicator and the rate to be
achieved. Targets serve as reference points for measuring outputs.

Since this is a first for the committees, and given the importance of facilitating the setting of targets, it
was recommended that the exercise be undertaken with common targets of:

– 85% for satisfaction indicators (eg, 85% of participants in a human resources planning
training session should express satisfaction with the training)

– 70% for impact indicators that measure product usage rates (eg, 70% of institutions have
used the directory of human resources planning tools) 

Cost-related targets will be set progressively, as costs associated with QFC activities are unknown at
the moment.

Developing a Management and Accountability Framework for the Quebec Federal Council 17



Responsibility for data collection

The committees play an important role in achieving the QFC’s priorities and objectives. Each committee
has an official or unofficial co-ordinator whose role with respect to the QFC’s strategic plan is to
prepare the committee’s action plan on an annual basis. It is therefore the co-ordinator’s responsibility
to:

– Submit the activities and indicators recommended by the QFC for the committee’s approval

– Propose alternate indicators, if necessary 

If new indicators are suggested, the co-ordinator discusses them with the QFC Office planning officer.

At the start of the year, it is the co-ordinator’s responsibility to record in the management chart the
components of the committee’s action plan and the targets set. During the year, the co-ordinator
records the results associated with the indicators and his or her analysis of the group’s performance.

Frequency of data collection

The management chart is a computer tool that makes it possible to record the outputs obtained during
the year, as activities and action plans are carried out.  

Data sources and collection methods

See Appendix 11 for a detailed description of indicators and data sources. It is the responsibility of
committee co-ordinators to select a data gathering method appropriate to each indicator. However,
they may modify the tools to suit their purposes.
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Chapter 6

Financial Information

Financial information is usually not an issue for federal institutions, which generally use accounting
systems to monitor their revenues, expenditures and assets. However, only a portion of the QFC’s
revenues and expenditures are accounted for, as most activities are funded by the institutions, and
cash flow is not recorded. 

The QFC’s activities have broadened in recent years, yet the increase has not been quantified.
Financial information on the cost of activities is therefore a key issue for the QFC and its supporting
institutions. What is the cost of all the activities it oversees? Which institutions or committees are
carrying out which activities? Is a given institution’s level of investment in horizontal activities appro-
priate in light of its mission? What is the value of their investments versus their total budget? Is the cost
of a given activity appropriate in light of the benefits derived from it? These are some of the questions
to which financial information can provide the answers.

It should be noted that costs are estimated. Our purpose is not to institute an accounting system to
track every dollar received or spent. Such a system would be far too costly.

What will be measured using costs? A working subgroup examined the issue and selected a procedure
to follow. It determined that the following factors must be identified:

– Activity costs

– Costs of each committee’s activities

– Funding sources (investments from institutions or special funds)

– Cost relative to each activity area and each priority in the strategic plan

Before proceeding any further, it should be noted that the financial information in question is not
intended to replace the accounting activities of the QFC Office. Rather, its purpose is to provide addi-
tional information.

Activity categories

To meet the needs listed above, the working group began by agreeing upon what constitutes a QFC-
sponsored activity. The following definition was arrived at: QFC activities include action taken by
committee members (employees of the federal institutions) to meet the objectives associated with its
activity areas.



Three activity categories were identified:

– Meetings

Regular committee meetings are included in this category. Monthly meetings of the
Interdepartmental Committee of Human Resources Directors would thus constitute a meeting
activity.

– Co-ordination

This second activity category includes tasks carried out by committee co-ordinators or their
assistants to ensure the smooth operation of the group or to build links between the various
activity areas. Regular executive committee meetings would therefore constitute a co-ordina-
tion activity.

– Initiatives 

This third category includes initiatives that, in a general way, are sufficiently broad in scope
to be considered distinct. For example, organizing National Public Service Week and the
Middle Managers’ Network’s mentoring program would constitute initiatives. 

Over the course of a year, each committee carries out at least one meeting activity. Some committees
may also carry out co-ordination activities and one or more initiatives. 

Cost categories

The cost of an activity is the value, in dollars, of carrying out the activity. It can be prorated according
to the nature of the costs. For the QFC, these are essentially salary and non-salary costs.

It is also possible to prorate costs by distinguishing “financial cost” from other costs categorized as
“non-financial”. This method would be extremely useful to the QFC, as it would make it possible to
identify the investments granted by the federal institutions.

– Monetary cost

The monetary cost is the amount of money required to carry out an activity. This is the
amount allocated to the committee to carry out the activity, and it comes from membership
fees or from the institutions that fund the activity. The Treasury Board of Canada Secretariat
is the key institution that allocates funds, through various programs, to finance the activities
of the regional federal councils.

– Non-monetary cost

The non-monetary cost is the value, in dollars, of the activities carried out by the federal
institutions, in addition to the monetary cost. No funds are received or paid here; this is an
estimate of the costs associated with the voluntary participation of federal institution
employees in a given activity. 

Cost estimate method

There are four steps in the cost estimate method. This process takes into account the time constraints
faced by committee co-ordinators, who are solely involved in the first step, which involves communi-
cating basic information on activities. The other steps are automatically calculated by the management
chart described in Chapter 8.
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Step 1 — Entering information on activities

Committee co-ordinators define the activities for which their groups are responsible. They then enter
data for each activity into the management chart (see Appendix 12, lines 1 to 8):

– Data attributable to each participating institution (number of members belonging to each
institution and financial contribution)

– Data required to calculate the total cost of the activity (member’s average number of days of
participation, members’ attendance rate, members’ payroll expenses, travel costs, other
non-salary expenditures, and registration fees).

Example

The Quebec Federal Council on Information Technology meets six times a year for half a day. Twenty-five

members from 20 institutions sit on the committee. During the year, members’ attendance rate was 80%.

Payroll expenditures for the 25 members are estimated at $1,500,000. The committee incurred travel costs of

$2,000 and other costs of $2,000, and received a $3,000 contribution from the Treasury Board of Canada

Secretariat. It collected $4,000 in registration fees for a meeting open to all information technology special-

ists.

The only problems the committee co-ordinator might have would be related to calculating the payroll costs

for the 25 members, their participation rate, and their average number of days of participation. All other infor-

mation is raw data that the co-ordinator has to record in the management chart.

Step 2 — Estimating activity costs

The management chart automatically performs an initial calculation to determine the total cost of each
activity (see Appendix 12, line 27). The cost of an activity is determined by adding salary and non-
salary costs. As this is an estimated cost, a number of assumptions are made:

– The total of members’ salaries is enough information to estimate payroll costs

– An attendance rate for committee members is calculated, as they are not always able to
attend meetings

– An employee’s benefits represent an average of 20% of his or her salary

– The actual number of days worked by an employee is 220 per year

– Real property services are equal to 13% of an employee’s salary and, in most institutions,
these services are covered by Public Works and Government Services Canada

– Administrative services (finance, information technology, human resources) are equal to 11%
of an employee’s salary

From there, the total cost of a QFC committee’s activities can be calculated by adding up the costs of
the various activities under its responsibility.

Example

In the previous example, the activity would have required 60 days of work. At an adjusted salary of $360 per

day, the salary cost would be $21,600. When non-salary costs of $9,184 are added, the total cost of the

activity becomes $30,784.



Step 3 — Distributing activity costs among institutions

Step three is to distribute the cost of the activity among participating institutions (institutions to which
committee members belong). The financial contributions of the institutions are already known, as the
group’s co-ordinator provided that information in step 1. 

– The financial contributions of the institutions are subtracted from the cost of the activity (see
Appendix 12, line 30)

– The non-monetary cost thus obtained is prorated based on the number of representatives
from each institution who spent time on the activity (line 40).

It should be noted that participants in a given activity can be charged registration fees. This is consid-
ered self-funding, and the registration fees will be deducted from the cost of the activity before the non-
monetary cost is allocated.

Example

To illustrate step 3, let us examine the following question: What portion of the cost of the above-mentioned

activity ($30,784) is attributable to each institution? The Treasury Board of Canada Secretariat’s financial

contribution of $3,000 is subtracted from the cost of the activity. The same goes for the registration fees of

$4,000. The remaining amount, $23,784, is the institutions’ non-financial contribution. This amount will be

allocated equally among the 25 members from 20 institutions, ie, $951 per member.

Step 4 — Activity costs to institutions

Step four is to consolidate the financial and non-financial costs to institutions. 

– The financial cost attributed to an institution is equal to all the monetary contributions paid
for one or more activities. 

– The non-financial cost attributed to an institution is the sum of the non-financial costs. 

– The total cost attributed to all the institutions, when added to the registration fees, should
equal the total cost of the activities.

The method employed also makes it possible to prorate the costs to institutions between salary and
non-salary costs. It also determines the costs associated with the activity areas and priorities. However,
if an activity covers several activity areas, the cost of the activity will be directly attributed to the
umbrella priority.

Example

The Interdepartmental Committee of Human Resources Directors is responsible for more than one activity

area. The committee meeting activity is therefore directly associated with the human resources priority.

Data entry instructions 

These instructions are intended for committee co-ordinators. They complement the information
provided above, in step 1 (entering activity data) and the sample worksheet filled out in Appendix 13.
These instructions should also be used in conjunction with management chart cost estimate entry
screens.
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Number of members (line 1) 

The number of members is reported for each institution with a representative who took part in the
activity. Members who do not attend meetings are eliminated. The total number of members from
different institutions is equal to the number of members who took part in the activity. In our example, the
committee has 25 members.

Member’s average number of days of participation (line 2) 

Committees hold half-day meetings every two months. Members therefore spend an average of three
days per year taking part in meetings.

Members’ attendance rate (line 3) 

A committee has 25 members. If, on average, twenty people attend meetings, the attendance rate is
80%.

Members’ total payroll (line 4) 

Members’ total payroll is the total amount of their annual salaries. In our example, the annual payroll for
members is $1,500,000. 

Travel costs (line 5)

To ensure that travel costs are distributed equally among institutions with one or more representatives
on a committee, the total estimated amount must be entered in this field. It is important to avoid
entering it again under “financial contributions”. In our example, travel costs amount to $2,000.

Other costs (line 6) 

The same principle as for travel costs applies here. To ensure that other costs are distributed equally
among the institutions based on their number of representatives on a given committee, the total amount
must be entered in this field. Here again, it is important to avoid entering the amount a second time
under “financial contributions”. Costs associated with services (real property, administrative, finance,
information technology, human resources) must not be entered here. They will be calculated automati-
cally based on a number of assumptions. In our example, other costs amount to $2,000.

Financial contributions received (line 7) 

Financial contributions are amounts of money paid by the central agencies or other institutions to cover
costs associated with an activity (eg, the Treasury Board of Canada Secretariat contributes $3,000 to
support a human resources modernization activity). When it is clear that the costs associated with an
activity were covered by the institutions, they can be entered here. However, they should not be
entered again under “Travel costs” or “Other costs”. 

Financial contributions include dues paid for a specific activity. Dues paid to the QFC by the institutions
(membership fees) should be recorded by the QFC Office for one of the activities associated with the
horizontal governance priority.

Registration fees (line 8) 

Some committees require those taking part in a given activity to pay registration fees. Such costs must
be entered in this field. In our example, registration fees amount to $4,000.
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Cost entry responsibility

Committee co-ordinators are responsible for:

– Listing the activities carried out by their groups based on the strategic plan and in accor-
dance with the activity categories listed under “Cost estimates”

– Throughout the year, keeping required information to enter data on each activity when
appropriate 

At the beginning of the year, it is recommended that activities be planned for which costs must be indi-
cated. The management chart includes two screens for estimating costs:

– A screen for entering data by institution

– A second screen for entering overall data on the activity 

Data to be collected throughout the year for each activity

– List of participating institutions and their respective number of members

– Member attendance rate for each work session

– Travel costs

– Other costs (with the exception of travel costs and real property, administrative, information technology and
human resources services)

– Financial contributions from each institution (including dues for specific activities)

– Membership fees for each institution

– Total registration fees collected

Data collection frequency

Activity cost estimates cover one fiscal year (April 1 to March 31). Theoretically, activity data would be
entered no later than March 31. However, if an activity is completed before the end of the year, the co-
ordinator may immediately enter the relevant information.
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Chapter 7

Evaluation

The ultimate purpose of evaluation and continuous performance measurement is to measure outputs
(Chapter 5). However, they differ in three ways. 

– Timeframe

Performance indicators used for continuous measurement are entered every year. Results
evaluation, however, is conducted over the longer term.

– Aspects measured

Indicators are more readily used to measure resources (inputs), activities and outputs.
Evaluation focusses on measuring intermediate or final outcomes, ie, the end result of activi-
ties. 

– Subject

First and foremost, evaluation consists in determining the relevance, success and cost-effec-
tiveness of an activity.

QFC activities can be subject to two types of evaluations:

– Evaluations required following the allocation of a budget by a central agency for a specific
project

– Evaluations required for sound results-based management 

The Treasury Board of Canada Secretariat is the primary institution that allocates funds to the QFC for
projects. Generally, the allocation of these budgets is conditional upon the production of progress
reports, which can take a number of forms and focus on activities and the use of funds or on rele-
vance, success and cost-effectiveness.

Evaluations required for sound results-based management are generally more informal and intuitive. It
is the responsibility of the QFC to determine what form the evaluation may take in the future. The QFC
can draw up a series of questions to assess each of the activity areas in its strategic plan (see
Appendix 14). These questions generally appear complex. However, the QFC has to answer them if it
is to exercise results-based management. Estimating the costs of the various activity areas (Chapter 6)
and performance indicators (Chapter 5) should provide valuable information. 

The QFC can carry out self-evaluations or conduct more formal evaluations. The QFC decides on the
method and frequency to be used. 



This chapter gives a brief description of the management chart. This computer application was devel-
oped to communicate performance results and report on activities. Data collection will be in vain
unless there is a way to communicate the information gathered. 

A management chart is a statement that presents the various indicators pertaining to an institution.
However, the computer tool developed is more than that, despite its name, which was maintained only
to remain faithful to the initial idea. The application will subsequently be presented in more detail and
the various screens will be used to train key users (see Appendix 15). 

At the outset, the management chart was
intended to focus on selected performance indi-
cators. However, the working group opted for a
computer tool that would incorporate all informa-
tion documents on the QFC and its committees,
as well as their performance, for two main
reasons:

– There is a close link between indica-
tors, the QFC’s strategic plan and the
action plans of committees

– The QFC has no management informa-
tion system to collect and communicate
cost data

Aside from the data on indicators usually included
in a management chart, users can also access
information on costs and view the QFC’s mission,
directions and strategic plan, as well as
committee action plans. Links lead to the annual
report, activity area profiles and the index of best
practices. 

The QFC Office planning officer and committee
co-ordinators will play a key role in updating the
tool. 

– QFC Office planning officer

Using data entry screens, this individual can update the strategic plan and, as required,
change data on activity areas, objectives, outputs, committees and participating institutions 

– Committee co-ordinators

Co-ordinators will record their group’s action plan, the outputs obtained during the year, and
the information required for cost estimates
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Chapter 8

Integrated Performance 
Information Tool

Contents of the Management Chart

QFC mission, vision and directions

QFC strategic plan 

Committee action plans

Performance indicators by:
– Priority
– Activity area
– Expected outputs
– Committee

Cost information by:
– Priority
– Activity area
– Activity
– Committee
– Institution

Links with QFC information documents:
– Annual reports
– Profiles of activity areas
– Evaluation reports
– Index of best practices



Characteristics of the Management Chart

Communication

The primary purpose of the management chart is to communicate the results of QFC activities.

Management

The various pieces of information presented are all oriented toward a central goal: carrying out the QFC’s
strategic plan.

Dynamic operation

The tool includes a database accessible from the Web, which can be accessed and updated instantly.

Flexibility

Most of the tool’s components can be changed without the help of the system administrator. The QFC officer
can thus modify the activity areas, mission statement, outputs, indicators, etc.

Integration

The system presents all the information required for activity management.

Versatility

The tool makes it possible to enter various pieces of information and view brief or detailed results reports.

Development

Other modules can be added to the tool. To avoid holding back system development, a number of aspects were
intentionally postponed, including:

– Risk indicators

– Management reports used for analysis

– Tables and diagrams comparing outcomes over a number of years

– Information source reliability indicators for aggregated results

Lastly, it should be mentioned that the creation of this type of application involves a number of chal-
lenges, and choices had to be made.

– Internet

Federal employees are scattered throughout Quebec. It was therefore important to find a
way to make the application accessible to everyone in real time. 

– Hosting

The application will be hosted by an outside provider. Hosting by a federal institution posed
problems related to security, cost and compatibility with respect to supporting an interactive
database. 

– Development

Development of the management chart was entrusted to the Canada Customs and Revenue
Agency, which has a great deal of expertise in the field. The institution is a QFC member
and has shown a great deal of interest in taking part in and monitoring the project.
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Chapter 9

Lessons Learned and Benefits

Throughout this report, we have attempted to set out the various viewpoints of working group members
and everyone else who took part in the project. However, we also felt it would be important to give a
more general overview of the lessons learned.

A number of factors contributed to making the project a success.

– Diversity of expertise and communities

The diverse nature of the expertise and the communities to which the members of the
working group belong was clearly advantageous to the project. The group comprised public
servants representing 10 federal institutions and several members of the QFC Office. The
body of knowledge brought to the project by these public servants included expertise in
such areas as assessment, strategic planning, performance measurement, management
tools development, cost estimation and management of federal programs and services. Staff
from the QFC Office have similar experience, as well as extensive knowledge of the QFC’s
activities. The diversity of viewpoints helped generate some highly useful and productive
discussions.

– Established process

The development of the management and accountability framework was firmly rooted in the
QFC’s existing strategic planning process. Our commitment to improving this process
allowed us to change certain operating methods right from the beginning of the project. 

– Designated activity areas

The need to give priority to certain activity areas led to fruitful debate. In 2002–2003, the
QFC identified 45 priority activity areas. These activity areas were narrowed down to 13 in
2003–2004 and 9 in 2004–2005. This brought focus to the project, helping us to avoid falling
into a scattered approach to our activities, as QFC members often feared might be the case. 

– Innovation

The development of management and accountability frameworks for horizontal initiatives is a
relatively new practice. The Treasury Board of Canada Secretariat has already addressed
the issue, but this project is nonetheless an innovative and experimental one, as it ties in
with interdepartmental management in the regions.  It will therefore yield a number of valu-
able lessons on what action to take and not to take.  

– Support from National Headquarters

The Treasury Board of Canada Secretariat provided support on three fronts. First, it supplied
funding, without which the project would not have been possible. Second, its representatives
offered advice and support services, even taking part in most of the working group’s meet-
ings. Third, the Treasury Board helped promote the project to federal councils in other
regions. 



– Participation of one selected federal institution

Thanks to the participation of the Canada Customs and Revenue Agency (CCRA), we were
able to cultivate federal expertise in the development of management charts. This factor was
key to the project’s continuity. The CCRA’s co-operation also showed that it was possible to
develop an electronic tool through collaborative telework: the designers worked out of offices
in Shawinigan, while all of the working group’s meetings were held in Montreal.

– Availability

The availability of pilot committee co-ordinators allowed us to test out some options and
assess the project’s overall feasibility. Although already heavily burdened with their regular
duties, they nevertheless patiently took part in development sessions despite the at times
uncertain outcomes facing them.

– Federal councils

The project was undertaken with a view to eventually applying it to other federal councils. It
would therefore have been useful to have representatives of other federal councils in the
working group to help guide our work.

The following factors created difficulties.

– Attendance

The irregular attendance of working group members slowed the pace of our work somewhat.
Aspects already discussed or approved often had to be re-explained to people who had
missed previous meetings. Attendance rarely topped 50%, and some participants never
actually attended any meetings at all.

– Staff turnover

Staff turnover in the QFC hampered the continuity and flow of discussions and the process
for developing the framework. We could have obtained results more quickly if the same
people had remained in the working group. Between the time it began and when it ended,
the project was overseen by a succession of three QFC Chairs, two Executive Directors, two
Associate Directors and three Policy Committee Co-ordinators. 

– Meetings

We could have increased productivity if we had been more rigorous in setting our agendas
and facilitating the meetings.

On the whole, the relevance of a tool as highly developed as the management chart is still unclear. The
chart is a costly tool that required a major investment of time and effort. To ensure continuity, further
minor investments will be needed. In our opinion, if the QFC remains the sole user of this tool, further
investment will be difficult to justify. However, if the management chart comes to be used by other
federal councils in other regions and by other federal institutions, our chosen approach may be vindi-
cated.
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Conclusion

The basis for the results-based management and accountability framework was twofold:

– The QFC’s charter, which includes the mission statement and terms of reference

– The multi-year strategic plan developed by the QFC

The working group proposed that the QFC use a number of types of information to enable it to better
manage its horizontal activities. The group also made possible the design of tools such as the manage-
ment chart. However, the information and tools in question were only a starting point for results-based
management. QFC members, committee co-ordinators and QFC Office officers will have to adopt them
and change them based on their requirements and, above all, outputs. 

In time, activity areas will be discarded in favour of other, more accurate, indicators that better measure
activities and outputs. It is therefore important that there be synergy between the various players, each
of whom will have to demonstrate that their actions caused the change and made a difference.

In Chapter 8, we mentioned that the management chart is an upgradeable tool. A number of its areas
were purposely left undefined to avoid delaying the development of the project (areas include devel-
oping risk indicators and reliability indexes for sources of information for aggregate results). A number
of aspects of the management framework were also not fully explored, such as the evaluation phase
and lessons to be learned from QFC best management practices. 

– Evaluation

The proposed continuous horizontal activity performance indicators have definite limitations.
They cannot reflect the impact that regional federal councils have had and will have in
future. Closer analysis will be required to demonstrate the relevance of some horizontal
activities. 

– Lessons learned

The Auditor General of Canada1 stated that to benefit fully from results-based management,
it was necessary to use information relating to best practices. The regional federal councils
have been in operation for more than 20 years and have evolved to the point where their
presence is felt in a number of activity areas. The involvement of large numbers of
employees and the interest shown by the central agencies in consulting them can only be
explained by their success. However, since their successes have never truly been recorded,
it is difficult to track them properly.

1. Report of the Auditor General of Canada, December 2000, Chapter 20 (Managing Departments for Results and Managing

Horizontal Issues for Results).
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In the QFC environment, institutions are divided into four categories: member institutions, non-member
institutions, central agencies and other institutions.

– Member institutions 

The QFC brings together the top ranking officials of some 30 federal institutions in Quebec.

– Non-member institutions 

Federal institutions that are not part of the preceding category are considered non-members.
Nonetheless, some such institutions take part in QFC committee activities.

– Central agencies 

Because of their mission, it is in the interests of the central agencies to support the QFC.
These federal institutions are generally based in the National Capital Region. The Treasury
Board of Canada Secretariat and the Privy Council Office are central agencies (both of which
have appointed liaison members to the QFC). 

– Other institutions 

This group is composed of institutions or organizations that are unrelated to the federal
government. However, they support the QFC’s activities as partners.

Member Institutions 

Agriculture and Agri-Food Canada
Canada Customs and Revenue Agency1

Canada Economic Development
Canadian Environmental Assessment Agency
Canadian Food Inspection Agency
Canadian Heritage
Canadian Human Rights Commission
Canadian Security Intelligence Service
Canadian Space Agency
Citizenship and Immigration Canada
Communication Canada1

Correctional Service Canada
Environment Canada
Fisheries and Oceans Canada
Health Canada
Human Resources Development Canada1

Immigration and Refugee Board
Indian and Northern Affairs Canada
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Appendix 1

Institutions

Industry Canada
Justice Canada
National Defence
National Parole Board
Natural Resources Canada
Office of Critical Infrastructure Protection and
Emergency Preparedness
Office of the Commissioner of Official Languages
Parck Canada Agency
Passport Office1

Public Service Commission of Canada
Public Works and Government Services Canada
Royal Canadian Mounted Police
Statistics Canada
Status of Women Canada
Transport Canada
Veterans Affairs Canada



Non-Member Institutions

Air Canada
Business Development Bank of Canada
Canada Post
Canadian Broadcasting Corporation
Canadian Mortgage and Housing Corporation 
Canadian Nuclear Safety Commission
Department of Foreign Affairs and International Trade
Info Entrepreneurs
National Archives of Canada
National Film Board of Canada1

National Research Council Canada
Old Port of Montréal Corporation
Solicitor General of Canada
Via Rail Canada
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1. These organizations cover their own real property services costs.

Central Agencies

Canadian Centre for Management Development
Human Resources Community Secretariat (Treasury
Board of Canada Secretariat)
Privy Council Office
Treasury Board of Canada Secretariat

Other Institutions

Aboriginal Business Canada
Professional Institute of the Public Service of
Canada
Public Service Alliance of Canada
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Appendix 2  

Quebec Federal Council 
Committees 

Twenty-one interdepartmental committees directly and indirectly support the QFC’s directions and prior-
ities. These groups of public servants share common interests and goals and support the development
of their members by meeting their learning needs, sharing information during regular meetings and
creating networking opportunities. They also provide tangible support for federal institutions by
promoting the sharing of best practices and the carrying out of interdepartmental projects. Each
committee includes a QFC member (sponsor) who takes an active part in committee activities.
Committees prepare action plans and reports annually.

The QFC, the QFC Executive Committee and the QFC Office play a key role in co-ordinating interde-
partmental activities.

Committees

Communications Co-ordination Committee
Diversity Action Group
Federal Interdepartmental Group on Sustainable Development
Federal Interdepartmental Round Table on Aboriginal Issues
Federal Interdepartmental Security Committee
Forum for Heads of Library and Documentation Centres
Interdepartmental Committee of Human Resources Directors
Interdepartmental Committee on Intergovernmental Issues
Interdepartmental Network of Financial Advisors in Quebec
Joint Career Transition Committee
Material Management Managers’ Network
Middle Managers’ Network
Official Languages Committee
Policy Committee
Quebec Federal Council on Information Technology
Quebec Federal Public Servants’ Youth Network
Recognition Committee
Regional Executive Group for Emergencies
Regional Round Table of Economists
Science and Technology Committee
Service Delivery Committee

The regional round tables practice horizontal management depending on the context in which they
operate and their own concerns. These interdepartmental groups contribute to the development of their
regions.



Council Regional Round Tables

Abitibi Regional Round Table
Central Quebec Regional Round Table
Eastern Townships Regional Round Table
Gaspé-Magdalen Islands Regional Round Table
Laval-Laurentides-Lanaudière Regional Round Table
Lower St Lawrence Regional Round Table
Mauricie Regional Round Table
Outaouais Regional Round Table
Quebec City Regional Round Table
Saguenay-Lac-Saint-Jean Regional Round Table
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Appendix 4

Activity Areas and Committees 
in Charge (2003–2004)

Priorities

Human resources

Service delivery

Horizontal 
governance

Targeted initiatives

Activity Areas

Human resources planning

Official languages

Recognition

Public Service Employee Survey

Learning and development

Diversity 

Human resources modernization

Service quality

Communications

QFC capacities

Strategic advice

Aboriginal people

Sustainable development

Committees in charge

– Interdepartmental Committee of
Human Resources Directors

– Official Languages Committee

– Recognition Committee
– QFC Office 

– Interdepartmental Committee of
Human Resources Directors

– All committees

– Diversity Action Group

– Interdepartmental Committee of
Human Resources Directors

– Service Delivery Committee

– Communications Co-ordination
Committee

– QFC Office

– Policy Committee

– Federal Interdepartmental Round
Table on Aboriginal Issues

– Federal Interdepartmental Group on
Sustainable Development
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Appendix 5

Sample Activity Area Profile

Definition and purposes of the
activity area

Key issues

Responsibilities of federal institu-
tions

QFC initiatives

Governance structure of the
committee in charge

References

Identify the purpose of the activity area and the requirements to be met within
the federal government

Determine the current key issues facing the federal government and the institu-
tions

Distribute roles and deliverables among the institutions and central agencies

Present the key initiatives to be undertaken by the QFC and its committees

Give the name of the committee in charge, the subcommittees, if any, and
possible partners

Draw up a list of key documents explaining the federal government’s position
on the activity area
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Appendix 6 

Profile of the Human Resources 
Planning Activity Area

Definition and objectives of human resources planning 

Human resources planning (HRP) consists in forecasting future work force needs (qualitative and quan-
titative projections) and adopting strategies that are appropriate to an organization’s objectives. The
main goal of HRP is maintaining a sustainable work force to ensure the continued viability of the organi-
zation. HRP can be useful for the following:

– Reducing the time and cost of recruitment and staffing

– Identifying opportunities for co-operation in recruitment and staffing 

– Promoting the achievement of Employment Equity objectives

– Identifying official languages needs

– Anticipating work force adjustment needs

Main issues in human resources planning

Work force renewal in the federal Public Service will be a major issue in coming years.

Breakdown of Federal Public Service Employees by Age – Quebec Region 
(in percentage)

Age category 20–39 years 40–54 years 55 years and over

March 31, 1993 50.4 43.5 6.1

March 31, 1998 36.6 58.1 5.3

March 31, 2003 29.6 61.0 9.4

Source : Treasury Board of Canada Secretariat.

The age profile of federal public servants in Quebec has changed considerably. Between 1993 and
2003, the proportion of public servants under 40 fell from 50.4% to 29.6%. On March 31, 2003, 61% of
public servants in the Quebec Region were in the 40–54 years category, whereas this group repre-
sented only 43.5% of the federal government’s work force in 1993. The increase in the proportion of
public servants falling into this age group foretells a coming wave of retirements. In the next 10 years,
44% of all public servants working in permanent positions will become eligible for retirement.

Work force renewal will also have to take into account the government’s Employment Equity objectives.
Currently, disabled persons and members of visible minority groups are underrepresented in the
federal Public Service in Quebec.



Responsibilities of federal institutions in relation to human resources planning

Federal institutions are each responsible for their own human resources planning. For its part, the
Treasury Board of Canada Secretariat sets the framework for human resources management and,
consequently, the main aspects of its expectations for human resources planning. The Public Service
Commission of Canada provides institutions with analyses that are relevant to them and trains their staff
to assess and forecast personnel needs.

Main QFC initiatives

Since 1999, renewal of the Public Service has been on the agenda of many federal institutions. In
2003–2004, for the second year in a row, the QFC gave the Interdepartmental Committee of Human
Resources Directors a mandate to address this issue. The objective was to develop a capability for
interdepartmental human resources planning at the regional level. The Committee is composed of
human resources directors from 35 federal institutions, and its mandate is as follows:  

– Develop an approach for improving how we prepare human resources professionals for their
planning role 

– Take an inventory of training and human resources planning tools and training courses in
this area 

– Pool future personnel needs to target occupations that will require recruitment

References

– Human Resources Management Framework (Treasury Board of Canada Secretariat)
The Framework is a compilation of human resources management practices that have a
positive impact on business performance generally, as well as those practices that are
unique to the Public Service.
http://www.tbs-sct.gc.ca/hr-rh/hrtr-or/Framework/hrmfrtm-cgrhorg1_e.asp

– Developing a Staffing Strategy (Public Service Commission of Canada)
The first section of the guide, “Developing a Human Resources Plan”, gives the reasons why
it is desirable to prepare a human resources plan and lists the main elements of such a plan.
http://www.psc-cfp.gc.ca/staf_dot/staf_strat/section_1_e.htm

– Federal Public Service in Quebec: Demographics and Employment Equity (Public Service
Commission of Canada)
This document is a demographic and Employment Equity analysis. It also compares regional
and national trends.
http://www.psc-cfp.gc.ca/research/demographics/regions/qc_e.htm

– The Road Ahead: Recruitment and Retention Challenges for the Public Service (Public
Service Commission of Canada)
This special report sets out the challenges related to recruiting and retaining public servants.
It gives a detailed description of current and future obstacles that hinder the Public Service’s
efforts to attract and keep qualified staff. 
http://www.psc-cfp.gc.ca/centres/reports-rapports/ra-vf/introduction_e.htm
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Appendix 7

Key Definitions

Logic model

Objective

Output

Action plan

Activities

Resources

Effects

An illustration of how resources and activities combine to produce the outputs for an activity area.

Statement of long-term expectations that will guide efforts to meet priorities. (The statement of an
objective also designates the long-term expected outcome. The Treasury Board of Canada Secretariat
also uses the term Strategic Outcome.)

A statement of immediate expectations that will guide efforts to meet objectives.

Action plan implemented by the committees in support of the QFC’s strategic plan.

Statements designating the actions intended to produce expected outputs. (The QFC uses this term as
a basic unit in measuring costs.)

Inputs used to carry out activities and produce expected outputs.

Statement of medium- and long-term outcomes stemming from the achievement of action plans.
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Appendix 8

Logic Model

Mission, Vision, Directions and Priorities

Area 1 Area 2 (…) Area 13

Objectives Objectives (…) Objectives
long-term long-term long-term

Resources Resources (…) Resources
(Inputs) (Inputs) (Inputs)

Activities Activities (…) Activities

Outputs Outputs (…) Outputs
Short-term Short-term Short-term

Outcome Outcome (…) Outcome
Medium and long-term Medium and long-term Medium and long-term
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Appendix 9 — Logic Model

Human Resources Planning 
Activity Area

Objectives
Long-term

Resources
(Inputs)

Activities

Outputs
Short-term 

Outcomes
Medium and long-term

– Develop an interdepartmental human resources planning capacity

– Resources of the Interdepartmental Committee of Human Resources
Directors

– Working group on human resources planning
– Profile of the activity area 

– Drawing up of an inventory of interdepartmental human resources planning
tools 

– Creation and sharing of training tools
– Provision of training sessions for human resources staff
– Pooling of requirements
– Identification of target recruitment sectors

– Institutions made aware of ways to better prepare human resources staff
– Training of staff in human resources planning

– Enhanced interdepartmental capacity for human resources planning 
– Sustainable work force supporting the objectives of the federal institutions 



4
Impact Indicators

4.01 Product use rate 

4.02 Recommendation
implementation rate 

4.03 Strategic advice-
related recommenda-
tion implementation
rate 

4.04 Rate of increased
awareness on the part
of institutions 

4.05 QFC’s recommendation
selection rate

4.06 Rate of participation by
institutions

4.07 Rate of representativity
of targeted groups in
institutions

4.08 Rate of awareness of
activities of QFC and
Committees2

4.09 Membership growth
rate2

4.10 Change in number of
partnerships set up2

4.11 Web site traffic rate2

Developing a Management and Accountability Framework for the Quebec Federal Council 48

Appendix 10

Performance Indicators 
by Category1

1
Activity Indicators

1.01 Number of recognized
employees 

1.02 Number of activities
provided 

1.03 Number of participants
in activities 

1.04 Rate of change in
activities 

1.05 Production rate of
deliverables 

1.06 Number of meetings
per year 

1.07 Degree of bilingualism
in activities2

1.08 Average length of
meetings2

1.09 Frequency of updates
of a Committee’s site2

1.10 Attendance rate of
department represen-
tatives at Committee
meetings2

1.11 Attendance rate of QFC
members at Committee
meetings2

1.12 Participation rate of
target groups in
Committees2

1.13 Rate of external
recruitment of visible
minority members2

3
Satisfaction Indicators

3.01 Satisfaction rate of
QFC members 

3.02 Satisfaction rate of
committee members 

3.03 Satisfaction rate of
product users 

3.04 Satisfaction rate of
partners 

3.05 Satisfaction rate of
Committee Co-ordi-
nators2

2
Cost Indicators

2.01 Cost per participant 

2.02 Cost per activity area

2.03 Cost per activity

2.04 Cost per committee2

2.05 Cost per priority2

2.06 Budget gap2

2.07 Cost per institution

1. The list of indicators is continually being enhanced to meet the requirements of the QFC and its committees.

2. These potential indicators are not linked to an activity area in 2003–2004.
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Appendix 12

Cost Estimate Worksheet

Basic data collected
1. Number of members
2. Member's average number of days of participation
3. Member attendance rate
4. Members' annual payroll
5. Travel costs
6. Other costs
7. Financial contributions received (including membership fees)
8. Registration fees

Assumptions
10. Benefits – 20% of salary
11. Number of days worked
12. Real property services – 13% of salary
13. Administration, finance, information technology, human resources services – 11% of salary

Data derived from basic data
20. Number of days of participation by members 

(line 1 multiplied by line 2 multiplied by line 3)
21. Members' average daily salary

(4 divided by 1 divided by 11)
22. Daily salary adjusted for benefits

(21 multiplied by 10)
23. Salary costs associated with the activity (22 multiplied by 20)
24. Non-salary real property services costs

(23 multiplied by 12)
25. Non-salary administration, finance, information technology and human resources service

costs
(23 multiplied by 13)

26. Total non-salary costs
(5 + 6 + 24 + 25) 

27. Total cost of the activity 
(23 + 26)

28. Percentage of salary cost of the activity
(23 divided by 27 multiplied by 100)

29. Percentage of non-salary cost of the activity
(26 divided by 27 multiplied by 100)

30. Non-monetary cost of the activity
(27 minus 7 minus 8)

Expected outcomes
40. Non-monetary costs to be allocated to the institution

(30 divided by 1)
41. Non-monetary salary costs to be allocated to the institution

(40 multiplied by 28)
42. Non-salary, non-monetary costs to be allocated to the institution

(40 multiplied by 29)
43. Salary monetary costs of the activity

(7 multiplied by 28)
44. Non-salary monetary costs of the activity

(7 multiplied by 29)
45. Registration fees to be allocated to activity salaries

(8 multiplied by 28)
46. Registration fees to be allocated to non-salary costs of the activity

(8 multiplied by 29)
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Appendix 13

Cost Estimate Example

25
3

80%
$1,500,000

$2,000
$2,000
$3,000
$4,000

1.20
220
13%
11%

60

$300

$360

$21,600
$2,808

$2,376

$9,184

$30,784

70.2%

29.8%

$23,784

$951

$667.60

$283.40

$2,106

$894

$2,808

$1,192

Basic data collected
1. Number of members
2. Member's average number of days of participation
3. Member attendance rate
4. Members' annual payroll
5. Travel costs
6. Other costs
7. Financial contributions received (including membership fees)
8. Registration fees

Assumptions
10. Benefits – 20% of salary
11. Number of days worked
12. Real property services – 13% of salary
13. Administration, finance, information technology, human resources services – 11% of salary

Data derived from basic data
20. Number of days of participation by members 

(line 1 multiplied by line 2 multiplied by line 3)
21. Members' average daily salary

(4 divided by 1 divided by 11)
22. Daily salary adjusted for benefits

(21 multiplied by 10)
23. Salary costs associated with the activity (22 multiplied by 20)
24. Non-salary real property services costs

(23 multiplied by 12)
25. Non-salary administration, finance, information technology and human resources service

costs
(23 multiplied by 13)

26. Total non-salary costs
(5 + 6 + 24 + 25) 

27. Total cost of the activity 
(23 + 26)

28. Percentage of salary cost of the activity
(23 divided by 27 multiplied by 100)

29. Percentage of non-salary cost of the activity
(26 divided by 27 multiplied by 100)

30. Non-monetary cost of the activity
(27 minus 7 minus 8)

Expected outcomes
40. Non-monetary costs to be allocated to the institution

(30 divided by 1)
41. Non-monetary salary costs to be allocated to the institution

(40 multiplied by 28)
42. Non-salary, non-monetary costs to be allocated to the institution

(40 multiplied by 29)
43. Salary monetary costs of the activity

(7 multiplied by 28)
44. Non-salary monetary costs of the activity

(7 multiplied by 29)
45. Registration fees to be allocated to activity salaries

(8 multiplied by 28)
46. Registration fees to be allocated to non-salary costs of the activity

(8 multiplied by 29)
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Appendix 14

Evaluation Questions by Activity Area –
Examples

Activity 
Area

Human resources
planning

Official languages
in the workplace

Recognition

Public Service
Employee Survey
(2002)

Objectives

Develop interdepartmental human
resources planning capacity

Help create a work environment
favourable to the use of both official
languages

Recognize the work of public
servants and their contribution to
the public's quality of life

Help improve quality of life in the
workplace

Results Measures

To what extent were interdepartmental human resources planning activities
completed? 

To what extent did QFC activities contribute to improving human resources
planning within the institutions?

To what extent did QFC activities contribute to creating a sustainable work
force within the institutions?

What was the cost of QFC activities for the human resources planning
activity area?

Were the outcomes consistent with the level of effort?

To what extent did QFC activities contribute to the use of both official
languages in the workplace within the institutions?

What was the cost of activities for the official languages in the workplace
activity area?

Were the outcomes consistent with the level of effort?

To what extent did National Public Service Week events contribute to making
the federal government an employer of choice?

What was the cost of organizing National Public Service Week events?

Were National Public Service Week outcomes consistent with the level of
effort? 

To what extent did interdepartmental recognition activities contribute to the
development of valid horizontal activities?

What was the cost of interdepartmental recognition activities?

Were the interdepartmental recognition activity outcomes consistent with the
level of effort? 

To what extent did analysis activities pertaining to the Public Service
Employee Survey generate an interdepartmental action plan?

Was the action plan carried out?

To what extent did the action plan contribute to improving federal public
servants' quality of life in the workplace?

What was the cost of interdepartmental activities related to the survey?

Were the outcomes consistent with the level of effort?

Measure Type

Success

Success

Success

Cost-effectiveness

Relevance

Success

Cost-effectiveness

Relevance

Success

Cost-effectiveness

Relevance

Success

Cost-effectiveness

Relevance

Success

Success

Success

Cost-effectiveness

Relevance

(Continued on next page)
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Activity 
Area

Learning and
development

Diversity 

Human resources
modernization 

Service quality

Program and
service communi-
cation

Objectives

Increase government efficiency in
the regions

Develop an interdepartmental
learning culture

Enhance interdepartmental mobility

Help create a diversified public
service that reflects Canadian
society and is free of discrimination,
prejudice, stereotypes and cultural
misunderstanding 

Adapt to the requirements arising
from human resources moderniza-
tion

Enhance service quality

Increase consistency in promoting
Government of Canada programs
and services 

Results Measures

To what extent did committee activities contribute to enhancing the effi-
ciency of the federal government?

What were the costs associated with interdepartmental committees?

Were the outcomes achieved by maintaining interdepartmental committees
consistent with the level of effort?

To what extent did interdepartmental learning activities contribute to the
development of a learning culture?

To what extent did interdepartmental learning activities contribute to
enhancing the efficiency of the federal government?

What were the costs associated with interdepartmental learning?

Were the outcomes consistent with the level of effort?

To what extent did mobility-related activities enhance interdepartmental
mobility?

To what extent did interdepartmental mobility contribute to making the
federal government in the regions a learning organization?

What were the costs associated with interdepartmental mobility?

Were the mobility-related outcomes consistent with the level of effort?

To what extent did diversity-related activities contribute to eliminating obsta-
cles to employment?

To what extent did diversity-related activities contribute to increasing the
representation of members of visible minorities?

What were the costs associated with diversity-related activities?

Were diversity-related outcomes consistent with the level of effort?

To what extent did QFC activities facilitate human resources management
modernization?

What were the costs associated with human resources management
modernization?

Were modernization-related outcomes consistent with the level of effort?

To what extent were interdepartmental initiatives implemented to improve
federal government service quality?

To what extent did service-related activities contribute to improving services
to the public?

What were the costs associated with service quality-related activities?

Were the outcomes of QFC activities consistent with the level of effort?

To what extent was the co-ordinated promotion of programs and services
achieved?

To what extent did communication activities contribute to increasing consis-
tency in promoting federal government programs and services? 

What were the costs associated with the QFC's interdepartmental communi-
cation activities?

Were the outcomes consistent with the level of effort?

Measure
Type

Success

Cost-effectiveness

Relevance

Success

Relevance

Cost-effectiveness

Relevance

Success

Relevance

Cost-effectiveness

Relevance

Success

Success

Cost-effectiveness

Relevance

Success

Cost-effectiveness

Relevance

Success

Success

Cost-effectiveness

Relevance

Success

Success

Cost-effectiveness

Relevance

(Continued on next page)
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Activity 
Area

QFC capacities

Strategic advice

Aboriginal people

Sustainable
development

Objectives

Improve strategic decision-making
through enhanced capacities

Develop sound strategic analysis
capacity and a common vision

Exercise increased influence over
the development of national policies

Enhance the effectiveness of federal
action on Aboriginal issues

Enhance sustainable development
measures within the operations of
the federal government 

Increase the influence of the federal
government for the sustainable
development of communities

Results Measures

To what extent were QFC initiatives implemented to improve QFC opera-
tions?

To what extent did the QFC make strategic decisions?

What were the costs associated with the QFC's co-ordination activities
(including those of the Office)?

Were the outcomes consistent with the level of effort?

To what extent were initiatives implemented to develop the QFC's strategic
analysis capacities?

To what extent did the QFC make strategic decisions?

What were the costs associated with the QFC's strategic advice-related
activities?

Were the outcomes consistent with the level of effort?

To what extent did the QFC's stands on issues influence national policies? 

What were the costs associated with the QFC's influence-related activities?

Were the outcomes consistent with the level of effort?

To what extent were initiatives implemented to improve the effectiveness of
federal action on Aboriginal issues?

To what extent were the improvements made attributable to the QFC?

What were the costs associated with QFC activities relating to Aboriginal
issues?

Were the outcomes consistent with the level of effort?

To what extent were initiatives promoting sustainable development in federal
government operations implemented?

To what extent did these initiatives contribute to sustainable development?

To what extent were these initiatives attributable to the QFC?

What were the costs associated with the QFC's sustainable development-
related activities?

Were the outcomes consistent with the level of effort?

To what extent were initiatives promoting the sustainable development of
communities implemented?

To what extent did these initiatives contribute to the sustainable develop-
ment of communities?

To what extent were these initiatives attributable to the QFC?

What were the costs associated with the QFC's sustainable development of
communities activities?

Were the outcomes consistent with the level of effort?

Measure
Type

Success

Success

Cost-effectiveness

Relevance

Success

Success

Cost-effectiveness

Relevance

Success

Cost-effectiveness

Relevance

Success

Relevance

Cost-effectiveness

Relevance

Success

Success

Relevance

Cost-effectiveness

Relevance

Success

Success

Relevance

Cost-effectiveness

Relevance
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Committee Action Plan and Output Entry Report

Note: the data displayed above are fictitious

Box to check
to activate or
deactivate an

indicator

Automatic calcu-
lation of the
obtained value

Entry fields for
targeted and
obtained outputs

Action buttons

Action plan and
analysis entry
field

List filtering field



Developing a Management and Accountability Framework for the Quebec Federal Council 70

Costs by Committee Entry Report

Action buttons

Note: the data displayed above are fictitious

Selection of
participating

institutions

Displays the
data entry by
institution
screen

Data entry

Category
selection

Entry field

Display of
information on
the output
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Costs by Committee Entry Report (cont.)

Note: the data displayed above are fictitious

Displays 
information on
the activity

Table of
institutions in

question

Action buttons

Entry fields
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