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SECTION I
G.N.W.T. DIVISION

GENERAL INTRODUCTION



C.N.W.T. DIVISION» GBNBRAL INTRODUCTION

1. MAJOR ISSUES

The basic limiting factor in any planning exercise is 

that one is dealing with the future and as such must proceed 
within a context of uncertainty. The planning of transitional 
administrative and political structures for a new Territorial 
Government in the Eastern arctic is no exception to the basic 

rule and in fact there would seem to be an unusually high 
number of unknowns to be taken account of in this specific 

project. It is beyond the terms of reference of the Sub 

Committee on Division to question the advisability and 
feasibility of placing two governments where currently there 
is only one. That question has been decided in the affirm
ative by the Legislative Assembly of the N.W.T., by the people 

of the Territory through a plebiscite, and more recently by 
the Federal Cabinet Committee on Priorities and Planning.

Still to be decided however, are the following major 

questions:
1) The location of the boundary between the Eastern 

and Western Territories.
2) The location of the eastern capital city.



3. The fundamental political principles (as 
defined by the constitution) on which the 
new territorial governments will be founded.

4. The timing of division.
Each of these must be considered briefly before 

proceeding to recommmendations as to the most appropriate 

structures for the new governments.

A. The boundary Question

One of the conditions for division imposed by the 

Federal Government was that the people of the N.W.T. reach an 

agreement on the boundary between the western territory and 

the eastern territory. A number of boundary proposals have 
been submitted by various groups in the north and while these 
for the most part reflect legitimate claims based upon histor
ical patterns of land use etc., the historical patterns of; use 

in fact did overlap a great deal. Hence the boundary 
proposals reflect nothing even near to the consensus that will

be required to proceed with division.
It is not within the terms of reference of the Sub 

Committee to attempt to define the boundary between the East 

and the west. However, when the boundary is decided through 

negotiation, plebiscite etc., there must be a plan for the



fairly speedy transfer of governmental powers from the
G.N.W.T. to the two new territorial jurisdictions. Obviously 

the nature and size of the new governments will be profoundly 

affected by the relative size and population of the new 
territories? hence our nlanc for the establishment of 
transitional administrative structures at the time of division 

must be adaptable to a wide range of boundary scenarios.
Without prejudice to the ultimate public and 

political decision on the boundary the Sub Committtee's 
recommendations as to transitional administrative structures 
will be based on three boundary scenarios for division. These 
have been designed not so much in terms of the actual physical 

location of the "line" on the map, but in terms of the number 
of communities (and hence the population that is to be served) 

to be included or excluded. The decision to base these 

scenarios on population and not on territory is that the great 
bulk of N.W.T. jurisdiction (and hence governmental programs 
that muse be delivered without interruption after division) 

are "people-oriented. If the Territorial Governments enjoyed 
jurisdiction over matters such as non-renewable resources, 
national defence etc. , the matter of geography - of physical 

territory - would be much more significant.
The three boundary scenarios, are to a large extent 

reflective of claims or proposals put forward by the Dene 

Nation, and I.T.C. These proposals represent the two extreme



case scenarios for the boundary line and the third scenario is 
based on an estimation (allowing for a margin of error) of a 
possible compromise agreement. These are discussed below 
ranging from the largest to the smallest conceivable eastern 

territory (Nunavut).

Scenario 1

Nunavut includes all of the communities of the Baffin* 
Keewatin and Kitikmeot Regions as well as the cmmunities in 

the Invuik Region which are within the COPE land claim. While 

this includes communities such as Aklavik and Inuvik which 
could opt for inclusion in either the western or eastern 
territory* the administrative requirements can be adapted and 

modified to take that into account.
With Scenario 1 the population of Nunavut according to 

1980 statistics would be 20,358 (17*440 excluding the Town of 

Inuvik) and would include the following communitiesî

- See chart on page 5
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Baffin Region

Igloolik 

Hall Beach 
Pond Inlet 
Clyde River 

Arctic Bay 
Resolute Bay 
Grise Fiord 

Nanisivik 
Frobisher Bay 
Lake Harbour 

Cape Dorset 
Pangnirtung 
Broughton Island 

Sanikiluaq

Keewatln Region

Rankin Inlet 

Eskimo Point 
Cheat's .field Inlet 

Baker Lake 
Coral Harbour 

Repu lee Bay 
Whale Cove

Bathurst Inlet 
Cambridge Bay 

Gjoa Haven 
Spence Bay 

Pelly Bay 
Coppermine

Inuvik Region

Holman Island * 

Paulatuk 
Sachs Harbour 
Tuktoyaktuk 

Aklavlk (♦/-) 
Inuvik (+/-)

Central Arctic Region (Kitikmeot)

Scenario 2

Nunavut includes all of the communities of the Baffin, 

Keewatin and Kitikmeot Reyions but the COPE communities remain 
with the Western Arctic. (*Note here that Holman Island is a 

part of the Central Arctic Region administratively but should 

likely be included with the COPE communities for scenario 2.*)
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With this scenario, the population of Nunavut according to 
1980 statistics would be 15,221 (excluding Holman).

Scenario 3

Nunavut includes all of the communities of the Baffin and 
Keewdtin Regions and the Eastern Kitikmeot communities of 
Felly Bay, Spence Bay and Gjoa Haven. A "subscenario" of this 

one would see Cambridge Bay deciding to go with Nunavut as 

well, but population variations as a result of this would be 
small enough that administrative requirements would not have 

to be significantly modified, with Scenario 3, the population 
of Nunavut would be 13,474 (14,358 with Cambridge).

The task of the Sub Committee on Division would be 
immeasurably easier if the boundary between Nunavut and the 

Western N.W.T. could be agreed upon. If that decision is 

taken before the dissolution of the Nineth Assembly it may be 
possible to "clean up" the recommendations for transitional 
administrative structures before the summoning of the Tenth. 

However, in the absence of agreement on the boundary it is the 
intention of the Sub Committee to build enough flexibility 
into all such recommendations that they can be readily adapted 
to virtually any boundary scenario that emerges.

I
I

1

1
nu

_

0
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B. The Question of Territorial Capitals________

It is beyond the Terms of Reference of the Sub 

Committee on Division to make recommendations as to the 
locations of the post-division eastern capital city. It seems 

practical to simply assume that the capital of the Western
N.W.T. will remain in Yellowknife. The question of the 
location of the capital in Nunavut however, is a critical one 

for a transfer of authority from the current Government of the 

N.W.T. to the Government of Nunavut will ultimately require 
the physical relocation of political and administrative 

institutions within the Eastern Arctic.
While the selection (and perhaps renamingl) of the 

capital of Nunavut will be a political decision, there are 

non-political factors that will have to be taken into 
account. These will undoubtedly include the followings

1. Existing Infrastructure; availability of office 

space, living accommodation, capacity of public 
utilities, transportation links, airport capacity 

etc. The point here is that there will be 
significant capital costs associated with the 

establishment of a seat of government and that 
these costs will be reduced by the extent and 

quality of existing facilities.



2. Location; the more central the capital is within
the Territory the more efficient the delivery of 
services to the regions. Transportation costs 

will be minimized over all and the distances that 
must be covered for the residents to get to the 
seat of Government will be more evenly distrib

uted among the communities.
3. Climate/Weather? given that air will be the most 

important transportation link in Nunavut, good 

flying weather must be a consideration in the 
selection of a seat of government.

Taking these factors into consideration and in the 

absence of any clear political consensus, the main contenders 
for the seat of government would appear to be Frobisher Bay, 
Rankin Inlet and Baker Lake. Hence, in any costing of 

government travel in Nunavut, the Sub Committee will work from 

these seaL-oi-government scenarios, as reflecting, at least, 
the range of possibilities for the location of the 

administrative headquarters.
Finally, when the person years required for the head

quarters establishment of N.T.G. have been roughly determined 

by the Sub Committee, the Committee can approach the Minister 
of Public Works to request that a complete assessment and 
capital costing of relocating the Nunavut capital be done by 

his department. This will provide the travel cost data base



from which the ultimate political decision of the Capital's 

location can be taken.

C. The Constitutional Question

The decisions as to the form of government for the 

two new territories must obviously be taken by the 

Constitutional Conferences or the Constitutional Forums that 
are set up within each. In the west there is a government in 

place which can continue in a caretaker role until such time 

as the people of the territory decide whether and how they 

want their political institutions to change. In the east, 
however, there are no institutions in place at this time - 

there is no convenient "caretaker" to continue the functions 
of government until the people of Nunavut decide the form of 
their political institutions. Given that there must be no 
interruption of essential services to the people of Nunavut 

during the transfer of power to the new government, 
transitional institutions must be in place from the 

beginning. These must be seen as transitional only and not in 
any way prejudicial to the ultimate development of political 

institutions of the choosing of the people of the new 

territory. However, in order to plan these transitional 
institutions the Sub Committee must make two assumptions.
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1. The first assumption is that there must be a 
Nunavut Public Service in place at the outset»
The political institutions exist to decide what 

policies and programs should be in place in the 

new territory and to decide "who gets what and 

when" from government. But» the actual 
implementation of programs and policies must 

be delegated to government employees» who in 

turn, to be able to carry out their responsi
bilities effectively, must be organized within 
"departments" and/or "agencies" of the sort that 
we see in all governments. Thus, although it may 

seem back to front, administrative structures of 
Nunavut - the bureaucracy - should be in place at 

the same time as or even before the political 
structures are. In this way, the services being 
delivered to the people of the eastern arctic by 
present Government of the N.W.T will continue to 

to be delivered uninterrupted throughout that 

period when governmental functions are being 

transferred from G.N.W.T. to N.T.G.
2. The second assumption that the Sub Committee has 

made is that the constitution of Nunavut will 

espouse the basic principles of responsible 
government. At the theoretical level this means
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that the executive branch of government is 
directly responsible and accountable to the 
elected representatives of the people in the 

Legislature. But what concerns us more directly 

here is the second and more practical implication 
of responsible government which is that the 
bureaucracy - the public service - is responsible 

through Ministers to the elected representatives 
of the people as well. Bureaucracy is an instru

ment and it must remain accountable for its actions 

at all times. Thus, while it is an initial concern 
of this committee that the delivery of services to 

the people of Nunavut be uninterrupted through the 

transitional period, an equally important concern 
is that the administrative structures in the east 

remain accountable at all times throughout the 

transition to elected representatives.
The validity of these assumptions can be supported as 

well by the constitutional working paper drafted by the NCF. 
While there are a few unique recommendations contained in this 
document (entitled Building Nunavut) a basic message of the 

working paper is that the constitution of the new territory 
will retain the basic principle of responsible government.

The implication of these two assumptions is that the Sub 

Committee will first make recommendations as to the size and
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structure of the Nunavut bureaucracy, and secondly recommend 
measures to guarantee the uninterrupted accountability of that 
bureaucracy to the elected representatives of the eastern 

arctic (whether they be simply an eastern arctic caucus of the 
N.W.T. Assembly or the newly elected Assembly of Nunavut 
Territory).

D. The Question of Timing

The critical limiting variable in the timing of the 
division of the N.W.T. is that the federal government must 
first be satisfied that its conditions have been met. As 

outlined in his press release and speech of November 26, 1982 
and reiterated in May 1983, John Munro stated the following 
conditions for division:

1. Agreement in the N.W.T. on the line of division 
(the boundary) between Nunavut and the western 
Territory.

2. Agreement in the North as to the appropriate 

distribution of authority among local, regional 
and territorial governments.

3. Settlement of Native Land Claims.

4. Continued support for the division concept by the 
the people of the N.W.T.
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According to the Federal Government all of these 

conditions must be met before the approval in principle of 

division can be acted upon. Taken at face value these 
conditions would seem to be fairly straightforward and include 

the sorts of things that moct Northerners would agree are 
necessary prerequisites for division. However* each condition 

requires considerable clarification.
Condition 1, that the boundary must be agreed upon by the 

people of the N.W.T., means at one level of analysis, that the 

Federal Government does not wish to impose its own boundary 
scenario. On the other level however, and what is left unsaid 

is that ultimately the Federal Government must agree as well.
A key question which has to be answered by Ottawa is what is 

the status of the northern most portions of the Eastern Arctic 
Islands - does the Federal Government intend to allow this 
area, which includes the settlements of Resolute Bay and Grise 

Fiord to belong to one of the new Territories or is acceptance 
of the principle of division a device for re-establishing full 

Federal control ever a far northern resource preserve? Will 
the people of these far northern Inuit communities be given 

the option of becoming a part of Nunavut or will they be 
forced to return to the pre 1966 situation of being 
administered directly from Ottawa? The Legislative Assembley 

through the Alliance, should have this clarified by the 

Federal Government.
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Taken from another perspective, if Condition 1 is viewed 

within the context of Condition 4 - continued support for 
division by the people of the N.W.T. - it could iriean that a 

virtual veto over division is placed in the hands of the 
people of the Western N.W.T. by virtue of population. For 
example, if the people of the Mackenzie Delta should opt for 

Nunavut, could the people of the Mackenzie Valley and Great 
Slave areas veto this through a second referendum? It must be 
made clear by the Federal Government, and hopefully agreed 

upon by the people of the N.W.T., whether the "continued 
support for division" referred to in Condition 4 means 
continued support of a majority of the people in the entire 

N.W.T. or merely the continued support of the communities 
directly involved. The Committee is not prepared to make a 
firm recommendation on this highly political question, except 

to suggest that the people and organizations involved must 
agree on the interpretation of Condition 4 before approaching 

the Federal Government.
The condition that land claims must be settled before 

division, also would seem to leave a lot unsaid. Taken in one 
way, this would mean that any one of the native organization 

currently involved in land claims negotiations can effectively 
veto division by simply refusing to agree to a land claim 
settlement. (For instance if COPE or the Dene Nation were 

unhappy with a boundary agreed upon by all of the other

- 14 -
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organizations and by a vast majority of the people of the 
N.W.T. they could still stall division indefinitely.) But if 
we look at Condition 4 from the Federal perspective, rather 

than from t.ie perspective of the native groups within the 

N.W.T., it could have two possible effects.
First because land claims settlements require Federal 

Government as well as Native agreement, the Federal Government 

could conceivably stall on land claims in order to delay 
division. Secondly, a still more cynical person might wonder 

if this condition is not simply a bargaining lever with which 

the Federal negotiators can force the Natives to accept less 
in the way of land settlements in return for division, which 
appears to be favoured by all native groups and particularly 

by I.T.C.
While it is unlikely that Federal Officials would be so 

devious, it seems advisable to ask for a clarification of this 

condition from Ottawa fairly soon. The N.W.T. Assembly should 

propose Lh3t this condition be altered to read simply 
"agreement on the boundary by all native groups in the N.W.T. 

currently involved in claims negotiation". The justification 

for this is that the land claims settlements have two major 
dimensions: one dimension involves the question of
boundaries, and, particularly in the North, the overlapping of 

various claims. This aspect of the process requires agreement 

only among the native organizations themselves and should be
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separated from the second dimension of the claims process 
which involves how much land, what kind of ownership, how much 
money, and issues such as affirmation or extinguishment of 

agoriginal title, all of which require agreement between the 
natives and the Federal Government. In short, there is no 
need for the latter part of the land claims process to be tied 

to division at all, and i f  the Federal Government's intentions 

are honourable with respect to division they should be willing 
to limit Condition 3 to the former.

Condition 2 is a cryptic recognization of the aspirations 
of the people of the Delta-Beaufort Region who are seeking a 
significant measure of autonomy for their proposed Western 

Arctic Regional Municipality (WARM). Some provisions for this 
have been included in the NCF working paper, Building Nunavut, 
and the issue is certainly on the agenda of the WCF as well. 

Ultimately there are two striking political issues emerging 

with respect to WARM :
1. What sorts of powers will be vested in the 

regional body - and will the federal government 
agree to entrenching legislative autonomy in a 
subordinate political unit?

2. WARM has opted to attach itself to Nunavut which 

implies a boundary scenario for division which is 
likely to be opposed by the WCF.
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The latter issue will have to be settled within the 
Constitutional Alliance before approaching the federal 
government with a request for legislation. The former 

questions, however, will involve different costs of government 
and, consequently, a different set of demands on the federal 
treasury through transfer payments. Thus, achieving the goals 

of WARM will ultimately require a "selling" job to convince 

the feds that the increased costs of autonomous regional 

governments are worthwhile in terms of satisfying the 
aspirations of communities of interest in the north.

In sum, it is essential that the full implications of the 
conditions for division imposed by the federal government be 
clarified soon. Having clarified these conditions the most 

important factor limiting the implementation of division is 
still agreement within the N.W.T., likely worked out by the 
Alliance, on the boundary. Once the boundary question is 
settled the transfer of authority can begin, but until it is, 
absolutely nothing concrete can be accomplished. The reason 

for the decision on the boundary being the "bottom line" for 
the implementation of division is that any transfer of current 
N.W.T. powers and responsibilities to the N.T.G. will require 
implementation at the level of communities; and clearly that 
can only happen if we know which communities belong where.
Once the boundary is agreed upon, the transfer of governmental 

powers to the Nunavut Territorial Government can likely begin
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immediately, even before the ne* Legislative Assembly of 

Nunavut is set up. Although care will have to bo taken to 
insure that the quality of service delivered in Nunavut does 

not fall below the level and quality of service being received 

today, and while the accountability of the new administrative 
agencies in the Eastern N.W.T. will have to be maintained, a 
gradual phasing in of Nunavut Territorial Government 

operations should be arranged to begin even before the full 
transfer of Legislative authority to the new Territory.

As should be clear from the above the question of timing 

is extremely important to the smooth transfer of government 
responsibilities from the Government of the Northwest 
Territories to the Nunavut Territorial Government. The 

interim institutional arrangements to insure the maintainance 
of responsible government will have to form a major focus of 
this and subsequent studies undertaken on this subject.

2. RESEARCH STRATEGIES

A. General Assumptions

Governments are virtually never built nor are they 

established from scratch at a single point in time. Through
out history governments have simply evolved, growing in 

response to the demands placed on them and adapting to the
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circumstances of their changing environments. The phenomenon 
oi the division of the N.w.T. into two separate territories 
presents a clear exception to that general rule, for here we 

are faced with the rather unique challenge of building a new 
government in its entirety in Canada's Eastern Arctic. It is 
fortunate for us in approaching this enterprise that while at 

present the people of the Eastern Arctic do not have their own 
separate government, they are in fact being governed. There 
are programs in place in that portion of the N.W.T. to be 

known as Nunavut which provide social and health service/, 
foster commercial and industrial development, provide 

educational opportunities, regulate, monitor and assist in the 

development of renewable resources and generally maintain 

order and enforce the law. Moreover, there are administrative 
and operational personnel in the field and at the regional 

levels within the Eastern N.W.T. who are currently tasked with 
the implementation of these policies. Hence if we assume 

that, at least for the immediate period after division, the 
programs currently in effect will continue and that the field 
and regional personnel in the communities of Nunavut will, by 
and large, be willing to continue in their present jobs but as 

employees of Nunavut rather than of the G.N.W.T., part of the 
problem of building a government of Nunavut will have been 

solved. But are these two assumptions valid ones?
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The first assumption, that the current N.W.T. 
programs will continue to be implemented in Nunavut until such 

time as the Nunavut Territorial Assembly should decide to 
amend or repeal them, is based on the fact that these programs 

are the outcome of legislation validly enacted by the 
Legislative Assembly of the N.W.T.. The people of the Eastern 

N.W.T., after all, elect approximately one half of the members 

of that legislature (more or less than half depending on the 

boundary scenario) and one can assume fairly safely that even 
after division the bulk of the programs currently in operation 

will continue to be reflective of the wishes and needs of a 

majority of the people of the communities of Nunavut.
Moreover, the holus bolus transfer of these programs from 
N.W.T. jurisdiction to that of Nunavut is to be seen as but a 

beginning, for the new legislature of Nunavut eventually will 

possess full authority to change any of them at will if they 
appear to operate in a manner contrary to the interests of the 

people of the bostern Arctic.
Ultimately, although it will be a rather tedious 

task, all of the legislation which establishes these programs 
and all of the regulations passed pursuant to the ordinances 

themselves will have to be vetted and tidied up
-- "Nunavutised"--- so that articles and provisions not

applicable to the Eastern territory are removed. This will 

have to be an ongoing and long term project of a special

- 20 -
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commitee of the Nunavut Legislature? but, in the short term, 

what will be required is a general provision set down in the
Act establishing Nunavut -- the Nunavut Constitution--- that

the laws of the N.W.T. in effect in the Nunavut territory 
before division, "will continue, where applicable, until such 

time as the Legislative Assembly of the new territory shall 
decide to amend or repeal them". While such a clause will 

have to be very carefully drafted, the precedent for such an 
interim measure can be found in the BNA Act of 1867 with 

respect to the newly created provinces of Ontario and Quebec.

The second assumption, that the field and regional 
personnel of the G.N.W.T. in the communities of Nunavut can be 

simply transferred to the Nunavut Territorial Government after 
division, possibly rests on shakier terrain. In fact this 

assumption rests on two sub-assumptions: 1) that the
government of Nunavut will want to keep them on? and 2) that 

the employees themselves will choose to stay. The first of 
these assumptions is likely safe given that such personnel 
will be most difficult to replace and more importantly that 

there are no immediate reasons for wanting to replace them.
It is entirely likely that the Nunavut Territorial Government 
will wish to gradually "indigenise" its public service, but 

that can only happen over fairly long time frames and 

moreover, it can be anticipated that even non-Inuit personnel 
with a commitment to make a career and a life in Nunavut will



not be turned away by the new government.
The more difficult problem is whether the employees 

themselves will be willing to transfer from G.N.W.T. to 

N.T.G.. Given the job market qenerally and given that after 
division the Headquarters component of the G.N.W.T. may be 

overstaffed for a period, many field personnel may turn out to 
have little choice. However, even if the choice existed, the 
fact that they are in the jobs at present and that those jobs 
will continue essentially unaltered in the short run may well 

be sufficient motivation for them to carry on "business as 
usual" after the Division. Clearly in planning the 'nuts and 

bolts' of division provisions will have to be made for the 
portability of employee benefits from one Territorial 

Government to the other, but with such guarantees most field 

and regional people can be expected to stay. The only 
exceptions to this will likely be the few people who agreed to 

"tough it out in the bush" for a while in the knowledge that 

they could aspire to the ultimate reward of promotion or 
transfer to Yellowknife. Such people might not relish as much 

the thought of capping their public service careers in Rankin 
Inlet or Frobisher Bay and given the choice might opt for a 

transfer to the Western Territory, or outright resignation.
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B. The Strategy

Our research strategy requires that we establish a 

few priorities and set some broad guidelines for the initial 
phase of our research. The basic components of this strategy 

involve somp assumptions about the nature of our task and 
include the following major components:

1. Focus on H.Q. establishment first and 

concentrate on the field operations later.

2. Focus on Person-Year (P.Y.) costing of 
Division rather than Dollar(S) costing in 

the initial phase.
3. Focus separately on the line departments

and the staff or government support agencies, 

dealing with them in turn.
4. Focus on the new structures for Nunavut 

before modifying the institutions of the 

Western Territory.
Each of these bears some elaboration.

i) Focus on Headquarters Organization

We can probably conclude at this juncture that the 

major effor t in designing administrative structures for the 
Territory of Nunavut should be focussed upon the creation of
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Headquarters offices for the Eastern Capital which replicate 

the functions of the administrative Headquarters currently to 
be found in Yellowknife. It is important to note th'at we are 

talking about “replicating functions11 and not about 
“duplicating structures”. The latter would imply that what is 

needed in the capital of Nunavut is basically what exists 
today in Yellowknife and that all that need be done in the 

manner of planning is to operationalise the organization 
charts of N.W.T. departments and agencies in an eastern seat 

of government. The problem with this is that because the new 

government will be serving a smaller population and with a 
considerably smaller public service the Headquarters component 

of the N.T.G. will be somewhat scaled down. Hence while all 

of the functions being performed by the departments in 
Yellowkinfe will have to be replicated, the structures we set 

up to perform those functions may well be quite different.

An rdditional complicating factor that must be faced 
in the process of recommending H.Q. administrative structures 
is that the ratio of H.Q. to Field staff in any organization 

is not constant through different sizes of reorganization. 
Thus, if the field operations of Nunavut are half the size of 
the field operations of the N.W.T., there is no guarantee that 
the H.Q. component can simply be cut in half as well. In fact 

because of the economies of scale, there is a minimum size 
below which an H.U. establishment cannot be reduced without a
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significant concomitant reduction in operational efficiency.

It is unfortunate as well that there are no hard rules, no 

universal formulae that can help in determining the optimum 
ratio of field to H.Q. personnel in different types and sizes 

of organizations.
It should be obvious from the above that while our focus 

will be primarily upon the development of Headquarters 
organizations for the various 'post-division' departments, 

there are no clear formulae or even any "rules of thumb" for 
determining the appropriate ratio of Field/Regional/H.0. 

personnel establishments. The only way to tackle the problem 

of designing these H.Q. units is therefore to work from 
estimates based on the experience of the current managers at 
senior levels of the G.N.W.T. at regional and H.Q. offices.

ii) Person-Year vs Dollar Costing

One tactic to reduce the uncertainty of H.Q./Field 
ratios at least partially is to focus this research initially 
only on Person-Years and to delay any attempt to assign dollar 

costs to the new government apparatus. Besides simplifying 
the initial stages of the research, a further justification 
for a PY rather than Dollar costing of Division is that 

finding the required manpower to fill the H.Q. positions in 
the new Government of Nunavut will in all likelihood be more



J - I

- 26 -

•я̂ -Ф̂ аййЙ&й

problematic than paying the bills. As such, the sooner the 

Person-Year requirements for the N.T.G. are defined the sooner 
can the difficult problems of recruitment and training of 
personnel be commenced. Further to this, it is the 
Person-Year establishment of the H.Q. component of the N.T.G. 

which will largely define the capital cost parameters of the 
new capital; the sooner DPW can commence its feasibility 

studies for the seat-of-government, the sooner the actual 

transfer of authority from Yellowknife to that capital can 
begin.

The actual dollar costing of division, both 'start
up' cost and estimate of annual budgetary expenditures can be 
completed fairly quickly after the Person-Year establishment 

and the capital costs of relocating the seat of government 
have been firmed up.

iii' Line Departments vs Staff or Support Departments

Traditional administrative theory makes the 

distinction between line and staff functions in organizations. 
The line is the operational component of the organization -- 
the department or parts of departments which directly carry 
out the goals of the organization.

Staff functions in an organization are those which 
support the line managers in the performance of their

i
I

Ũ
'V -'ХДаЗ



27

responsibilities. Staff functions typically include personnel 

and financial administration, policy and planning, legal 
services, information services, data processing, purchasing, 

auditing and accounting etc. These do not involve directly 
the delivery of services to the clientele of the organization 
— to the public—  but are nevertheless important to the line 
departments in that they assist them in achieving their 

operational goals.
As with the relationship between H.Q. and Field 

personnel there are no firm rules concerning the appropriate 
ratio between line and staff personnel in bureaucracy.

However, the size of the staff component of an organization is 
related to the size and complexity of the line component. As 

a research tactic therefore it is essential that we first 
determine the Person-Years required to effectively man the 

N.T.G. line departments and only then to attempt an estimate 
of the size and the structure of the various staff components 

required to support them. The following is a listing of the 
major departments and agencies of the G.N.W.T. broken down as 
to primary function (line/staff) afid/or reporting 
relationship:

- See chart on page 28 -
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1. Line Department/Agencies
- Justice and Public Services0

- Renewable Resources

- Local Government

- Health
- Social Services
- Economic Development & Tourism

- Education
- Public Works*

2. Staff Departments/Agencies

- Executive Secretariats
- Financial Management Secretariat

- Finance
- Personnel
- Government Services

- Information#
3. Semi-Independent or Corporate Bodies

- Workers' Compensation Board
- N.W.T. Housing Corporation

- N.W.T. Liquor Control System

4. Independent
- Legislative Assembly of the N.W.T.

- See page 29 for footnotes of °, * and #.

/
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• The Department of Justice and Legal Services is essentially 
a line Department, but the "legal services" component of its 

Legal Division is more properly a staff or government 

support function*
* The Department of Public Works is a line department insofar 

as it provides services such as highways to the general 

public, but it is a staff or "government support" agency 
with respect to the provision of office accommodation etc. 

to government departments.
# The Department of Information is a staff agency in that it 

provides central printing, publishing, graphics, 
interpreting, translating etc. to the various line depart

ments of the Government of the N.W.T., but it is a line 

department insofar as its Public Affairs program is 

concerned.

iv) Nunavut Territorial Government Focus

Finally it must be noted that our initial focus 

is upon the problem of developing appropriate transitional 
adminstrative structures for the N.T.G. The reason for this 

is that these must be developed from scratch and must be in 
place before any transfer of functions from the N.W.T. to the 

new territorial government can begin. However, this is to be 

understood as a first step only. In the long run, it will be
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necessary to address ourselves to the equally complex question 

of "scaling down" the H.Q. component o£ the new western 

territory.
Finally* before proceeding to our detailed assessment 

of person year requirements for the Nunavut bureaucracy* we 

must address the general question of models of overall 
government organization and specifically the question of 
decentralisation. What follows is an evaluation of the 
current style of decentralisation of the G.N.W.T.* within the 

context of various macro-organizational models.



SECTION II
POST-DIVISION OPTIONS FOR ADMINISTRATIVE DECENTRALIZATION



POST-DIVISION OPTIONS FOR ADMINISTRATIVE
DBCBNTRALINATION

As specified above, at the moment of division of the 

Northwest Territories, there will have to be in place a 

sufficiently elaborate set of administrative structures in 
each of the new territories to ensure the uninterrupted 

delivery of essential services to the people of the North. 

Thus, the initial requirement must be to design simple and 

cost efficient public services for each territory so that the 

pre-existing services can be delivered effectively and yet 
without excessive increases in the tax burden of the citizens 
of the North. Moreover, because of the uniqueness of the 

constitutional and political context of the northern 
territories, the administrative institutions in place at the 
moment of division must be flexible and adaptable enough so 

that they do not get in the way of the ongoing process of 

constitutional and political development.
In any government system, it must be recognized that the 

administrative and political processes are not discrete 
entities. They cannot be completely separated either in 
theory or in the day to day functioning of the state. The 

decisions of the politicians define the jobs that have to be 

done by public servants; ie. what programs or policies are to 
be implemented is determined in the final analysis by the

.../32
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elected representatives in the Legislative Assembly. It is 

the elected officials who put those programs into law and who 

appropriate the funds required to deliver them to the public. 

On the other hand, the public service provides a reservoir of 

expertise and experience wnich must be available to the 

politicians if their policy decisions are to be wise and 

informed ones. But while we must recognize the close 
relationship between politics and administration in a modern 

government, there are aspects of each process which are not 

linked very closely. In this sense for instance, the 
electoral process, the deliberations of the Legislative 
Assembly, and the relationship between the M.L.A. and his or 
her constituents are the sorts of responsibilities that the 

politician does not share directly with the public service. 

Similarly, in the day to day operation of government programs, 

the process known simply as "management" in private 
corporations - the public servant does a job which is not 

directly influenced by the fact that his ultimate boss is a 
politician. The fact is therefore that here are aspects of 

government administration which can be discussed without 
reference to the political and constitutional framework of the 

political system as a whole. It is to these 'constants' of 
management organization - that we address ourselves in this 

phase of the planning for the division of the N.W.T.

I
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The main body of this section will outline a number of 
macro-organizational options or models which can be considered 
by Nunavut Constitutional Forum and Western Constitutional 
Forum in the selection of the broad form of public 

administration for the new territories, while that choice 
will have to be made at least in part according to political 

priorities and preferences there are administrative criteria 

and implication which should be brought to bear on the 
ultimate decision as well. These can be derived from the 

application of a number of basic principles of organization 
which will be discussed briefly in the following section of 
the report.

1. BASIC PRINCIPLES OF ORGANIZATION
A. Decentralization

Decentralization in administrative structures is always 

present to some extent because at its most elementary level it 
is nothing more than the structural manifestation of the 
principle of delegation of authority. As soon as you have a 

"boss" and at least one subordinate, the former will delegate 
responsibilities to the latter, and thus decentralize some 

authority. However, at a more macroscopic level of analysis 
decentralization has to be seen not only in terms of the 

amount of authority delegated to subordinates, but also in 
terms of the relative autonomy of administrative units within
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an organization. In this sense there are two distinct types 

of decentralization in government organizations; functional 

and spatial.

Before explaining the distinction between these two types 
of decentralization it is necessary to add a cautionary note. 
It has to be kept in mind when selecting the optimum amount of 

decentralization for a given organization that one is seeking 
a balance between decentralization and its obverse, 

centralization. The two concepts imply one another, so that 

the arguments in favour of the one are in fact arguments 
against the other. Thus it should be made clear that in 
addressing ourselves to the principle of decentralization in 

this paper there is no intention to foster bias against 
administratively centralized government. What is being 

elaborated here are some of the criteria which will assist 

managers to select the appropriate 'mix' of centralized and 
decentralized managerial forms for the specific task at hand.

Functional decentralization has to do with the extent to 

which program or line departments are permitted to control the 
staff, admin, support or services of the organization. Thus 
functions such as financial administration, personnel, 

information and public affairs, legal services, policy 
planning and analysis etc. are to varying degrees located 

either within the line departments or concentrated in separate 
central agencies. The criteria tor selecting the appropriate

/
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blend of centralization and decentralization in such staff and 

support functions are to a large extent subjective ones —  

they depend upon the managerial style of the senior people in 
the organization. However, the justifications for the extent 
of decentralization/centraJization come down to two basic 

criteria:
1) the perceived need for control and account

ability at the top of the organization; and
2) the perceived efficiency and economy of 

concentrating or dispersing such functions.

In political organizations —  government bureaucracies —  

the need for political control over the public service makes 
it imperative that the mechanisms of financial accountability 

such as the budget, the public accounts etc. be centralized so 
that the elected officials can have direct and ready access to 

them. Thus because of their role in monitoring, managing, 
controlling and auditing the consolidated revenue fund 

departments such as Finance, Treasury, etc. have even come to 
be known prophetically as "central agencies". Similarly 

because the responsibility for passing legislation resides 
with the elected officials of a government,the policy and 
planning functions of government also tend to be located near 

the top and centre of the organization and get included under 

the rubric of "central agency".
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However, even in the absence of the need for political 
accountability there are sound reasons to centralize many of 

the financial and budgetary functions within a large 
organization. Because operational or program departments are 
in a constant competition among themselves for their fair 

share (or more) of the limited amount of organizational 

resources, there must be a referee —  a central arbitrator —  
who can exercise the wisdom of Solomon and ensure that the 
inter-departmental allocation of funds is done in a fair and 

equitable manner.
The efficiency and economy criterion is more difficult to 

apply with any consistency because there are simply no rules 

or formulae for establishing optimum levels of centralized/and 
decentralized authority. However, there are some implicit 

guidelines. For instance in a small bureaucracy it is 
unlikely that every department would require the full time 
services of a legal advisor. Hence the legal services 
function could be centralized, and the line departments would 
share the services of legal officers employed there. In a 
large bureaucracy, by contrast it might be more efficient for 
each line department to have its own "legal branch" in which 

case there would be no need for a centralized legal service 
component. Thus while the question as to where to draw the 

line will remain a very subjective one, it is possible to 
state generally that the smaller the organization the more

" “'■ -.. .f ... WWW» * * 1
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likely that considerations of efficiency and economy will 
point to the more centralized form of providing such 
adminstrative support functions.

Thus the requirement of political accountability and 
control makes some degree of functional centralization 

imperative in all government organizations. Likewise the need 
for an impartial arbitrator to settle budgetary and related 

disputes between rival departments and agencies dictates a 

certain amount of centralization even in non-governmental 
bureaucracies. Finally when it comes to the more prosaic 

staff and support functions, while the requirement for 

accountability and control may not be a valid justification 
for centralized organization, often the diseconomies of scale 

effectively preclude decentralized operations. When we come 
to look at the various options for administrative structures 
in the new territories in the North, these criteria for 

functional centralization and decentralization will come up 
again and again.

Spatial Decentralization means that the functions of an 
organization are delegated in a physical or geographical 

manner to the regions and/or the communities being served. 
There are two levels of justification for the form of 

decentralization. The primary criteria for spatial or 

regional decentralization are the size of the territory being
administered and the relative dispersal or concentration of



the population being served. Generallyfthe larger the 
territory and the more dispersed the population the better the 
justification for the decentralization or regionalization of • 

the government structures. Because the N.W.T. is one of the 
largest and most geographically dispersed jurisdictions in the 

world, the prima facie case for the delegation of authority 
from the governmental headquarters (the capital) to the 

regions and communities is a strong one.
But (while even with a divided N.W.T. the basic argument 

for decentralization is a strong one on the basis of size and 
population dispersal, there are secondary factors that must be 
weighed as well. In the first place the nature of the service 
being delivered will have a bearing on the extent to which the 

organization can be decentralized or centralized. For 

example, if a department is required to mail out pension, 
welfare or medical insurance payments to people in the 
communities i-hüje is no inherent reason for the cheques to be 
mailed locally... the function can be performed as effectively 
from Headquarters. On the other hand if the department is 

tasked with providing counselling for young people the job can 
only be done if there are social workers physically located in 
the field. However, these examples illustrate the extremes 

only, and as it turns out many government organizations have 
responsibilities which cannot be designated centralizable or 
decentralizable in such an obvious manner.



Centralists tend to argue that centralization is more

efficient because of economies of scale... that if 
authority and responsibility are concentrated at the centre 

there will be less duplication of effort and that individuals 
in the organization can become more specialized than would be 
possible in smaller regional units. The decentralists counter 

that efficiency is not as important as the quality of service, 
especially in government. The decentralists argue that 
through decentralization the level and quality of service will 

be better because the field personnel can adjust their 

practices and procedures to better reflect the unique needs of 

a given region or community. They are both partly right.
The "guys in Headquarters simply don't understand the 

local needs" is a common complaint of field and regional 
personnel, and the Headquarters personnel often complain in 

the same manner about the "parochialism of the field and 

regional officers", alleging that the field people cannot see 
"the Big Picture". In both cases the argument is not entirely 
about the optimum location of authority centres but to a 

significant extent about bad lines of communication betwen 
Headquarters and the field. The solution may not lie in 
altering organizational structures but in establishing 

administrative systems where regular and ongoing communication 

between the managers in the capital city and those in the 
regions is fully developed and utilized faithfully.



Communications in the North today (and they will become 
increasingly better in the near future) are good enough that a 

manager in a regional office and his opposite number in Head

quarters should be able to communicate with each other as 

easily as with the person in the next office.
While debate pro and con decentralization which hinges on 

the "lack of communications"/"out of touch"assertions should 
not be quite as convincing in a modern government, the 

additional factor in the N.W.T. which lends such arguments a 

greater credence than they could have in southern Canada is 

the cultural diversity of the North.
It is not so much the physical size and the vast 

distances separating the Headquarters people from the field 

but rather the stark contrasts of language, ethnicity, 

socioeconomic status, and style of life which make the 
decentralists arguments convincing in the N.W.T.. The field 
and regional people are more likely to be from the same 
cultural or linguistic group as the people being served than 
the personnel in the territorial capital, and hence even 
sophisticated communications and transportation technology 

cannot completely bridge the cultural gaps.
Finally perhaps the most compelling argument for 

decentralization in the bureaucracy of the new territories is 

not so much administrative but political and that is the 
potentially positive symbolic impact of having the personnel
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delivering government services sharing the same community 

experiences as their clients. While there are undoubtedly 
payoffs in terms of the quality of service and in terms of the 
relationship between the field operatives and the recipients 
of the services, the ultimate virtue of decentralization is 
that government will come to be perceived by local people as 

being NoursN rather than imposed from outside.

B. Departmentalization

Where decentralization has to do with the vertical 

dimension of organization —  with the amount of authority 
delegated to various levels within the heirachy --  depart

mentalization defines the allocation of responsibilities 
horizontally. In other words it is the principles of 
departmentalization which determine the departments, branches, 

divisions, sections etc. within an organization. The 
principles of departmentalization must be defined briefly 
before proceeding to an assessment of various organizational 

models for the new territories.
i) Departmentalization by function is perhaps the 

commonest principle of horizontal division of labour within 

government organizations. By this what is meant is simply 
that the various departments, branches, divisions, etc. of an 

organization are defined in terms of the tasks that have to be
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performed. Thu* for example, the Wildlife Service of the
H.W.T. Department of Renewable Resources exists to manage 
the wildlife resources of the N.W.T.. It performs this 

function on behalf of all the people of the territory.

it) Departmentalization by clientele is related to 
the above, but in this case the units within an organization 

are created to perform a wide range of functions on behalf of 

a specific client group. For example, the Federal Department 
of Agriculture delivers a wide range of programmes to serve 
the needs of farmers in Canada. In practice, however, the 

distinction between departmentalization by clientele and by 
function is often blurred. Hence the Commerce Division of the 

N.W.T. Department of Economic Development and Tourism is 

tasked with fostering business development - a function - and 
yet in practice it provides a number of services to small 
businessmen —  a specific clientele.

iii) Departmentalization by Territory is closely 
related to the principles of decentralization discussed above 
but it should be pointed out that it is a method of allocating 

responsibilities horizontally as well. Thus the Federal 
Department of Northern Affairs is set up to perform a wide 
range of functions in a specific geographical area. Similarly 

the Department of Northern Saskatchewan is set up to deliver a 
wide range of services to all of the people in a certain 
region of the province.
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C. Span of Control/Chaln of Command

The concept of span of control haa to do with the 

relationship between managers and their immediate 

subordinates. Thus, If a Deputy Minister has three Assistant 
Deputy Ministers reporting to him, the span of control at that 
point in the helrarchy is three. Generally the span of 

control must be narrower at the top of organizations and wider 
at the bottom. The reason for this is that it is more 

difficult to effectively manage a subordinate whose task is 
complex than it is to manage a subordinate whose task is 

simple. Thus, a supervisor on an assembly line can probably 

effectively direct the work of ten or twelve subordinates 
(span of control of ten or twelve) whereas the general manager 

of the plan might have only four or five subordinates directly 
reporting to him. Unfortunately while the span of control is 

an important determinant of the effectiveness of organizations 
there ar° no firm rules as to the optimum span at any given 

level of the heirarchy and trial and error seems to be the 

only way of determining the best superior-subordinate ratio.
Where span of control has to do with the breadth of 

an organization, the chain of command has to do with its 
length or height. The length of the chain of command is 

determined by the number of levels within a heirarchy. As 

with the principle of span of control, also with the principle



of chain of command, there is optimum number of levels for en 

organization. Clearly the longer the chain of command the 

less direct is the communication between the people at the 
bottom and those at the top and because communications are so 

essential for any management eyctem to work effectively, a 

shorter chain of command works better than a long one.
Thus it is possible to state that generally a narrow 

span of control works better than a wide one and that a short 
chain of command is better than a long one. The problem is 
that most organizations, once created, do tend to grow and 
growth must be accommodated by either a lengthening of the 

chain of command or widening the span of control (or both).
The key to effective management however, lies not so much in 

the choice between tall and narrow or short and wide 
organizations but in the creation and maintenance, of clear and 

well defined lines of authority. The base principle here is 

unity of command which means simply that each individual in 

the organization has but one boss and that this kind of 
authority relationship is maintained consistently from the top 

of the organization to the bottom. If this principle is not 
adhered to the organization will always be less effective, and 
the problem will be even exaggerated in larger organizations.

Having outlined some basic principles of large 

organizations it is now possible to apply these to a few model 

administrative systems.
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? , MACRO-ORGANIZATIONAL OPTIONS FOR POST-DIVISION TERRITORIES

The aim of this portion of the report is to provide the 

Legislative Assembly and the members of the Nunavut 
Constitutional Forum and tic Western Constitutional Forum with 

some options for the basic administrative structures in the 

two territories that will emerge after division. These are 
not detailed organization charts but rather should be viewed 
as general models which can demonstrate the various techniques 

of decentralization, line and staff relationships, and 

ministerial-departmental linkages.
These models are a distillation of the sorts of ideas put 

forward by senior officials of the Government of the N.W.T. in 

Headquarters and in three of the regions. While none of them 
can be credited entirely to a single author, the models are 
reflective of the ideas and complaints of practising public 

servants in the north who are generally interested in 

improving the administrative system of which they are a part. 
In fact there was a general agreement among the officials 

interviewed that division of the N.W.T. whatever its political 
and constitutional implications, provides a golden opportunity 

to tidy up, improve upon or even completely revamp the 

bureaucracy.
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A< MODEL It CURRENT GOVERNMENT Of THE NORTHWEST

TERRITORIES

Because it is currently in place and performing all 

of the functions that will have to be performed in the post 
division territories and because it has generally worked, the 

current Government of the N.W.T. provides the best starting 

point for the development of alternate bureaucratic models.

(See Figure 1 Page 47)

The chart is only a schematic one and does not 

provide any specifics of departmental structure. Moreover, 

because it is to be only an illustrative tool we have provided 
sub-unit details for one department and for one region only.

The other regions and departments generally have the same 
broad struc*-uial features with the exception of the central 
agencies —  the Department of the Executive and the Department 
of Finance —  which will be dealt with separately at a later 

stage in the research.
The current system features Ministers who are 

responsible for the various departments and although because 

of the small size of the Executive Committee most Ministers 

are responsible for more than one portfolio, the basic 
relationship of the Ministers to the bureaucracy is similar to
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FIGURE 1
CURRENT SYSTEM
GOVERNMENT OF THE NORTHWEST TERRITORIES

COrnUL--- AGENCIES
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that found in the province* and tha Padaral Government. Aa 

with othar government* in Canada there is a direct reporting 
relationship between each Minister and the senior public 

servant (D-M or Director).
Where the bureaucracy of the N.W.T. is significantly 

different front what one would expect in a Southern Province is 

in the manner in which authority has been decentralized to the 
regions. Aa can be seen from the chart there are five 
Regional Directors who report not to an elected Minister or to 

the Executive Committee as a whole but to the Commissioner. 
Within the regions there are Regional Superintendents for each 
of the departments of government who report directly to the 

Regional Director. The relationship between the regional and 

field personnel and the Headquarters of a given department is 
an indirect or functional one only. As might be expected, the 
Deputy Ministers in Yellowknife do not particularly like this 

sort of reporting relationship because they do not have direct 
control over their own departmental personnel. On the other 
hand the regional superintendents don‘t seem to mind that they 
must report directly to a Regional Director and not to the 
head office of their own department .

The justification for this system is that there was 
a need to co-ordinate regional operations and that the 

co-ordinative function is performed by the Regional Director. 

However, it has some real and potential problems which must be

I
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examined more closely. First# the basic problem is that 
government operations in the regions and in the field are 

directly controlled by the Commissioner* Because the 

Commissioner is not an elected member of the Executive 
Committee the basic principle of ministerial responsibility is 

lost» The direct accountability of the bureaucracy to the 
politicians which is so essential in a representative and 

responsible government only exists for the headquarters 
component of each department. A partial solution in the post 

division territories might be to do away with the Commissioner 
entirely and have the Regional Directors report to a 

Minister. This would put regional operations under the direct 
control of a politically accountable person# but might cause 

strife within the Executive. For example the Minister of 

Renewable Resources would only control and be responsible for 
the Headquarters component of his department while the field 
operations of his portfolio would be under the care of another 

Minister# a situation that would be bound to cause friction 
within the Excom. Moreover, responsibility for the department 
would be divided between two Ministers.

The second problem with the existing system is more
strictly an administrative one; that is the dual reporting
relationship of the regional superintendents abrogates the

very fundamental management principle of unity of command.

While most of the regional personnel interviewed seemed to

*Actually Regional Directors report throuqh the Deputy 
Commissioner.
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feel that the system works fairly well everyone agrees that it 

has a lot to do with the personalities Involved. In the long 
run any administrative system can be made to work if the 

people in it are competent and willing to co-operate.

However» as the Territorial Governments grow in size and 

responsibility» the need for clear and specific reporting 
relationships may become more pronounced.

The third problem that has emerged because of the 
regional director system of decentralization is that the 

Deputy Ministers do not like it. But more important than them 

not liking the system is the fact that they have attempted to 
counter their lack of authority over field operations by 

enlarging their Headquarters staff. Not that this has been 

deliberate empire building» but it is a well proven axiom that 
if competent and senior managers are not given enough 

responsibility they will inevitably expand their terms of 
reference to fill the gap. Thus» the irony of the current 
system is that Lhc device developed to make decentralization 

feasible has also fostered the growth of the Headquarters 
component of each department. Generally then» although very 
few senior administrators will admit it, the Headquarters 

components of the Government of the N.W.T. are overstaffed and 

in the transition to a post division system the opportunity 

should be taken to'lean down'Yellowknife as well as to put in 
place a smaller headquarters component in Nunavut.

/



In summary* the current system hat both good and bad
pointe àü йй all systems. The basic strength of the existing 

modal is that it is in place and it is working. The public 
servants are used to it and it achieves many of the goals that 
it was intended to achieve, it does provide for a fairly 
decentralized delivery of services through the regional 
offices. The Regional Director system does work in such a way 
that the various program departments in each region are 
co-ordinated. Of the weak points in the current system* 

possibly the most important is that the reporting relationship 
between the regions and the Capital is to the Commissioner and 

not to the elected members of the Executive Committee* thus 
abrogating the important principle of ministerial 

responsibility. Moreover,the dual reporting relationship of 

field personnel operationally to the Regional Director and in 
an indirect* functional way to the Deputy Minister in 

Yellowknife* abrogates the important adminstrative principle 

of unity of command. Finally the concentration of operational 
responsibility in the regions appears to have fostered 

overstaffing in the Headquarters components of the program 
departments.

B. MODEL 2: Parallel Decentralizaion

The model of parallel decentralization illustrated
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In Figure 2 (pegs 53) is in its ssssntisls ths on# employed by 

most of ths departments of most of ths provincss where thsrs 
is a paresivad naad for spatial decentralization» Ths key 

difference between this approach and that reflected in the 
current Government of the N»v».T. is that the office of 
Regional Directe: is gone. In this model the Regional Super
visors in each department report directly to a senior official 

of the department in the capital. Thus, the programme 
delivery is decentralized as with the current Government of 
the N.W.T. model, but unlike that model the principle of unity 

of command is strictly adhered to. Perhaps more 
significantly, the parallel decentralization model also 
achieves the goal of ministerial responsibility for all of the 

activities within each portfolio are clearly assigned to a 
single minister. Whether the office of the Commissioner is to 

be retained along with the system is a constitutional and 
political question but insofar as the bureaucracy is concerned 

the lines of accountability are consistent with responsible 
government and with individual ministerial responsiblity.

There are a series of variations on the parallel 
decentralization model tha-t can be experimented with depending 
upon the size of the department, the size and diversity of the 

territory and the preferred administrative "style" of the 

personnel managing it. One option which has been mentioned by 
a few N.W.T. officials is to do away with the regional level



FIGURE 2= PARALLEL DECENTRALIZATION
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entirely. Hers the arguaient la that after division the two 
new territories will be more compact and less diverse and the 

capital city will be much closer to home* The benefit of the 

variation is that it would achieve a fuller decentralisation) 
le. instead of delegating r.uthority to a regional office» the 

department would delegate directly to officers within each of 

the communities, (bee Figure 4 Page 56)
The potential problems with this "full 

decentralization" can be narrowed down to two broad types.
The first type of problem le that If officers in the 
communities are reporting directly to an A.D.M. In 

Headquarters» the span of control (depending upon the number 
of communities) might be as high as fifteen or twenty» which 
is clearly too wide. Secondly» particularly in the Eastern 

Arctic» many of the communities are too small to have full 
time personnel on site for all government programs. Hence» 
because of economies of scale» some services would have to be 

provided directly from the Capital by "itinerant" officers 
which would end up producing even greater centralization than 
the existing system. Hence given the current size and 
situation of the communities in the North, for the present it 

would seem that the regional level of administration should be 

retained.
Other minor variations on the parallel decentraliz

ation model have to do with the extent of decentralization of

I

L
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FIGURE 3: PARALLEL DECENTRALIZATION

OPTIONS: i) with no Assistant Deputy Minister for small regions,
e.g.

ii) with two Assistant Deputy Minister's for large regions.
e.*v

i) Has wider span of control but shorter chain of cemaad - l.e. a flat hierarchy 
ii) Has narrower span of control but larger chain of command - l.e. a tall hierarchy.



FIGURE 4: PARALLEL DECENTRALIZATION

OPTION iii) Full Decentralization

DEPUTY MINISTER

FINANCE/PERSONNEL POLICY

ASSISTANT 
DEPUTY MINISTER

COMMUNITY 
FIELD OFFICES

I

iii) Span of control of Assistant Deputy Minister - Field Offices 1s tso wide.



the policy end administrative support functions in s 
department. Sn Fipure 2 (pape S3}, Personne 1, rir.i.ïo* mû 
Policy Planning and Analysis ars basically still highly 
csntralissd. with a lirgt region it is concaivabla that tha 
managers in ths department would prafar to dalagata i o m  
personnel end financial adalnistrstlon functions to tha 
regional superintendents, and possibly even to give each 
regional office a policy officer# and reduce the Headquarters 
administrative support units to co-ordination among the 
regions and to dealing with the central agencies in 
Headquarters. Taken to the extreme however this variation 
becomes a different model entirely which will be dealt with 
below as "integrated decentralization" (See Figure 5 Page 62).

There is one other set of organizational options that 
fit within the parallel decentralization model and these are 

Illustrated in Figure 3 (Page 55). These variations relate to 
the Assistant Deputy Minister's role in the department. In a 

fairly compact department and in a territory with for instance 
only three regions it might be possible to do away with the 
Assistant Deputy Minister completely. If the administrative 
support and policy functions at Headquarters are partly 

delegated to the regional superintendents and if the 
Headquarters components of these functions are combined in a 

single adminstrative unit under a Director of Policy and 

Administration, the three regions and the Director of Policy
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and Adminstration could report directly to the Deputy Minister 

and the span o£ control would still only be four.

On the other hand, if the department is large and if 
thore are four or five regions in the territory it might be 
preferable to have two übsistant Deputy Ministers reporting to 

the Deputy Minister —  one in charge of regional operations 
and the other in charge of administrative support and policy. 
Again it must be emphasized that this represents an option 
that would only be viable in a fairly large department, for in 
a smaller operation the presence of two Assistant Deputy 
Ministers would make the organization "top heavy".

To summarize, the general model of parallel 
decentralization is possibly the commonest being employed in 

bureaucracies everywhere. For the post-division N.W.T. it has 
the following benefits:

i) It facillitates Ministerial government and 
achieves the goal of individual ministerial 
accountability for all of the activities of 
a department.

ii) It conforms to the basic rule of unity of 

command, with clear reporting relationships; 
each subordinate has but one boss.

iii) It achieves the goal of effective decentral- 

izatior. of program delivery.



iv) It will work in either small or large 

departments and in small or large regions 
because it is relatively unaffected or at 

least adaptable to a wide range of economies 
of зса1е.

v) Above ail it's simple.

On the negative side of the ledger, the parallel 

decentralization model has the following potential drawbacks

i) While program delivery is decentralized!the 
administrative support and the policy planning 
and analysis functions are still centralized. 
Thus for the system to work in such a manner 
that the regional concerns are reflected in 

policy analysis, the Headquarters personnel 
must ensure that the lines of communication 

between the regions and the Capital are open 

and that there is a constant dialogue between 
the operational managers and the support units.

ii) There are no built in mechanisms to insure 

inter-departmental co-ordination within the 
region. A possible solution is to establish
a regional co-ordinating committee which would 

include all of the departmental superintendents 
in a given region. On paper this sounds fine 
but as with all committees there is no way of
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forcing the different departmental 

officials to agree (as there is with 
the Regional Director system). Such 
a system therefore will only work if 
the people involved are willing to make 

it work. As stated above, any admin
istrative structure is only as good as 

the managers who work within it.

C. MODEL 3t Integrated Decentralization

What distinguishes this model from the parallel 

decentralization model is that for the most part both 

operational and admin, support and policy functions are 
decentralized. Each of the departments, therefore becomes a 

completely self contained and self sufficient unit within each 
region. The only responsibilities left to the office in the 
capital are thub to co-ordinate the regions and to represent 

the interests of the department as a whole when dealing with 
the central agencies. As can be seen from Figure 5 (Page 62), 
the administrative functions are delegated to the regional 
offices of each department and each Regional Superintendent 

also has a regional policy unit which reports directly to him 

and which can represent the policy related interests of the 
regional office when dealiny with the Headquarters personnel.
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The benefits of Integrated Decentralization are as
follows:

i) As with the parallel decentralization 
model, ministerial responsibility is 

intact. Similarly the administrative 
principle of unity of command is adhered 
to.

ii) The delivery of services is decentralized 
to the regions.

iii) The policy and the admin, support functions 

are also decentralized to the regional offices 
of each department.

iv) Because of the degree of decentralization, 
the Headquarters component of each depart
ment's regional office will be a self 
contained administrative unit.



FIGURE 5: INTEGRATED DECENTRALIZATION

EXECUTIVE
COMMITTEE

aK
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The negative features of integrated decentralization 

are as follows:

i) While the fullest possible amount of 
authority is delegated to the regional 
offices of each department, there is no 

mechanism to insure the co-ordination of 

program delivery or policy among the 
departments in each region. However, as 

with the Parallel decentralization model 
inter-departmental co-ordination within 

the region can still be achieved (in 

principle) through interdepartmental 
committees. In the case of the integrated 
model, this can be tackled either through 

a committee of the Regional Superintendents 
of all the departments in a region or through 
a regional co-ordinating committee composed 
of the policy officers of each department 
(or both). The limitations of committee 
type decision making all apply to these 

options, and the success or failure of the 
committees will in the final analysis depend 

upon the willingness of the regional people 

from the various departments to co-operate.
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ii) In smaller regions the integrated style of 
decentralization will not be efficient in 

terms of economy of scale, on the other 
hand* cost efficiency may not be as important 

a considerarion as the need to create 
genuinely autonomous regional offices.

iii) This model will not be appreciated by 
either the Deputy Ministers or by the 
more activist ministers» for» particularly 
with respect to the policy function» they 

will prefer to have it located close at hand. 
One sub-option that can counter this would be 
to decentralize the admin, support functions 

to the regions but to keep the policy function 
in Headquarters» with the exception (possibly) 

of a Policy Officer in the larger departments 

in the larger regions.
iv) The location of departmental admin, support 

functions in the regions will weaken the 
Headquarters role in these areas in each 
department. This i s  the manifest purpose 
of integrated decentralization. However,
an unanticipated consequence may be that the 

central agencies unchecked by strong depart

mental admin, support units in Headquarters,
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will become still more powerful. In
ulher words, strengthening the regional 
offices of the departments will weaken 

the Headquarter* components that keep the 
central agencies from becoming too powerful,

v) All in all,the integrated model may be more 
suitable for larger bureaucracies than for 
small ones, but it contains features worth 

considering.

D. MODEL 4: Ministerial Federalism

A more radical model, but one which has been 
mentioned as a serious option by a number of territorial 

public servants is what might be dubbed "Ministerial 
Federalism" or (for reasons that will become clear as it is 
explained), a "Regional Envelope System". The essence of this 

system is that the spatial principle of departmentalization is 
applied right at the top of the bureaucracy. The critical 
feature of such a system is that there will be only as many 

departments as there are regions in the new territories.
There will be a minister responsible for each region, and a 
Deputy Minister for each region who reports directly to the 

Minister. Thus, for example, in the existing Government of 

the N.W.T., instead of Ministers and Deputy Ministers of
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Health, social Services, Public works, etc., there will be 

instead be à Minister and Deputy Minister of Keewatln,

Kltlkroeot, Baffin, Fort Smith, etc.
As can be seen In Figure 6 (Page 67), within each 

region departments will etili be organized according to 
function, but the senior official in each department will be 

located within the region. There will be no Headquarters 
components for the functional departments located in the

Capital.
The key to such a system would lie in the budgetary 

system. If control over the allocation of funds to the 
various programmes is retained in the Capital, the end result 
would be that the non-departmental central agencies such as 

Financial Management Secretariat would acquire awesome power. 

Hence Ministerial Federalism could only work if the Executive 
Committee were to settle on "expenditure envelopes" for each 

region before the preparation of the estimates. Then each 
region would be responsible for the allocation of funds to the 

various programmes witnin the regions, according to purely 

regional priorities.
This is a system which is untried but one which has 

features that are extremely attractive to those who advocate

strong regional autonomy.



FIGURE 6 : MINISTERIAL FEDERALISM



FIGURE 7: MINISTERIAL FEDERALISM

OPTION: No Assistant Deputy Minister in small regions.



The benefits are as follows:

I) It provides the fullest regional autonomy 

short of making each region an Independent 

territory.
II) It retains the basic principle of ministerial 

government with individual ministers being 
fully responsible for all of the activities 

of the bureaucracy within the region.
ill) The principle of unity of command remains 

intact. If Assistant Deputy Ministers are 
inserted between the programme departments 

and the Deputy Minister for the region, the 
span of control can be kept manageable.

iv) The regions can opt for different internal 

administrative structures depending on 
perceived local needs.

v) The co-ordination of programs within the 

region would be facillitated to an extent 
not possible with any of the other models.

The potential difficulties that could emerge with 
Ministerial Federalism are as follows:

i) Regions could choose not to allocate any 

money to a given programme and thus have 

an effective "opting out" power for all 

territorial ordinances. If this were to occur,
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legislative priorities established by 

the Assembly could be thwarted by the 

region's manipulation of budgetary 
priorities - the result would be a lack 

of any consistency in the range or quality 
of services delivered to the public in the 
various regions of the territory.

An option or a modification to the Ministerial 

Federalism Model might be for the Legislative 
Assembly or the Excom to "fix" a certain 
amount of the budget to cover ongoing 
programmes; ie. centrally determine the 
amounts to be spent by the regions on the 

programmes through the "A Estimates" and 
then allocate "B" budget envelopes to the 
regions which could be allocated among new 

programmes according to regional priorities.
In this way consistency in each program arose 
regions would be ensured to a pre-established 
base level while discretionary, "no strings 
attached", funds could be dedicated to what
ever the regional ministries should decide,

ii) Powerful regions might tend to dominate the 
system even more than they do now and 

asymmetrical relationships between "have" and
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"have-not" regions within the territory 

could be exaggerated rather than reduced 

over time. Presumably the larger regions 
would receive larger discretionary expend
iture envelopes than the small ones which 

tendfto entrench the disparities. Further- 
more, in the case o£ interregional disputes 
as to which region should get how much, the 
regions with more N.L.A.'s would tend to 
dominate the process.

ill) While individual ministerial responsiblity 

can be maintained, the collective respons
ibility and the collegiality which is so 
critical a part of responsible government 
could well break down entirely with the 

Ministerial Federalism model. Because 

Ministers are regional advocates and not 
reponsible for a single portfolio over all 

regions, there would be no reason to compromise 
when determining the size of the regional 

spending envelopes. In the southern provincial 
model or the Federal Cabinet system, Ministers 
are responsible for functional portfolios, 
but the Cabinet is selected, by convention, 

so that there is representation of all regions
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in the collectivity. The check on 

"regional chauvinism" therefore is that 
e-~h Minister can only "play favorites" 
in one functional area; ie. for instance, 

if a Minste- ot Education were to favour 
his own region too much in allocating 
capital resources for schools, his region 

might end up being shortchanged by other 
Ministers in other program areas. In the 
purely regional ministry concept, such 
checks and balances would be difficult or 

impossible.
iv) This model would likely preclude the 

development of a party system for if the 
Territorial Legislature moved to party 
politics it is conceivable that the 

government party might not elect an M.L.A. 

from one of the regions. In this case, 
the Minister for that region would have to 

be from another region which could conceiv
ably place him/her in a conflict-of-interest 

situation.
v) From a strictly administrative perspective 

the economies of scale will vary greatly 
from large regions to small ones. As a
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result with this system the smaller 
regions would end up having to spend 

a lot more per capita on their 
bureaucracies and thus a lot less 

would be left per capita to spend on 

the actual programmes.

E. MODEL 5: Excomm - Manager

This model is a synthesis of many concerns expressed 

by various senior territorial public servants both in Head
quarters and in the regions, although the basic institutional 

form is reflective of the style of administration employed in 
a number of large municipalities in the south (eg. Edmonton, 

Burnaby, London, Ontario, Quebec City). While it has never 

been tried in a provincial government, it has proven very 

effective where there is no party system in place, and where 

the economies of scale are a significant consideration. Both 
of these conditions exist in the N.W.T. currently and while it 
is conceivable that party politics could evolve in one or both 
of the post-division governments, certainly the economies of 

scale will continue to be a serious consideration in both 
Nunavut and the Western Territory indefinitely.

The key to the Excomm-Manager system is that collective 

responsiblity of the Executive Committee replaces individual
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ministerial responsibility. This however does not preclude 
the representation of regions within the Excomm nor should it 

be seen as standing in the way of individual Ministers 

specializing in the affairs of funtional portfolios. The 
commonest manifestation of this m^dol in the southern 

municipalities is for a committee system within the Legis

lature or the Excomm to monitor the affairs of the various 
departments.

Thus, for instance, within the Territorial context, 

the Excomm would sit as a Standing Committee on Health and 
Social Services, Renewable Resources and Economic Develop

ment, Public Works and Government Services etc.

While the membership on these committees might 
overlap a great deal the ChairiT n would be different for 

each. Thus the Departments of Health and Social Services 

would report to the Legislative Assembly through the Chairman 
of the health and Social Services Committee but the actual 
responsibility for the affairs of the Departments would be 

shared by the Excomm as a whole.
The other structural quirk which distinguishes this 

model is that operations -- the actual delivery of programs -- 

would be co-ordinated through a Territorial Manager or a Chief 
Administrative Officer who reports formally to the Excomm as a 
collectivity but practically to the Chairman of the Excomm. 

Below the level of the Manager, all of the options discussed
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above could be adopted without prejudice to the basic model; 

hence the public service could be departmentalized 
spatially/regionally (Figure 8 Page 76) or functionally 

(Figure 9 Page 77) and within the lower administrative units 
the decentralization of admin, support functions could be 
either parallel or integrated (See Figure 3 Page 55 and Figure 

5 Page 62) .
The potential benefits of this model are as follows:
i) It can be made compatible with either a 

consensus or political party based 

legislature.
ii) With the regional departmentalization 

model, the Manager-Excomm model achieves 

all of the benefits of the current Regional 
Director - Commissioner model (Figure 1 
Page 47) but without the problems. That is, 

the lines of accountability are clear, the 
principle of unity of command is adhered to, 
the principle of responsible government is 

affirmed (although collective responsibility 
supplants individual ministerial respons
ibility), the autonomy of the regional 

operations and the co-ordination of program 

delivery within the regions are both maintained.



FIGURE 8: EX-COMM/MANAGER REGIONAL MODEL

\



£1GURE_9: EX-COMM/MANAGER FUNCTIONAL MODEL

PROGRAM DEPARTMENTS
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iii) The notion of unconditional discretionary 

grants to the regions —  "B" budget Regional 

Envelopes —  as discussed above could be made 
compatible with this system.

iv) The system cun work with a fairly small 
Headquarters component and hence, at least 
initially, the pitfall of a top heavy 
bureaucracy can be avoided.

The potential problems with such a mode are as
follows:

i) It is untried in the context of a senior 

government. It will be alien to most of 

the senior administrators in the current 

territorial public service and as a result 

it will likely be resisted at its inception.

ii) The Manager will be potentially a very power

ful person in the system. The Excomm will have 
to ride herd very closely on this official to 

see that his power is exercised in a manner 

compatible with the priorities of the elected 
members of the Legislature and the Excomm.
This can be allayed to some extent if the 
Manager's role is strictly limited to 

operational co-ordination and not allowed
to infiltrate the policy process.
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ill) Because policy analysis and admin, support 

(financial control and the budget) will be 
concentrated at the top/centre of the 

system, there is a danger that the central 

agencies may become too powerful. One 

counter to this is the option of having 
policy officers in each of the departments 
and/or in each of the regions who will 'liaise' 

with the personnel in the Policy Secretariat 
in Headquarters. In this way the responsibility 
for policy development can be shared between 
Headquarters and the regions, with the one 
acting as a check on the other, 

iv) If the functional departmentalization model 
(Figure 9 Page 77) is selected, the span of 

control 'Manager-programme departments' may 
be too wide. One option to counter this would 

he to have two Managers - one for operations 
and one for administration.

In sum we have put forward a number of organizational 
options for the post-division N.W.T.. None of these is 
perfect and the models range from very conservative and 

traditional to fairly radical and innovative ones. What is to 
be kept in mind is that many of the components of the various 
models are interchangeable. In other words,the models do not



80

represent clear choices, but serve as illustrations o£ the 

sorts of institutional features that are worth considering.
The next phase of this exercise is to move from the general 

consideration of models to the department by department 
designing of detailed organization charts. These will provide 

fairly accurate assessments of the person year requirements 
for staffing the post-division bureaucracies of both Nunavut 
and the Western Territory.

/
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NUN/WUTl POST-DIVISION ADMINISTRATIVE

STRUCTURES

1. INTRODUCTION

At the time of the writing of this report the Nunavut 

Constitutional Forum is engaged in the complex process of 
drafting a constitution for the new Eastern Arctic Territory. 

This is perhaps the most important part of the process that 
will culminate with the establishment of anew ogvernment in 

Nunavut.
Constitutions are like the "souls" of governments. They 

enshrine the basic values and principles upon which a 
government is founded and they define the relationship between 

a government and its citizens by setting the limits within 
which government can legitimately operate. Constitutions also 

define the basic institutions of government. For instance, in 
Nunavut, the constitution will define the nature ana role of 
the Legislative Assembly, the form of the Executive branch and 

the basic adjuducative mechanisms to be employed in the 
settlement of disputes between citizens and their government.

What a constitution does not do is define the specific 

policies and programs that will apply in the new political 

community, nor does it provide the machinery for implementing 

those policies and programs. The former will be the
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responsibility of the elected representatives of the people of 

Nunavut and the latter is ultimately the responsibility of the 

public servies of the new territory. The initial task of the 

new Legislature of Nunavut will be made easier by the fact 
that currently there are programs in effect which, while 

originally established by the Legislative Assembly of the 
"undivided fl.W.T.", can cpntinue in effect until the new 

government decides to change them. In this respect the 
•maiden' Legislative Assembly of Nunavut will not have to 

start from scratch, in defining the basic services to be 

provided for the people of the new territory. 
u However, when it cpmes to the implementation of the 
existing programs in the new territory -- essentially, the 
role of the public service —  the Government of Nunavut must 
face some very practical problems. Clearly the programs that 
are in existance now in the N.W.T. are being delivered to the 

people of ;tne communities that will be a part of Nunavut.

There are field and regional personnel in place in those 
communities at the present time and it can be reasonably 
expected that most of those public servants will continue to 
do their jobs through the period of transition. The problem 
is that the field and regional people can do their jobs 

effectively because they are backed up and supported by a 
large adminstrative apparatus which, at the present time, is 

located in Yellowknife. If that support is to be continued



through the transitional period In Nunavut, there must be a 

second set of administrative structures In place In the 

Eastern Arctic virtually from the outset.
It Is the task of this report to recommend a set of 

Headquarters administrative structures that will permit the 
Government of Nunavut to assume the program responsibilities 

of the current Government of the N.W.T. without any 
interruption of the delivery of services to the people of the 
Eastern Arctic and without any significant reduction In the 
level or quality of those services. Because there are a 

number of uncertainties concerning the nature and else of 
Nunavut and some unknowns concerning the governmental form 
that will be recommended by the Nunavut Constitutional Forum, 

we must make some basic assumptions in order to design 
administrative structures for the new territory. These have 

been dealt with in an earlier section (in part) but they must 
be reiterated and and elaborated somewhat before proceeding 

with the body of our recommendations.

A. Uncertainties and Operational Assumptions

It must be asserted at the outset that these 

assumptions are in no way reflections of the Sub Committee's 
preferences nor are they intended to influence the ultimate 
political and constitutional decisions that will have to be
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taken by the Nunavut Constitutional Forum and the people of 
Nunavut. Where possible we have made assumptions that are in 

the middle of a range of possibilities. This gives us a base 

point from which to work that will permit us to recommend 
administrative structural options that can be adaptable.
Above all, in a situation of uncertainty, the best option is 
the one that permits the greatest flexibility. In this way, 
when unknowns become 'known' the extent of the adjustment 
required will be minimized.

i) The Boundaries of Nunavut
We have defined a number of possible boundary 

scenarios for Nunavut in a previous section of this report.
In this previous paper we assumed that the southern boundary 

of Nunavut will be contiguous with the current southern 

boundary of the N.W.T.. We also assumed that if the northern 
boundary of Nunavut was to be different from the current 
N.W.T. boundary (ie. with a "Federal Preserve" in the high 
Arctic) the only communities likely to be affected directly 
would be Grise Fiord and Resolute. The population involved is 
fairly small and its inclusion or exclusion in Nunavut would 

not have serious administrative ramifications. Hence, we have 
simply assumed that the northern boundary of Nunavut will be 
contiguous with the current N.W.T. boundary.
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The most significant unknown with respect to the 

boundary of Nunavut is the line between Nunavut and the 
Western N.W.T.. Here we posited three possible scenarios 
ranging from a "smallest Nunavut", which would include the 
Baffin and Keewatin regions end the Eastern communities of 

Kitikmeot, to a "largest Nunavut", that would include Baffin, 
Keewatin, Kitikmeot and the Inuvialuit communities of the 

Inuvik region. In our recommendations for transitional 
administrative structures for Nunavut, we have assumed the 
"middle" scenario which has the Baffin, Keewatin and Kitikmeot 
regions in the Eastern Territory. This permits us to draft 
organization charts for the Nunavut administrative 

Headquarters which, with a slight reduction in size could be 

implemented in the "smallest" scenario or, with a slight 
increase in size, could be implemented in the "largest" 
scenario.

Where the different boundaries could have a 
significant impact on administrative structures is not so much 
at the Headquarters level but rather in the regional 

organization. In the "large Nunavut" scenario, for instance, 
some portion of what is now the Inuvik Region in the N.W.T. 

administration would be included in the new territory. While 

one option (which might seem sensible superficially) would be 

to simply tack the Inuvialuit communities onto the Kitikmeot 
region for administrative purposes, the political aspirations
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of the people of the Delta to establish a Western Arctic 
Regional Municipality (WARM) would in all likelihood render 

that solution unacceptable. Moreover, senior administrative 

personnel in the Kitikmeot regional offices attested to the 
fact than any extension of their region to the West would 
create serious adminstrative and communications problems as 

well. The best solution would seem to be simply the creation 
of a "Western Nunavut" region to include the Beaufort-Delta 
Inuvialuit communities. At the other end of the spectrum, in 
the case of a "small Nunavut" the Kitikmeot portion of Nunavut 

would be left with but three small communities and a 
population of around 1,200. When this is contrasted with the 
Baffin region which has a population of 7,500 there could be 
significant problems in providing the same scope of services 

and the same quality of program delivery in regions of such 
widely disparate size. Again the superficial solution would 

be to tie the Eastern Kitikmeot communities to the Keewatin.
However, there are historical reasons for keeping 

these communities in a separate region and in some cases the 
linguistic and cultural ties are closer to the people in some 
of the Baffin communities than they are to the Inuit of the 
Keewatin. Suggestions offered by people interviewed in the 
regions included the creation of a new region to include Coral 

Harbour and Repulse Bay in the Kitikmeot region, and/or the 
splitting of the Baffin Region into two separate regions for

/
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administrative purposes. One final option, but one that was 

not widely supported in the regions, was the abandonment of 

the regional offices altogether. None of these solutions was 
met with solid, let alone unanimous approval, even among the 

administrative personnel interviewed. Hence, with the above 

cited as cautionary note only, it is probably safest to 
assume that at least in the short run after division, the 

regional boundaries and by implication the regional 
administrative structures will have to remain fairly much the 
same as they are at present with ad hoc adjustments introduced 

to deal with immediate and urgent problems.
In sum, we are assuming that the regional 

structures will remain approximately the same as they are now 

with some adjustments to get Nunavut through the first months, 
during which time the appropriate adminstrative and political 
people will have to make some hard choices as to the nature of 

regional bureaucratic institutions. We are also assuming, in 
the procès-- of designing departmental Headquarters components 
for the transition, that the "middle Nunavut" boundary 

scenario (the three Eastern-most regions) is what we will plan 
for. This is of course with the clear expectations that when 
the political and constitutional decisions are taken and the 

boundary question is resolved, that these middle range 

organizational options are the ones most easily adjustable to 

the wide range of possible boundary outcomes.
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ii) The Capital of Nunavut
The only assumption that we have made with 

respect to the capital of Nunavut is that there will be one.
It is understood that the Nunavut Consitutional Forum has left 

open the option of not having any capital at all. While the 

details of this option have not been specified as yet the 
basics of the proposal are that different departments would be 
located in different communities throughout the territory, so 

that many communities instead of just one could enjoy the 
benefits and suffer the consequences of having a significant 

number of public servants living amongst them.
If the Nunavut Constitutional Forum opts for 

this there will have to be an enormous research effort in 

order to carefully plan and design such a system, for there 

are no experiments or examples of this to be found in any 
country, state, province or territory anywhere in the world.

In other wordc the system would have to be invented out of 

thin air, and such an enterprise would seem to be beyond the 

current mandate of the Sub-Committee on Division,
iii) Federal Largesse

One of the greatest uncertainties in the 

planning and design of transitional administrative structures 

for Nunavut is how much money the Federal Government is going 

to be willing to put aside for the operational expenditures of 

the new territory. (the opposite side of the coin, which must
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be faced by the people of the Western N.W.T., is by how much 

will the Federal Government cut back on its current gross 
transfers to the G.N.W.T. when it no longer includes 

Nunavut?).
While the focus of this report is on organiz

ational planning and design and hence concentrates upon person 
years rather than dollar expenditures, the two are 

inextricably related. Hence, if the Federal Government is 
generous in its transfer payments to the new territory, the 
public service of that territory can afford larger and more 

specialized departments than if the Feds decide to be more 
frugal. Our approach to this uncertainty has been to plan for 

a fairly well appointed Headquarters for the various depart

ments —  a "fat Headquarters" scenario —  and then to offer 
suggestions and where appropriate additional organization 

charts that provide a "lean Headquarters" option. Our aim is 

thus to offer a model for Nunavut departmental Headquarters 

based on the bare minimum of person years required to start 
operations as well as offering a model that is simply a 

scaled-down version of the current N.W.T. departments. The 
method we employ to calculate the necessary reductions in 
person years will be dealt with in a later section of this 

Introduction.

iv) Human Resource 'Pool1
Less an uncertainty than a given in our
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analysis is the fact that the recruitment of qualified 
personnel to fill the positions in the new territorial 

Headquarters will be a significant problem. The human 

resource pool in the Eastern Arctic is small to begin with and 

when this is combined with the scarcity of Inuit trained to 
fill bureaucratic positions the problem of staffing the new 
administration will be one of the most serious challenges 
facing the maiden Government of Nunavut.

The potential solutions to this problem range 
from recruiting the required personnel from the south and/or 
from Yellowknife, to severely limiting the person years 

component of the new administration. The former could have 
serious disruptive social impacts on the new capital and also 
could alter the overall "personality" of the new adminis- 

station which would be seen as alien entity in the crucial 
formative years after division. Moveover, there is no 

guarantee that high quality public servants from the south (or 

from Yellowknife) would be willing to accept positions in the 
Arctic. In fact, when interviewing senior territorial public 
servants in Yellowknife, very few avowed any interest at all 
in moving to the Eastern Arctic, and most judged that there 
would be only a limited number of even their junior personnel 
who would be willing to pursue careers in Nunavut.

The latter solution, that of exercising severe 
restraint in the design of the new departments, would likely
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be more satisfactory as long as the departments are not so 

"lean" that they cannot deliver current services to meet 

acceptable standards of quality.

v) Extent and ^tyle of Decentralization

In a preceding section we have discussed the 
modes of decentralization in organizations and tried to 

elaborate the pros and cons of the various models. However, 
we also pointed out that the ultimate choice of administrative 

style will be in part a political one, depending upon the , 

overall constitutional design of the new territory, and as .• 

noted above, upon the boundary that is agreed upon.
Hence, the approach taken here is to assume that 

at the outset the new administration will be at least as 
decentralized as the N.W.T. is today and that the Government 
of Nunavut will have to modify and adapt the post-division 

system according to political priorities and changing 

circumstances.
The result of this is that the regional offices 

will remain pretty much as they are today and that our 
recommendations will be addresed almost exclusively to the 
nature and size of the Headquarters components in the new 

bureaucracy.
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vi ) General Philosophy of Administration

If there is a general trend in the philosophy of 

public administration in the current G.N.W.T. it is towards 

more "rationalist" syctjms of planning, evaluation and 
control. This trend is manifested by the increased use of 

sophisticated quantitative tools and an increased dependence 
on computers in areas such as accounting, budgeting, manpower
planning and evaluation, and the maintenance of various 
clientele inventories, records and registries.

Much attention within the Territorial Public 
Service, in the Legislative Assembly, in the media, and even 
among the general public has been paid to systems such as

F.I.S., P.I.N.G.O., etc. It is impossible to predict at this 
time whether the Government of Nunavut will opt to continue in 

the same direction or to revert to simpler "manual systems". 
For the most part the software packages could be fairly 

readily transferable to the new Territory if the "hardware 
systems" —  the model and make of computers —  are the same, 
or at least compatible.

The uncertainty here however, flows from the 
fundamental problem of hardware costs and whether the 

priorities of the new territory will permit the significant 

initial capital outlays required. There is a possibility that 
at the outset Nunavut could purchase or rent time on the
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existing computers in Yellowknife until such time as the funds 

become available for 'going it alone'. The wisdom of such an 

option is that the regional offices all have their own 
computers at the present time and also have established 
systems that utilize these machines. Hence, in the design of 

Headquarters components for the various departments we have 
assumed that the new government will continue with the same 
basic approach to administration. If the new government 
should decide to abandon the rationalist style and the 
quantitartivesystems, the person year requirements will be 
changed. Such changes might be less in terms of total numbers 

than in terms of the types of skills required —  ie. there 
would be less demand for data entry clerks etc., but increased 

demand for personnel familiar with more traditional manual 
systems of accounting, records-keeping, filing etc.

B. Method of Analysis

The basic research problem in designing the 
Headquarters components of the departments of Nunavut is to 
reduce them in size from the current person year establish
ment in Yellowknife. In order to establish a base line figure 
—  a target —  for each department we have calculated a number 
of ratios:

«■«I/



1) In the case of sûíô departments whose

program activities are population sensitive 

the basic assumption is:

Pop, of Nunavut » Person Years Nunavut Dept. 
Pop. of N.W.T. Person Years NWT Dept.

Programs which are largely sensitive to 
population are those delivered by depart

ments such as Social Services, 
ii) Other departments deliver programs which 

are also sensitive to the number of 

communities being served. Thus, a further 
assumption is that there will be a relation
ship between the number of communities and 

the size of the department,
# of Communities Nunavut = Person Years Nunavut Dept.
# of Communities N.W.T. Person Years N.W.T. Dept.

The Department of Local Government is the 
best example of a department whose programs 
are "community sensitive" - the more 

commur.ities the larger the department must be 

to deliver the programs. In a related way a 
department such as Health's person year 

component will be sensitive to the number of 
schools and Social Services to the number of 
communities that must be staffed with a
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Community Social Services Workder.

iii) Another ratio which will help to assess 

the Person Year requirement of the Head
quarters component of a department in 

Nunavut is:
HQ Person Years Nunavut « HQ Person Years NWT 
Field/Region Person Field/Region Person
Years Nunavut Years NWT
Thus, we are also assuming that the size of 
the Headquarter component will be related 

to the number of personnel in the field and 
regional offices of the department. This 

ratio likely has relevance for all depart
ments except Health, for instance, which 

has no field or regional component.

iv) Finally we have assumed that there will be

a relationship between the size of the

central agencies and service departments
and the overall size of the public service.

Person Year Serv Dept NWT = Person Year Serv Dept Nunavut 
Total Person Years GNWT Total Person Years NWT

Thus the size of a department such as
Finance or Personnel will be related to
the overall size of the public service.
The same will be true for the Department
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of Government Services.

Having specified some of the ratios that can be 

employed to establish a base line target for the size of the 

new department in Nunavut, it muct be remembered that this 

provides only a starting point in the analysis. There are 

other factors which must be accounted for when estimating the 
person year requirements for any department. Perhaps the most 

significant variable and the one that will apply most 
consistently is that of negative economies of scale. The 
smaller a department is to begin with the more difficult it is 

to reduce it in size proportionally to the dimensions of 
Nunavut. Thus, in virtually all cases, the factor of 
diseconomies of scale will mean that the base line person year 
targets provided by the ratios will be smaller than the actual 
person year requirements for Nunavut.

There are also a larger number of variables which 

can have an effect on the person year requirements of the 
departments of Nunavut which we have dubbed "Nunavut Specific" 
factors. These are the idiosyncratic circumstances and 

features which are unique to the new territory and which will 
cause the person year requirements of the Nunavut public 

service to deviate from the base line targets. Examples of 
Nunavut specific variables are factors such as the fact that 
there will be little requirement for teaching of Athabaskan 
languages in the new territory and as such the Department of
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Education can eliminate íta curricular advisors in that araa.

In a similar way thara will ba littla or no requirement for 
forest fire specialists in the new Department of Renewable 

Resources and because there is only one hospital in the 
Eastern Arctic the Hospital Services Branch of the Department 

of Health will have a reduced role in the new Territory.
These are all examples which might permit us to recommend a 
smaller than proportional person year complement for the new 

Territory in a given department.
At the opposite end of the spectrum, there are 

also Nunavut specific factors which will cause the Nunavut 
person year requirement to be proportionally larger than the 
N.W.T. requirements. . The best example here is the training 

component of the departments. Because the new Territory will 
face serious staffing problems in the iniediate post division 

period, the necessity of training natives of Nunavut to fill 
positions in the bureaucracy will exceed the requirements in 

the older and better established Western Territory.
Having defined the basic approach to establishing 

the person year requirements of the Headquarters components of 
the departments of the new Territorial Government we must also 

enter a brief caveat. It must be recognized that all such 
estimates are still only approximations. Much of the burden 

of staffing and organizing the new Territory will fall to the 

political leaders of Nunavut and to some of their top public
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servants. The person year requirements of the new territory 

can only be established ultimately through experimentation and 
trial and error over a number of years. The aim of the 

organizational designs and estimates of person year 

requirements offered here is to provide a reasonable starting 

point from which the necessary adaptations and adjustments can 

be made with a minimum of disruption of the delivery of 
essential services to the people of Nunavut.

In light of the above, the Nunavut Constitutional 
Forum should perhaps consider the establishment of an interim 
committee of officials and elected members (with a"Transition 
Secretariat") before the actual division takes place. This 
committee would be responsible for planning the transfer, 
staffing the new public service and for overseeing the 

development of the new bureaucracy. The complexity of the 

process and the necessity that the transfer be as smooth as 

possible would seem to make it imperative that the process be 
initiated some l.'me before the actual moment of formal 
division.

C. The Organization of the Report

The basic approach to this report is to deal with 
the orgai.izational planning and person year requirements for 
the new Territory on a department by department basis. The



aim is to explain briefly the current reeponslbllltee of the 

department In the G.N.W.T., to outline the organizational 
features 1 i Headquarteres, and to describe the overall 

features of the regional operations component of the 
department. Having explained the current situation it is then 

our intention to proceed co a discussion of the general 

considerations to be taken account of in attempting to 

replicate the functions of the department in the new 
Territory. Here we will attempt to identify the unique 
characteristics of the department and to attempt an 
assessment of the Nunavut specific factors in terms of the 
ultimate organizational and person year requirements for the 
new department. Finally, we will provide a draft set of 

recommendations for the organization of the Nunavut version of 
the department and to offer a fairly accurate assessment of th 
person year requirements for the new department within both a 

'fat' and 'lean' administrative scenario. In all cases we wll 

provide detailed organization charts in order to clarify our 
descriptions of th current department and to more clearly 

define our specific proposals for the Nunavut Department.
In sum, the table of contents of each "chapter" 

(departmental report) will appear as follows:
1) Summary of Current Responsibilities of 

the Department;
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2) Headquarters Organizational Features

- description of core program activities

- description of ancillary activities
- description of program support activities

3) Regional Operations

4) Nunavut
- general considerations
- Nunavut Specific Factors

5) Nunavut Department

- organization
- person year requirements

As explained above, the main goal of this report 

is to provide draft recommendations for the basic adminis
trative structures required for the transitional and immediate 
post-division period in Nunavut. In other words our goal is 
to design organizational units which can perform the functions 

currently being performed by the Government of the N.W.T. but 
in the smaller .new Eastern Territory. The exercise is one of 
reducing the current Headquarters organizations to fit the 

reduced size of the new Territory and the reduced size of the 
new territorial bureaucracy. However, while the manifest 
function of this report is to "replicate Yellowknife" it must 

also be recognized that Yellowknife isn't perfect today. As 
such the building of a new territorial administration provides 
a golden opportunity to improve upon some of the less success-

//
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fui features of the old system.
In the course of making recommendations for the 

new departments, therefore, we have not hesitated to point 

out potential or actual problem areas in the current system 
and to recommend possible remedies or solutions for those 

problems. BuL, in the main body of the report we have limited 
ourselves to intra-departmental rationalization and reorganiz
ation. Where the internal organization of a department in the 

N.W.T. appears to be lacking we have tried to point this out 
and to offer better ways of doing things. However, in the 
course of our research we have also noticed organizational 
problems (and in many cases have had them pointed out to us by 
astute senior public servants) which are inter-departmental in 
form. These we have not dealt with in any detail in the main 

body of this report but rather have decided to deal with them 

in a separate section of the report entitled Interdepartmental 

Reorganisation and Rationalization. This will be a separate 

section of the present paper and will address itself to 
various organization problems and possible solutions that are 
of a more fundamental sort, but which might prove helpful to 

the senior bureaucrats of the new Territory in avoiding some 
of the pitfalls and mistakes that have been made by the 
existing G.N.W.T.. While some of these suggestions may appear 

critical of the current government, in fact, the intent is to 

offer purely constructive recommendations which have to be
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viewed in the light of the fact that while not perfect, the 

existing system does after all work fairly effectively.

/



SECTION III - (2) PROGRAM DEPARTMENTS



THE DEPARTMENT OF ECONOMIC DEVELOPMENT fc TOURISM

A. THE CURRENT ORGANIZATION

1. Summary

Charged overall with developing the northern economy in 
a manner compatible with northern lifestyles and aspirations; the 

Department of Economic Development and Tourism performs the fol- 
lowing functions: maximizing the beneficial impact of non
renewable resource development and planning for general economic 

development; tourism - marketing, development and counselling; 
acting as an advocate, financier and consultant to small and med

ium size businesses in the Northwest Territories; and identifying 

and securing employment and training opportunities for North

erners.
The Department has a total of 219.1 person years, how

ever, 82 of these positions are apprentices who work for other 
departments but are paid under this activity. Excluding the 

apprentices, the headquarters component of Economic Development 
and Tourism has 62 person years with 72 regional and field per

sonnel.

. . . / 1 0 4
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2. Headquarters Activities

a) The Directorate - This activity includes the fol
lowing:

i) Management - providing overall policy direction 

as well as overseeing the clay to day operation of the Department.
ii) Administration - the provision of financial ser

vices to headquarters staff and co-ordination of regional finance 
and administration officers.

b) Manpower Development - This division is sub-divided 
into two sections responsible for the following:

i) The central function of this division is Appren
ticeship and Industrial Training which includes managing,planning 
and developing apprentice training and tradesmen's certification 

and providing support functions to the apprenticeship and Trades
men's Qualifications Board.

ii) Employment Development - seeking employment 
opportunities anJ identifying skill shortages and training 
requirements. Manpower Development is also responsible for the 

Training-on-the-Job Program, Subsidized Term Employment Program, 
Labour Pools, Job Rotations and Careers Program

c) Planning and Resource Development - As well as 
monitoring resource activities and liaising with industry and the

h
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Federal Government, this division provides professional advice to 

the Minister of the following*

i) The maximization of benefits to northerners from 

non-renewable resource development.
ii) Territorial and Regional economic planning,

iii) Evaluation and policy analysis.
d) Tourism and Parks - The objective of this division 

is to stimulate economic growth through developing and promoting 
the tourism industry in the N.W.T. Specific responsibilities 

include*
i) The development of tourism and parks programs 

for use by the regions and tourism associations.
ii) Marketing and travel counselling,
iii) Provision of specialty skills in tourism plan

ning to regional offices and tourism associations.
iv) Intergovernmental liaison with Parks Canada to 

represent the interests of the G.N.W.T.
c) Commerce Charged with assisting small businesses, 

this division has as its sub-activities:
i) Offering a consulting service to small busi

nesses and disseminating relevant information to the business 

community.
ii) Supervision of G.N.W.T. commercial enterprises.

iii) Providing support and advice to the Canadian 

Arctic Co—operatives Federation and its member co-operatives.



106

iv) Administering financial assistance programs and 
providing support to boards established to review applications 

(Eskimo Loan Fund, N.W.T. Business Loan Fund and Special
A.R.D.A. Fund).

3. Regional Operations

With the exception of planning, all of the functions 

out-lined above are replicated in regional offices of Economic 
Development and Tourism. (The Baffin region is the only region 
in the Eastern Arctic with a planning capacity). Manpower 

Development and Tourism and Parks have at least one person in 
each regional office handling program functions. Financial and 
administrative support is represented at the regional level 

through Administration Officers. Commerce functions at the 

regional level are carried out by Business Development Officers 
and Commercial Enterprises Project Officers.

At tht community level, the Department has Area Economic 
Development Officers (A.E.D.O,'s), who are the true 'gener
alists'. They represent and carry out all departmental functions 
in the communities. Generally, an A.E.D.O. is based in one com
munity with responsibility for several others. These person 
years fall under the commerce activity.

Charts for the regional components of the Department of 
Economic Development and Tourism are presented as they currently 
stand. (See Charts 1.6 •• 1.10)



AND TOURISM ______________
B. POST-DIVISION OPTIONS! DEPARTMENT OF ECONOMIC DEVELOPMENT

1. General Considerations

a) Core program activities In the Department of 

Economic Development and Tourism are Commerce and Tourism and 

Parks. The focus of each is the stimulation of northern economic 
development, which in all liklihood will continue to be the core 
activities in the post-division Nunavut. However, some varia

tions in person year requirements for the eastern arctic 
territories can be expected for the following reasons:

i) Person year requirements for these two divisions 

are particularly sensitive to the level of economic activity in 
the region served. Small business activity, including the tour

ism industry, is less developed in the Kitikmeot, Keewatin, and 

Baffin regions than in the Western Arctic. Thus, the conclusion 
that could be developed is that the number of person years 

required in the Commerce and Tourism and Park division in an 

Eastern Arctic government should be less than proportional to 
population to reflect the smaller amount of business activity.

However, it could also be argued that while these 

divisions support existing industries, they also help new 
industries to develop. (For example, Tourism and Parks 
headquarters officials estimate the three eastern arctic regions
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have as much potential to attract tourist traffic as does the 

western arctic given an adequate level of government support).
Thus, person year requirements to manage exis

ting programs In these two divisions will be less than propor

tional at the start, but will have to be Increased as business 

develops, where person year requirements to develop new business 

and industry will have to be greater than proportional at the 
outset. The two factors will likely balance each other off.

ii) As there are only two territorial parks in the 

three eastern regions (as contrasted with 26 in the Fort Smith 
region alone), the parks function of Tourism and Parks division 
will be greatly reduced to liaising with Parks Canada to repre
sent the interests of the eastern arctic territory regarding 
Federal parks, reserves, and wildlife sanctuaries. As with the 

Commerce and Tourism functions, however, parks development activ

ities may have to be supported depending upon the political 
priorities of the legislators of Nunavut.

iii) If the current G.N.W.T. policy of privatizing 

government commercial enterprises is successful, there will be a 
reduced need for the management function in the future. However, 

the assumption we must make here is that in the short run in the 
new eastern arctic territory there will have to be some positions 
allocatd to this responsibility.
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b) Th» ancillary program activities of the Department 

of Economic Development and Tourlam are those carried on by the 

Manpower Development Division. Hhilc important» the Manpower 

Development function la secondary to the primary goal of 
stimulating economic activity in the N.W.T. It could be tackled 
by other departments such as Education, or Personnel or it could 
be as ancillary responsibility of all program departments.

Another option, suggested by some senior Territorial public 
servants, was that all training and development functions should 

be combined in a "Department of Training" that would bring 
together all of the programs currently scattered about in various 
departments. This option will be dealt with in a later section 

of this report.
The Manpower Development Division is clientele- 

oriented. Because there are approximately 650 apprentices 
territory-wide (82 of whom of are G.N.W.T. employees and included 

in the 83/84 Main estimates under Manpower Development head

quarters activity) and because approximately 1/3 of the total 
apprentices are based in the eastern arctic regions, we can 

assume that in the immediate post division period, this component 
of the Manpower Development division in Nunavut will be propor
tionate to the department in Nunavut and will require a minimum 

of 1/3 the current person years.
The Employment Development Branch of Manpower Dev

elopment may play an increased role in Nunavut by identifying new 

staffing and training needs resulting from businesses



no

established to serve the headquarters structure In the capital. 
Hence it is likely that the person year requirements of this sec
tion will be greater than proportional to the current department.

c) Program support activities within this department 

are administration» finance and policy development. Although the 
regions have administrative and financial functions already» the 

headquarters component of this activity services both head
quarters personnel needs and regional offices by co-ordinating 
regonal expenditures and lobbying on their behalf for funding 
with the central agencies. The person years required in this 
division will be roughly proportionate to the reduced size of the 

program division in the new department but also will be reflec
tive of the type and complexity of financial accountability pro

cedures adopted in the Nunavut Territorial Government.
The planning and policy function of the Department 

is currently largely centralized in the Planning and Resource 
Development division. The nature of policy and planning struc

tures in an extern arctic government will be contingent upon the 

political priority given to centralized vs. decentralized 
decision making. Prior to the formation of a planning branch, 
policy was usually developed in an ad—hoc fashion with regional 
superintendents channelling policy input to the headquarters dir

ectorate who would then formulate policy at this level - policy 

making was simply an extension of the management function;
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centralization became necessary in reaponae to rapid growth of 
economic activity related to reeource development mega-projeota. 

Hence with a low level of reeource activity and with good 
channels of communication between regions and headquarters, it is 

possible that effective policy development could occur at the 

management level, without the need for a centralized structure*

2. Department of Economic Development & Tourism*

H.Q. Nunavut ____________ _ _________________

Assuming that functions such as exist now in Economic 
Development and Tourism will have to be replicated in the Eastern 

Arctic Territory, Charts 1.11 -1.14 present a fairly generously 

staffed headquarters component for Nunavuk.
This model differs from the current organization in that 

the number of division has been reduced from five to four, with 
the policy division being attached to the Directorate. The same 

programs that exist now at the headquarters level will have to be 
implemented, although the person year establishment is reduced 

proportionate to their applicability in Nunavut.
The Directorate, with its finance and administration 

function, has been reduced proportionate to the fewer employees 

in a scaled-down headquarters.

/
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Manpower Development has been sub-divided into two 
activities - Employment Development and Apprenticeship and indus

trial Trainingt similar to the current headquarters structure. 

Employment Development, with one person year, is a division that 
could be enlarged as the need f^r this speciality skill is iden

tified in Nunavut. The Apprenticeship activity will continue to 

handle the same functions as exist in the G.N.W.T., reduced pro
portionate to the number of apprentices being served.

Commerce has three main activities - a business consult

ing service, co-ordination of co-operatives and commercial enter
prises, and administration of financial assistance programs. 

Again, this division is scaled down to the lower level of current 
business activity in Nunavut.

While it has been recommended that the division of 

Tourism and Parks have 8.0 person years, the parks component of 

Tourism and Parks has been reduced to one person year. This 
individual will also be responsible for the planning of tourist 

attractions (ie. hiking trails, boat tours) for representing 

Nunavut interests to Parks Canada, and for developing new Terri
torial Parks in the Eastern Arctic. As requirements for tour
ism, marketing, program development and parks operations 

increase, this division may have to be expanded beyond 8.0 person 
years.

Planning has been included within the Directorate rather 
than having a separate structure. It can be expected that during 
the initial formation of Nunavut headquarters structure, policy

I
I
I
I
I
I
I
I
I
I
I
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development «rill be carried out primarily by program officers 
and senior management staff. The need for a policy division can 
be reassessed as Nunavut develops and as its policy requirements 
become Identifiable.

Charts 1.15 - 1.18 present a leaner version of the first 

headquarters chart for Economic Development and Tourism. All 
program functions are represented in this chart and the person 
year compliment should be adequate to allow for performance of 

these functions in the immediate post division period. Utilizing 
this leaner model in Nunavut would allow the headquarters 
structure to evolve its person year requirements and its internal 
organization according to the political and budgetary priorities 
of the Legislative Assembly of Nunavut.

. / 
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DEPARTMENT OF EDUCATION

A. THE CURRENT SITUATION

1. Summary

The function of the Department of Education is to 
deliver the following programs: Elementary and Secondary Schools; 
Adult Literacy; Upgrading and Lifeskills; Vocational, Technical 

and Business Education Programs; and the Student Grants and Bur
saries Program (to assist students going on to post-secondary 
education in the south). As only .seven communities in the North

west Territories have high schools (with one in the eastern 
arctic), the Department provides accommodation for out-of-town 
students. Within the Department, emphasis is placed on the 

development of native language programs and teachers (the latter 

through the T.E.P.) and on the continuing development of Local 
Education Authorities.

The headquarters component of the Department of Educa
tion is approximately 45 person years. Thirty six person years 

are based in regional offices, and the remaining 1038 person 

years are field staff - teachers, janitors, supervisors, 
etc...-based in community schools throughout the N.W.T.

.../133
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2. Headquarters Activities

The headquarters component of the Department of Educ

ation includes the following:
a) The Directorate - has responsibility for the fol

lowing sub-activities:
i) Day to day di rection and management of the 

Department provided by a Deputy Minister and two Assistant Deputy 

Ministers.
ii) Provision of financial, administrative and 

personnel support services to the headquarters and regional 

staff.
iii) Legislation and policy development. Assistance 

to the Minister in the development of broad educational policies 

in the Territory.
b) Administrative Services Division - concerned with 

providing support services to the school population (as con

trasted with the Directorate which provides support services to 
the departmental staff), this division performs five specific 

functions :
i) Compilation of accurate statistics on student 

attendance, grades, etc...
ii) Administration of the student financial aid 

program which is designed to assist N.W.T. students furthering 
their education in the south when such programs are not offered

in the N.W.T.



iii) Registration of students in the G.N.W.T.
education programs.

iv) Capital planning of educational institutions 
etc. and the establishment of standards for capital works pro
jects .

v) Teacher certification - this division provides 
support services to the Teacher Certification Board which pro

vides the Minister with advice on certification and is respon
sible for safe-guarding appropriate certification standards in 
the N.W.T.

c) Education Program Services Division - this division 
provides the following services:

i) Development of curriculum in program areas, 

ii) Co-ordination of Adult and High School program 
services. Development of new programs leading to certificates,

iii) Evaluation of students and programs.

iv) Provision of services to handicapped students 
and to students with special needs.

v) Provides technical expertise in the development 
and acquisition of audio-visual leaning equipment.

3. Regional Operations

With the exception of the Directorate functions, the 
activities described above are exclusively headquarters functions 

and are not replicated in the regional offices of the Department 
of Education. The type of directorate functions outlined -
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management, administration, finance, policy development - are 
performed in regional offices through the positions of the 

regional education superintendents and his/her administrative 

officer.
Regional offices are involved in delivery of the pro

grams developed at the headquarters level. This includes super
vision of teaching staff in the communities, co-ordination and 
implementation of continuing education programs, implementation 
of new programs in the regional schools, and the development of 

Local Education Authorities.
As noted in the summary, the bulk of the Departmental 

staff is actually in the field - teachers, Local Education Auth

ority Development Officers, adult educators, etc. The head
quarters and regional components of the Department are very small 

relative to the total numbers of field personnel.

Regional charts for the Department of Education are 
presented (See Charts 2.5 - 2.7) and the assumption here is that 

these charts will remain relatively constant in the immediate 

post-division period.

B. POST-DIVISION OPTIONS: DEPARTMENT OF EDUCATION

1. General Considerations - presented here are Nunavut- 

specific factors which may affect the size and functions of head
quarters Department of Education in Nunavut.
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education programs.
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jects.
v) Teacher certification - this division provides 

support services to the Teacher Certification Board which pro
vides the Minister with advice on certification and is respon
sible for safe-guarding appropriate certification standards in 

the N.W.T.
c) Education Program Services Division - this division 

provides the following services:
i) Development of curriculum in program areas, 

ii) Co-ordination of Adult and High School program 

services. Development of new programs leading to certificates,
iii) Evaluation of students and programs. 

iv) Provision of services to handicapped students 

and to students with special needs.
v) Provides technical expertise in the development 

and acquisition of audio-visual leaning equipment.

3. Regional Operations

With the exception of the Directorate functions, the 
activities described above are exclusively headquarters functions 

and are not replicated in the regional offices of the Department 

of Education. The type of directorate functions outlined -
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management; administration, finance* policy development - arc 
performed in regional offices through the positions of the 

regional education superintendents and his/her administrative 

officer.
Regional offices are involved in delivery of the pro

grams developed at the headquarters level. This includes super
vision of teaching staff in the communities, co-ordination and 
implementation of continuing education programs, implementation 
of new programs in the regional schools, and the development of 

Local Education Authorities.
As noted in the summary, the bulk of the Departmental 

staff is actually in the field - teachers, Local Education Auth

ority Development Officers, adult educators, etc. The head
quarters and regional components of the Department are very small 

relative to the total numbers of field personnel.

Regional charts for the Department of Education are 
presented (See Charts 2.5 - 2.7) and the assumption here is that 
these charts will remain relatively constant in the immediate 
post-division period.

B. POST-DIVISION OPTIONS: DEPARTMENT OF EDUCATION

1. General Considerations - presented here are Nunavut- 

specific factors which may affect the size and functions of head
quarters Department of Education in Nunavut.
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a) with the implementation of the recommendations 
contained in the Special Education Committee's Report - Learning» 

Tradition and Change in the Northwest Territories - the 

structure of the current Department of Education will change. 

Rather than reporting to Regional Directors, Regional Education 

Superintendents or their equivalents and their staff will be 
employed by and directly responsible to divisional education 
boards. At the headquarters level, cirriculum is to be developed 
separately for the eastern and western arctic even before 
division. Finance and administration personnel will function as 
co-ordinators of divisional budgets rather than of regional 

budgets.
While, with or without the adoption of the 

Committee's recommendations, some essential headquarters 

functions must continue to be performed, lines of responsiblity 
and reporting relationships may change. The charts presented in 

Figures 2.8 to 2.13 are based on the assumption that the current 
distribution of functions will remain the same post-division, 

however, are flexible enough to allow for change.
b) The fact that Thebacha College is located in the 

west may have an impact on the Department of Education in 
Nunavut. If the arctic colleges program is expanded to the 
eastern arctic to serve the needs of resident students, this may 

require additional person years at the headquarters program 
development and administration division. (If arctic colleges are 
not expanded sufficiently, some inter-territorial or provincial 
agreement will have to he made with Thebacha or a southern
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college.) Thus, some adjustment in the person years estimates 

here may be required.
c) The core program activity within the Department is 

the Education Program bervices Division. The functions currently 
assigned to this division can be expected to be as necessary in 
an eastern territory. The one Nunavut-specific variation will be 
in the area of languages - there will be no requirement for Dene 

Language specialists in Nunavut.
other functions can be expected to remain relatively 

constant. Although education is both a population and 
institution-sensitive function (ie. if the population increased, 

the demand tor more schools increases), the services provided by 
the Education Program Services Division will be necessary regard- 

lets of the number of students or institutions. For example, 
curriculum development in sciences is necessary even if only one 
school operates a science program. Therefore, diseconomies of 
scale will affect the staff requirements of this division within 

an eastern territory and the person year requirements will have 
to be approximately the same as currently exist in the N.W.T. 

Department of Education's headquarters.
ci) The Program support activities in the Department 

include the Directorate and Administrative .Services.
i) The Di rectorale, providing management, finance 

and personnel administration and policy development, will be 
roughly proportiona1 to the number of headquarters and regional 

staff served in an eastern arctic territory. Depending on the 

boundary, the number of schools in Nunavut will bo 1/3 to 2/5 of



the total number in the N.W.T. today. Therefore, the person 

years requirement of the Directorate component of headquarters 
Nunavut should be approximately one-third of the total person 

years found in that division currently, with perhaps some infla

tion in the establishment due to negative economies of scale.

ii) Administrâtive Services, providing support ser
vices to the student population, will have a person year require
ment roughly proportionate to the reduced population being 
served, but again with allowances for negative economies of 
scale. The one exception to this is the Student Financial Aid 
Program. This pr gram has 3.0 person years currently within the 

Department of Education's headquarters structure. However, the 
percentage of eastern arctic students applying for this program 

is significantly less than in the western arctic. Approximately 
90% of student aid is expended on western arctic students. While 
demand for this program will undoubtedly grow in the eastern 

arctic, initially both the person year and O&M requirements will 
be very small. This function could be combined with the 
registrar's responsibilities as shown on chart 2.12.

Department of Education: H.Q. Nunavut

Charts 2.8 - 2.10 represent the Department of Educa

tion's headquarters structure in Nunavut, as suggested by senior 

departmental officials. These charts are the graphic form of a 
letter received from the Chief of Finance and Administration in 

the current department, outlining their perception of person year 
requirements for a Nunavut headquarters. (See Appendix C)
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Charts 2.8 - 2.10 as presented, have 36 person years (as 
contrasted with the current 45) divided into two divisions: 
Education Support Services (12 person years) and Education 
Program Services (22 person years). Education Support Services 
in Nunavut will have approximately 50% of the person years this 
division has currently. Education Program Services in Nunavut, 
as suggested by departmental officials, will have roughly the 
same number of person years that exist now within this division 

(for reasons discussed above).
Charts 2.11 - 2.13 represent leaner organization charts 

than suggested by headquarters in Yellowknife. All functions 

currently being performed are represented in the charts, however, 
registration and statistics have been combined as they are 
related functions, and could conceivably be performed by the same 

employee. The functions of departmental finance and adminis
tration of the student financial assistance program have also 
been combined within the finance division, reflecting the lower 

usage of ti.c financial assistance program in the eastern arctic 
currently. The functions of policy development and capital plan
ning have been attached directly to the Directorate, reflecting 
the priority these functions will have within Nunavut, partic
ularly in the formative first years after division.

Although charts 2.11 - 2.13 show a leaner model than the 

first suggested Nunavut H.Q. charts for Education, all functions 
represented in the former chart are present on the latter. 
Although personnel rnay be pressed at certain times of the year 

(for example, at the beginning of the school year), the delivery



of programs and services to the regional offices and school 
population should not be affected. Where 'seasonal' increases in 

work occur, term or casual employees could be used to ease the 

pressure.

140



■'Sf'*'



J,

к. 1 i  _ ;  i  _î  c I— J К~Я Б З  C^J L U  L_ .J O

FIGURE 2.2 

DEPT. OF EDUCATION



FIGURE 2.3

DEPARTMENT OF EDUCATION 
HEADQUARTERS/ADMINISTRATIVE SERVICES

r ( i [ z m  «f I



FIGURE 2.4

DEPT. OF EDUCATION 
HEADQUARTERS/FINANCE

MANAGER,
FINANCE

SUPERVISOR, 
FINANCE & 
ADMINISTRATION

ADMINISTATION 
CLERK

FINANCE CLERK DATA ENTRY 
CLERK

ùlésJ

SECRETARY

1

PERSONNEL
ADMINISTRATION
CO-ORDINATOR



145



I ..-  I l l ...1 l . i I L _ J  l_J

1

FIGURE 2.6

Ч-:

Á l ú



tz

L I j I ai



I I I j (__ i I__1 u

FIGURE 2.8

DEPARTMENT OF EDUCATION - NUNAVUT 
HEADQUARTERS/SUMMARY CHART MINISTER

DEPUTY MINISTER

CHIEF, EDUCATION J 
SUPPORT SERVICES i

4

SECRETARY

•CHIEF, EDUCATION 
•PROGRAM SERVICES

4
SEE FIGURE 2.10 SEE FIGURE 2.9



г
FIGURE 2.9

DEPARTMENT OF EDUCATION - NUNAVUT 
HEADQUARTERS/PROGRAM SERVICES

ASSISTANT DEPUTY 
MINISTER - ED. 
PROGRAM SERV.

OFFICE
MANAGER

SECRETARY

PROGRAM
DEVELOPMENT
CO-ORDINATOR

STUDENT & PROGRAM
EVALUATION
CO-ORDINATOR

PROGRAM SPECIALISTS

-ENGLISH
-MATH
-SCIENCE
-INUKTITUT (EAST) 
-INUKTITUT (WEST) 
-SPEC. & REMEDIAL 
EDUCATION 
-H.S./VOCATIONAL 
-ADULT
-LEA LIAISON/CULTURAL 
SKILLS 
-FINE ARTS

PESEARCH CENTRE/ 
MEDIA DEVELOPMENT 
CC--ORDINATOR

AUDIO-VISUAL
PRODUCTION
SPECIALIST

GRAPHIC ARTS/ 
PRINT PRODUCTION 
SPECIALIST

!"• ) П  Ш Ш  Pi



I- l 1 I ....im : l _ J

FIGURE 2.10

DEPARTMENT OF EDUCATION - NUNAVUT 
HEADQUARTERS/EDUCATION SUPPORT SERVICES

nc
?



FIGURE 2.П

In

DEPT. OF EDUCATION - NUNAVUT "LEAN" 
HEADQUARTERS/SUMMARY CHART



FIGURE 2.12

DEPARTMENT OF EDUCATION - NUNAVUT "LEAN" 
HEADQUARTERS/EDUCATION SUPPORT SERVICES

STATISTICS
CLERK



FIGURE 2.13

DEPT. OF EDUCATION - NUNAVUT "LEAN" 
HEADQUARTERS/EDUCATION PROGRAM SERVICES CHIEF, EDUCATION 

PROGRAM SERVICES

RESOURCE CENTRE/ 
MEDIA DEVELOPMENT 
SPECIALIST

STUDENT & PROGRAM
EVALUATION
CO-ORDINATOR

PROGRAM
DEVELOPMENT
CO-ORDINATOR

PROGRAM SPECIALISTS

-ENGLISH
-MATH
-SCIENCE
-INUKTITUT (EAST) 
-INUKTITUT (WEST) 
-SPECIAL AND REMEDIAL 
EDUCATION 

-H.S./VOCATIONAL 
-ADULT
-LEA LIAISON/CULTURAL 
SKILLS 

-FINE ARTS

л Î
I 1



154

DEPARTMENT OF HEALTH

A. THE CURRENT ORGANIZATION

1. Summary

The Department of Health is responsible for delivering a 

wide range of health care services to the people of the N.W.T. 
This is achieved to a large extent through cooperative programs 
with the Federal Department of Health and Welfare. The 
department has a total of 75.1 person years ( 1983/84 Estimates ), 

none of which can be classed as regional or field personnel. 
However, the total person year count includes 20 positions 

contracted for with National Health and Welfare for Medical 
Services Support activities and 19 medical doctors assigned to 

various communities in the N.W.T., none of whom are departmental 

'employees' as such. Thus, the effective person year component 
of the Department is 35.6 positions all of which are located in 

Yellowknife (See Summary Organization Chart 3.1).

j
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2. Headquarters Activities

a) The Directorate - This activity includes the day to 
day direction of the Department in the implementation of its 

program responsibilities. Unlike other departments, the 
responsibility for provisior of financial and administrative 
support services in Health is located in one of the program 

divisions (Health Insurance Administration - see Chart 3.3), and at 

least some portion of the policy development function would 
appear to be located in still another program division (Programs 

and Standards -see Chart 3.4')* The function of Hospital 
Operations coordination is part of the Directorate and has a 
person year establishment of two. The Coordinator of Hospital 

Operations is also the Secretary of the Territorial Hospital 
Insurance Services Board (THISB).

b) Health Insurance Administration - This division 

performs two broad functions:

i) The Health Insured Services branch is 
responsible for the administration of the various health 

insurance programs and for the processing of claims and 
maintenance of patient records with respect to Medical Care, 
Hospital Insurance, Pharmacare and Medical Transportation.

ii) The Finance and Administration unit provides 
administrative support services for the Department of Health.
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c) Programs and Standards - This division undertakes 

the development and implementation of long range manpower 

planning strategies for health care in the N.W.T. The focus in 

the past two years has been on the recruitment of Medical doctors 

to serve in northern communities and the funding of students 
interested in pursuing careers in health related areas. The 

division is also responsible for running Health promotion and 

information programs and a Health Resource Centre. The center 
is currently staffed by 2 federal person years.

3. Regional Operations

Basically there are no regional operations for the 

Department of Health in the N.W.T. There are hospitals in 

various areas but these are run and staffed by local boards, and 
in the smaller communities nursing stations are run by Health and 

Welfare Canada. There are long range plans to transfer the 

responsibility for the nursing stations to the G.N.W.T. and when 

such transfers occur it may well become necessary to place 
territorial health administration personnel in the regions. 

Currently, any administrative support for the department such as 
the authorization and processing of local claims for Medical 
Evacuations, etc...are approved by personnel in the Department of 

Social Services and/or the personnel in the Executive (E.S.O.'s,
G .L.0.:s, F.S.O.'s, etc...).
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The salaries for physicians employed by the Territorial 

Government are included as part of the Estimates of the 

Department of Health, but beyond that there is no direct 
accountability relationship between headquarters and medical 

personnel

B. POST DIVISION OPTIONS: DEPARTMENT OF HEALTH

1. General Considerations

a) The core program activities in the current 
Department of Health are those included in Health Insured 

Services and in the Programs and Standards division. The person 
year requirements for the effective performance of these 
functions are for the most part population sensitive. The number 

of people required to provide the services is in other words 
determined by the population of the N.W.T. There do not appear 
to be any "Nunavul-specific" factors to be considered here so 
that the person year requirements for the new eastern territory 

should be roughly proportional to the reduced population to be 

served, with an upward adjustment to allow for diseconomies of

sea le.
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b) The ancillary program activities in the Department 

of Health are "ancillary" in that they are not directly related 
to the delivery of medical, hospital and general health 
services. In this sense, while Health officials might argue the 
point, Health Information and Promotion could be provided 

effectively by a sister department such as Social Services which 
already provides information on related social problems such as 

drugs and alcohol. Similarly, because the department has no line 
authority over hospital personnel, the Hospital Operations 

Coordination function of the department can be considered 

ancillary to the core program functions. In the case of 
information and promotion there are no "Nunavut specific" factors 
to be accounted for although it is likely that the delivery of 

such services will be more difficult in the eastern arctic 
because of greater obstacles in transportation and 
communications.

With the Hospital Operations function of the 
department, the key "Nunavut specific" factor is that there will 

be but one hospital in the Territory in the immediate 

post-division period (Frobisher Bay). This function is likely to 
be less sensitive (in terms of person year requirement) to 

population than it is to the number of hospitals to be dealt 

with. Moreover, if there is only one hospital, with what must it
be corrdinated?
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°) The program support activities of this department 
are distributed among the program division, and obviously because 
it is an entirely Yellowknife based operation, there is no 

requirement for the coordination of regional offices. The only 
"Nunavut Specific" factor here is that the training function may 
have to be beefed up in order to recruit local people capable of 
filling departmental postions.

2. The Department of Health: Nunavut

The major way in which this model differs from the 
current one in the N.W.T. is that the overall size has been 

reduced by appproximately half (see charts 3.5 to 3.7). While 

the population of Nunavut will be considerably less than half of 
the current populatoin of the N.W.T., if we wish to retain all of 
the specialized program activities of the current department, it 
will not be easy to reduce the person year establishment much 
further. Hoveve*-, it might be possible if a leaner model is 

indicated, to reduce the departmental establishment still further 
in the following ways:

a) The position of Hospitals Officer could probably be 
eliminated for the short term. Given that there is at present 

only one hospital in the Eastern Arctic, this person would be 
performing only a planning function - preparing for the

establishment of more hospitals and for the ultimate takeover of
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the National Health and Welfare nureiny stations in the North - 
rather than an operational or coordinative function. Ultimately, 

however, such a position will be required.
b) The Health Programs Division could be reduced by 

combining the manpower planning and training functions in a 
single officer, or more radically, these functions could be 
undertaken at the outset by the Director of Health Programs with 

contract personnel hired as necessary to develop specific 

programs.
c) Because much of the responsibilty of employees in 

the Health Insured Division involves clerical and data entry type 

functions, it would be conceivable to reduce the total number of 

person years by two or three by assigning generalist rather than 

specialist tasks to the individuals. In other words, for 
example, by combining the data entry and registry functions it 

would be possible to save at least one person year.
d) A further option for reducing the person year 

establishment in the Department of Health might be to integrate 

more fully the program support function of the Departments of 
Health and Social Services. This option will be discussed in 

more detail in a later section of the report.

. iv
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Besides the reduction in person years* the only other significant 

change in the overall structure of the department for Nunavut is 
the relocation of the finance support function in the 
Directorate. In this way it is more directly accessible to both 

of the program divisions where in the current organization it is 

responsible to one of the program chiefs.
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nRPARTMKNT OF JUSTICE AND PUBLIC SERVICES

A. THE CURRENT ORGANIZATION

1. Summary

The Department of Justice and Public Services currently 

is responsible for the following functions: the provision of
legal services and legislative drafting to departments and the 
Executive Committee; administration of the legal aid program; 
maintenance of legal registries; administration of the Police 

Services Agreement; consumer services; operation of the Prince of 

Wales Northern Heritage Centre and provision of assistance to 

other territorial museums; regulatory and administrative 
responsibilities for public safety; administration of the N.W.T. 

Library Program; and regulatory and administrative 
responsibilities for mining inspection services.

The Department is highly centralized with 141.7 person 

years at the headquarters level (although some of these operate 
out of Hay River) and there are 2.Ü positions in the Baffin. 

(83/84 Main Estimates)

2. Headquarters Activities

Headquarters activities can be defined in terms of two 

broad sets of functions - justice and public services.

. . . / 1 7 0
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a) The Directorate
i) Management of departmental divisions and monit

oring of progress towards established goals.
ii) Finance and administrative support to other 

headquarters divisions.
iii) Development of operating guidelines and policy 

proposals for ExCom.
iv) Liaison between the G.N.W.T. and R.C.M.P. in the 

planning of policing services in the N.W.T.
v) Provision of legal counsel to the G.N.W.T. on 

constitutional matters and energy related matters.
b) Justice functions - the following divisions are 

included under this broad title:
i) Court Services - this division provides tech

nical, financial and administrative support to the Supreme and 

Territorial Courts. Included within this division are the 
Sheriff's Office, Court Registries, Court Reporters and the 

Inspector of Legal Offices. An emphasis has been placed on the 

training of Justice's of the Peace.
ii) Legal Aid - this division provides administ

rative and financial support to the Legal Services Board, a cor
porate body whose members are appointed by the Minister. The 
Legal Services Board is responsible for the provision of legal 

aid to eligible persons. The Legal Services Board also acts as a 
carrier agency for Maliiqanik Tukisiiniakvik (based in Frobisher 

Bay) and the Native Courtworkers Program (in the Western 
Arctic). These bodies have regional committee status under the

Legal Services Board.
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iii) Legal Division - provides legal advice and ser
vices to all government departments, boards, the Executive Comm- 

mittee and the N.W.T. Housing Corporation. This division also 
includes the Public Trustee Office which provides for the admin
istration of estates or trusts for infants, mental incompetents 

and certain intestates. This sub-division also administers all 

Indian estates in the N.W.T. (by agreement with D.I.A.N.D.). The 
Legal Division is also responsible for administering the criminal 

injuries compensation program in accordance with the Criminal 

Injuries Compensation Ordinance.
iv) Legislation Division - drafting of all bills 

and preparing for publication of ordinances, regulations, 

Commissioner's Orders and the Territorial Gazette. They also 
provide legal opinions concerning legislation or regulations and 
prepare a legislative summary of legislation passed by the Legis

lative Assembly.
v) Legal Registries - this division provides for 

the registering of companies, societies and co-operative assoc
iations. Document registry provides for registering of personal 
property and corporate securities. Also filed in the Document 

Registry are declarations of partnership or sole proprietorship. 

The land titles section of this division administers a Torrens 

System of land registration by which ownership of and interests 

in privately owned lands are registered.
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b) Other functions within Justice and Public Services 

can be classified under the heading of Public Services and are 

described below:
i) Safety - responsible for the enforcement of

G.N.W.T. regulations and ordinances relating to safety. This 

division includes a St. John'»8 Ambulance Director and fire train

ing and investigation. Included within this function are four 
sub-functions: Mechanical and Electrical; Fire Safety; Occupat

ional Health and Safety; and Labour Standards.
ii) Consumer Services - this division serves the 

following functions:
-serves as a metric information centre 
-investigates consumer complaints 
-mediates disputes between landlord and tenant 

-administers licensing of vendors, direct 

sellors and collection agents 
-registers all vital statistics 
-maintains Indian Band membership lists 
-registration of professionals within N.W.T. 

-issues business licenses
iii) Museums/Heritaqe Division - includes the operat

ion of the Prince of Wales Northern Heritage Centre and the Terr

itorial Archives. This division encourages and supports commun

ity museums and historical societies. It is also responsible for 

the protection of archaeological sites.
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iv) Library Services - operates the public library 

system in the N.W.T. This division, located in Hay River, 
employs 7.0 people at the headquarters level. It offers assist
ance to regional libraries (9 located in the Eastern Arctic) in 

the form of training and providing reading material.
v) Minina Inspection Services - this division 

implements and enforces N.W.T. Mining Safety Ordinance and Mine 

Safety Rules. Conducts mine rescue training at all mines.

3. Regional Operations

With a few exceptions, the operations of the Department 

of Justice and Public Services are centralized at the headquar

ters level in Yellowknife. The safety division has two person 
years allocated in Frobisher Bay, while courts and the head libr
ary (as indicated) have person years allocated in Hay River.

There currently are plans to locate a Territorial Judge 
and support staff in Frobisher Bay to serve the needs of the Eas

tern Arctic region, however, these have not yet been finalized.

As well, there are plans to locate a lawyer in the Baffin region
al offices to assist regional staff in their legal needs. Again, 

these plans have not yet been implemented.

The library division has staff in libraries in the East
ern Arctic, however, these are not permanent person years, but 

are funded on a "casual payroll" basis.
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B. POST DIVISION OPTIONS* DEPARTMENT OF JUSTICE AND
PUBLIC SERVICES__________

1. General Considerations*

a) As already indicated, this department is a highly 

centralized one. This could cause difficulties in the creation 
of a similar department in Nunavut, for one assumption we have 
made is that headquarters positions in the Eastern Arctic will at 

least partly be staffed from regional personnel who may wish to 
move to more senior positions. As Justice and Public Services 

has no regional staff and, generally speaking, few people in 
Yellowknife will wish to transfer to the new bureaucracy, staff 

will have to be drawn disproportionately from the south.

b) The core program activities within the Department 

currently ere those functions related to justice - Court Ser- 

vices, Legal Aid, Legal Division, Legal Registries, Legislation 
Division and the negotiation and financing of the R.C.M.P. - 
G.N.W.Ĩ. Police Services Agreement. These will be key functions 
in an Eastern Arctic Territory. These division will be subject 

to person year variations for the following reasons:
i) If the Department of Justice implements their 

current plan to locate a Territorial Judge and accompanying sup

port staff in the Eastern Arctic prior to the division of the 
N.W.T., the number of person years required to staff the Courts 

Servies Division will be significantly reduced post-division.
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Moreover, although Nunavut will eventually require their own 

court system, an option that could be considered is for the East

ern Territory to continue using the N.W.T. Supreme Court as the 

court of last appeal within Nunavut.
The number of support staff required within the 

Courts Division will be sensitive to the amount of litigation 
which tends to be roughly proportionate to the population served. 

The one exception to this is the training function within the 

division which will likely assume more importance in Nunavut. 
Having bilungual J.P.'s and para-legal professionals will 

undoubtedly be a priority of the Nunavut Assembly and this 

division should be staffed accordingly.
ii) The Legal Aid Division is currently a very small 

component of the headquarters operation (3.0 person years). This 
division offers supportVothe the Legal Services Board and this 

function will have to be replicated in the Eastern Arctic. For 

reasons of diseconomies of scale, the Legal Aid function has been 

combined with consumer services.
iii) The Legal Division, providing legal expertise to 

government departments, boards, the Executive Committee and 
N.W.T.H.C., will be sensitive in Nunavut to the size of the 
government population served in the long run. In the Nunavut. 

Headquarters charts presented, this division has been reduced to 

approximately 1/3 of its current size. Although it is recognized 
that initially Nunavut will probably require more legal counsel 
than the charts indicate (due to the legal complexities of the 
transfer from G.N.W.T. to Nunavut Territorial Government), it is 

possible that this initial activity could be handled adequately
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by lawyers hired on a contract basis or 'borrowed' from either 
the G.N.W.T./Federal Government.

iv) Similarily, the Legislation Division in a Nun
avut Territorial Government will assume a greater importance in 
the short term given the am̂ '-nt of new legislation that will be 

required. Generally, this division is not population sensitive, 

but rather is sensitive to the amount of legislation introduced. 
The function performed by this division is also a very specific 
function and one that cannot be combined with any other activity 
in the department. The recommendation here is that initially the 
Nunavut Government allot 3 person years in this field with the 

possibility of seconding personnel from the Federal Government or 
putting this function out on contract as demand necessitates.

v) Although the Police Services Agreement is negot
iated through the Directorate, it is a core funcion of the 

Department of Justice and Public Services. Currently, there are 

no established person-years in this function as it is handled by 
the Deputy Minister and his/her staff. This can be expected to 

happen in Nunavut as '..'ell. However, the cost associated with the 
creation of Nunavut will be O&M and not a cost in terms of person 
years.

c) The program support activities within this Depart
ment are those of the Directorate which supplies guidance on a 
daily basis and financial and administrative services to Head
quarters staff.
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This function is expected to be proportional to the 

number of staff served and monitored in the Nunavut Department. 

Thus, in the charts presented, this factor has been taken into 

account and person years have been reduced by approximately half.
d) Ancillary functions within the Department Include 

all the functions currently being performed by the Public Serv
ices branch of the Department. As the Department has evolved, 
it seems to have assumed many functions that are not directly 
related to justice. It is a "miscellaneous" department with 

functions that don't logically fit anywhere else being assigned 
here. Although the Department has managed to divest itself of 

many functions (i.e. motor vehicles and liquor services now are 
the responsibility of Government Services), there are still 

functions within it that make it a very diversified department.

As the assumption within this paper is that at the outset current 
organization and functions will remain constant in Nunavut 
(Section IV wi)l discuss the possible reorganizations), the 
divisions will be dealt with as they currently exist.

i) Safety will obviously continue to be a concern 
in Nunavut, but due to the specialized nature of the four safety 
divisions, it is not possible to combine these activities. 

Therefore, at least one person year will be required within each 

sub-activity of this division: Mechanical and electrical; Fire 

Safety; Occupational Health and Safety; and Labour Standards. In 

Nunavut Headquarter charts presented, the Safety Division has 
been combined with Mining Inspection Services, as they are
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related functions. This reduces the span of control and elimin

ates the need for the senior position.
11) Consumer Services division performs a broad 

range of functions. As well as consumer-related services (le. 
mediating between landlord/tenant disputes), this division also 
performs administrâtive/registrarial functions through the 

issuing of business licences, registration of professionals, and 
keeping of vital statistics. While some of these functions can 
and are often being performed by municipalities, a central 

co-ordinative person year would still be required. One 
Nunavut-specific factor is that there would be no need for a 

person year for Band Membership registry. As already stated, 
this division has been combined with the Legal Aid Division in 
our Headquarters charts for Nunavut, as suggested by departmental 

officials.
iii) The Museums/Heritaqe Division, with a person 

year total of 20.1 currently, performs a valuable function both 

in terms of t'no preservation of territorial history and providing 

assistance to museums across the North. This can be expected to 
be an important function in Nunavut. However, the proposed East

ern Arctic Territory does not have a "Territorial" museum (alth
ough it certainly does have smaller museums that receive assist

ance from this division) or a Territorial archive. Many of the 
person years currently in this division are engaged in the direct 

operation of these two facilities. However, until such time as 
Nunavut should decide to establish a Museum and an Archive, this 
division will require only sufficient person years to carry on 

assistance to existing museums, encourage the training of young
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students through ths summer archeologists program, foster the 
development of more museums in the Eastern Arctic to handle an 

arcival function.
une option might be to cut the museums division 

entirely (see "lean" charts), but given the culture importance 
of this activity, such a decision will have to be made on the 

basis of political rather than administrative criteria.
iv) Library Services - operating public libraries 

across the North, is a function that will have to be replicated 
in the Eastern Arctic Government. It is a small division, 
with 7.0 person years based in their headquartters in Hay River, 

although many more are staffed under a casual contract basis.
The initial size of the headquarters will have to include person 

years sufficient to continue the functions that they currently 
perform - ordering new stocks of books, revolving collections 

around small northern communities, training librarians in the 
field so that they would eventually assume a para-professional 

skill, etc.. This, the work could broadly be placed in two cate
gories - administration and training. The size of this division 
in the charts presented represents the smallest complement neces 

sary to carry on adequate services to northern communities - 
this division may grow in size as the territory grows and as 
technology develops (i.e. with the increasing role of systems 

like Teledon, the library may be assuming an important function 
in operating and teaching people how to access the great amount 
of information). The Nunavut-specific factor here is that 

existing libraries served would be cut by 2/3.
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v) Mining Inspection Services - a separate division 

from the Safety division, this function will be important in Nun

avut given the number of mines operating with the Eastern 

Arctic. As this is a technical skill, the number of person years 

required cannot be brought down below one. As well as inspecting 
mines, this division performs a training function in instructing 

mine staff in rescue operations. It is estimated that the Nun

avut Governemnt will require at least one mining inspector, and 
that this function may grow as non-renewable resource development 

in this sector increases. In the charts presented, this function 

has been included in the Safety Division.

2. bepartment of Justice & Public Services: H.Q, Nunavut

Although other options for reorganization and decentral

ization could certainly be considered for this department, the 

charts presented here represent simply a scaling down of what 

currently exirts in the department without taking into consider
ation any other organizational options (see Section IV below).

The core functions of Justice/Legislation/Legal Aid have 

been continued and scaled down proportional to the size of the 
population served. Although, initially, there may be a signific
ant amount of legal work required in Nunavut, the assumption here 

is that this overload can be handled in the short term by con
tract specialists and possibly secondments. Therefore the 
numbers represented in this function are continuing person years 

that will be required in the long term.



The ancillary functions have been combined to reduce the 
total number of division heads necessary and to ensure a smaller# 
more compact span of control. But again each function has been 
replicated, scaled down proportional to the numbers served, with 

a certain baseline net of skills allowed for.
The Directorate, with its finance and administration 

component, has been reduced relative to the size of the 
divisional staff served. Overall, Justice and Public Services 

Department has been reduced from 141 person years to 50 - a 
reduction of approximately 2/3 which would be roughly proport

ional to the government and total population served.
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FIGURE 4.1

DEPARTMENT OF JUSTICE AND PUBLIC SERVICES 
HEADQUARTERS/SUMMARY CHART
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FIGURE 4.2
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FIGURE 4.5

----DEPARTMENT OF JUSTICE & PUBLIC SERVICES
HEADQUARTERS/COURT SERVICES
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FIGURE 4.6

DEPARTMENT OF JUSTICE AND PUBLIC SERVICES 
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FIGURE 4.7

DEPARTMENT OF JUSTICE AND PUBLIC SERVICES
HEADQUARTERS/LEGISLATION DIVISION
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FIGURE 4.8

DEPARTMENT OF JUSTICE & PUBLIC SERVICES 
HEADQUARTERS/LEGAL AID DIVISION
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FIGURE 4.П

DEPARTMENT OF JUSTICE & PUBLIC SERVICES 
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FIGURE 4.8

DEPARTMENT OF JUSTICE & PUBLIC SERVICES
HEADQUARTERS/LEGAL AID DIVISION
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FIGURE 4.9

DEPARTMENT OF JUSTICE AND PUBLIC SERVICES 
HEADQUARTERS/MUSEUMS DIVISION
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FIGURE 4.10

DEPARTMENT OF JUSTICE & PUBLIC SERVICES 
HEADQUARTERS/SAFETY DIVISION
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FIGURE 4.13

DEPARTMENT OF JUSTICE & PUBLIC SERVICES
HEADQUARTERS/LABOUR SERVICES
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FIGURE 4.14 

DEPARTMENT OF JUSTICE AND PUBLIC SERVICES



FIGURE 4.15

D E PI. OF JUSTICE & PUBLIC SERVICES -
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Figure 4.16
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FIGURE 4.18

DEPT. OF JUSTICE & PUBLIC SERVICES - NUNAVUT
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FIGURE 4.-20
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FIGURE 4.21

DEPARTMENT OF JUSTICE & PUBLIC SERVICES - NUNAVUT
HEADQUARTERS/LEGISLATION DIVISION



FIGURE 4.22

DEPT. OF JUSTICE & PUBLIC SERVICES “ NUNAVUT
HEADQUARTERS/ MUSEUMS/HERITAGE DIVISION



FIGURE 4.23

DEPARTMENT OF JUSTICE & PUBLIC SERVICES - NUNAVUT
HEADQUARTERS/SAFETY DIVISION
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FIGURE 4.24

DEPARTMENT OF JUSTICE & PUBLIC SERVICES - NUNAVUT 
HEADQUARTERS/LIBRARY SERVICES DIVISION

CHIEF
LIBRARIAN

HEADQUAR
LIBRAR

TERS
IAN

LIBRARIAN
TECHNICIAN

SECRETARY

COmUNITY AND 
INFO. SERVICES 
LIBRARIAN



Pi part— nt of Local Covirn—  nt

A. THE CURRENT ORGANIZATION

1. Summary

The Department ol Local Government of the G.N.W.T. is 

responsible for assisting communities in the development of 
strong and responsible local governments, in facilitating the 

planning process for future community development, offering 
training opportunities in community administration, directing 
the operation of community airports, and assisting communities 

to develop recreation programs. To accomplish this mandate, 
the Department has a total of 133.1 person years 62.7 based in 
the headquarters and 70.4 in the five regions (1983/84 

Estimates). See Figure 5.1 Page 218.

2. Headquarters Activities

a) The Directorate - This activity includes the 

following sub-activities:
i) Policy Development - provision of policy 

advice to the Minister and the development of legislative 
proposals. In 1982, an Advisory Group was formed within the 

directorate to co-ordinate the policy advisory function in the 
department.

ii) Management - the day to day direction of the

. . . / 2 0 7
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department in the implementation of program responsibilites.
iii) The provision of administrative support 

services such as finance and personnel to the other divisions 

and to the regions.

b) Community Planning:

i) The central function of this division is to 

assist the communities in the preparation of plans for the 

physical development of communities.
ii) It is also responsible for developing 

technical standards and guidelines for capital programs 
(municipal works) and for providing assistance in this area to 

the tax based municipalities.
iii) The third broad activity area of this 

division is the provision of mapping services for the 

G.N.W.T..

c) Municipal Affairs - Where community planning is 

concerned with the physical aspects of community development, 

Municipal Affairs is responsible for the provision of services 

to the local governments and administration. The 
sub-activities of this division are as follows:

i) The provision of advice to local governments 

and the provision of training for municipal administrators.
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iii) Financial and administrative support for 

municipal services in communities which are not incorporated.
It should be noted that the bulk of this activity 

area is concentrated at the regional level and has relatively 

small headquarters component.
$

d) Lands and Assessment - This division performs two 

broad functions:
i) Land Management - management of 

Commissioner's Land including the issuing of land use permits 

and timber leases; undertaking of legal surveys in the 

communities.
ii) Assessment - provision of a property assess

ment service for tax based municipalities and undertaking 
assessment of territorially taxable properties elsewhere.

Note that this division is based entirely in 

headquarters with personnel travelling to the field as 

required.

e) Community Airports - General role is the 
implementation of the Arctic Air Facilities Policy. Specific 

sub-activities include:
i) Developing and implementing procedures and 

guidelines for community airports.
ii) Inspection and evaluation of airport
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facilities and procedures to ensure compliance with AAF 

policy.
This is all done under agreements with Transport

Canada.

e) Sport and Recreation - The activities, of this 

division are as follows:
i) The planning of recreational and sport 

facilities in concert with the communities.
ii) The development of programs to assist in 

fostering leadership skills etc. in the communities.
iii) The provision of financial assistant to 

groups and communities.

3. Regional Operations

All of the activities represented by the headquarters 

component of this department are present in the regions with 
the exception of Lands and Assessment. In each of the Nunavut 
regions - Baffin, Keewatin, Kitikmeot (and Inuvik) - there is 
at least one person year committed to Community Planning, 

Municipal Affairs, Community Airports and Recreation. Each 
region also has at least one Finance Officer, and while 

regional superintendents would be expected to maintain a 

concern with policy matters, there are no policy officers as

B
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such in the regions for this department.
Because we are assuming that the regional 

organizations of the various departments will remain 

relatively constant at least through the period of 
transferring authority from the G.N.W.T. to the Nunavut 
Territorial Government, they will not be dealt with 

specifically except where special circumstances make it 
necessary to revise their structure. Hence the charts for the 
regional components of the Department of Local Government 

currently are also the charts for the regional offices of 

Nunavut.

B. POST DIVISION OPTIONS: DEPARTMENT OF LOCAL GOVERNMENT

1. General Considerations

a) The core program activities in the current 
Department of Local Government are Community Planning and 

Municipal Affairs. These will continue to be the core 

activities in the post division environment in both 
territories. Some variations in program delivery needs is to 

be expected for the following reasons:
i) The person year requirements of these core 

program divisions of the department are less sensitive to 

total population figures than they are to the number of



communities or municipalities being served^ ie.,The current 
department's person year establishment is reflective of the 

fact that there are 63 communities more than that there are 

48,000 people in the N.W.T.. similarly, when we come to 

assess the person year requirements of Nunavut, the 
significant determinant is the fact that the eastern terri

tory could end up with from 24 - 30 communities depending on 
the boundary. Additional factors which are Nunavut specific 
are that the eastern territory will likely have but one town 

(Frobisher Bay) and no cities or villages at all. The rest of 

the communities are either hamlets or unincorporated settle
ments. The compensating factor here is that while the larger 
municipalities in the west might have greater need for urban 

planning and advice, they are also more likely to be able to 
hire their own planners, etc.. The conclusion here is that 

the person year requirements in the core program division of 

the department of Local Government after the creation of 

Nunavut will be proportional to the number of communities 

being served.
ii) With respect to the Municipal Affairs 

function of the department, because it is already 
significantly decentralized to the regions, the headquarters 

person year requirements of Nunavut should be determined by 

the existing headquarters-region ratio.
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b) The ancillary program activities in the current 

Department of Local Government are Lands and Assessment, 

Community Airports, and Sport and Recreation.
Lands and Assessment fits logically with the 

Department's core activities, however, there are "Nunavut 
specific" factors which will affect the headquarters person 

year requirements in the eastern territory. The land manage

ment function will be significantly reduced in Nunavut because 
the bulk of the Commissioner's Lands in the N.W.T. are located 

in the Mackenzie Valley area. Moreover, regardless of the 
boundary, the responsibility for issuing timber licenses will 

not be particularly burdensome in Nunavut. The assessment 

function of this division will also be significantly reduced, 
in part because there are fewer people in the eastern arctic 
but more significantly because there is less privatly owned 

property and only one revenue based municipality. According 

to senior departmental officials, the current work of the 
division is oO - 85% concentrated in the western N.W.T.. The 

person year requirements for this activity in Nunavut should 

consequently reflect this percentage.
The Community Airports function of the G.N.W.T. 

Department of Local Government will be reduced proportionally 
to the number of community airports in Nunavut. Hence, total 

person year requirements in headquarters would be expected 

prima facie to decline significantly. There do not appear to
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be any "Nunavut specific" factors with respect to this 
departmental activity. Similarly, the Sport and Recreation 

Division of the department will have to be reduced in size, 

but there is no prima facie justification for reducing the 
headquarters component by more or less than proportionally to 

population.
c) Program support activities in the Department of 

Local Government today are administration and finance, and 

policy. The former are partially decentralized to the 
regions, with each of the regions having an administrative 
support unit. However, there is also a central Finance and 

Administration Division which services the headquarters 
operation and acts as a clearing house for regional 

administrative matters. The size of the program support 
component of an organization is directly related to the size 
of the organization. Such units do not vary a great deal from 

one program department to another and they are not directly 

affected by variables such as population, number of 
communities being served, etc.. For the most part, there will 

be few Nunavut specific factors affecting the size of program 
support units in the new territory. The one exception to this 

rule is likely the training function which in many departments 
of Nunavut Territorial Government will require increased 

person years at the outset in order to staff the new 

bureaucracy.
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The policy function of the department currently 

is essentially centred in the directorate, although policy 
inputs can flow from the line managers in each of the 

headquarters program division, as well as from the regions. 

Hence the directorate advisory group not only initially 
develops policy, it must also act as a clearing«house for 

policy inputs operating elsewhere in the department.

2. Department of Local Government: Headquarters Nunavut

The basic feature of this headquarters model is that 

the Department of Local Government has been reduced from five 

program divisions to two. The justification for this is that 

three of the divisions in the department were already very 
small and with a scaling down proportionally to the smaller 

territory of Nunavut these divisions were too tiny to be 
retained as discrete organizational entities. As can be seen 

from Figure 5.12 Page 229jMunicipal Affairs, Airports, and 

Sport and Recreation have been lumped together under a 

Municipal Services Division. The Lands and Assessment 
Division of the current department has been virtually 

eliminated although because there is one tax based 
municipality in Nunavut and because there will be some call 
for assessments of property under territorial jurisdiction it 

was deemed advisable to retain one assessor on staff and one
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assessment technician. These officials have been attached to 

a Municipal Services Division, although a case could be made 

as easily for their inclusion in the second operational 

division, Community Planning (see Figure 5.12,Page 229).
The allocation of two person years to each activity 

of this division is roughly proportionate - Nunavut 
communities vis-a-vis N.W.T. communities - or slightly less 
than half of the current establishment in the Department, it 
also is to be noted that although the Municipal training 
officers function in the N.W.T. has now been taken over by 
Thebach College, such a facility will not likely be in place 

at the time of the transfer of authority to Nunavut. The 
training of local people to fill positions in the municipal 
governments will continue to be a high priority concern in 

Nunavut and hence we have retained the position. The ratio of 

one clerk-typist to nine officers is generally reasonable but 
if more help is needed it can be done in the short run through 

part time personnel.
The Community Planning Division of the Department is 

roughly in proportion to the reduced size of Nunavut. Note, 
however, that we have assumed that the Division Chief will be 

an "Urban-Planner type" as well, and can bear some of the 
operational burden of the planning component. It would 

similarly be expected that the head of Technical Services and
Engineering be an Engineer and that much of his job will focus
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on capital planning and program engineering. A Lands officer 

and Cartographer have been attached to this unit of the 
department. Here the Legal Surveys function of the Lands and 

Assessment Division of the current department has been 
combined with the Mapping function of the Community Planning 
Division. The single person year allocated to drafting could 

be attached to the Technical Services and Engineering branch, 

although by placing this position under the Division Chief 
directly leav u it accessable to both operational units.

The Directorate has been reduced in proportion to the 

reduced size of the department as a whole although all of the 
functional components of the current department are maintained 

in this model. It is impossible to estimate accurately the 
number of policy officers a department will require because 
there are simply too many variables to be taken into account 

and there is as well a measure of uncertainty. The ultimate 
size of the policy branch will be determined over time by the 

departmental personnel. In the short term after division, 
however, it is to be expected that all program officers in the 
department will be developing policy at the same time they are 
managing their programs. The number of finance and 

administration people required is related to the size of the 
department, but it is also linked to the complexity of the 

administrative system per se. Hence, if the Nunavut

I

Territorial Government wishes to develop, for instance, a
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Financial Information System similar to that in operation in 
the N.W.T. today, the total number of person years dedicated 

to financial administration, the ratio of such program support 
personnel headquarters-region, and the qualifications required 
may vary significantly from what is suggested here.

Figure 5.14^Page 231^is an attempt to put forward the 
bare minimum organizational requirements for the Department of 

Local Government in Nunavut. All of the programme activities 
of the existing department are presented but the total number 

of person years has been reduced. While people under this 
regime may find themselves seriously overworked, it is 

conceivable that the new government in Nunavut could at least 
get under way with this sort of organization as a base, and 
create new positions as needs arise and as the human resources 
become available.



I -  I— .1 í J I I .J fcĩ-J

FIGURE 5.1



FIGURE 5.2

DEPARTMENT OF LOCAL GOVERNMENT
HEADQUARTERS/DIRECTORATE



tu £_J [ L -J  K=B B S

FIGURE 5.3

DEPARTMENT OF LOCAL GOVERNMENT 
HEADQUARTERS/COMMUNITY PLANNING DIVISION



FIGURE 5.4

DEPARTMENT OF LOCAL GOVERNMENT
HEADQUARTERS/MUNICIPAL AFFAIRS DIVISON

C 3

T 7
7



£~2 I_i L_J { ( _ J a  O

FIGURE 5.5
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FIGURE 5.13
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■OKTHWEST TERR ITORIBM HOP8IMG CORPOR/TIOM

A. THE CURKENT ORGANIZATION

1. Summary

The only G, N.W.T. crown corporation» the Housing 

Corporation was established in 1973 and is responsible Cor 

ensuring an adequate supply and standard of housing is 
available to residents of the Northwest Territories. This is 
accomplished through a variety of programs whose objectives 
are two-fold. One» to provide rental housing to the public» 
and secondly» to assist in encouraging and making possible 

home ownership in the N.W.T.
Established as a crown corporation for funding 

purposes, the N.W.T.H.C. acts as the territorial agent for th« 

federal Canada Mortgage and Housing Corporation. Funding for 
N.W.T.H.C. programs is provided jointly by the Government of 

the Northwest Territories and the C.M.H.C.
ïhe Housing Corporation is unique within the 

G.N.W.T. organizational structure in that it is autonomous 
from the service departments. Generally, program departments 

are dependent upon services performed by the Departments of 
Personnel, Public Works, Government Services and Finance. 

However, the Housing Corporation has its own staff to perform

. . ./ 23 3



personnel functions, materials procurement, financial 
services, repair and maintenance of buildings, etc..

Overall policy direction is provided by the 
N.W.T.H.C. Board of Directors, whose members are regionally 
representative and report to the Legislative Assembly through 

the Minister responsible for the Housing Corporation.
The Housing Corporation has 108.0 person years, 60 

located in headquarters and 48 in the six district offices 

(Baffin, Keewatin, Kitikmeot, Inuvik, South Great Slave and 

North Great Slave).

2. Headquarters Activities

a) The Executive is responsible for the following:

i) Day to day management of the Corporation.

ii) Policy development and capital planning.
iii) Provision of administrative support to 

the N.W.T.H.C.'s Board of Directors.

b) Finance and Administration performs the following 

functions:
i) Negotiations with the federal and 

territorial governments for annual 
financing.

ii) Ensures adequate financial administration 

and control of a budget totalling over
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$66 million in 1982.

iii) Responsible for materials management» 
including transportation and procurement.

iv) Performs personnel functions, such as 

clebsificdtion, recruitment, staffing 

and benefits.

c) Programs Division is responsible for the 

following sub-activities:
i) Developing training programs delivered 

by regional staff to Housing Association 
employees in the communities.

ii) Program audit and evaluation.
iii) Administration of home ownership programs.

d) The Construction and Development Division manages 

all aspects of rental unit construction. This includes land 
surveying, architectural work, drafting and contracts 
co-ordination. A unique organizational feature of this 

division is that projects (housing constructions) are 
organized along east/west lines, with project managers for 

Baffin, Kitikmeot/Keewatin, and the western arctic.
Headquarters charts as they currently exist are 

presented (Figures 6.1 - 6.5 Pages 240 - 244). Although the 
Corporation has 108 established person years, more positions
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are shown on the charts due to a vacancy factor being applied 
in staffing positions.

3. Regional Operations

Programs developed at the headquarters level of the 

N.W.T.H.C. are delivered by 48 staff members in 6 district 
offices. The district staff are responsible for monitoring 

and assisting the employees of the 45 housing associations and 
authorities who carry out all the property management for some 
4,000 units. (These employees are not government employees —  

the associations and authorities are corporate bodies and all 
O&M costs are financed from rent receipts.) An emphasis is 
placed upon training Housing Association employees in 

financial record keeping and management. District staff are 
also responsible for the delivery of Housing Corporation 
programs designed to encourage home ownership. (ie.

S.H.A.G.G., Rural and Remote Mortgage Assistance Program.)
The reporting relationships of the district employees 

differ from those of regional departmental staff. District 
managers have a direct reporting relationship to headquarters 
in Yellowknife, rather than reporting to the Regional Director 
as other department heads must. Although district managers 

have an informal working relationship with government staff, 
the lines of authority are clear.
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In addition, the Housing Corporation acts as an 

independent agency at the district level* Hiring is done 
through the headquarters in Yellowknife and district offices 

rarely avail themselves of services other departments offer.

B, POST-DIVISION OPTIONS: THE N.W.T. HOUSING CORPORATION

1. General Considerations

a) Organizational structure - there are a variety of 

arguments that can be made — pro and con - regarding the 
provision of a housing service through a corporate structure. 

For example, diseconomies of scale in internal support 
services due to the fact that the Corporation operates as an 

autonomous unit are significant. For the purposes of this 
paper, the assumption is that the corporate structure will be 

adopted in Nunavut.
b) Cere program activities within the N.W.T. Housing 

Corporation are the Programs Division and the Construction and 

Development Division.
There are several Nunavut-specific factors 

relevant in estimating the approximate size of these divisions 

in an eastern territory. The most important factor to 
consider here is that the utilization of programs offered by 

the Housing Corporation varies from east to west. Basically,

1I



western arctic residents (especially those on the road system) 

take more advantage of home ownership programs than do eastern 

arctic residents. (This could be because materials are less 

expensive, the building season is longer, fuel is cheaper, 
etc.) Similarly, the rental program is much more extensive, 
proportionate to population, in the eastern arctic than in 

western communities.
Consequently, the Programs division, with its 

focus on home ownership, will be smaller, proportionate to the 

population served, in a Nunavut Housing Corporation. The one 
exception to this is the training component of this division 
which will continue to be an important function in a Nunavut 
territory. The Construction and Development division will be 

larger proportionately than a Nunavut population would 

indicate because of the eastern arctic reliance on rental 

programs.
c) Program support activities within the Housing 

Corporation are the Executive and Finance and Administration. 
(As contrasted with other government departments, finance and 
adminstration are clearly a separate division and not part of 

the Executive or Directorate.) Generally, the size of the 
Executive in an eastern territory will be proportionate to the 
number of total staff - headquarters and district. There are 

no Nunavut specific factors.



The division of Finance and Administration

comprises 40% of total headquarters staff and 25% of total 

region and headquarters staff. The reason for the large 
number of staff relative to other departmental headquarters is 

due to the fact that the rci.*poration does not utilize the 

services of the Departments of Finance, Government Services 
and Personnel. The py's allocated to the functions normally 

handled by these service departments are all within the 

division of Finance and Administration. The ratio of 
administrative staff to total Corporation personnel can be 

expected to remain constant in Nunavut given a similar 
corporate structure and with allowances for the diseconomies 

of scale.
d) There are no ancillary functions in the 

Northwest Territories Housing Corporation.

2. The Housing Corporation: Headquarters Nunavut

Based on the above Nunavut specific factors, charts 

and person years for a Nunavut Housing Corporation are 
presented here. The internal structure is the same as the 
current N.W.T.H.C. H.Q. structure. The program support 
divisions of the Executive and Finance and Administration have 

been scaled down proportionate to personnel in headquarters 
core divisions and district offices (to approximately 1/2 of

тткштптт
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their current size)* Programs and Construction and Develop

ment have been reduced in size as well* keeping in mind the 
factors mentioned above. There are 31 person years shown in 

the Nunavut charts/ a reduction of half from the current 
size. The py's given should be adequate to carry out existing 

programs and develop new ones as required.
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DEPARTMENT Or PUBLIC WORKS

A. THE CURRENT ORGANIZATION

The Department of Public Worke la reaponaible for the 

design» construction» acquisition and maintenance of all 

buildings, works» and equipment required by departments in 
carrying out their programs» for the provision of a real 
estate management service; and for the design» reconstruction 
and maintenance of the highway system in the Northwest 
Territories. 1983/84 Main Estimates includes 271.6 person 
years in the headquarters component of the Department» 
however» approximately 150 of those person years are involved 
in maintenance or field work - ie. Yellowknife G.N.W.T. 
building maintenance» highway maintenance. Thus» about 120 
person years are carrying out actual headquarters functions - 
providing direction» policy development, co-ordination and 

fianancial and technical expertise.

2. Headquarters Activities

a) Directorate - comprising 27 person years at the 

headquarters level, the Directorate is responsible for 
providing overall direction and day to day administration of 

the deparment. Included in the Directorate are three 

sub-divisions :
. . . / 2 5 4
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I) Contracts and Capital Planning - overseeing the 

administration of contracts for capital works 

projects.

I I ) Finance - responsible for departmental financ ia l 

management and accountabil ity. Provides 

administrative services to headquarters 

personnel and Inter-regional co-ordination.

H I )  Policy. Planning and Training - formulating and 

Implementing policy for the department and 

looking after the train ing needs of departmental 

s taf f .

b) Highways - the headquarters functions, of providing 

planning and direction to regional s ta f f  In this d iv is ion,  are 

carried out with a person year count of 19.1 (the figure of 19.1 

was derived by including only the Deç<gn and Construction 

Division of Highways). Their core functions break down as 

fol 1ows:

I )  Implementation of the Highway Construction Road 

Program which includes the design and construction 

management of highways and bridges and rebuilding 

projects.

I I )  Providing technical support and implementing many

road, bridge and l a n d - f i l l  projects in communities 

across the Terri tor ies.  (т̂
i _i

J



255

C) Project Management - primari ly a headquarters 

functions, this div is ion 1s re spons ib le  for the design and 

construction of all buildings and works for the G.N.W.T. I t  Is 

sub-divided Into two areas of responslb l11ty :

I )  Architectural Services - responsible for 

planning *n1 Implementing the G.N.W.T. building  

construction program and for providing space 

planning and Interior design services.

I I )  Engineering Services - planning and Implementing 

engineering projects related to capital  works 

construction by the G.N.W.T. for communities 

across the Terr itor ies.

The Project Management Division tota ls  49.3 person- 

years 1n HQ.

d) Energy Conservation Division - responsible for the 

Implementation of Federal/Terr1tor1al programs designed to 

Increase public awareness technology as 1t pertains to 

descreaslng the use of non-renewable energy sources 1n the 

N.W.T. There are 3.1 person years 1n th is  divi s ion.

e) Operations - responsible for providing overall  

direction and tehnlcal expertise to regional operations 

(including the Yellowknfie area which 1s directly under 

head-quarter's control).  Respons ib i l i t ies  include the 

mai ntenance



of building», equipment and vehicle»» and the provision of 

utilities and accommodation services in the regions.

3. Regional Activities

With the possible exception of the Project Manage

ment Division and the Energy Conservation Division all 
functions at the headquarters level are replicated in the 
regions. Project Management - the provision of architectural 

and engineering services - is still primarily a headquarters 
function, although some regions do have architectural staff on 
a contract basis, and the regional departments are generally 

headed by an engineer. Regional staff for the Energy 
Conservation Division are anticipated in 1983/84.

The Department of Public Works is one of the largest 

departments at the regional level, with a total regional 
staff, as defined in budget terms, of 298» 164.4 person years 
working in the three Eastern Arctic regions of Baffin, 
Keewatin, and Kitikmeot (1983-84 Main Estimates). However, 
the total number of regional staff are in reality approxi
mately 448 person years, as Yellowknife area staff are 
included in the headquarters total. This gives us a ratio of 
approximately 1 headquarters person year to every 3.7 regional 
staff (448 - 120). This ratio is one that can be applied to a

D.P.W. Nunavut, with possible variations due to Nunavut

- 25« -
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specific factors which will be discussed below. (Note that
D.P.w. has so many regional personnel that we have not 

included the regional organization charts. However these will 
not change in the immediate post-division period.)

B. POST-DIVISION OPTIONS» THE DEPARTMENT OF PUBLIC WORKS

1. General Considerations

a) Core activities within the Department of Public 
Works include the divisions of Highways. Project Management, 
and Operations. These functions are essential given that the 
Northwest Territories currently has highways that must be 
maintained; and, due to the nature of these functions - ie. 
highly technical, requiring skilled personnel, shared equip

ment and co-ordinafcion of effort, they most logically must be 
located in a single portfolio.

The most obvious 'Nunavut-specific* factor here is 
that Nunavut (the three eastern arctic regions) has only one 
short highway between Arctic Bay and Nanisivik, and no marine 

operations. While this would increase somewhat if the Western 
Arctic Regional Municipality is involved, this activitiy still 
will have to be greatly scaled down in an eastern territory.

The residual role of this division that would 
continue to be relevant in Nunavut is providing advice and 
technical support to communities on their internal road
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will not bs a major raaponalblllty with tha axcaptlon that 
depending on where the capital ot Nunavut le located# Internal 

highway advice could be required, due to the increase In 
population and the consequent demand on services of the 
municipality. Moreover# it has also been suggested that# 
again contingent upon where the capital is located# that it 
might be possible to construct a road from the south into the 
capital. This would greatly increase the long terra respons

ibilities of this division in Nunavut# but in the short run# 
it is recommended that this division be staffed with a bare 

minimum of person years.
Operations is a headquarter!division whose person 

year size is proportional to the size of the regional staff in 
the Department. The three eastern regions have approximately 

1/3 of the total number of regional staff and the size of 
Operations in a Nunavut government should ideally reflect this 
ratio. However# due to diseconomies of scale and special

ization of job functions the number of person years in a 
Nunavut hadquarters will likely be greater than this ratio 

would indicate.
The size of the Project Management Division will be 

sensitive primarily to the amount of capital construction in 

Nunavut. Thus, it will reflect both government accommodation 

needs and the needs of a growing population for schools,

I
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hospitals# stc. In ths immediate post-division environment, 
th* demand «j* this division will bs greater than normal dus to 

initial construction requirements for ths new capital.

However# much of this workload might ba picked up by contract 
personnel# and certainly the person year establishment of this 

division should not be more than 1/2 to 1/3 of its current 

size within the G.N.W.T.
b) The only ancillary activity located in the 

Department of Public Works is the division of Energy Conser
vation. While there certainly is a rationale to attaching 

this function to D.P.W. it is not a core activity of the 
department. The size of this division in Nunavut will vary 
according to the priority that is placed upon energy conser

vation by both the Territorial and Federal politicians. 
(Currently# the Federal Government has Identified energy 
conservation as a top priority# and thus funds are much more 

accessable.)
c ,  Program support activities in the Department are 

located within the Directorate. The current directorate has 

four functions: departmental management: financial
administration; policy# planning and training; and contracts 
and capital planning. The management and financial adminis
tration functions will be directly proportional to the size of 

the department as a whole in Nunavut.
Policy development does not have any Nunavut-specific

Г
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factor»f th» sis» of a D.P.W. policy unit in Nunavut will ba 
dependant upon the priority placed on policy development at a 

departmental headquarters level by political decisionmakers.
It la conceivable that, initially, policy could be developed 
by senior departmental ntticUle in conjunction with input 

from the regions. However, the training function, included 
within the policy division, will undoubtedly be an Important 

function in a Nunavut territory.
The person year requirements of the Contract» and 

Capital Planning Divieion will be sensitive in Nunavut to the 
number of capital work» being undertaken. Initially, this 

number will have to be larger due to the upgrading of the seat 
of government ; however the size of this divieion in an eastern 
territory should balance out in the long run to approximately 

1/2 to 1/3 of its current size in the G.N.W.T.

2. The Department of Public Works: HQ Nunavut

Two sets of headquarters charts are presented here 

for the headquarters component of D.P.W. in Nunavut. The 

first charts were presented to the sub-committee by the 
current senior management of D.P.W. (See Figures 7.12 to 7.20 
Pages 274 - 282). Working under the assumption that 

headquarters functions would be similar in Nunavut to current 
G.N.W.T. headquarters functions, the department has suggested

/
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a total person y»ar count of 60 (approximately 50* of the 

current person year establishment).

The div is ional structure presented 1n these charts 

remains the same as the current system, with the exception 

that the Energy Conservation Division has been excluded.

There are seven div is ions which 1f all reported to the D-M 

would mean a span of control of seven. Departmental 

o f f i c i a l s  have reduced the span by suggesting that a posit ion  

of Assistant Deputy Minister be established, thus giving of 

control of 3-1 and 4-1. However, by amalgamation of two 

services and Including a policy and training py d irect ly  

attached to the directorate rather than a separate d iv i s ion ,  

the span of control 1s reduced to a point where it  would be 

eas i ly  manageable by the Deputy Minister (See Figure 7.21 - 

7.27 Pages 283 - 289).

To further lean down the charts presented by 

headquarters o f f i c i a l s ,  a ratio of .25 headquarters s ta f f  to 

regional staff  has been applied. By applying that rat io  to 

D.P.W. staff  in the three eastern regions, we could estimate 

that a Nunavut headquarters component of D.P.W. would total 

approximately 36 person years.

However, diseconomies of scale preclude applying a 

simple mathematical formula to determine the ideal s ize of a 

neadquarters. There is  a baseline of positions which must be 

established regardless of the populations served. The
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leaned down charts attempt to present a balance between these 

two figures of 36/60 person years.

Some of the suggested person year cuts have been 

made 1n the following d iv is ions:  Finance and Administration

- currently there are 9.0 person years 1n D.P.W. 

headquarters, while management has suggested 7.0 person years 

1n Nunavut D.P.W. Nunavut lean charts show 6.0 person years.

The same 1s true of Contracts and Capital Planning - 

currently employing 7.0 person years, 6.0 have been suggested 

for Nunavut D.P.W. although 1n a pinch they could poss ibly  

get by with four.

Charts 7.1 - 7.2 Pages 283 show 48.0 person years as 

a ' t i gh t  belt'  version of D.P.W. headquarters in Nunavut. I t  

must be emphasized that this 1s presented only as an option 

and not as a cr i t ic i sm of the proposal received by the 

department. The aim is to offer a possible way of reducing 

the size of the department in Nunavut 1n case the limited 

numbers of people in Nunavut qualif ied to f i l l  these 

posit ions make in necessary.
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DEPARTMENT OP RENEWABLE RESOURCES

A. THE CURRENT ORGANIZATION

1. Summary

The Department of Renewable Resources is respons

ible for the following: the development of systems that will

ensure perpetual stocks of wildlife in numbers that can be 
sustained within their habitat: identifying habitat and 
changes that are critical to the production and survival of 
various wildlife species; providing information about habitat 

to influence land use control? conducting research with a view 

to ensuring long term management of wildlife; providing a 
technical and co-ordination focus for reviews of major non
renewable resource development!and protecting the environment 

of the N.W.T. by controlling pollution. The Department also 
provides administrative support to the Science Advisory Board 

and the N.W.T, Water Board.
Headquarters organization charts identify 61 person 

years in the Department (3.0 person years are Yellowknife area 

staff) while according to the Main Estimates 83/84> there are

75.5 person years in the regional and area offices.

.../291
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2. Headquarters Activities

a) The Directorate - leads the Department as a 

whole; however, its major workload relates to functions at 

headquarters:
i) Provides policy, direction and co-ordi

nation.
ii) Provides information and advice to the 

Executive Committee and Legislative 

Assembly.
iii) Financial and Administrative support to 

the Department.
iv) Maintenance of staffing systems including 

training.
v) Liaison with other departments and juris

dictions.
The Executive Secretary to the Science Advisory Board 

is included in the Directorate.
b) Wildlife Management Division - sub-divided into 

the following three areas of responsibility:
i) Wildlife Management - overall, responsible 

for systems that will ensure perpetual 
stocks of wildlife in numbers that can be 

sustained within their habitat. This 

includes programs of:

f



292

- Wildlife inventories.
- Assessment of habitat.

- Studies of controlling influences.

- Collection of harvest date.

- Setting ot' quotas.
- Minimizing conflicts between wildlife and 

industry.
- Providing advice and controls for 

commercialization of wildlife.

- Developing and assessing wildlife 
management plans.

- Providing input to interjurisdictional 

or international wildlife problems.
- Answering public enquiries regarding 

wildlife.
ii) Habitat Management - includes the following

functions :
- Identifying habitat that is critical to 

the production and survival of various 
wildlife species.

- Carrying out studies to determine the 
effects of various changes to wildlife 
habitat (eg. pollution, forest fires).

- Providing advice on habitat to juris
dictions, controlling land use activities.
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- Undertaking studies designed to reduce 
the conflicts between man and wildlife.

iii) Research section - conducts research on 

problems that must be solved to ensure long management of 
wildlife such as wildlife survey techniques, reproductive 

factors and industrial influences.
c) Field Services Division - created in April 1983, 

from existing sections of wildlife services, the function of 
this division is to provide advice and support to the entire 
Department. The division provides program development,

delivery and assessment in areas such as conservation 
education, regulations and enforcement, resource development 
(in the area of assistance programs to resource harvesters) 

and administration of licenses, field reports, uniforms and 

supplies.
d) Environmental Planning and Assessment Division - 

created in the fall of 1981, this division serves as the 
co-ordinator of the Territorial Government's technical 
contribution to land use planning. Specifically, this 

division:
i) assists the Department in long-range 

strategic planning;
ii) carries out program assessment and review 

programs ;
iii) provides the Department and Executive with
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information and advice that can be used 

in reacting to large industrial projects?
iv) Provides interventions in environmental 

hearings.

e) Pollution Control Division - responsible for 

protecting the environment of the N.W.T. by controlling 

pollution through a sound prevention, monitoring and enforce
ment program. This division is specifically concerned with:

i) Oil spills and clean up;

ii) Transport and storage of dangerous 
chemicals ;

iii) Use of pesticides;
iv) Disposal of dangerous goods.

The position of the secretary to the N.W.T. Water 
Board is included under this division.

3. Regional Activities

Few of the headquarters activities listed above are 

respresented directly in the regional operations with the 
exception of Wildlife Management Services and the Directorate.

Each region has a superintendent, with administrative 
and support staff, to provide the functions of a directorate. 

Other than these, most regional staff are Wildlife Officers, 
although they do administer and deliver all programs of the

/
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department in the field.

Local programs are developed to suit the needs of the 
region or area and territorial programs are adjusted for the 
same reasons.

The regional charts tor the Department of Renewable 
Resources are presented as is (see figures 8.2 - 8.4 Pages 301 
- 303). The assumption in this paper is that regional 

functions will not change.

B. POST-DIVISION OPTION: DEPARTMENT OF RENEWABLE RESOURCES

1. General Considerations

a ) Organizational structure - post land claims - 
given the nature of the Department of Renewable Resources, 

this Department is particularily sensitive to organizational 
changes in a post land claims environment. However, until 
such time as thes»* changes occur, the assumption here is that 
functions and structures of an eastern arctic Department of 
Renewable Resources will be similar to the current system, 
subject to Nunavut-specific factors.

b) Staffing - although the Department of Renewable 
Resources has a high percentage of native northern staff, many 

of these positions are at the Wildlife Officer I or II level 
in the eastern arctic. Thus, according to senior officials
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in Renewable Resources, the assumption that this Department 
can be "indi'gènized" at the headquarters level more so than 

other departments, is not valid. Moreover, as regional 

personnel are "generalists**, staffing a headquarters will be 

even more difficult, as many эд functions are highly 

specialized.
c) Core program activities within the Department of 

Renewable Resources are Wildlife Management and Pollution 
Control. The size of the Wildlife Division is not influenced 
as much by the population of a territory, as it is by the 
number of animal species being protected and managed. For 
this reason, this division will be particularly affected by 

the eventual decision as to the boundary of Nunavut. For 
example, if the C.O.P.E. region becomes part of Nuanvut, this 
will increase the number and type of specialists needed at the 

headquarters level in Nunavut.
The -Pollution Control Division in Nunavut will be 

sensitive to the size and type of industrial activity in the 
territory being administered. This size of this division is 
currently very small - with a Chief, a Pollution Control 
technician and an environmental engineer. (The position of 

secretary to the N.W,,T. Water Board is also included within 
this division.) Thus, its size in a new territory could be 
reduced much below its current person years.

d) Program support activités are located within the
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Field Service Division» Environmental Planning and Assess
ment» and the Directorate# with its finance and administration 

component. These are support activities in that each supports 
the program activities of the two core divisions and the 
regional offices through offering a planning and research 

capacity# as wall as administrative support.
The eventual size of the Directorate will be 

proportional to the size of the Department as a whole. With a 

smaller department in Nunavut, the position of Assistant 
Deputy Minister could be eliminated as the span of control and 

chain of command would be similar. The finance and 
administration component, already very small, could be further 
reduced in Nunavut by perhaps a person year, however, its size 
could not be substantially cut below its current py establish

ment for reasons of diseconomies of scale.
The Field Services and Environmental Planning and 

Assessment divisions are more difficult to assess with regard 

to Nunavut-specif<c factors. Field Services Provides program 
development, delivery and assessment and its size in Nunavut 
will likely depend on the priority decision makers place upon 

program planning and development at the headquarters rather 

than regional level. Generally, the size of this division 
will be proportional to the size of the department (regional & 

HQ personnel) as well as sensitive to the complexity of tasks 

performed in a Nunavut Department of Renewable Resources.
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Environmental Planning & Assessment» concerned 

with land use planning, will be sensitive to both the type of 
industrial/commerical activity in Nunavut as well as the 

eventual structure established for land use planning.
However, given that fun<-i ^nd structures will be similar

in Nunavut vis-a-vis the N.W.T., the size of this division 
should be at least 1/2 of its current size (10 py's) to 
reflect the reduced level of industrial activity and land use 

planning needs.

2. HQ Nunavut: Department of Renewable Resources

The charts presented for a headquarters Department of 

Renewable Resources in Nunavut are models partially distilled 
from a draft report prepared for this Sub-Committee by senior 

officials in Yellowknife (see attachment 8(A))*. As well as 
describing the functions of headquarters division, this report 

begins departmental work on the post-division territories by 

examining person years and budgets transferable to Nunavut.
However, there will obviously be a need for more 

person years than the nine that headquarters officials have 
identified as transferable. The charts presented here (see 

Figures 8.5- 8.9)show a total of 38 person years for a 

headquarters component of Renewable Resources in Nunavut - a 

reduction of approximately 50% from the current py

* See Appendix C.
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establishment. The charts show a similar distribution of 

functions as currently exist, with the exception that there 
is no provision for an executive secretary to the N.W.T. 

Science Advisory Board. (See attachment 8(A)*- Science 

Advisory Board to be shared with Nunavut.)
The position of Assistant Deputy Minister has been 

eliminated, as the span of control under this new model would 

be five .with only 38 total employees.
Conceivably, this Nunavut model could be leaned down 

even further, although charts have not been presented to 
reflect a leaner version. In a smaller territory, 
decentralizaton of certain responsibilities to the regional 
offices and field workers might occur more readily than it 
might now, thus reducing H.Q.size. Other factors might also be 
considered, however, as already stated, this model focuses on 
scaling down headquarters itellowknife to a size necessary in 
Nunavut. Variations upon this model will be presented in a 
further report.(See Section IV)

* See Appendix C.
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FIGURE 3.3
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FIGURE 8.5
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FIGURE 8.7
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FIGURE 8.9
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A. THE CURRENT SITUATION

1. Summary

The Department of Social Services is responsible for 

delivering a wide range of programs to the people of the 
N.W.T., The basic thrust of these programs is to improve or 

maintain the overall well being of individuals and families. 
The activities of the Department include the provision of 

child welfare services, programs for the aged and handicapped, 

an alcohol and drug abuse program, and the provision of 
financial assistance to the needy. The Department is also 
responsible for correctional programs in the N.W.T. including 

the operation of correctional centres and a community 
corrections program. The Department has a total of 327.7 
person years, (1983-84 Estimates 27.7 of which are casual 

employees). While according to the Estimates 160.6 person 
years are in headquarters, this figure is misleading for it 
includes the personnel in the Yellowknife Correctional Centre 

and the Yellowknife District Office. If these employees are 
subtracted, the headquarters component of the Department of 

Social Services is 30 positions.

.../310
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2. Headquarters Activities

a) The Social Services Program Division is 

responsible for the development and co-ordination of four 

basic program areas mandated Lo the Department*
i) The Superintendent of Child Welfare is 

responsible for the care and/or custody 

of children committed under the Child 
Welfare and Juvenile Delinquents Ordinances.

Ü) The Co-ordinator of the Alcohol and Drug
Program is responsible for the development 

and the delivery of programs designed to 

reduce alcohol and drug abuse and also 
provides secretariat services to the 
Alcohol and Drug Co-ordinating Council.

iii) The Co-ordinator of Aged and Handicapped 
Program is responsible for the development 

and delivery of services to the handicapped 
and the aged and is also involved in the 

planning of facilities.
iv) The Co-ordinator of the Financial Assistance 

Program is responsible for territorial 
social assistance services as well as for 

supplementary benefits paid to recipients
of federally sponsored welfare programs.
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b) The Corrections Service is almost entirely 

decentralized. The only headquarters function is that of the 
Chief of the service whose responsibilities are, as one might 

expect, to co-ordinate the operation of the correctional 

centres. He has direct responsibility for the three 
correctional centres in the west (Yellowknife Correctional 

Centre, South Mackenzie Correctional Centre, and the Women's 
Correctional Centre in Fort Smith) but the Baffin Correctional 

Centre in Frobisher Bay is run out of regional office.
c) The Finance and Administration Division, as might 

be expected, provides financial and administrative support 
services for headquarters and co-ordination of the regional 

administrative support units of the Department.
d) There is a small policy and planning branch, a 

Senior Program Evaluation Officer and a four man Staff 
Training and Development unit. These activities are pretty 

much self-explanatory.

3. Regional Operations

The actual operations of the Department of Social 

Services are based in the various regions of the N.W.T..
These regional components of the department function virtually 

autonomously and the Department has a representative in almost 
all communities in the territory. What is significant about
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the program delivery activities of this Department is that 

virtually all of the field personnel have responsibilities for 
the full range of programs administered by the Department. 
There are very few specialists in the field, and this is even 

more pronounced in the three Nunavut regions.

There is a generalist Community Social Service Worker 
in most of the communities in the eastern arctic, and in the 
few very small settlements where the department is not 

represented, the social services programs are delivered by the 
representatives of the Executive (E.S.O.'s, G.L.O.'s and 

F.S.O.'s). Community Social Service Worker's also bear the 
responsibility for community corrections programs where they 
are in operation.

The regional offices each have administrative support 

personnel attached to the Regional Superintendent.
The charts for the regional components of the Depart

ment of Social Services are self-explanatory and with respect 
to the regional offices of the Baffin, Keewatin and Kitikmeot, 
these charts will not require significant adjustments for the 

immediate post division period in Nunavut (See charts 9.3 - 
9.9 Pages 322 - 327)
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B. POST DIVISION OPTIONS» THE DEPARTMENT OF SOCIAL SERVICES

1. General Considerations

a) The core program activities of the Department of 

Social Services are Child Welfare, Aged and Handicapped, 
Alcohol and Drug Abuse and Financial Assistance, all of which 

are implemented in the regions and co-ordinated by the Social 

Services Division in headquarters. The headquarters component 

of this set of program activities is already fairly small 
relative to the regional component.

Although the person year requirements for 
implementing such programs are population sensitive, the 

baseline for the headquarters component is one person year for 
each of the four program activities in the division. The 
level of specialization required in these areas is such that 

it is not feasible to assign, for instance, the headquarters 

tasks related to the Child Welfare and Financial Assistance 
activities to a single officer because the skills required are 

quite different. Thus, the size of the headquarters component 
of this division in Nunavut will be proportional basically to 

the population of Nunavut, with the qualification that there 
must be at least one specialist in each of the core program 
areas.

b) The only activity of the Department of Social
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Services which could be classed as ancillary is the management 

of the correctional institutions in the territories# although 
because the Community Social Service Workers are generalists 

and do become involved in Community Corrections programs there 
is a justification for placing the responsibility of the 
correctional centres in this department. On the other hand# 

the running of prisons is not normally viewed as a part of the 

social welfare function in other jurisdictions. With respect 
to the person year requirements for Nunavut in this program 

area# the only 'Nunavut specific' feature is the fact that but 
one of the four N.W..T Correctional Centres (the B.C.C.) is in 
Nunavut and it is unique among the territorial institutions in 
that it is run directly through the regional office and not 
from headquarters. In the current structure there are only 
two officers in the headquarters component of the Department 
of Social Services. Thus# if the headquarters component in 

Nunavut is to be proportional to the number of prisons to be 
managed in the eastern territory# at the time of division the 

Department of Jocial Services in Nunavut will require no more 
than one person year to perform this function.

c) The program support activities of the department 
are rather haphazardly spread out among four small divisions 
at headquarters. These range in size from Program Evaluation 
and Information Systems which has a 'Chief' but no 

subordinates to Finance and Administration which has 8

positions. Policy and Planning has three person years and



315 -

Staff Development and Training hat four* All of thaaa 
functions# while necessary# are generally sensitive to the 

size in terms of person years of the Department and# thus# for 

Nunavut will be proportional to the reduced person year 
component of the Department of Social Services in the eastern 

territory. The only 'Nunavut specific' factor here is# as 
with most of the program departments# the increased need for a 
training capacity in the post division territories.

2. The Department of Social Services» HQ Nunavut

In the current Department of Social Services the 
headquarters personnel (excluding the Yellowknife District 
Office and the Correctional Centres) are approximately 11% of 

the operational personnel. If this ratio is maintained# 
given the continuation of current operational person years in 

Nunavut# the Nunavut headquarters component in this department 
would be roughly seven person years. As can be seen from 
Chart 9.10 Page 328# we have recommended a significantly 

larger headquarters unit for the eastern territory (18 person 
years). The reasons for this are as follows!

a) The program personnel in the social services 
division must be specialized. Given that the four core 

programs will be retained in Nunavut after division# each must 

have specialized staff at headquarters for co-ordination and



policy development. Hence» the bate line number of person 
years for this division Is also four» while according to our 
ratio the number would be reduced to less than two.

b) The Staff Development and Training unit cannot be 
reduced simply according to the proportional reduction In sise 

of the population because It is to be expected that the 
training function in Nunavut in all departments will be more 
important than it is today in the N.W.T.

c) The Chief Correctional Officer's position has 
been retained although he will be responsible for but one 
Correctional Centre rather than four as is the case at 

present. The justification for retaining this position is 
that the Baffin Correctional Centre may be unable to 
accommodate all of the prisoners in the eastern arctic 

although a new facility has increased the capacity to 48 

beds. (In fact officials argue that all of the correctional 
centres in the N.W.T. today are seriously overcrowded.)

Hence» it will be necessary to plan and co-ordinate the 

construction and staffing of new institutions in the eastern 
arctic, and there should be a fairly senior officer on staff 

to begin that process right from the start. Moreover a policy 
of shifting the emphasis from institutional to non- 
institutional correctional programs (such as fines and 

community service orders) could reduce the pressure on the 
B.C.C., but perhaps would require a'co-ordinator of

- 316 -
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community correct ions.4 In the abort run, It may be neceeeary 
Cor Nunavut to continue to purchase the services of 

correctional Institutes In the western territory until such 
time as Nunavut centres can be aet up and that process will 

have to be carefully co-ordinated as well.

d) The Department of Social Services headquarters 
component In the N.W.T. la "lean" already relative to many 

other departments.

3. A "Lean" Model

Having recommended a person year establishment for 
the headquarters Department of Social Services in Nunavut 

which is significantly greater than proportional to the 
population of the new territory, we must add that there are 

ways in which this could conceivably be reduced still further 

(see Chart 9.11 Page 329) if there is a difficulty in finding 
qualified staff.

a) The Finance and Administration Division of the 

Department could likely be reduced by a couple of person 
years, although this would necessitate personnel being less 
specialized and more generalist than they are at present.

b) It might be possible for the Chief of the 

Programs Division to co-ordinate one of the program areas such 
as Financial Assistance or Alcohol and Drugs as well as
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fulfilling hie responsibilites as Manager of tha Division.
c) While there will be a need ultimately in the area 

of Correctional Services for some headquarters personnel, in 

the short run this position might be left either unstaffed or 

staffed at a more junior level with the program division.
d) Another option which is more radical but will be 

discussed below in another section of this paper is the 
potential reorganization of the Department to place the 
responsibility for correctional facilities in another depart

ment.
e) Finally» in a "lean" model for the Department of 

Social Services in Nunavut» the position of Policy and 
Planning Officer could be deleted with the responsiblity for 
policy development and program planning falling to the ADM and

senior managers.
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SECTION III - (3) SUPPORT DEPARTMENTS



DBPARTHEHT OF PINAMCB

A. The Current Organisation

1. summary

The Department of finance provides overall direction 

to the G.N.W.T. in financial management and control. It 

provides both financial services and financial systems support 
to all departments. The department is responsible for the 
preparation of financial management information and for the 
preparation of the Public Accounts. The department collecter 

and disburses government revenue and is responsible for the 
management of thè Territorial Consolidated Revenue Fund.

The Department has a total of 110.5 person years 

(1983-84 Estimates) of which 62 are in headquarters. The 
actual employees by activity and location are indicated on 
Figure 1, which was prepared by departmental officials on 

January 28. 1983.

Figure 1
Location of 1983-84 Finance Person Years

The following number of employees are located in the 

community indicated for the 1983-84 fiscal year:

.../331
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ACTIVITY (TOTAL)
YELLOW
KNIFE

FORT
SMITH INUVIK

FROB
ISHER

CAM-
BAY RANKIN

Administration (18) 4.0 3.0 3.0 3.0 2.0 3.0
Treasury (35) 20.0 4.0 3.0 3.0 2.0 3.0
Comptrollership
(48.2) 31.2 5.0 3.0 4.0 2.0 3.0

TOTAL 55,2 12.0 9.0 10.0 6.0 9.0

2. Headquarters Activities

a) Administration (Directorate)
This activity includes the following 

sub-activities:

i) Policy development - the provision of advice 
to the Minister and Executive Committee on 
matters relating to general financial and 
economic policy and on financial adminis
tration procedures within the G.N.W.T.

Ш  Management - the day by day direction of the 
Department of Finance, specifically of the 
Headquarters component.

iii) The provision of administrative support 
services for the Department of Finance.

b) The Treasury:

The central functions of this division are to
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collect* receive* manage* control and report all revenues 
coming Into the Consolidated Revenue Fund of the N.W.T.. The 
Revenue and Collections section of the Treasury is responsible 

for collection and control of all revenues of the Territorial 

Government* The Fiscal Policy and analysis unit of the 
Treasury is responsible for taxation audits* for revenue 

analysis and for fiscal planning. This includes the develop

ment of tax policies for the N.W.T. and for revenue 
forecasting. The Treasury is also responsible for the 
investment of the funds in the Consolidated Revenue Fund and 

for Insurance Risk Management.
c) The Comptrollership:

This division is responsible for providing 

financial management information for the Legislative Assembly 

and the Executive Committee and to the Departmental Managers 
themselves ; most importantly this division is responsible for 

the preparation of the Territorial Public Accounts. The 
Division also secc up and helps the departments to implement 
effective financial control and reporting procedures. This is 
achieved through the Financial Systems and Training Section of 

the Comptrollership. The Payroll section of the division is 
responsible for disbursement of funds from the Consolidated 
Revenue Fund - ie. for issuing cheques to employees and to 

suppliers.
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3. Regional Operations
The Department of Finance has regional offices which 

bear the responsibility for much of the day to day financial 
affairs of the regions. As can be seen from the charts of the 

three Nunavut Regions, the regional offices have some of the 

responsibility for payroll, revenue and collections, and 
accounting services, although for each function there is a 

central or Headquarter's role as well. The extent to which 
some of the financial services can be delegated to the regions 
depends upon the continued development of financial infor

mation and general accounting systems. The plan is for all of 
the regions to have their own computers, although Kitikmeot 
must rely entirely on Yellowknife for computer services until 

a suitable building can be constructed in Cambridge Bay. The 
two Eastern regions currently have computers in their regional 
offices. It is also possible for the Keewatin and Baffin 

regional offices to access the Headquarters computer directly 

but because ti.e telephone connections are not reliable it is 
not possible to enter data from the region. The data entry 
function is achieved by physically transporting a tape to 

Headquarters (by air). All of the person year? in the regions 
are located in the regional office and are not dispersed at 

all to communities.
While it may be possible in the long run to further 

decentralize the functions of the Department of Finance, the
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extent to which that can be achieved will depend upon the 
continued development of systems and the continued availa

bility of the skilled personnel in the regions. For the 

immediate post division period in Nunavut we will assume that 
the current extent of decentralization will be continued and 
that any drastic increase of regional responsibilities in the 

area of finance should await more detailed study by the 
Government of Nunavut.

One fairly unique feature of the regional offices of 
this department is that in each case there is a two-tier 
Directorate. This means a span of control of one at the top 
of the regional office which might be seen as unnecessarily 

lengthening the chain of command in an already fairly complex 
departmental structure. Moreover, there does not appear to be 
any consistency in the level or title of the two senior people 

in the three Nunavut regions: ie. in the Baffin the senior
official of the department is the Regional Comptroller and has 
a single officer reporting to him who is called the Regional 

Finance Manager. The latter bears line responsibility for the 
rest of the regional office. The Keewatin regional office is 
headed by a Regional Comptroller as with the Baffin, but 

unlike that region the second in command is entitled "Finance 
Officer". (This despite the fact that the positions are 
classified at exactly the same level (AS/AF III)). By 

contrast to both of these regions the smaller Kitikmeot
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Regional office does not have a Regional Comptroller at all 
but retains that same two-tier directorate headed by a 
Regional Superintendent of Finance and with the management of 

the regional office left to an Accounting Services Officer.
The justification for the two-tiered style 

directorates in the regional offices was explained by regional 

officials in terms of the senior person being responsible for 

policy and planning functions within the region and the second 
level officer being responsible for the day to day operations 
of the regional office. There was no explanation for the 
different nomenclature between the Baffin and Keewatin except 

that it reflected an "historical anomaly". The slightly 
different system in the Kitikmeot can likely be explained in 
part by the smaller size of the region, the relatively fewer 
person years in the regional office itself and in the fact 
that the region is still more closely dependent upon computer 

support etc. from Yellowknife.

POST DIVISION OPTIONS; THE DEPARTMENT OF FINANCE 

1• General Considerations

a) The core program activities of the Department of 

Finance are those carried out by the Comptrollership and the 
Treasury Division. Although in other jurisdictions in Canada
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th«re are about as many variation» and combinations of fhs 
subactivities as ther* are government»» the function» which 
are common to all -Finance-type" departments in Southern 

Canadian jurisdiction» are the 'ficcal and economic planning 
and forecasting* role and the responsibility for the invest
ment of monies deposited in the Consolidated Revenue Fund.

Most provincial governments in Canada also tie the 
responsibility for the Consolidated Revenue Fund and the 
public accounts to the general -finance function-» although 
the Federal Government places these responsibilities with the 
officer of the Receiver-General for Canada» who is also the 

Minister of Supply and Services.
There is much less consistency in the assignment of 

responsiblity for Revenue. Some provinces have separate 
Revenue departments» some tie the Revenue function to Finance 

or Treasury Departments and still others put the revenue 
function in with Government Services. Payroll is another 
function which is sometimes located in the Finance Department 

as with the N.W.T., but many other governments put this fairly 

routine activity in a department such as Government Services 

or Supply and Services.
Thus» while there are arguments that could be made 

for a slightly different assignment of tasks than the current 
situation of the G.N.W.T.» the current situation is not in any 

way anomolous or usual. Likely the Government of Nunavut will
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wish to consider schemes for departmental reorganization once 
they have been in place for awhile, but in the short term 
after division there is no strong reason for diverging from 
the current assemblage of activities in this department. A 

few suggested changes will be put forward with respect to some 
of the functions of other agencies of the G.N.W.T. in a later 

section of this report* and these might tangentally affect the 

powers and responsibilities of the Department of Finance.
Because it is a "support" department for the govern

ment there are not any "Nunavut specific" factors to be taken 

account of when determining the number of person years for the 
Department of Finance in the eastern territory.

Basically the person year requirements of a depart
ment such as this are sensitive to the size of the government 
being served. Where there is some possibility of Nunavut 
specific variations is in the Revenue and Collections 
component. It is conceivable for instance that because there 
is less privately owned property in the Eastern Arctic that 
there might be a more than proportional reducton in the number 

of people employed in the collection of real property taxes.
On the other side of the coin, because there will be the same 

range of types and sources of revenue in Nunavut there must 
also be the same range of specialists in this branch of the 
department and a less than proportional reduction would be 
indicated.

*See Section IV below.
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Based on the above discussion of the types of 
activities normally combined in departments such as this in 

other jurisdictions, we cannot identify any activities which 

are clearly ancillary. Moreover, while the overall raison 
d'etre of the Department of finance is to provide program 

support for all of the other departments of the G.N.W.T., the 
only internal program support activity is that of the Finance 

and Admin component. Because this is a very small unit to 

begin with, it likely cannot be reduced very much further even 

in a much smaller department in Nunavut. However, there do 
not appear to be significant Nunavut specific variables that 
would effect the person year requirements of this section of 
the department in the new territory.

2. The Department of Finance: Nunavut

As can be seen from the charts, the basic change 
being recommended for the Department of Finance in Nunavut is 
a significant reduction in total size. The Headquarters 

component will be reduced from 55 to 34 person years which, 

while leaving a Nunavut Headquarters that is significantly 

greater than proportional to the reduced person year estab
lishment of the Nunavut public service, cannot realistically 
be reduced much further without losing its core program 

effectiveness. All of the basic functions performed by the
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current Department of Plnance muet be retained for Nunavut and 
Ьаслия* the effective performance of these duties necessitates 

specialized personnel, there Is a base line minimum number 

required no matter how small the new government Is.
One difference from che current structure of the 

Department Is that we have recommended that the responsibilities 

of the Deputy Minister of Finance and Comptroller General be 
combined at least for the Immediate post-division period. The 
reason for the recommendation Is that there will be difficulty 

staffing two positions at such a senior level In the new 
territory, and in the short run it would be virtually impossible 
to find the required expertise in Nunavut, The logic of this 
role differentiation in the current N.W.T. department is that the 

Deputy Minister functions as the Chief Policy and Planning 
Officer in the financial and economic affairs of the Territory 

and because of the onerous nature of those advisory 
responsibilities he should be relieved both of the largely 
managerial responsibilities of running the department, and of 

directing the complex process of controlling and overseeing the 
territorial public purse. In a small department such as that 

anticipated for Nunavut it should be possible for a senior 
economic advisor to carry the reduced managerial load as well as 

the policy responsibilities while the "control of the public 
purse" and general accounting functions can be handled by the

Comptroller.
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For the same reasons cited above it might be possible 
to eliminate the current two-tier directorates in the regional 
otfices by combining the two senior positions. This would not 

be done to reduce the role of the regions in departmental 
operations, as much as to free up experienced accountants 

etc. now at the regional level in Nunavut who could help fill 
the person year gaps in the new Headquarters. This would 

possibly partly alleviate the need to "go down south" in order 
to recruit experienced public servants for the new territorial 

headquarters.
Another difference in the new organization charts is 

that the functions of General Accounting and Accounting 
Services have been combined under a single chief. The reason 
for this is that current departmental personnel agree that the 
functional distinction between the two units is not clear and 
that there is some overlap in duties already.

We have not attempted to draft a "lean" model for 
this department in Nunavut because while it might be possible 

to reduce the total person year component in Headquarters, 
such reductions would be restricted to fairly junior 

positions. Hence,for instance, it is conceivable that the new 
government could survive in the short run with one less Pay 

Clerk, one less Data Entry Clerk, one less Revenue Clerk etc., 
hut that the positions most difficult to staff -- those at the 

officer level and up -- are all pretty well necessary. The
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exception here might be to eliminate the financial Systems 
section of the Comptrollership, by employing much simpler 
finance and accounting systems in the new territory. However, 

this would have serious drawbacks as well for i) it would 
inhibit the development of more sophisticated systems as the 

government grows» ii) it would probably necessitate an 
increased person year component at junior levels (accounts 

clerks etc.)» ill) and because the training function is tied 
to this section it would retard the development of Nunavut 

natives capable of aspiring to senior positions in the 

territorial bureaucracy.
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FIMAMClAi. HAHAGSHEHT SSCRSĨARIAT

A. Current Organization

1. Summary

The basic functions of the Financial Management 

Secretariat are to provide financial planning assistance and 

advice to the Financial Management Board (FMB) which is a 
sub-committee of the Executive Committee. The Secictariat is also 

the bureaucratic agency tasked with the preparation of 
territorial positions vis-a-vis Federal-Territorial financial 

relations.
FMS also functions as the territorial "manager" for 

purposes of planning and preparing the operating budget of the 
government and particularly bears the major responsibility for 
vetting and consolidating the Main and Supplementary Estimates.

The Secretary to the FMB is also the Deputy Minister of 

Finance in the G.N.W.T. and is the formal "head" of the 
Secrtariat. The FMS is entirely located in Yellowknife and has a 
person year complement of 13 (excluding the Secretary to the FMB, 

whose position is charged to the Department of Finance). At the 
time of writing, three of the allocated person years were not 

being used giving the FMS an "actual" establishment of ten.

. ...............;v i > - ......................

í



2. Headquarters Activities

The de facto administrative head of the FMS is the 

Assistant Secretary to the FMB. There are two divisions ( or 
sections) reporting to the Assistant Secretary; Financial 

Planning and Analysis and Program Budgets and Analysis. The most 
active of these is the Program Division which is responsible for 

the program review and detailed scrutiny of the departmental 
program forecasts and estimates.

3. Regional Operations

The FMS has no regional operation.

H. Post-Division Options: FMS

1. General Considerations

The core program activities of the FMS are Financial 

Planning which includes Federal-Territorial Financial Relations 
and the preparation of the Territorial Expenditure budget 
(Estimates) on the basis of Departmental submissions.

All of these activities will be necessary in Nunavut/ 
and while the number of person years requied to carry them out



will be related in part to the size of the bureaucracy to be 
planned and managed, it is also related to the number of programs 

that have to be reviewed and to the number of departmental 

estimates submissions that have to be scrutinized. Hence, while 
it is conceivable to reduce the person-year component of the FMS 

for Nunavut somewhat, because the number of departmental 

subissions and the number of programs to be reviewed will be 
roughly the same as currently in the N.W.T., negative economies 

of scale will preclude simple reduction according to 

proportionate size of the new government.

2) FMS Nunavut

As indicated by the Chart 2.2, we have recommended that 

the FMS be reduced from 13 person years to 7. Given that the 
actual establishment of the FMS in the N.W.T. is only ten, this 

is clearly much greater than proportional to total Nunavut 

person-years establishment.
The logic of this is that the activities of program 

review and scrutiny of the departmental estimates ("getting 

scrute" in the jargon of Federal bureaucrats) required a degree 
of specialization. To reduce the person year complement any 
further would eliminiate the opportunity for such specialization 

to the point that the operational effectiveness of the 
Secretariat would be significantly compromised.
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With respect to administrative support for the FMS, 

the assumption is that such a small operation does not require 
its own finance and admin section. Rather such support to the 

FMS can be provided adequately by the Admin Services section of 

the Department of Finance.
If, as is likely, there are serious staffing 

problems at the outset in Nunavut, the new government might wish 
to consider a still leaner model for its FMS, and particularly 
leaner at the more senior levels where the most troublesome 

recruitment problems will prevail. Chart 2.3 posits a two-tier 
chain of command (in place of the three-tier model recommended in 

Chart 2.2) and a slightly wider span of control simply by 
eliminating the position of the Manager of the Program Division. 

The Assistant Secretary would assume the management 
responsibilities for the Program Division, thus making room for 

a more junior program analyst who could develop the appropriate 

program specialization. While this would not imply any overall 
reduction in the person year establishment, in the short run it 

is likely to be easier to recruit and train local personnel to 

function as program officers than as senior or middle managers.

_____/____;___ _
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DEPARTMENT OF GOVERNMENT 8ERVICES

A. THE CURRENT ORGANIZATION

1. Summary

The Department of Government Services has the respon

sibility of providing various support services to other depart
ments to assist those organizations in the delivery of oper

ational programs. These support services include materials 
management, communications, records management, (telecom

munications) and computer related services. Government Services 
also has responsibility for a petroleum products distribution 
service to forty northern communities, the Federal Home Heating 
Fuel Assistance Program, motor vehicle registration and enforce

ment of the Motor Vehicle Ordinance, and the Liquor Control 
System of the N.W.T.

The Department has a total of 228.1 person years. How

ever 47.2 are charged back to user departments and 3Ü are covered 
by the Petroleum Products Revolving Fund and do not appear in the 

Main Estimates. 156.47 of the total pys are in headquarters and 
71.7 are in regional offices.

1
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2. Headquarters Activities

a) The Directorate - includes the following sub
activities:

i) Management - provision of day-to-day direction 
and co-ordination of departmental staff and programs.

ii) Policy development - the development and imple
mentation of policy and the provision of advice to the ExCom and 
Minister.

iii) Finance and administration - the provision of 
financial and administrative support services to headquarters 
staff and the co-ordination of regional financial information. 
This sub-activity also provides financial controls for the self- 
supporting activities of Petroleum Products and Computer 
Services.

b) Supply Services - responsible for delivering mater
ials and services, this activity has the following subdivisions:

1) Purchasing - responsible for obtaining goods and 
services at the proper time to ensure that programs are not 
interrupted or impeded, and that prices are favourable.

ii) Distribution - includes co-ordinating all 
traffic movements relating to passengers and freight, and pro
viding a central warehousing service for storage of goods and 

materials. This sub-activity also includes the disposal of all 
Government assets.

I
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c) Petroleum Products (P.O.L.) - providing northern 

communities with a variety of petroleum products while the 

responsibility of co-ordinating the annual re-supply operation is 

held by regional offices, the headquarters division serves the 

following functions:
i) Accounting - co-ordinates regional expenditures 

and ensures financial control for this self-supporting activity.
ii) Revenue - co-ordinates collection and accounting 

of P.O.L., revenues from the regions.
iii) Operations - although regions are responsible 

for operations, this headquarters sub-activity provides technical 
expertise on petroleum purchasing and training of regional staff.

iv) Facilities Analyst - this activity, as might be 

expected, plans new capital work projects (tank farms) and deter
mines new needs for design improvements.

d) Computer Services - this activity provides special

ized services relating to information processing, system develop
ment, data administration, and computer operations to other 
government departments. With the exception of 10.4 person years 
(which direct the administration of this division), all person 
year costs here are charged back to user departments and there

fore do not appear in the total person year count in the 

1983/1984 Main Estimates. It is a solely headquarters component, 

with no field personnel.

a
í
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e) Office Services - this activity provides a variety 
of office services to other departments:

i) Records Management - responsible for the imple

mentation of a records management program for government depart

ments (i.e. file classification systems, record storage, setting 

up a disposal system etc). This division is also responsible for 

production of training manuals and handbooks and provides advice 

and expertise to other departments in this area.

ii) Telecommunications - provision of telex, tele
phone and mail distribution services, as well as arranging for 
the repair of business machines for all Government departments.

f) Motor Vehicles - a function recently reassigned to 
this department from the Department of Justice and Public 
Services, this division is responsible for the registering and 
licensing of motor vehicles and drivers and for the enforcement 
of highway transport legislation.

g) Liquor Control System - located in Hay River, this 

division provide^ for the purchase, distribution and sale of 

alcoholic beverages through ten liquor stores and agencies and 
various licensed premises in the N.W.T. This agency is respon
sible for the enforcement of the Liquor Ordinance. The Liquor 

Control System also provides administrative support services to 
the Liquor Licensing Board, an independent agency established to 

set policy and give direction to the Liquor Control System.



3. Regional Operations

All of the functions described above (with the exception 

of Computer Systems) are replicated at the regional level. Head

quarters serves to provide technical advice to regions and also 
to provide "government services" to headquarters components of 

other departments. The development of computer systems, as men

tioned above, is mainly a headquarters function although all the 
regions currently do have their own computers (Kitikmeot's com
puter, however, is located in Yellowknife until a suitable 

building can be constructed to house it in Cambridge Bay).
During our interviews with regional personnel in this department, 
it was generally agreed that they were relatively self-sufficient 

in all functions, except for motor vehicle purchasing which is 
still done at the headquarters level (presumably to obtain gr

eater economies of scale in purchasing).
Regional charts tor the Department of Government 

Services are presented below. The assumption here is that the 
current division of powers vis-a-vis headquarters and region will 

remain virtually the same in the post division environment, at 

least initially (See Charts 3.15 - 17).
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B. POST-DIVISION OPTIONS I THE DEPARTMENT OF GOVERNMENT
SERVICES

1. General Considerations

a) Core program activities in the Department of Govern

ment Services are: Supply Services, Computer Services and Office
Services. All Canadian jurisdictions have a department or 
departments to provide these services to the program department 

of the government and this can be expected to be similarly 
required in Nunavut. These core divisions will be sensitive to 

variations in the Nunavut government structure for the following 

reasons:
i) The headquarters component of office services 

and supply services will be sensitive to the number of regional 
personnel being co—ordinated, and» secondly» to the number of 
headquarters personnel of all departments being directly serviced 

through these divisions; i.e. although these divisions co-ordin

ate regional oerations» they also perform an equally important 
role in servicing the headquarters departments. Thus» if the 

Nunavut headquarters size is 1/2 to 1/3 of the existing G.N.W.T.» 
then proportionately, these divisions should reflect that ratio. 

There are no 'Nunavut-specific' factors for these divisions 
except for the likelihood that the training component will have 

to be larger than proportional.
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il) Th» «ire in person years of ths Computer 

Services division in Nunavut is difficult to estimate without 
knowing the complexity of the Information processing systems that 

may be adopted by the Nunavut Territorial Government. While data 

processing currently is done within the regions through regional 
hardware, the development of computer systems is a headquarters 
function. It has been suggested by departmental officials (see 

attachment D) that, initially, Nunavut may want to plug into the 
existing systems in Yellowknife until decisions are made on this 
matter in Nunavut. If this is acceptable to Nunavut decision
makers, the person year cost would be small (2.0 person years are 
estimated at the headquarters level) however» the chargeback cost 

of using the Western Arctic system woud have to be reflected in 

Nunavut Government Services' O&M budget.
b) Ancillary program activities within the Department 

of Government Services are Petroleum Products, Liquor Control 
System and Motor Vehicles. These functions are described as 

ancillary because although they are essential services in the 

territory, they are not directly related to servicing other 
government departments. They would be more correctly defined as 
public services. However, in talking with department officials, 
the point was made that petroleum products and liquor supply have 
many of the same activity components as the division of Supply 

Services - i.e. purchasing, transportation, warehousing, dis
tribution, etc. Thus, although these functions are not strictly 

'Government Services' functions, there is an operational
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rationale to including them in this department*
The size of these divisions will vary according to the 

following 'Nunavut specific* factors:

i) Petroleum Products* with a current compliment of 
23.0 headquarters person years, will be less sensitive to the 

size of the population in Nunavut than it will be to the numbers 
of communities serviced through this division. This division 

currently services all northern communities off the highway 

system, and approximately one-half of the communities serviced 
are in the three eastern regions. Thus, the size of this 
division in Nunavut should relfect that ratio.

ii) The purchasing, distribution and sale of alcohol 
in the North, handled through the Liquor Control System, is a 
service that is much more heavily utilized in the Western Arctic, 
than it is in the three eastern regions. In 1982, the Liquor 

Control System grossed $17,366,000 in total sales in the N.W.T., 
with only $1,022,136 of those sales coming from the Easter Arctic 

(Frobisher Bay Liquor Warehouse). Thus, while Eastern Arctic 

revenues from the sale of alcohol are less that 6% of the total, 
the Eastern Arctic has approximately 33% of the total population. 
The total person years currently in this division are 23.0 and 
this can be expected to be reduced to much less than the 
population ratio would indicate.

iii) The Motor Vehicles division will also be 

significantly reduced in Nunavut, proportionately less than the 
population ratio would indicate. The reasons for this decrease
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are obvious - essentially that there are no roads into the East
ern Arctic from southern provinces thus elminating the need for 

the Highway Transport Inspection Branch of this division, which

ensures trucks entering the N.W.T. measure up to territorial
«

standards. Secondly, although one would expect the need for 

licensing and other functions to be roughly proportionate to the 

population, because of the limited road system in the Eastern 
Arctic, vehicular activity is significantly decreased generally.

c) Program Support activities within the Department of 

Government Services are confined to the Directorate. As has been 

indicated in other sections of this paper, generally the person 
year complement of the Directorate is sensitive to the number of 
headquarters personnel. Currently, the size of the Directorate 
is 6.0 person years (including finance and administration, and 

policy and planning). Thus, if the headquarters component is 
reduced 1/3 to 1/4 in a Nunavut Department of Government Serv

ices, the size of the Directorate should be reduced proportion

ately.

2. The Department of Government Services: HQ Nunavut

The charts presented for a Nunavut headquarters of a Depart

ment of Government Services were drafted for the Sub-Committee on 

Division by senior governmental officials in the Department of 
Government Services. In proposing a model Nunavut headquarters 

structure, the staff assumed that this structure would be super
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imposed on the existing regional structure, thus would be incre
mental to existing staffing in the regional offices - an assump
tion that is consistent with determining the size of the head

quarters component of other departmental headquarters. (See 

attachment A)
The Nunavut charts for this department show a head

quarters size of 38.U person years - approximately 1/4 of this 
existing headquarters size. The same divisional structure has 

been assumed for Nunavut with the exception that Systems and_ 
Computer Services has been reduced to a co-ordinative function 

with Yellowknife computer services until such time as Nunavut 
develops its own information processing systems. All other 
divisions have been reduced proportionate to the size of the 
eastern territory and certain Nunavut-specific factors. For 
example, due to the larger role that the POL Division plays in 
the Eastern Arctic vis-a-vis the Western Arctic, this division 

has only been reduced from 23 to 16 person years, or approx

imately 2/j of its current size.
Similarly the Directorate will consist of 4.0 person 

years for reasons of decreasing economies of scale. (although 
combinations and amalgamations of departments could alter this, 

these will be discussed in Section IV of the report.
A chart for a "lean" model for a Nunavut headquarters 

component of the Department of Government Services has not been 

presented here. The model that has been suggested here by 
departmental officials is already considerably reduced and 
although possibly could be scaled down further, the person year 

reduction would probably not be large and the quality of service



offered by headquarters to the regions might be impaired
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A. THE CURRENT ORGANIZATION

1. Summary

The Department of Information le reeponelble for the 

dlsaemlnatlon of Information regarding the programs# activities 

and services being delivered by the Government of the N.W.T. both 
to northerners and people In southern Canada* The department Is 
also assigned the task of assisting the program departments In 

informing their clientele about the programs being offered. This 
is achieved through the provision of services and advice In areas 
such as printing# publication* graphic design and translation.
The Department Is also responsible for the administration of the 

Northern Communications Program and for the management of the 

Territorial Language Bureau.
The total person year establishment of the Department is

53.6 according to the 1983-84 Main Estimates of which 40 are 
located in Yellowknife. The bulk of the personnel (30.6 person 

years) are allocated to the Language Bureau which provides trans
lation and simultaneous interpretation to the various departments 

and agencies of the G.N.W.T. It might be noted that according to 

the 1983-84 Main Estimates the person year complement of the 
department in 1983-84 is significantly greater than the "actual"



staff establishment In ths prsvioua year* This is not rsflsotivt 
of a suddtn inersass in ths establishment of ths Department# but 

rathsr (according to ths Dirsctor) can ba sxplainsd in tarns of 

ths difficulty in recruiting ths holding native language inter* 
praters# and also in terms of the difficulty in staffing special* 

ited positions in the public *flairs area while still adhering to 
the principles of the Hire North policy of the government.

2. Headquarters Activities

a) The Directorate of the Department of Information le 
responsible for the following*

1) Management of the day to day operation of the
department;

ii) Advice to the ExCom on public affaire and public 
relations matters;

iii) Provision of financial and administrative 
services to the department;

iv) Management of the Northern Communications 

Program in concert with the federal granting agencies.

The total person year establishment of the Direct
orate is 6.2 all of which are located in Yellowknife.

b) Public Affairs is responsible for the preparation 
and distribution of information on the activities of government



397

I
I
I
a

i.
16;
Í

Í' : I '

1

an requested by ths ExCom and program department*. Aleo the 

Public Affaira diviaion provides visual aid and photographic 

support to othsr agencies and internally. The Public Affairs 

Division comprises 6.5 person years all located in Yellowknife.

c) The Publications and Production division is the 

government printing bureau» responsible for publication» 
printing» graphics and binding of government documents. This 

division hac an establishment of 10.3 and all of the positions 
are designated Headquarters.

d) The largest division of the Department of Infor
mation is the Language Bureau which is assigned 30.6 person 
years. The Bureau has two sections» one responsible for Inter
pretation and translation of Dene Languages» and the other of 
Inuktltut.

3. Regional Operations

The only division of the Department of Information which 
has a regional component is the Language Bureau. The function of 
the regional offices of the department is strictly to provide 

translation (and to some extent simultaneous interpretation) 
service to the regional directors and the regional offices of the 

program departments. Currently there are 6.4 person years in the 
Baffin» 4.1 in the Keewatin» 2.1 in Kitikmeot» 1 in Inuvik and 
none in Fort Smith.
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В. ИОНТ DIVISION OPTIONS» DEPARTANT ОГ INFORMATION

1. Csnsral Considerations

a) The Core Program Act!vittee of thte department ere 

Printing and Production and Public Affaire. The former ie a 
function common to all governments in Canada» often referred to 
•a the Queen*s Printer. The role is one that should be polit
i c a l l y  neutral» a condition which is usually achieved by either 
locating the agency in a big service department or by setting it 
up as a semi-independent body which is institutionally insulated 

from the partisan wars in the Cabinet ard the legislature.
Because the Department of Information in the N.W.T. has evolved 

in a non-partisan political milieu» and because until very 
recently the Department has been attached to the scrupulously 
non-political/non-partlean office of the Commissioner» there has 

been no need to render the government printing and publishing 
agency independent of the ExCom. Until political parties emerge 
there is no reason that the same practice cannot be continued in 

Nunavut.
The number of person years assigned to these func

tions is directly related to the amount of information the 
government and the program departments wish to see disseminated. 
One might justifiably expect that the amount of such information 
to be disseminated would be related in turn to the size of the 
bureaucracy and to the population of the new territory. However»
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there «r« Nunavut-specific (actor* her* that may come to indu* 
•nca th* extant of tha rola to ba playad by tha Department In tha 
post-division context*

Fleet, It auat ba recognised that tha nueber of pro- 
graaa being dallvarad to tha people of Nunavut are not likely to 

be fewer than the nueber being delivered to the people of the un
divided N.W.T.. Thus, while tha "circulation" of tha public
ation* of tha Dapartnant will undoubtedly be smaller, proport
ionate to tha else of tha population of Nunavut, tha amount of 
production, typaaattlng, and technical assistance required will 
ba very similar to present requirements. Moreover, In a new 
territory which is attempting to build support for tha new comm
unity and for the new regime, the amount of information inquired 
to establish its legitimacy may turn out to be greater than that 

required in a more established jurisdiction. Hence, it will be 
unlikely that Nunavut can scrimp on its committment of person 
years to the new Department of Information.

The ^ther side of the coin here is that in a new 
territory it may well be in the short term that the officials of 
the new government will opt to farm out their typesetting, print
ing, binding and even publication chores to outside agencies. In 
this case the number of technical person years required on per
manent strength could be reduced considerably, although the O&M 

budget for contracting the work out would increase substantially.

I
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The Public Affairs component of the core program 

activities of this department is tinged with politics by its very 

nature. Because until recently the role has been seen in terms 
of political education and political Integration in a system that 

is avowedly based on consensus there nave not been any serious 
charges of partisan bias againpt the Department of Information.
If and when partisan politics move into the territorial arena(s) 

the challenge to a Department of Information of*
1) remaining neutral in the face of partisan 

demands by a minister» and
2) appearing neutral to an opposition that expects 

part lean bias from a department headed by a 
minister, may prove to be ulcer-producing to its 

Director. (The experience and ultimate failure 

of the Federal Department of Information is a 

convincing case in point).
Hence the long run solution to these potential problems may be to 

create a Press Secretary (or more pretentiously» a Press Secret

ariat) which is attached directly to the ExCom and which is 
expected to be partisan, and to delegate the more neutral role of 
informing the public about the programs offered to it by the var
ious departments to the departments themselves. (The latter, in 
a small government such as is anticipated in Nunavut would be 

extremely inefficient in terms of economies of scale.)
In short run, therefore it seems likely that the 

best solution will be to simply replicate the functions of the 
current Department of Information with whatever reductions in
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size can be afforded given the Nunavut-epeclfic information 
requirements and to retain such a system until partisan politics 

emerges in the new Territory.
b) The only program that can be considered ancillary in 

the Department of Information is the Language Bureau. Essent

ially transation is usually simply viewed as a service to the 
line department of a government and is not necessarily linked to 
the Public Affaire and Government publications role. Clearly one 
of the more significant consumers of the translation service will 

be the core program activities of the Department of Information# 
but there is no transcendent logic in physically locating the 
Bureau in this department. It could as easily be located in the 

Department of Government Services, attached directly to the Ex- 
Com, or even given semi-independent status reporting through the 

Speaker of the Legislative Assembly; some of these options will 

be dealt with in a later section of this report.
The major Nunavut specific factor that applies here 

is that there will be little or no need for Dene language inter

preters and translator. The Inuktitut language interpreters are 
already well established in the G.N.W.T. and it is unlikely that 

at least initially the division of the Territory will require 

substantially more of them than are currently on strength.
c) The Administration Support activities are provided 

to the Department by the Administration Division. The person
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year requirements of this division are directly related to the 
sise of the department as a whole. As such with a reduced 

Department of Information in Nunavut, it is to be expected that 

the Administration and Finance Branch of the new department will 

be smaller proportionaly to the person year establishment of the 

new department. More specific program support is provided to the 
core program division by the Audio Visual and Design sections of 

the department. The person year requirements of these sections 
in the new Territory will be directly related to the size and 

activities of the Nunavut department. Negative economies of 
scale can be expected to play a role here when the specalized 
nature of many of these activities is taken into account.

2» The Department of Information? Nunavut

As can be seen from the chart, the basic difference 

between the Department of Information, N.W.T. and its proposed 

counterpart in Nunavut is that generally the latter is reduced in 
size and specifically its Dene Language component has been 

deleted. In order to reduce the staffing problems at the more 

senior levels the Nunavut department does not have an Assistant 
Director. The need for such a position is considerably less in 
any case due to the smaller size of the department and the 

already narrow span of control in the N.W.T. organization.



403

The Finance and Administration function is assigned to a 

single officer who has an assistant. The latter would be ex
pected to share some of the stenographic workload of the Depart

ment with the Clerk Typist, but in general terms the ratio of 

typists to line personnel in a department such as this can be 
higher given the fact that most ot the interpreter translators 

will be doing cheir own typing.
The person year establishment recommended for the new 

department is identical to that assigned Inuktitut language res
ponsibilities in the existing department. When these are added 

to the significant number of positions in the Nunavut Regions 
committed to interpretation and translation this number of per
sonnel should be able to carry the initial load in the immediate 
post division period. If it turns out that there is a heavy 

short term demand for translators to convert G.N.W.T. documents 

into Inuktitut this could conceivably be alleviated through the 

use of casual or term employees.
The office of the Territorial Printer has been reduced 

only slightly in terms of person years because of the specialized 
nature of those positions. If the new government Acides to do 
its own printing, typesetting, and binding it will need a least 
one person with each of these specialized skills on permanent 
staff. On the other hand, if Nunavut decides to get by with con
tracting these jobs out to private sector or southern agencies, 
all that would be required is a "Publications Officer" to oversee 

the contracts and to assist the Director in
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establishing priorities and timetables for publication. We have 

recommended only one Design Specialist for Nunavut, but the 
priorities of the Eastern Legislative Assembly might be such that 

either more, ot at the other extreme, none of these specialists 

would be required in the immediate post division era.
In the case of the Public Affairs function of the 

department for reasons stated above it was difficult to come down 

with a firm recommendation as to the appropriate establishment. 
Where the current department has seven person years committed to 

Public Affairs and Audio Visual support personnel, we have recom

mended trying for two Public Affairs Officers and one Audio 
Visual Support Technician, the latter hopefully having some 
training in photography. The reason for such a "lean" scenario 
is the demonstrated difficulty of recruiting qualified personnel 

to fill such positions even in the N.W.T. today. The problem 
will be even more difficult when one considers that such posit

ions are extremely sensitive ones, culturally, and linguis
tically, and require individuals with a high degree of sensi
tivity to the specific issues and problems of the Eastern Arctic 
as well as the fairly technical skills associated with the public 

affairs profession.
The key point with respect to our model for a 

Nunavut Department of Information is that the programs being 
delivered are all highly charged politically. The decisions as 
to the relative priority assigned to such activities are best 
left to the elected representatives of the new Territory. There



«imply are no technical answers here as there are with many of 

the line departments o£ government.





FIGURE 4.2

DEPT. OF INFORMATION - NUNAVUT



PgPARTHBHT Or PERSOUHEL

A. THE CURRENT OPERATION

1. Summary

The Department of Personnel performs most of the 

standard personnel administration functions for the government 
of the N.W.T. as well as bearing the responsibility for 

negotiating collective agreements with the employee associ

ations. The Department is currently unique in that it is the 
last department to be headed by the Commissioner. The Depart
ment is quite centralized» with 45 person years in 
headquarters and a small personnel component located in each 
of the regional offices. It should he noted that the 1983-84 
Estimates show 1Ü7 person years in headquarters but this 
figure includes some 65 trainees. Thus» the total establish
ment of the Department of Personnel is approximately 73 
including the regional offices.

2. Headquarters Activities

a) The Directorate is responsible for the day to day 
operation of the Department and for advising the Executive 
Committee on personnel matters. The Estimates include all of
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the regional personnel of the Department under the 
directorate» although at headquarters there are only two 
person years» the director and a secretary in this activity 

area.
b) The Systems a.id Administration division of the 

Department of Personnel is responsible for the provision of 

internal financial and administrative support for the program 

divisions and also for the development and management of the 
government wide Personnel Information System, known as PINGO. 
This division is very small, being composed of but four person 

years.
c) The Staff Relations Division consists of two 

branches, one responsible for Compensation Development and the 
other for Labour Relations. The Labour Relations branch in 
turn is broken down into the Labour Relations section and an 
Employee Benefits section. The Staff Relations Division is 
also responsible for housing and removals, managing the 
allocation of staff housing and the administration of all 
removals. This latter function is carried out to large extent 

in the regions and in the HQ components is allotted but one 
person year, an accommodations clerk. This is the biggest 

division of the Department of Personnel and it has the widest 
range of program responsibilites.

d) The Personnel Services Division has the responsi

bility for staffing the public service of the G.N.W.T. and for
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classification policy matters. The division is divided into 
two sections, one of which performs the staffing and 
classification function tor the schools, and the other of 
which looks after general staffing and classification matters 
within the rest of government. The two branches are not 
functionally specialized nor is there within each branch any 

distinction between officers performing the staffing function 

and concentrating on classification analysis. The personnel 
officers throughout the personnel services division are 

generalists.
e) The Staff Development and Training Division has 

two branches or sections.
i) The Office of Native Employment is respons

ible for promoting employment opportunities 
for native northerners both within the 
territorial public service and throughout 
the territory. The Office develops and 
implements training programs for native 
northerners and provides career development 
counselling to native employees of the 
G.N.W.T.

ii) The Staff Training Section co-ordinates 
courses for public servants both in the 

regions and at headquarters. It also 

administers the educational leave program
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and la reponeibie for the monitoring o£ 
the Performance Appraisal system. This 
section also is responsible for the In- 
Service Training program. This is oriented 
towards long-term northerners and gives them 
the opportunity to upgrade their managerial 

skills through on the job training and 

through attendance at postsecondary 

institutions.

3. Regional Operations

Each of the Nunavut regions has a small personnel 

component (four in Kitikmeot, five in Keewatin, and seven in 
Baffin) which is quite self-contained and operates independ

ently of headquarters in many personnel matters. The 
personnel officers in the the regions are all generalists and 

deal with most of the personnel functions equally. From 
interviews with regional personnel managers it was clear that 

the regional offices work much more closely with the regional 
directors than they do with the headquarters component of the 

Department of Personnel and that for the most part the 
personnel functions could be still further decentralized. The 

exceptions here would be broad policy and planning 
co-ordinative roles that are inherently centralized



responsibilities and the overall responsiblity for negotiating 
collective agreements. The training function is fairly well 
centralized at the present time but it was felt that even this 

role could be significantly regionalized.

b. POST-OIVIS1UN OPTIONS* THE DEPARTMENT OF PERSONNEL

1. General Considerations

a) It is not possible to distinguish "core programs" 

of this department from ancillary ones because all of the 
activities are in fact ancillary services to the line depart
ments of the G.N.W.T. There are few Nunavut-specific factors 

to be taken into account except for the general one pointed 
out before with respect to other departments - that the 
training and development component of the Department of 
Personnel wil likely have to be larger than simply propor

tional to the reouced size of the Nunavut Territorial 
Government because of the unique "cross-cultural" training 
requirements of the new eastern territory. Also, in the 

general area of staff development and training it must be 

considered whether the Office of Native Employment will 
be necessary in a jurisdiction where 80% of the population is 

"native". All in all it would seem better to place additional 
person years in the training component generally than to
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single out specific personnel for the co-ordination of "native 

employment programs".
while Nunavut specific variables will not weigh 

heavily in our planning for the personnel function in the new 

territory* the current structure ot the Department of 
Personnel in the N.W.T. is in need of reform already and some 

of the problems and contradictions of this existing organiz

ation might profitably be removed at the outset in Nunavut. 
These bear further discussion before moving to an elaboration 

of the appropriate structures for Nunavut.
Perhaps the most notable idiosyncrasy of the Depart

ment of Personnel today is the tact that it alone of the major 
department of the G.N.W.T. still reports directly to the 

Commissioner. This is clearly an obstacle on the road to full 
responsible government* and will have to be changed at some 

point in the near future if the aspirations of northern 
political leaders are to be realized. However* the retention 
ot the Commissioner's direct role in the direction of the 
Department of Personnel is more than simply an anachronism.

It has been kept in this single case because some of the 
central functions of the Department of Personnel - those tied 

to staffing* promotion, appeals etc. - are prone to political 
manipulation. In all southern jurisdictions and in the Yukon 

these responsibilities have been vested in an independent 
Public Service Commission (or Civil Service Commission) in
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order to maintain the merit pr inciple In public service 

staf f ing  matters and to avoid the potential Intrusion of 

po l i t i ca l  patronage Into personnel matters. The point has 

been accepted 1n the N.W.T. that such sensit ive personnel 

functions should not be piacaa under the direct respons ib i l i ty  

of a minister and that unti l such time as a te r r i to r ia l  public 

service commission can be appointed, the Commissioner of the 

N.W.T. whose position 1s not p o l i t i c a l ,  Is a "safe" Interim 

head.

The other anomaly 1n the current Department of 

Personnel 1s the manner In which various personnel functions 

have been combined organizationally. The most notable example 

of this 1s the Unking of Employee Benefits with the Staff  

Relations Division. In most jur isd ict ions  elsewhere In 

Canada, the responsib i l i ty  for superannuation matters and for 

employee counselling 1s placed either 1n a different depart

ment entirely or at least In a separate branch. There 1s 

potential contradiction in that the divi sion of the department 

that must function adversari1y v i s -a -v i s  the employee 

associations in co l lect ive bargaining must also counsel 

employees as to their r ights  to superannuation, etc.

The other potential ly  s ign i f icant  idiosyncrasy in the 

Department of Personnel is that the c la s s i f i ca i ton  function is 

separated from compensation development. These roles are 

inextricably tied operationally and both linked, at least,
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indirectly (because they are management perogatives) to the 
negotiation of collective agreements with employee 
associations.

b) Program Support - the only program support 
activity is that currently performed by the Systems and 
Administration Division which is very small and suffices to 

support the program delivery activities of the Department of 

Personnel in an effective manner. With a much smaller public 
service in Nunavut, the decision will have to be taken whether 
to implement the Manpower Inventory System currently in place 

(PINGo) in the east or to make do with less elaborate "manual" 
systems. In the event the government of Nunavut opts for 
PINGO (the senior officer in this area currently attests to 

the fact that transferring the existing system would not in 
itself be difficult) the person year component of the Systems 
and Administration branch could not be significantly reduced 
from its present size.

2. The Department of Personnel: Nunavut

Given that the public service of Nunavut will likely 
be somewhere in the range of 40% of the current size of the 
Government of the N.W.T. and yiven that the person year 

requirements of a service department such as Personnel should 
be sensitive primarily to the size of the bureaucracy it is
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serving, we have recommended a Department of Personnel for 
Nuanvut that is slightly less than half the size of the 

current one in the N.W.T.. As can be seen from Chart 5.6 Page 
422, the staff training and development division is signifi
cantly larger than proportional to the current one, especially 

when it is recognized that the native employment function has 
been deleted. In a tight situation, it would be possible to 
get the Government of Nunavut underway with a much reduced 

training staff than we have proposed, but in the long run this 
component will have to be fairly large.

Similarly, because staffing will be one of the major 
concerns at the outset in Nunavut, we have recommended a 
staffing component that is larger that proportional to the 
current staffing component. For the reasons stated in the 
above section, we have recommended that the staffing section 
be organizationally discrete so that it will be possible 

without tmicn recorganization to transfer these person years to 
a public service commissioner. The employee benefits section 
has been placed in the same division as staffing only because 
in a small public service a separate division cannot be 

justified and because this "service to employees" role should 

not be tied to the "bargaining with employees" role of the 
staff relations division.

We have created a new division, which because it will 
function as the "employer" or as "management" in collective
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bargaining wth employee associations, we have named Manage
ment Services. In this division are located the three 
management-side functions of labour relations, compensation 

analysis, and classification. Ultimately, this function of 
"public service manager" may be transferable to a different 
portfolio, but the pros and cons of this option will be 

discussed in more detail in a separate section (see section 
IV).

In the current Department of Personnel, there is one 

accommodations clerk, and we have tentatively recommended that 
this position be retained for Nunavut. However, if a "leaner" 
Department of Personnel is indicated for Nunavut, this 
position could likely be deleted. Basically, the allocation 
of accommodation and the co-ordination of removals is a 
regional function in the existing system, and it might be 
possible for the Supervisor of Employee Benefits to provide 

whatever headquarters input is required along with his/her 
other supervisory responsibilities (assuming, of course that 
the new capital is in a current regional administrative 

centre, where an accommodation clerk is already based).

The Finance and Administration Division is reduced to 
a single finance officer and a clerical person. This would 

likely be adequate at the outset in Nunavut unless the 
Government of Nunavut should opt for a centralized and 

computerized Personnel Information System.
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FIGURE 5.3

DEPARTMENT OF PERSONNEL 
KITIKMEOT REGION
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DEPARTMENT OF PERSONNEL 
KEEWATIN REGION



FIGURE 5.5

DEPARTMENT OF FERSONNEL 
BAFFIN REGION
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THE DEPARTMENT OP THE EXECUTIVE

A. THE CURRENT ORGANIZATION 

1. Summary

The Department of the Executive is responsible for 

providing administrative and policy support for the Commissioner, 
the Deputy Commissioner and the Members of the Executive 
Committee. Besides the provision of secretariats for the sub

committees of the Excom, Executive Assistants and clerical 
support for the Ministers and the Commissioner and Deputy 

Commissioner, the Department of the Executive has also been dele
gated responsibility for a number of organizational orphans such 

as the Audit Bureau and the Bureau of Statistics. The Executive 
is also responsible for Regional Operations, and acts as the 

reporting centre for the Workers' Compensation Board, the Highway 

Transport Board ana the Public Utilities Board. The total person 
year establishment of the Department of the Executive is 150.4 of 
which 92.1 positions are located in Headquarters. (1983-1984 
Estimates)
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2. Headquarters Activities

a) The Office of the Commissioner» Comprising five 

person years (excluding the Commissioner and Deputy Commissioner 

whose salaries are paid by the Federal Government) this division 
assists the chief executive officers in the performance of their 

duties.
b) The Ministers*Offices - each elected Member of the 

Executive Committee is provided with one executive assistant and 
one secretary. Because there are seven elected members of the 

ExCom the total person year complement of this division is 14 and 

because they work directly for a Minister , the personnel in this 

division do not have any direct reporting relationship to a 

senior officer in the Department of the Executive.
c) Executive Committee Secretariat - This division is 

primarily responsible for the provision of financial and admin- 
istrative support services to the Department of the Executive. 

However, it has also picked up a number of miscellaneous chores 
related to the business of the ExCom and its subcommittees. In 
1982 the Secretariat was also given support responsibilities for 

the Highway Transport Board and the Public Utilities Board 
according to the organization charts the Secretariat is supposed 

to report through the Secretary to the ExCom to the Commissioner, 

but because the former position has not been filled for a couple 
of years now the de facto reporting relationship is not entirely

clear.



Two other sub-activities which are considered a part 
of the Executive Secretariat for budgetary purposes are the 

Intergovernmental Affairs Office, which maintains a liaison 
office in Ottawa and which reports to the Leader of the Elected 

Executive, and the Bureau of Statistics which currently reports 
to the Deputy Commissioner.

The total person year count for the Executive 
Secretariat is 22.6 and all of these positions but two are 

located in Yellowknife and those two are in Ottawa. A minor 

point here is that the In Service Library is at present staffed 
out of the establishment of the Executive Secretariat, but this 

is accomplished through full utilization of the vacancy rate in 
the Department of the Executive.

d) Priorities and Planning Secretariat - This component 
of the Department of the Executive provides policy support for 
the Priorities and Planning Committee (Sub-Committee) of the 
Executive Committee. It is comprised of six person years and 
reports to the Chairman of the Committee, who is the leader of 
the non-elected Executive.

e) Aboriginal Rights and Constitutional Development____
Secretariat - This Secretariat is composed of N.W.T. land claims 
negotiators for the I.T.C., COPE and Dene processes and three 
other officers who offer policy advice to the ExCom on 
Constitutional matters and maintain liaison with the 

Constitutional Forums. The total person year establishment of 
this organization is eight, and it reports to the Minister for
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Aboriginal Rights (and for policy purposes to the Associate 

Minister as well)»
f) Energy and Resource Development Hecretariat (Energy 

Mines and Resources) - the role of this agency is to make recom

mendations to the ExCom regarding energy and non-renewable 

resource development policy. Thu Secretariat has eight person 
years and reports to the Minister of Renewable Resoures.

g) The Audit Bureau - This division functions as a 

semi-independent agency attached to the Department of the 
Executive. The Executive Manager of the Audit bureau reports to 
the Deputy Commissioner at the present time, although with the 
phasing out of the Deputy Commissioner's role the reporting 
relationship will likely be through an elected Minister in the 
very near future. The basic function of the Audit Bureau is to 
perform internal audits for the departments and agencies of the 
G.N.W.T.. As well, from time to time the Audit branch is called 
upon to do external audits related to Federal shared cost pro
grams and also does outside audits (at the request of department) 
of institutions which receive funding from the Territorial 

Government.
The internal organization of the Audit Bureau 

consists of three audit "teams" of 6 to 7 each made up by a 
senior auditor. The total person year complement of the bureau 

is 2Ü.1 according to the 83-84 Estimates. (The organization 
chart for this division shows almost twice that many positions, 
but as was pointed out by senior audit officials, this



is simply a device to provide maximum flexibility in staffing).
h) Regional Operations Secretariat - The regional 

offices of the Government of the N.W.T. report to the Deputy 
Comissioner and it is the Regional Operations Secretariat which 

provides the Headquarters support for regional coordination. The 

core of the Secretariat is the Capital Planning Section which co
ordinates Capital Planning throughout the Government and inter
regional^. Other activities attached to this office are the 
Emergency Measures organization, the Edmonton Liaison Office, and 

the coordinator of the Norman Wells project. The Secretariat has 
nine positions in headquarters out of a total of 66.5 person 

years overall.

3. Regional Operations

It is only the Regional Operations Secretariat that has any 
personnel in the field at all (with the exception of the two 
officials located in Ottawa, who are attached to the office of 

the Leader of the Elected Executive). In each of the Regional 
Offices there is a Regional Director and an Assistant Regional 
Director. They are assisted in the regional office by an 

executive secretary and possibly one or two stenographers. The 
role of the Regional Director is to coordinate the regional 

operations - i.e. to facilitate interdepartmental cooperation 

within the regions. The departmental Regional Superintendents

---  -~ ~ * * тт ш ш ш ттт тш тщ 0
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all report directly to the Regional Director and not, as in many 
other jurisdictions, to their Deputy Minister in the Head
quarters. (This style of regional decentralization has been 

dealt with in an earlier paper).
The reporting relationships in the regions vary from one 

region to another, but the normal practice is for the Regional 
Director and the Assistant to share the responsibility for the 

various program and service portfolios in their region. Thus, 
some Regional Superintendants will report directly to the 
Regional Director and others will be required to report to the 

Assistant.
In all of the 'Nunavut regions' there are executive 

"field officers" in most of the communities. These officers are 
called Field Service officers (FSO's) in the Baffin, Government 
Liaison Officers (GLO's) in the Keewatin and Executive Service 
officers (ESO's) in Kitikmeot, and they perform general service 

functions to the people in their community. Where a community 
may be too small to justify a social worker for instance, the 
Executive Field Officer will provide the services for the Depart
ment of Social Services where possible, or will see at least that 

the individual in need is placed in contact with an officer of 

the appropriate department in the regional office.
These regional field positions have evolved from a time 

when there was but one Territorial Government official in each 
community who functioned as a "Jack of all Trades" and maintained 

the critical link between the individuals in the communities and 
the government in Yellowknife (or before 1967, in Ottawa). The
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role today is still a generalist one, but is limited year by year 
as more and more communities get specialized Field Officers in 

most of the program departments.

B. POST DIVISION OPTIONS: THE DEPARTMENT OF THE EXECUTIVE IN
NUNAVUT_______  _________

1. General Considerations

a) The core program activities of the Department of the 
Executive are carried on by the three policy secretariats, Prior
ities and Planning, Aboriginal Rights and Constitutional Develop
ment, and Energy Mines and Resources. Although it is a very 

small unit, the Intergovernmental Affairs Office can also be con
sidered a core division of the Department of the Executive.
These four are the "core" units of the department because they 

are directly involved in policy development. They perform the 
functions which are performed in Ottawa by the PCO and by Cabinet 
Secretariats in the southern provinces. We can assume that 

policy development will be required in Nunavut and that activity 
will be carried out to a large extent as it is in the N.W.T., in 
the the executive arena. Thus, there will have to be policy 

secretariats in the Eastern Territory.

(



However, the central, policy concerns of the new 
Territory will undoubtedly be different from those of the current 

N.W.T.. for example the Aboriginal Rights and Constitutional 
Development Secretariat is concerned with three land claims. If 
the federal Government keeps to its condition that Nunavut can 
only come into existance if the land claims are settled, the new 
territory will not need claims negotiators. Similarly one of the 
central concerns of this Secretariat is the process of dividing 

the N.W.T.. When that has finally happened the Secretariat can 
be disbanded in the West and will not be replicated in Nunavut.

The Energy Mines and Resources Secretariat's day to 

day activities are more concerned with events in the western 
N.W.T. than with the part that will become Nunavut. Neverthe
less, there will be ongoing concern with resource development in 

the new territory, particularly with respect to the Beaufort Sea, 
the Arctic Islands, and at some point the Arctic Pilot Project. 
Most of the Mines in the N.W.T. are in the western part but there 

is a high potential for mineral development and exploration in 
the east and there are a few operating mines at the present 
time. Hence, while the focus of such a Secretariat might be 

slightly different and while at the outset it would not have to 

be as large as it is currently, there will have to be some 
person years committed to these policy concerns in Nunavut.

The Priorities and Planning Secretariat performs 
functions which will have to be replicated in Nunavut. However,
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in a smaller territory it is conceivable that this unit could be 

smaller at the outset with the expectation that it will grow as 
needs become apparent. Similarly, the Intergovernmental Affairs 
component of the Department of the Executive will be necessary in 

the new territory and in fact might have to be larger at the 
start in order to facilitate the transfer of authority from the 

N.W.T. to Nunavut. It would be wise,for instance,for Nunavut to 
maintain a governmental liaison office in Yellowknife as well as 

in Ottawa at least for the short term and possibly indefinitely.
The Regional Operations Secretariat is difficult to 

categorize because of the fact that it is unique to the G.N.W.T. 
There is nothing in other Canadian jurisdictions which is compar
able, but in the G..W.T, today, Regional Operations is a core 

activity of the Department of the Executive. If the current 
regional organization is retained in Nunavut, there will be a 
need for a small support unit in Headquarters to facilitate 

interregional coordination, most significantly in the area of 
capital planning. However, the person years committed to main

taining a liason office in Edmonton, and to coordinating the 
Norman Wells project will not be necessary in the Eastern 
Territory. We will say more about the disposition of this secre

tariat in a later chapter of the report where we offer more 

yeneral suggestions for reoganization and rationalization of the 

existing structures.
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b) The ancillary program activities assigned to the 
Department of the Executive are those performed by the Audit 
Bureau and the Bureau of Statistics. The roles played by these 
divisions are self explanatory and will be required in the new 
territory as well. In the case of the Audit Bureau, its size 
should be proportional to the size of the public service of 

Nunavut. The Bureau of Statistics does not have to be very large 

at the outset, but Nunavut will likely opt to compile statistics 
in the same manner as other Canadian jurisdictions, and will 

therefore require a Territorial Statitician.
The staff of the Commissioner and Deputy 

Commissioner and the Executive Assistants and secretaries to the 
Ministers are attached to the Department of the Executive for 

budgetary purposes but in fact these personnel are not operation
ally in the department. For Nunavut, the number of personnel 
required to perform these functions will depend uponthe size of 
the Executive Committee and on whether the position of Deputy 
Commissioner is retained in the new Territory. Basically all 
Members of the ExCom in Nunavut will require an Executive 
Assistant and a secretary, and there is no way that this can be 
reduced even in a much smaller government.

c) Program Support Activities in the Department of the 
Executive are performed by the Executive Committee Secretariat.

The person year complement of this division is essentially sen

sitive to the overall size of the Department of the Executive.
Thus in Nunavut the person year requirement will be



somewhat smaller, for this  act iv ity,  but only to a degree pro

portionate to the reduced size of the new department. There are 

a few organizational 'odds and ends' attached to this divi sion  

such as the provision of an Executive Secretary to the Highway 

Transport and Public U t i l i t i e s  Boards, and the person year 

requirements for such ac t iv i t ie s  wil l  depend upon whether the new 

te rr i tory  opts for the retention of such boards and agencies.

2. The Department of the Executive: HQ Nunavut

The Department of the Executive in the current 6.N.W.T. 

has as i t s  major flaw the fact that it does not function as a 

department except for budgetary purposes. The various secret

ar iats  a l l  report to different Ministers and the Commissioner and 

Deputy Commissioner retain the authority for a number of other 

"Departmental" respons ib i l i t ie s .  Thus, the key dimension of our 

recommendations for the Department of the Executive in Nunavut is 

tht the principle of unity of command be applied f a i r l y  

s t r i c t l y .  In order to achieve this the department must report to 

a single minister, which, in keeping with the practice in other 

jur i sd ic t ions  in Canada, should be the leader of the Elected 

Executive. S imi la r ly  the Department of the Executive in Nunavut 

should be headed by a Secretary to the ExCom who wil l  function as 

the Deputy Minister of the Department and as the senior policy  

advisor to the government (see chart 6.16).
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The internal structure of the Department features two 
major divisions, each headed by a Deputy Secretary to the ExCom. 

One Division will bear the responsibility for priority deter
mination advice to the ExCom and for the development of policy on 
behalf of the Leader and the ExCom. The second division will be 
responsible for "Executive Operations", most importantly for the 

coordination of the regional offices (see Chart 6.19) • Other oper
ational responsibiliities currently born by the Department of the 

Executive such as for the Audit Bureau, the Bureau of Statistics, 

Emergency Measures, and for the coordination of Capital Planning 

activities for the Territorial Government are also attached to 
the Deputy Secretary Operations, although these organizational 

entities could conceivably be attached to other portfolios for 
purposes of reporting to the Legislative Assembly. Some of these 
options will be discussed in a later section of this report.

The program support activities of the Department are 
concentrated in an Executive Committee Office headed by an Assis
tant Secretary to the ExCom and reporting directly to the 
Secretary. This section will provide administrative support 

services to the Department as a whole, legislative assistance to 
the Executive Committee, as well as providing Executive Secret

arial services to sundry independent boards and agencies, most 
notably the Public Utilities Board (assuming Nunavut opts to have 
one). (See Chart 6.17).



The Policy and Planning Division of the Department of 
the Executive in Nunavut is in fact an amalgamation of the four 

policy secretariats currently in operation in the G.N.W.T..
Where this model differs is that the Secretariats are combined in 
a single organization with a linear reporting relationship to a 
Deputy Secretary. The Deputy Secretary of this division as well 
as heading the Division also assumes the responsibility for 
priorities and planning. The P & P function has a logical 

primacy which is denied in the current organization and should 
not be separated from the responsibilities of the functional 

secretariats in areas such as energy and resource develoment.

The Energy, Mines and Resources Secretariat would be the 
largest functional policy group within the division. The reason
ing here is that although the bulk of the current body's activ
ities are oriented to "Western" concerns there will remain a 
significant and rapidly growing policy focus in this area in 
Nunavut. Specifically there are three operating mines in the 
Eastern Arctic, a continuing dominant roll for NCPC, the off and 
on concerns with the AF?, the necessity to continue the develop
ment of uranium guidelines in concert with the Federal Govern

ment, and the ongoing process of resource revenue planning and 
strategy, also with the Feds. All of these activities make it 

imperative that the EMR Secretariat be well staffed at the outset 
in Nunavut.

The Aboriginal Rights and Constitutional Development 
Secretariat of the G.N.W.T. Department of the Executive will 

hopefully be unnecessary in the new territory, however, as was
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polnted out by senior o f f i c i a l s  In the Secretariat,  there wil l  be 

an ongoing need to coordinate the Implementation of terms and 

conditions established by the leg is la t ion  creating the const

itution of Nunavut and by the leg is la t ion  defining the land 

claims settlement. Moreover, constitutional development Is  a 

dynamic process, and while the bulk of th? work wil l  have been 

concluded with the adoption of the Constitution of Nunavut, there 

will  s t i l l  remain a need for a policy focus 1n this area. Hence 

the recommendation 1s that at the outset, the Policy Division of 

the Department of the Executive 1n Nunavut should have a senior 

constitutional and aboriginal r ights off icer.  One option here 

would be to attach this person to the Department of Justice, but 

th is  and s imilar  suggestions wil l  be dealt with In a subsequent 

chapter.

While Chart 6.18 Indicates a separate Intergovernmental 

affa i rs  section headed by an Assistant  Secretary to the ExCom, In 

the short run i t  might be possible to have the Deputy Secretary 

of the Division bear the respons ib i l i ty  for intergovernmental 

matters as well as his other respons ib i l i t ie s .  Certainly there 

are close l inks  between the determination of te r r i to r ia l  p r io r 

i t ie s  and the intergovernmental dimension of the policy process. 

However, because the re lations with the Federal Government and in 

the immediate post div is ion period, with the Government in 

Yellowknife wi l l  be extremely important, it would be advisable in 

the long run to establish a separate coordinative posit ion at the 

senior level within the Department of the Executive.
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Chart 9.20 shows a scaled down Audit Bureau for the new 

Territory. Bas ica l ly  the person year requirements for th is  

function wil l be proportional to the reduced size of the Nunavut 

bureaucracy, and that proportion 1s reflected in the person year- 

complement recommended. The key problem with a small Audit 

Bureau 1s to maintain the necessary Independence from the agen

cies being audited. The Bureau must be able to work outside of 

direct Influence of the "audltees" or the c re d ib i l i t y  of the 

audit process wil l be seriously compromised. Hence, while a 

reporting relationship through the Department of the Executive 

may not be the only one possible for th is  unit,  whether 1t 1s 

located here, 1n Government Services, or wherever, the Bureau 

must have semi-independent status and not be subjected to direct 

ministerial  or departmental control.

F inal ly  the s ta f f  of the Commissioner and the EA's and 

secretaries of the Ministers can continue to report through the 

Executive Department for budgetary purposes, but organizat iona lly  

their reporting relat ionships must be to the individual members 

of the ExCom.
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OFFICE Of THE CLEEK OF THE LEGISLATIVE A88BHBLY

A. THE CURRENT ORGANIZATION

1. Summary

The Office of the Clerk provides professional advice 
on parliamentary procedure to the Speaker, Committees of the 

Whole, Standing and Special Committees, and individual 
M.L.A.'s as required. The Office also serves Member's needs 

in finance, administration, research and public affairs.
These services are not exclusive to sessions of the 
Legislature but are provided all year around. The Office is 

headed by the Clerk of the Legislative Assembly, who has the 
equivalent rank of Deputy Minister, and is responsible for the 
overall direction of the staff.

Prior to 1979, the Clerk's Office reported to the 
Speaker of the Legislature during sessions, and to the 

Commissioner bttween sessions. However, since 1979, the 
Office of the Clerk has been responsible at all times directly 
to the Speaker of House, who answers to the Legislature for 
the activities of the Office. With the passing of the Council 

Ordinance in 1983, the Office of the Clerk continues to evolve 

towards a more independent status, similar to the practice 
followed in provincial legislatures.
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The Office has 16.1 person years (including one 

additional person year recently approved by the F.M.B. over 

the 83/84 bstlmates) - 11.5 continuing and 4.6 casual. The 
high number of casual employees vis-a-vis other departments is 

largely due to the increaeeo need for staff when the 
Legislature is sitting. All staff are based in Yellowknife, 

the Office of the Clerk having no regional component. The 
organization chart for the Clerk's Office is presented below 

(see Chart 7.1 Page 464).

2. Activities of the Office of the Clerk

a ) The Directorate - Overall direction and manage

ment of the staff and office is provided by the Clerk of the 
Legislative Assembly. Responsibility for day to day direction 

has been delegated to two Clerk Assistants - one responsible 
for finance and administration, and one responsible for 
procedure. In addition, there are two clerical person years

in this division.
b) Procedure - The Clerk Assistant in this division 

assists the Clerk in providing professional advice on 
parliamentary procedure when required! often it is the Clerk 

Assistant (Procedure) that sits at the table during sessions 
of Committees of the Whole. The Clerk Assistant also assists 

the Clerk when necessary by attending meetings of standing and

/.
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special committees of the Legislative Assembly. The public 
affairs, research and Hansard units are located in this 

division and are under the Clerk Assistant's (Procedure) 
supervision.

The public affairs unit prepares and dispenses 
information to the public and media on proceedings of the 

Legislative Assembly. The public affairs officer also serves 
individual H.L.A.'e needs by preparing press releases and 

ensuring these are distributed to the media. The research 
officer conducts research on matters referred to him by 
Members and acquires and maintains reference sources for 
M.L.A.'s. Hansard, of course, is a verbatim report of all 
oral proceedings of the Legislature. Producing Hansard is a 
costly task (in terms of person years) and most casual person 
years allocated to the Assembly are used for this purpose.

c) Finance and Administration - The Clerk Assistant 
for this division is responsible for the smooth and efficient 
runniny of sessions of the Legislative Assembly, as well as 
for providing inter-sessional support to M.L.A.'s. Spefic- 

ally, responsibilities are in the realm of finance, personnel, 

and general administration. The Clerk Assistant also has 

responsibilities for Standing and Special committees as needs 
arise. The Clerk Assistant (Finance) might also be expected 
to relieve the Clerk and Clerk Assistant (Procedure) at the 
table of the Legislative Assembly if required.

•*—’''” *****•— ' vn'r.iriitrtBÆr.
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Casual person years ars also used in this division 
during sessions of the Assembly to assist staff in providing 
general administrative services to Members.

d) The Office of the Clerk also has funds for hiring 
sessional or contract staff to provide very specific services 
during session. A Law Clerk is hired on contract to provide 
legal advice to the Legislature; and the Sergeant-at-Arma. a 

largely ceremonial post, is also a contract person hired to 
maintain order among spectators, supervise pages, etc. The 

pages, 24 in number, provides messenger services to Members 
and are chosen from local schools. Finally, simultaneous 
interpreting services in Inuktitut (and soon the Dene 

languages) are provided by interpreters/translators from the 
Department of Information's Language Bureau.

OFFICb Ob THE CLERK OF THE LEGISLATIVE ASSEMBLY; NUNAVUT

As the Clerk's Office provides a set of specific services 
to a client group - Members of the Legislative Assembly - 

there are not many Nunavut-specific factors which might affect 
its size or function in an eastern territory. The most 

obvious determination of its size in Nunavut will be the 

number of Members in a Nunavut Legislature. If there were 

only 1/2 of the current establishment in Nunavut, a slightly 
smaller Clerk's Office might be anticipated. However, all

!
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indications are that the Legislative Assembly in an eastern 
territory will not be significantly smaller than the existing 

Assembly. (Building Nunavut. Nunavut Constitutional Forum.)
The only factor to be considered in reducing person 

years in a Nunavut Office of the Clerk would be technological 

change, officials of the Assembly have recently Introduced a 

word processing system which they estimate will eventually 
reduce person years significantly, especially clerical staff 
used in producing Hansard. Although this method of Hansard 
production could be used in an eastern territory, it would 
initially be very expensive and undoubtedly difficult to hire 
people trained in using these systems. Thus, the assessment 

here is that at least initially, the same number of person 
years will be required to produce an eastern Hansard as 
currently as is needed by the Legislative Assembly.

As the functions of the Clerk's Office in Nunavut are 
expected to remain the same as currently, at least at the 
outset, and the number of M.L.A.'s will be roughly the same, 

there would be no justification for scaling down the estab
lished person years. For these reaons. no Nunavut chart for 

the Office for the Clerk is presented. In a later paper, 

possible reorganizations to the G.N.W.T., including the Office 
of the Clerk, will be discussed.

It is conceivable that the process of transition from 
the N.W.T. to Nunavut itself may necessitate a temporary
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•welling of the numbers of the legislative assembly staff*

The most obvious requirement of this sort will be in adapting 

legislation currently in effect in the N.W.T. to the specific 
needs of the new territory. Each ordinance of the N.W.T. will 
have to be vetted and "Nunavutiseo" in the immediate post 

division period and decisions taken as to the adaptation, 

retention or abolition of legislation currently on the books 

can only be taken by the legislature in Nunavut. Because much 
of this will be largely technical in nature, it is likely that 

the new legislature will have to establish a special committee 
to tackle the task, and this committee will require a 

technically skilled support staff. Perhaps the best option 
here would be for the Nunavut Assembly to allow for two to 
three extra person years on a two year term basis. These 

could form a Secretariat to the Committee on Transition, which 
would have to include one individual with legal training, one 
social science researcher, and likely at least one 
stenographic assistant.



- 462 -

•wiling of the numbers of the legislative assembly staff.
Th# most obvloua raqutramant of this sort will ba in adapting 

legislation currently In effect In the N.W.T. to the specific 
needs of the new territory. Bach ordinance of the N.tf.T. will 
have to be vetted and "Nunavutisoa" in the immediate post 

division period and decisions taken as to the adaptation, 

retention or abolition of legislation currently on the books 
can only be taken by the legislature in Nunavut. Because much 
of this will be largely technical in nature, it is likely that 

the new legislature will have to establish a special consul ttee 
to tackle the task, and this committee will require a 

technically skilled support staff. Perhaps the best option 
here would be for the Nunavut Assembly to allow for two to 
three extra person years on a two year term basis. These 

could form a Secretariat to the Committee on Transition, which 
would have to include one individual with legal training, one 
social science researcher, and likely at least one 
stenographic assistant.





SECTION IV

REORGANIZATION AND RATIONALIZATION 
POST-DIVISION OPTIONS POR INTERDEPARTMENTAL

REDISTRIBUTION OP RESPONSIBILITIES



•нм

reorganisation MID RATIONALII AT ION t POST-DIVISION OPTIONS POR 
fHTKttPItPARTHBNTAL REDISTRIBUTION OP RESPONSIBILITIES---

Up until this point, the focus of the report has been on the 
design of poat-divieion organisational options which in effect 

replicate the current organization of the Government of the 

Northwest Territories. The operative assumption here has been 
that the system in place currently is carrying out its respon

sibilities adequately# and while in our individual departmental 
assessments we have made numerous recommendations for potential 

improvements in the internal ordering of activities within the 

departments# the basic task has still been to "scale down" the 
headquarter components of the G.N.W.T. to better fit the require

ments of a smaller Territorial Government in Nunavut.
In this section# however# our focus shifts to the much 

broader considerations of the efficacy of the existing inter- 
departmental distribution of responsibilities. While none of 
these suggestions for reform is absolutely essential# all are re
flective of complaints, suggestions and proposals made to the re

search staff in the course of interviews with G.N.W.T. offic

ials. Because the moment of division represents a clear break 
with the existing situation# it also presents the founders of the 

two new territories with an opportunity for starting afresh - an 

opportunity for eliminating some of the problems in the current



administrative apparatus - simultaneously with tha transfer of 
authority.

Two cautionary notes must be offered at this point to clar
ify the aims of this section of the reports

1) While the discussion of suggestions for "reform11 of the 
existing system is an implicit critique of the G.N.W.T. bureau

cracy# it must be held in mind that the current system does in 

fact work. That it works as well as it does is a testimony to 

the quality of the actual personnel occupying positions in the 
various departments and agencies# and it is these people who have 

been the source of many of the ideas for eliminating structural 
flaws. Thus# most of the organizational options discussed below 

should not be dismissed as an attempt to force northern bureau

cratic institutions to fit the theories and models of southern 
academics. Rather# these options are largely inspired by or are 
the direct product of N.W.T. public servants.

2) The reorganizations and rationalizations being discussed 
below should not be viewed as unequivocal "recommendations" but 
as qualified suggestions based on judgements. In each case# we 

have attempted to clarify the merits of the status quo as well as 
to justify the potential adoption of the new option. None of the 

issues addressed are "black and white" and each of the proposals 

must be weighed carefully against the strengths of the existing 

system and the potential problems that can be anticipated if the 
proposal is adopted. Moreover, it must be recognized that the 

proposals for reorganization presented here do not reflect all of 
the possible .alternatives* There may still be options outside of

/



•ithsr the status quo or ths proposals offersd hsrs which hava 
•imply not boon recognised or articulated at tha present time. 
Whet is being presented is a starting point for discussions or 
organisational change.

•The structure of thin eection of the report consists of 
broad subsections dealing department by department with problems 
with the existing organisations and detailing proposals for sol
ving those problems. The initial section will address itself to 
the staff or program support departments and the latter section 
will look at the program departments themselves.

1. SUPPORT SERVICES DEPARTMENTS

A. FINANCE

Two sub-activities of the Deprtment of Finance which are 
the least essential to the Finance functions of the G.N.W.T. are 
Payroll - currently located in the Comptrollership and Revenue 
and Collections - currently located in the Treasury Division. 

These activities are routine in nature and once the systems are 
in place, they basically can run without the input of much 
financial or economics expertise.

Senior officials of the Department of Finance feel that 
such routine operations detract from the more macroscopic con
cerns of the Department in fiscal policy, economic planning, man

aging the Consolidated Revenue Fund and developing service-wide 

financial and accounting systems. One argument expressed was
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that the span ot control in the Department is already too wide 
and that the additional management responsibility of these two 
routine operations place an unnecessary burden on senior depart
mental personnel. In fact, the span of management control in the 
Department is fairly narrow - a maximum of 4-1 in the Compt- 

rollership. The problem is that the range of technical specia
lists to be managed in the Department is very wide - from macro 

to micro economics to accounting to systems development, etc....- 
Thus, senior personnel in the Department should be freed of rou

tine management chores (such as directing Payroll and Revenue 

sections of their division) so that they can concentrate on 

bringing their diverse "finance-related" expertise to bear on 
broader policy issues.

One possible solution which is reflective of the prac
tice in a large percentage of other Canadian jurisdictions would 
be to transfer the responsibility for issuing cheques, invoicing, 
collections, cash receipts, etc....-basically the Revenue and 

Payroll secricns of the Department of Finance - to the Department 
of Government Services. Because the Department of Government 
Services is less a policy oriented department, senior officials 

here can concentrate on personnel management responsibilities and 

the addition of these two routine operations, while widening the 

span of management control slightly, would not overly tax senior 

managers. In fact, it can be argued that integrating these acti
vities with Supply Services responsibilities such as purchasing 

which are already in the Department of Government Services might 
prove to generate greater over all efficiency and potentially
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greater economies of scale.
Similarly, if the "F.u.L." functions of Government Ser

vices are retained within that Department,1 the revenue collect

ions associated with that role could potentially be dovetailed 

with the general Revenue and Collection function.
While still on the topic of the Department of Finance, 

one further view which emerged was that the responsibility for 
general accounting and for the preparation of the territorial 

public accounts could also be transferred to the Department of 

Government Services. This fits with the practice of the Federal 

Government - the Deputy Receiver General is also the Deputy 
Minister in Department of Supply and Services. The advantage of 

this is that the mangement of the flow of funds into and out of 
the consolidated revenue fund as well as the related accounting 

responsibilities would all be located in the same portfolio.
Un the negative side, most of the provinces do tie the 

comptrollership function and the treasury function together in 
the same pottfolio. One justification for this practice is that 

the responsibility for investing monies from the consolidated 
revenue fund is tied to the responsibility of accounting for it.

Finally, officials of the Department of Finance did not 

express the same enthusiasm for divesting themselves of the res
ponsibility in the Public Accounts as they did for divesting 

themselves of the Payroll functions.

1 See comments on this below.

/
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H. DEPARTMENT OF PERSONNEL

One ot the most commonly suggested administrative re
forms that cropped up in the course of the research was the 
establishment of a Public service Commission in the Northwest 

Territories to replace the existing Department of Personnel.
This is hardly a radical suggestion, for every province has a 

Public Service (or Civil Service) Commission and, of course, so 

does the Federal Government. Moreover, the constitutional dis

cussion paper prepared for the Nunavut Constitutional Forum expl
icitly argues tor the creation of a Public Service Commission 
immediately.

The historical justification for a Public Service Com
mission lies in the civil service Reform Movement in the United 

States and to a lesser extent in Canada, which had as its goal 
the elimination of patronage or the 'spoils system' in the 
recruitment and selection ot civil servants. The argument was 
that to obtain public office and either hold it or lose it on the 
basis of partisan loyalty was immoral - because the individual 

had not earned the job on his or her personal merits - or ineff

icient - because the public service was staffed not with the best 

person for the job but with ar. available partisan loyalist. The 
latter is the modern justification for non-partisan staffing pro

cedures in Canadian public services, and the argument is built 
upon what has come to be known as the "merit principle".
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The "merit principle" is that positions in the public 
service should be staffed by personnel whose qualifications best 

suit the functional requirements of the position - simply that 

the "best person for the job" should get it» irrespective of 
political convictions, bimilarly, the merit principle implies 
that promotions and transfers should be awarded on the basis of 

accomplishments and that public employees cannot be dismissed, 
demoted, or otherwise disciplined except for serious misdemeanors 

(quite rare today) or incompetence.
The merit principle generally is applied today in the 

Ü.N.W.T. in the absence of a Public Service Commission to monitor 
the system or recruitment, selection and promotion, with a few 

justifiable exceptions such as the Northern preference policy in 
hiring, native employment policy, affirmative action with respect 
to females in the North, etc...So why the perceived need for a 

Public Service Commission in the N.W.T. and Nunavut?
Here are two basic arguments:
i) Politics in the Northwest Territories have been 

non-partisan and although there is always the odd case where an 
individual yets the job or gets the promotion because of "pull" - 

"knowing the right people", "friends in the right places" - 

abuses of the merit system have never been flagrent or wide
spread. However, politics in the North has become more faction- 

alized, if not explicitly partisan, and the emergence of polit
ical parties may not be too far down the road. Hence, a polit
ically neutral staffing agency should be in place now in order to 

secure the sanctity of the merit principle.
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ii) The personnel administrative function in the 
G.N.W.T. is the last important responsibility of government still 

attached to the Commissioner. By keeping the staffing agency of 

the Territory in the hands of a non-partisan (i.e. federal) 
officer, local political biases have not been allowed to creep 

into the process. The time when this was appropriate has now 
passed, and the staffing function should be vested in the hands 
of local officials. The obvious manner in which to achieve this 

goal and at the same time preserve the merit principle is to cre

ate an independent Public Service Commission.
Some have suggested that the solution is simply to 

replace the Commissioner with an elected member of the Executive 
Committee, as head of the existing Department of Personnel. The 

danger here is that an elected ExCom member could use his posit

ion to reward his friends and constituents with jobs, thus hoping 
to ensure reelection. Conversely, even if the Minister of Per
sonnel were scrupulously honest in the performance of his or her 

duties, an unpopular decision taken by the Department would leave 
the Minister open to charges of bias, favoritism or patronage.

Hence, the most plausable solution would seem to be 

a Public Service Commission, likely with a full time chairman and 

two part time members responsible for overseeing the staffing 

process in the N.W.T. (and/or Nunavut). Note there that the act

ual selection of individuals for specific jobs in deprtments 
should be left largely with senior personnel in the hiring 
department. Staffing is an important component of line manage-
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ment» even in the public service» and the Public Service Commis
sion should be there to ensure that the met it ptinciple is app
lied» to assist in setting up competitions» etc...But the Public 

Service Commission should not actively make the staffing decis

ions for the department.
If the basic principle of a Public Service Commis

sion to ensure a fair and non-partisan staffing regime in the 

N.W.T. or Nunavut is accepted» there are a number of subsidiary 

questions that must be addressed immediately.
i) What is to be done with the remainder of the 

activities of the Department of Personnel?
ii) What is the appropriate reporting relationship 

between the Public Service Commission and the Legislative 

Assembly?
iii) What is the exact nature of the office of the 

Chairperson of the Public Service Commission and the part-time 

Commissioners?
р) ach of these must be dealt with in turn.
i) If the staffing component - recruitment» select

ion, promotions - is severed from the Department of Personnel and 

taken over by a Public Service Commission, the following program 

activities are left in the current Department:
a) Classification;

b) Compensation development;
с) Staff training and development (including native 

employment;
d) Labour relations;



e) Employee benefits (including housing 
allocations).

The problem is what to do with these activities in order 

to give them an organizational "home". One solution is to retain 
a Department of Personnel minus the staffing component. There 

are problems with this. In the first place, staffing is the 

essence of the personnel function and without it, the department 

would lack a functional focus. Secondly, a quick survey of other 

jurisdictions in Canada tells us that there are no Departments of 

Personnel in any provinces or the Federal Government. It seems 
the "personnel functions" as conceived by the N.W.T. are divided 

up among a number of agencies and in larger governments, to 

decentralized "personnel branches" in the various line depart
ments. Hence, it is difficult to make a strong argument for a 

Public Service Commission as well as a Department of Personnel.
The second solution is to simply transfer all of the 

functions of the existing Department of Personnel to the newly 

established Fub.'ic Service Commission. The precedent for this 
exists in a number of the provinces and it is in many ways the 

simplest resolution of the problem. Moreover, there is consider
able support for this option in the existing Department of Per
sonnel.

There is a third solution which falls along the con

tinuum betwen retention of both a Department of Personnel and a 
Public Service Commission and a total transfer of all current

activities to the new Public Service Commission.
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Training and development is a relatively neutral func
tion, and yet is is one that should not be colored by immediate 

political concerns. Hence, there is a strong argument and a mul

titude of precidents for vesting this set of activities in the 
non-political embrace of the Public Service Commission. In fact, 

all Canadian jurisdictions adhere to this practice, although in 

larger provinces and in the federal bureaucracy, the P.S.C.'s 

staff Training and Development branch merely sets training stand

ards and oversees the implementation of departmental programs.

Similarly, the responsibility for ensuring "fairness", 
representativeness", etc., in the public service - the function 

of E.U.W., Native Employment, etc.-should be kept out of the 

direct control of a Minister. Hence, in most jurisdictions, 
these activities would be likely attached to the Public Service 

Commission in order to ensure the neutral application of the 
principles involved.

The administration of employee benefits is also a role 
that should be played outside the political arena. In fact, many 

provinces have independent "Superannuation Boards and Commis
sions", although in a jurisdiction as small as Nunavut or even 
the Northwest Territories, dis-economies of scale would lead one 

to the more practical option of vesting such responsibilities 
with the Public Service Commission.

A possible sub-option here might emerge with respect to 
the allocation of government housing, which is currently adminis

tered within the regional offices of the Department of Personnel.
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Although housing in the North is viewed as a "perk" or a benefit 
of employment, the idea of vestinq such responsibility with a 

Public Service Commission is somewhat unusual. The Federal 
Government, which is the only other jurisdiction that administers 

such a program, ties the allocation role to the construction- 

maintenance role in Public Works Canada. Such an option - to 
charge a "housing allocation committee" of the Department of 

Fublic Works with the job - should be considered by the G.N.W.T. 

and Nunavut, although if the current policy of getting out of the 
housing business is continued, the entire question may become 
purely an academic one.

Where there might be more protracted debate is in the 

question of the disposition of the functions of classificaton, 
labour relations, and compensation analysis. Some would argue 

that these are sub-activities or personnel administration and, 
hence, should be linked to the Public Service Commission. 
Approximately half of the provincial governments have opted for 

this type of eolation, although in a number of larger juris
dictions the actual responsibility for job classification is 

delegated to the line departments and only the standards of clas
sification are set by the central agency.

Un the other hand, some would argue that these functions 

are inextricably linked to the basic perogatives of management 

and har.ee should not be attached to the semi-independent Public 
Service Commission but should be connected to the politically 

responsible Executive. Here, the crux of the argument is that 

the employer in the public sector determines the allocation of
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tunds from the public purse; such funds can only be appropriated
by Parliament or the Legislative Assembly and auch funds can only
be spent by persons directly responsible to the Legislature

(through a Minister) and, therefore, the agency that develops 
«

strategies for collective bargaining and attaches dollar figures 
to positions within the public service, must report to an agency 

headed by a Minister responsible to the Legislature. The Federal 
Government and about half of the provinces have opted for a 
system similar to this.

Within the context of the N.W.T. or Nunavut, the basic 
choice would seem to be to vest these responsibilities with the 

Public Service Commission or with an agency directly accessible 

to the Executive Committee such as the Financial Management Secr
etariat. Ultimately, this choice is connected to the decision

as to the appropriate reporting relationship for a Public Service 
Commission.

The "merit principle", to be effectively applied, must 
be implemented by an agency that is independent of the government 
of the day - from the politically accountable Minister. This 

would imply that the Public Service Commission be made account
able to Parliament through the Speaker of the Legislative 

Assembly, which is an option employed by the Federal Government 
and a number of the provinces.

However, where the "management functions" of collective 
bargaining, classification, etc...are also attached to the Public 
Service Commission, the constitutional requirement of "minis

terial responsibility" in the authorization of expenditures of
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public funds, makes it necessary to sacrifice the principle of an 
"independent Public Service Commission" and attach the Commission 
more directly to a Minister.

If both principles of "independence of a P.S.C." and 

ministerial responsibility in expenditures of public funds are to 
be adhered to, the "collective bargaining" function must be 
separated from the "enforcement of merit" function.

In sum, one option that should be seriously pondered by 
the G.N.W.T. and the Government of Nunavut is the separation of 
the "public service employer" activities from the "non-partisan 

public service" activity. By having the "bargaining agency" for 

the government attached to a ministerial institution such as the 
Financial Management Secretariat, and the Public Service Commis

sion attached directly to the Office of the Speaker this separa
tion would be accomplished.

B. DEPARTMENT UP INFORMATION

While nobody seems to have any serious complaints about 
the Department of Information, two factors make it appropriate to 
offer a few options in terms of the future disposition of its 

major program activities: 1. The potential for increased fact
ionalism if not for the emergence of political parties in the 
N.W.T. in the immediate future.

2. The very small size of the Depart
ment of Information in the post-division period.



The first of these factors may mean that the public 
affairs function of the Department cannot be carried on in a 
politically neutral environment as it was in the rapidly passing 

"halcyon" days of "consensus government". There may be demands 
from Members of the Executive Committee that the information dis

seminated paint the government in a favorable light and com

plaints from the "opposition" that the Department always does 
so. One answer which is reflective of the experience in Ottawa 

is to have two "information out" apparatus' in place - one 

attached directly to the Executive Committee which acts as a 
press secretariat, preparing press releases for the government of 

the day and with no pretense that the activity is anything but 
partisan; and a second apparatus tied possibly to the Department 
of Government Services which informs the public of the policies 

and programs that affect them, attempts to play an educative 

role, and does its best to remain politically neutral.
The second factor, that of the very small size, might 

simply render a separate Department of Information too ineffic

ient in terms oE economies of scale. In fact, in all of the 
provinces and in the Federal Government, the basic function of 
"public affairs", government information and government publica

tions and printing are attached to a Department of Government 
Services or Supply and Services. In no other jurisdiction in 

Canada is there a separate Department of Information, and it may, 
in the smaller post-division territories, become unaffordable.
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The Language Bureau, which is the largest division in 
the Department of Information» is a self-contained unit. Some 

senior officials have suggested that it be attached to the Legis
lative Assembly and still others have suggested that it be trans
ferred to the Department of Government Services.

In sum, all or the functions of the Department of Infor
mation will have to be performed in the future. If the Depart

ment should fall victim to either dis-economies of scale or the 

coming of party politics, the simplest solution is to transfer 
the divisions of the Department as a unit to the Department of 
Government Services. The only special provision here should be 

the recognition of the need for the public affairs function to be 
somewhat isolated from the political "heat" of the partisan 
arena.

D. DEPARTMENT OF THE EXECUTIVE

Although we have already proposed fairly significant 
changes in the internal structure of the Department of the Execu
tive for Nunavut, there are a number of other suggestions and 

proposals for change that have emerged in the course of discus

sions with senior bureaucrats, executive assistants and territ

orial politicians. We will deal with these in turn and then 

attempt to tie them all together with a summary organization 
chart.

1» Ancillary activities - There is no apparent reason 
for the Bureau of Statistics, the Audit Bureau and the In-Service
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Library to be a part of the Department of the Executive, and a 
number of senior officials have expressed the feeling that 
attaching such organizational "odds and ends" to the Executive 
detracts from the primary policy support function of the various 
secretariats.

The justification for locating .he Audit Bureau in the 
Executive is partly historical - i.e. the Commissioner is the 

chief financial officer for the N.W.T., and because he is there

fore responsible in law for the disposition of funds at the dis
posal of the G.N.W.T., it made sense to put him in charge of the 

people doing the auditing of the various departments and agencies 
of government. However, times have changed and while the N.lv.T. 
Act still vests formal financial authority in the hands of the 

Commissioner, other agencies such as the F.M.B. and the Depart
ment of Finance have come to play a more important role de 
facto. Hence, there is no reason prima facie for the Audit 

Bureau to be attached to the Office of the Commissioner.

The second justification for locating the Audit Bureau 
in the Department, of the Executive is that it is essential that 
the auditors be independent of the departments that they are 

called upon to audit. The feeling, as expressed by senior offic

ials in the Audit Bureau, is that an audit is meaningless unless 
auditors are genuinely independent, and by attaching the Bureau 

to the Executive Department it can remain aloof from the line 
bureaucracy.
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While the basic argument for independence is well taken, 
other options might rationalize the organization of the Executive 
and still preserve the independence of the internal audit 

function. basically, if the legislation under which the auditors 

are granted their powers is clear, and firmly stated, the 

professionalism of the individual audito.-s should be enough to 
guarantee unbiased performance of their duties, un the other 

hand, if the people in the Audit Bureau feel strongly that the 

organization itself must be insulated from the "auditees", there 

is no reason such independence could not be assured even within 

one of the Departments.

Finally, one exigency that must be considered is the 

fact that the Nunavut Constitutional Forum has recommended that 
Nunavut have a legislative post audit - an "Auditor General" who 

is directly responsible to the Legislative Assembly. Similarly, 

pressure for the establishment of a Territorial Auditor General 
in the existing N.W.T. has been mounting and it seems likely that 

in the for^seecble future such an office will be created. With 
such an independent post audit function in place in the 

Territorial Government, the need for the operational or internal 
audit function to be organizationally isolated would be less 

critical.
Hence, even if we agree completely with the principle of 

independence of the Audit Bureau, it could be domiciled in a 
semi-independent form in a number of other parts of the Govern
ment. Une option which has been suggested is that the Audit 

Bureau be attached to the Department of Government Services.
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This could be done in such a way that the Bureau reports indir
ectly to the Deputy Minister, or, if it is decided that the inde
pendence of the Bureau organizationally is not as important as 

the professional independence of the individual auditors, it 
could be located in one of the branches of the Department. (See 
Figure IV.4, Department of Government Seivices).

Other suggestions are that the Audit Bureau be attached 
to the Department of Finance, which could present some difficulty 
given that that Department might more frequently be the subject 

of intensive audit, or to the F.M.b. The latter, while less 

likely to compromise the independence of the Audit Bureau, would 

place extra line managerial responsibilities on the Secretary to 

the F.M.B. The F.M.S. would likely be more effective if its res
ponsibilities were kept fairly limited and focused narrowly on 

its responsibilities at an earlier phase of the budgetary cycle.

The Bureau of Statistics is within the Department of the 
Executive for historical reasons as well. There is no reason it 
could not be relocated in a number of other portofolios without 

compromising its basic task. However, if it is decided to move 
it in the interest of rationalizing and streamlining the Execu
tive support function, the Department of Government Services 
would seem to be as appropriate a new home as any.

The In-Service Library is tied to the Department of the 
Executive to a large extent because that is where the extra 
person years could be found. Currently staffed out of the 

"vacancy rate" in the Department, there is a clear sense on the 

part of most people interviewed that the function it performs is
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an important one. Hence, it seems advisable and also likely that 

the Library will be given its own person year establishment at 
some time in the future, and once it becomes a permanent part of 
the bureaucratic landscape, it will probably be relocated in some 

other portfolio.
Two suggestions as to its appropriate venue are the 

Legislative Assembly and the Department of Government Services. 

The former would convert the In-Service Library to the Legisla

tive Library, and while most legislatures in Canada have special

ized library services that provide research assistance to 

Members, none of them are also required to provide library 
resources to the various government departments. The practice in 

most jurisdictions is for the individual departments to have 

their own in-house libraries and they then arrange to borrow and 

loan documents among themselves. That the Legislature of the 

N.w.T. (and Nunavut) should have its own library is generally 
accepted, but if that same library should also be required to 
provide services to the government departments it might compro

mise the independence of the Legislative Assembly from the 
government of the day. Given that the G.N.W.T. is small in size 

and given that the government of Nunavut will be still smaller, 

it would not be economical for each department to have its own 

full blown library.
Thus, what is required, it would seem, is for the Legis

lature to gradually develop its own library resources, likely 

connected to the research staff of the Assembly office, and for 

the current In-Service Library to be transferred to the Depart-
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ment of Government Services with a fixed number of permanent pos
itions. This central government library could then function as a 
central information clearing house and also could coordinate 
overall acquisitions so that central holdings would not unnecess
arily duplicate the holdings in the more specialized departmental 

libraries, reference rooms, etc.

In sum, the Department of the Executive would not suffer 
from the loss of the three ancillary units discussed above, and 

in tact there is a strong argument that removing them would tidy 

up and streamline the Executive support function. Conversely, if 
the reassignment of these functions is done with care, the effec

tiveness of the individual units need not in any way be compro
mised.

2. Minister's Staff - The current arrangement is for each 

member of the Executive Committee (now Executive Council) to have 
one full time Executive Assistant paid for out of the budget of 
the Department of the Executive, and one secretary. While the 
Executive Assistants are responsible only to their individual 

Ministers, their salaries are paid out of the overall Executive 
budget. It has been suggested that this might in some way comp
romise the privileged relationship that must exist between a 

Minister and the Executive Assistant, and that a preferable 

option would be to simply increase each Minister's allowance so 

that he or she could directly employ an Executive Assistant. 

Moreover, it has been suggested that each Minister should have
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two assistants instead of the present allotment of one. The 

argument here is that a Minister has two types of assistance that 
are required to be able to effectively perform his or her respon
sibilities.

One assistant, and Executive Assistant, should be the 
political right hand of the Minister, providing necessary input 
on the political side of issues and as well maintaining contact 

with the constituency. Such an individual could conceivably be 

hired from within the constituency and would not only assist the 
Minister in the performance of his policy making respon

sibilities, but also would insure that the Minister's constit

uents do not get short-changed in terms of the quality of repre
sentation they receive.

The second assistant should be a "Special" or "Depart
mental" Assistant who would function as an additional link bet
ween the Minister and his/her Department(s ). This individual 
could be assigned to the Minister from within the Department 

through secondment, and would be able to provide assistance in 
"translating" some of the more specialized material emanating 
from the Department. Moreover, as is the case in most other 

jurisdictions, a Departmental Assistant provides the Minister 
with an alternate contact within the portfolio which prevents 

total dependence and therefore control by the Deputy Minister.

Press Secretary - There have been a number of complaints 
and concerns expressed with respect to the lack of coordination 
between Members of the Executive Committee in statements made to 

the press - Ministers sometime can make contradictory statements

/
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unknowingly. The people in the media do not like this any more 
than the members of the government, and one of the ways in which 

this can be alleviated is by instituting a Press Secretariat. 
Initially, this woulcf be a single Press Officer, possibly with 
some secretarial help, attachea to the Executive Council and 

reporting to the Leader of the Elected Executive. The job would 

be to coordinate policy statements and press releases to achieve 
maximum exposure and impact through timing and to avoid contra
dictory statements by different Ministers by insuring that all 

Ministers are briefed on what the government "line" is to be.

Such an individual would preferably be hired from the local 

media, and hopefully would be able to maintain strong links with
in the media community.

This position would have to be quite independent of the 
Executive Secretariat itself because it would entail frankly par

tisan responsibilities. Another benefit is that it would relieve 
some of the potential ambivalence of the Public Affairs function 
in the Department: of Information. The neutrality and non- 
partisanship of the latter can be more easily defended if the 

explicitly partisan roles of "apologist for the government" and 
"manager of the news" functions are visibly affixed to the office 
of the Government Leader.

4. Intergovernmental Affairs Secretariat - The operational 
components of the I.G.A. section of the current Deprtment of the 
Executive are one officer in Ottawa who acts as a liaison with 

the Federal Government and a protocol officer in Yellowknife.
Given the extent to which the fate of territorial governments



ча/

lies in the hands of the Federal Government, it might be expected 
that the I.G.A. office would be a bit more significant both in 
its size and in its scope of operations. Virtually all of the 

provinces have an I.G.A. component, and the provinces, unlike the 
T e r r i t o . a r e  sovereign entities. Moreover, if there is a 

current t.end in Intergovernmental Relations in Canada that 

affects the N.W.T. it is the fact that the Territorial Govern
ments are being admitted to the exclusive club that convenes at 

Federal-Provincial conferences. The ultimate impact of this on 

the evolution of the N.W.T. to proviciai status and to full res
ponsible government is impossible to ascertain, but it is clear 

that the I.G.A. role of the N.W.T. is no longer simply bilateral 

(with Ottawa and, often more specifically, with D.I.A.N.D.) but 
includes as well the role of multilateral actor in constitutional 

conferences etc. Finally, as the N.W.T. Government evolves, the 
need to maintain bilaterial contacts with neighbouring provinces, 
and more significantly, perhaps with the sister Territories of 
Yukon and Nu.'.avut, will become more pronounced. Hence, given a 

new role to play qualitiatively on the intergovernmental stage, 
and a quantitative increase in intergovernmental activity that 
affects the N.W.T. and Nunavut, the I.G.A. office should likely 

be expended to a fully-fledged secretariat in the Department of 

the Executive.

Initially, it is likely that the best tactic is simply 
to create the I.G.A. secretariat on paper and to employ a fairly 
senior office (Deputy Secretary to the Executive Council) to co
ordinate the policy input to intergovernmental conferences.

/



488

Support staff can be added as needed or in some cases seconded 

from line departments to deal with more technical matters.
finally» the currently alloted position of "protocol 

officer" might more logically be attached to the Office of the 
Commissioner, who as the formai head of the Territorial Govern

ment bears the major burden of such responsibilities.
5, Department of the Executive or Secretariat to the Execu- 

tive Council - The most significant flaw in the structure of the 

current Department of the Executive is that it attempts to inte

grate within a single institution functions which are essentially 
incompatible. It has significant operational responsibilities, 

as well as policy responsibilities, and these discrete functions 

are not performed by discrete units within the organization.
When the policy role and the operational role get mixed up within 
an organization, the usual result is that the effectiveness of 
both suffers. Along with the blurring of the policy and operat
ions activities of the Department is a further confusion as to 
whether it is a "Department" or a "Secretariat to the Executive 
Council". Each of these distinctions - policy vs. operations and 
department vs. secretariat — must bo elaborated before offering 

any organizational solutions to the problems.
i) Policy vs. Operations - The primary job of the 

public service is to implement or put into effect the policies of 

the government. It is the publi service which must take pro
grams developed and legislated at the political level and see 

that they are effectively delivered to the people in the real 
Effective administration has as its central character
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istic the "routinization" of decision-making. This means that 
public servants in operational capacities within the bureaucracy 
work within fairly strictly defined limits. What is desired most 
in the operations side of bureaucracy is therefore predictabil
ity, conformity and impartiality, which are achieved for the most 
part by making the job as routine as possible.

by contrast to operations, the policy role in the 

bureaucracy requires not routinization and predictability, hut 
rather creativity, imagination and innovativeness. Hence, the 

policy function in government departments is normally isolated in 
a separate branch or division. This, on the one hand, places 
policy personnel in a situation where they are not fettered by 

the routine of the operations side, and on the other hand, 

prevents the innovativeness and creativity necessary in the 
policy branch from "contaminating" the line operations.

The major "operations" function tied to the Depart
ment of the Executive is Regional Operations. If the current 
mode of decentralization in the N.W.T., with regional directors 
as senior line officers in the regions, is continued, then the 

establishment of completely separate divisions within the Depart
ment - one responsible for Executive Operations, the other res

ponsible for policy - should be considered. If the current reg
ional set-up is abondoned (either in Nunavut or in the West), 

then the Department of the Executive can become exclusively a 
policy oriented institution.

ii) Department vs. Secretariat - The essential charact
eristic of a government department in Canada is that it is dir

ectly accountable to a Minister. This means that a politician

tf
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is the "boss" of the organization, and while few responsible 
ministers would attempt to directly run the day to day operations 

of the department, virtually all ministers play a major role in 
the policy development activities of the department. By contrast 
to a department, a secretariat ic normally attached to a commit

tee although there is usually a functional responsibility relat
ionship between the secretariat and the chairperson of the comm
ittee as well. In the Department of the Executive in the N.W.T. 

the various policy secretariats report directly to Ministers and 

function essentially as mini-departments.
While this system is not unheard of in other Canad

ian jurisdictions, the manner in which it has been implemented in 
the N.W.T. may explain some of the lack of coordination at the 
executive level that a number of Ministers, executive assistants, 

and senior officials have cited as a concern during the course of 

the Ninth Assembly.
The root of the problem likely lies in the failure 

to distinguisn between the policy role of a department and the 
policy role of the executive secretariats. The policy role of a 

department involves the following types of processes:
a) identification of problems and needs that come 

within the mandate of the department and which might lend them

selves to governmental solutions;

b) the analysis of the problems in terms of the 

general feasibility of policy solutions;
c) the initiation of specific policy solutions; and
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d) advocacy - making a case for the adoption of the 

proposal in the face of competing proposals from other depart
ments and within the context of limited political and economic 
resources.

Within this scenario, the Minister is the one who 
must argue the case for 11is or her department's proposals. The 
Minister must play an adversarial role in the Executive Council 

at this stage in order to convince cabinet colleagues that his or 
her department's proposal should be assigned higher priority than 
competing proposals from other departments.

By contrast to a department's policy role, the role 
of a policy secretariat at the exectutive level is to assist the 
Executive Committee to resolve the interdepartmental conflicts 

over priorities. Where the policy branch in a department must 

take an adversarial posture vis a vis other department's propos

als, it is the function of the Executive Secretariat to attempt 
to maximize the collegial dimension of the cabinet process - 
i.e. secretariats seldom define the problems or initiate policy. 
Their function is performed at a later stage in the policy pro
cess and involves:

a) coordination rather than advocacy;

b) synthesis of government-wide, broad policy stra
tegies rather than analysis of specific policy options.

c) integration and consideration of the relative 
political and economic feasibility of policy proposals emanating 
from the departments.

/
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In the N.W.T., the Executive Secretariats are not 
structured in such a manner that these synthetic, coordlnative, 
and integrative activities can be* performed effectively. Because 

the secretariats are attached directly to Ministers, they seem to 
end up only adding to the adversarial dimension of the process. 

Instead of facilitating the resolution of conflict in he Execu

tive Council and thus enhancing the collegial dimension of the 
decision making process, the secretariats become additional comb
atants in the interdepartmental policy wars.

While there is no such thing as a "structural fix" 

for problems such as the lack of policy coordination, the models 

proposed in Figures IV.1 to IV.3 are attempts to provide a more 

fertile institutional milieu for improving the current situa

tion. Such models with minôr adaptations could be applied either 
in Nunavut or in the N.W.T.

The basic recommendation is that the Department of 
the Exectuvie become a single organization with a single chain of 
command instead of several separate "mini-portfolios" as is the 

case today. There is also a need to recognize that the Executive 
suport agency is not a true "department" but rather a policy sec

retariat, and hence, consideration should be given to renaming it 

the Executive Secretariat or Cabinet Secretariat. The reporting 
relationship should be to the Executive Council as a whole funct

ionally, but through the Leader of the Executive for administ

rative purposes. In keeping with the principle of unity of com

mand, the senior officer of the Secretariat (Secretary to the 
Executive Council) should be at the Deputy Minister level,
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should bear administrative responsibility for the entire organi
zation and should also function as the senior policy advisor to 

the government. This latter recommendation implies that the Sec
retary to the Executive Council would also be the Secretary to 
the Committee on Priorities and Planning, although there should 
also be an assistant secLetary to the Exscutive Council and a 
fairly substantial staff concentrating on Priorities and Plan

ning. Figure IV.3 reflects a potential option if it should be 
decided to either scrap the regional directorates or have them 

report to the Executive Council through a separate Minister.

One further point to be discussed with respect to 
changes in the structure of the Department of the Executive has 

to do specifically with the Energy, Mines and Resources Secretar

iat. This body has two distinct roles. On the one hand it was 

set up to perform a policy coordination function in the important 
area of non-renewable resources and energy development. It was 

felt that existing departments with responsibility in the general 
policy arw were not cooperating effectively particularly with 
respect to developing the N.W.T. position towards non-renewable 
resource development projects in the Mackenzie Valley, Delta- 
Beaufort and High Arctic.

However, a second role of the EMR Secretariat which 
is emerging currently is that of a "protean" department, which in 

the long run will evolve to a full fledged Ministry with program 

responsibilities. This latter role serves as the justification 
for the existing reporting relationship (to a Minister) and if 

indeed there is the likliehood that his portfolio will expand to
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departmental status in the near future, then there is no question 
that it should report to a Minister.

The problem is that as it develops into a "depart

ment" the secretariat's coordinative role will be compromised! 
thus the long term solution is to establish a department of 
Energy, Mines and Resources, reporting to a Minister, and to 

leave a small policy secretariat in the Executive support com
ponent. While a short term option might be to attach an EMR 

"branch" to either Renewable Resources, or Economic Development, 
the feeling of senior personnel in the Department of the Execu

tive is that such an option would simply return things to the 

situation that forced the creation of the EMR secretariat in the 
first place.

E. FINANCIAL MANAGEMENT SECRETARIAT

The existing structure of the Financial Management Secr
etariat seems to be viewed as satisfactory by most officials in 
the government of the N.W.T. although some people expressed fear 
that the F.M.S. might expand its powers in the area of program 

analysis in a manner that would take authority away from the line 

deparments. This sort of uneasiness about the central agencies 

in the budgetary process, however, is common to all governments 
with an 'annual estimates' system of budgeting.
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The major changes relating to the F.M.S. thus have to do 
almost exclusively with expanding the organization to be able to 
effectively assume some of the "employer" functions currently 
performed by the Department of Personnel. If it should be decid
ed that a Public Service Commission is a good idea, and that the 

employer functions should be separated f::om merit functions, then 
the most logical domicile for support activities relating to col

lective bargaining, classification analysis, compensation analy
sis, etc. would be in an expanded Financial Management secret
ariat.

One organizational option is to expand the mandate of 

the Financial Management Board of the Executive Council to 

include personnel type functions. The F.M.B. would then simply 

become the Management Board of Cabinet (or the Executive Council) 
and would wear two hats depending on the circumstances: it would 

function as a committee on the expenditure estimates, responsible 
for program review and evaluation, as it does now; but it would 
also function as a committee of management for the Territorial 
public service - as the "employer".

The expanded role of the F.M.B. would naturally neces
sitate an expanded secretariat to provide the technical backup to 

the Ministers. One option would be to have two separate secret

ariats - F.M.S. pretty much as it is now, and a Personnel Manage

ment Secretariat to take on new responsibilities of the Board.

The possible problem with this option is that there is a need to 

carefully integrate and coordinate the collective bargaining pro
cess with the overall business of financial planning and the
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preparation of the Main Estimates - separate secretariat might 

end up somewhat in competition with each other thus reducing the 

effectiveness of the cooperation. An organizational alternative 
that could alleviate this would be to expand the existing F.M.S. 
(possibly renaming it the Territorial Management Secretariat or 

the Management Board Secretariat). Figure IV.5 is an attempt to 
summarize this option. Basically, there would be a single Secre

tariat headed by a Deputy Minister level Secretary to the Manage
ment Board, and two Deputy Secretaries in charge of a Financial 
Division and a Personnel Division. The former would be respon

sible for the same things currently mandated to the F.M.S. and 

the latter would look after classification matters, human 

resource planning, and compensation analysis. Labour relations 

would be best set up as a separate but compact division reporting 

directly to the Secretary but with technical input drawn from 

both the Finance and Personnel divisions.
While as can be seen from Figure IV.6 above, the Staff 

Training and Development function of the current Department of 
Personnel is tied to the Public Service Commission, another 
option would be to attach this responsibility to the Deputy 

Secretary, Personnel as well. The choice here does not appear to 
be critical, and in fact both styles of organizing the central 
training role can be found in other Canadian jurisdictions.
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F. THE DEPARTMENT OF GOVERNMENT SERVICES

The core programs of this Department are Supply Serv

ices, which include purchasing, warehousing and distribution; 
Office Services and Systems and Computer Services. These are all 
internal support services provided to the various Departments and 

agencies of the G.N.W.T. The apparent organizational "misfits" 
in this portfolio are the N.W.T. Liquor Control System, the Regi

stry of Motor Vehicles, and Petroleum Products Division. The 

logic of placing these functions, which are obviously not serv

ices to government departments, varies. P.O.L. and the Liquor 
System have been domiciled here because the activities of these 

divisions are basically akin to the purchasing, storage and dist
ribution role of Supply Services. However, in both cases the 
agencies are involved in a direct commercial relationship with 

the public of the N.W.T. This, is the sort of activity which 
might more effectively be placed in the semi-independent position 
of a crown corporation (the equivalent of an "Agency" or "Sched
ule C" Corporation in the Federal Government). A second option 
might be simply to place these "services to the public" in the 

Department of (Justice and) Public Services. The benefit of the 

latter option would be better economies of scale in the adminis

tration of the two agencies and the disadvantage would be that 
the independence of the agencies would be sacrificed.

The logic of tying motor vehicle licensing to the 
Department of Government Services is less clear.



498

Given that it is a fairly self contained operation, it can likely 

be attached to almost any Minister, but it certainly is not a 

Government Service. Many provinces domicile this function in 

their Departments of "Highways", "Transportation", etc., which in 
the N.W.T. would imply that the Motor Vehicles Registry could be 

attached to the Department of Public Works. However, the Highway 
division of D.P.W. is focused entirely on construction and 
maintenance, does not deal directly with the public in any 

capacity and does not have any regulatory responsibilities.
Hence, probably the best place for Motor Vehicles is whence it 

came in the Department of Public Services where other regulatory, 
inspection and licensing functions are performed.

Chart IV.4 is a revised model for the Department of 
Government Services that excludes P.O.L., the Liquor System, and 

the Motor Vehicles Registry. However, as suggested in another 

section of this chapter, the Payroll and Revenue activities of 
the Department of Finance would become the Financial Services 

Branch of Lhe Department of Government Services, and would be 
combined with Supply Services, Systems and Computer Services, to 
become a separate Government Services Branch under an A.D.M.

A second branch under another A.D.M. would be 

responsible for what can generally be described as Communication 
Services, and would include: the Bureau of Statistics and the 

In-Service Library from the Department of the Executive; and 

Information Services -(Public Affairs and the Government Printing 
and Publishing Services - and the Language Bureau) from the
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Department of Information; The fifth unit in this Branch would 
be the Office Services Division which is already located in the 
Department of Government Services.

The disposition of the Audit Bureau would depend upon 

the prefence of senior officials in either Nunavut or the N.W.T. 
It could be placed as it is shown on Chart IV.4 in a semi

independent position reporting to the Deputy Minister of the 
Department of Governmental Services, or as a separate division 
within the Government Services Branch.

2. THE PROGRAM DEPARTMENTS

While there are innumerable suggestions and proposals for 
interdepartmental reorganization that might be addressed at this 

point we will limit our comments to the few that cropped up most 

often inthe course of interviews and conversations with officials 
in the Territorial public service. These include the following 
program activities:

A) The "Public Services” component of Justice and Public 
Services and especially the "Cultural and Historical" 
sub-activities included in that department.

B) The Corrections activity of the Department of Social 
Services.

C) The Department of Health

D) the territorial parks function in the Department of 
Economic Development and Tourism.



500
J

E) the manpower development and training and post secondary 
and continuing education activities currently dispersed among 
several portfolios.

Each of these must be dealt with in turn although most 
of them are interrelated and in some cases related toi 

reorganizational options vis a vis the support departments 
discussed in the preceding section.

A. Justice and Public Services

Ihe core program activities of the Department of Justice 
and Public Services include the sorts of responsibilities 

normally associated in provincial jurisdictions with Departments 
of Justice and/or Attorneys General. These include providing the 
courts with support, providing legal services to the other 

departments and agencies, providing a legislative drafting 
service for the Executive Council, acting as legal counsel for 

the government, and offering constitutional, legal and criminal 
justice policy advice to the cabinet. The only activity on the 
justice" side of the Department of Justice and Public Services 

which is potentially severable is the Legal Registry. Many of 

the responsibilities assigned to this section of the department 
could be assigned to other departments —  land titles to a 

department of "Lands and Resources", corporate registration to a 
Department of "Consumer and Corporate Affairs" etc. However, 

because such specialized portfolios have not yet evolved in the 

N.W.T. (or Nunavut) and because the territorial jurisdiction of
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such matters is still severely restricted, the current practice 

of domiciling these responsibilities in the Department of Justice 

seems sensible. As these more specialized portfolios develop, 

and as Territorial Governments come to assume fuller responsibil

ities in the area of lands etc. the registry functions can easily 
be transferred to them. Furthermore as *;he N.W.T./Nunavut acqu
ires jurisdiction over provincial type matters in the area of 
Justice such as criminal prosecutions and interjurisdictional 

litigation it may be deemed necessary to divest the department of 
extraneous responsibilities such as the Registry and concentrate 

fully on consolidating the existing "Justice" activities and 

integrating the gradually evolving "Attorney-General"/"Crown-in- 
Right-of the N .W.T./Nunavut" activities.

Where the Department of Justice and Public Services has 

been called into question is with respect to the collocation of 
the "Public Services" activities in the same porfolio as the Jus

tice activities. None of the usually applied principles of 
departmentalization can justify, for instance, the linking of 
Museums, Libraries or Mine Safety with Legislative Drafting and 
the Courts. The only explanation for this rather unique practice 

is that it evolved that way historically, or that nobody could 
think of a better place to domicile such diverse and miscellan

eous governmental responsibilities.
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In fact the Public Services component of the current 

Department which is headed by an Assistant Deputy Minister is it
self composed of two quite distinct sorts of operations. On the 

one hand there are the "cultural-historical" types of responsib
ilities carried out by the Museums Directorate the Library Ser
vices Section and on the other there are the "regulatory- 

protective" responsibilities carried out by the Safety, Mining, 
Labour and Consumer Services units. It does not take particul
arly incisive analysis to conclude that there really is not a lot 

in common between the responsibility for Mine Inspections and 
that of running a Museum.

Hence one superficially obvious alternative to the cumb

ersome combination of Justice and Public Services —  the creation 
of a separate department of Public Services that would include 

all of the activities now under the direction of the Assistant 

Deputy Minister in the N.W.T. Department —  has intrinsic flaws. 
What ultimately will be required and what is reflective of the 
practice in most of the provinces is the creation of a separate 

department of "Culture and Historical Resources", "Culture and 
Recreation", or "Culture and Communication" which would assume 
the Museums and Libraries responsibilities of the existing 

Department of Justice and Public Services as well as (possibly) 
the Recreation and Sport component of the current Department of 

Local Government, (possibly) some of the communications responsi
bilities of the Department of Information and (possibly) Territ

orial Parks. This would still be a very small department and it 

might be initially difficult to justify the expense. However, in
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both the N.W.T. and the new Western Territory it is clear that 

cultural matters will have to be given a great deal of priority 
if the fragile historical and sociocultural distinctiveness of 

these jurisdictions is to be preserved and enhanced. In the long 
run the preservation and the development of such "heritage" res

ources will pay of not only in terms of cultural integrity of the 
peoples of the North but as well in terms of hard cash revenues 
from tourism, marketing of native crafts and art forms etc. Fin

ally especially with respect to the N.W.T., given that such a 
priority has been recognized in the establishment of a Ministry 

of Culture (although without any person year establishment) there 

would seem to be a compelling logic to the creation of a separate 

Department of Culture virtually immediately. It could be accomp

lished without significant cost by simply upgrading the current 
Assistant Deputy Minister's position in Justice and Public Serv

ices to a Deputy Minister level position, and by assigning exist

ing cultural and historical type person years to the new port

folio.
As to the problem of what to do with the remaining org

anizational odds and ends in the Public Services branch of 
Justice and Public Services in the long run most of the existing 
responsibilities will find a suitable domicile as the Territorial 

Governments evolve towards full provincial status. Labour Serv

ices will have to be expanded as the Territories enact their own 
Labour Relations Ordinances, and ultimately there will be either 

a discrete Department of Labour or at least a Labour component in 

a Department of Labour and Employment, or Labour and Manpower.
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Similarly the responsibility for Mine safety will ultimately be 

attached to a Department of Energy# Mines and Non-Renewable 
Resources# or Mines and Energy; and the responsibility for public 

safety and consumer protection will ultimately be domiciled in a 

Department of Consumer and Corporate Affairs, or Corporate 
Affairs and Consumer Services. However# 3uch a proliferation of 
portfolios at this time would not only be inefficient because of 

severe diseconomies of scale but likely also would be in large 

part ultra vires the Territorial Legislature.
Hence what is required is an interim solution— a sort of 

"Department of Odds and Ends" in which organizational components 

which have not yet achieved independent departmental status can 

be nurtured to maturity and at the same time continue to provide 

essential service to the public of the Territory. The current 
nomenclature— Department of Public Services could be retained, or 

as is the practice in a number of Canadian jurisdictions# a 
Ministry of the Territorial Secretary (ministry of the Provincial 
Secretary in B.C. and Saskatchewan, and Secretary of State in the 

Federal Government) could be created. Such a Department could 
then assume all of the regulatory-protective functions of the 
Department of Justice and Public Services, as well as sundry 
regulatory, licensing and commercial activities of the government 
such as Motor Vehicles, Liquor System, and Petroleum Products. 

Because the person years for all of these activities are 
currently alloted, the only additional human resource requirement 

would be one Deputy Minister level position which in all 
likelihood could be filled by an in service competition in the
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B. THE DEPARTMENT OF SOCIAL SERVICES

All in all the Department of Social Services is 

responsible for a set of services which are clearly interrelated 
both functionally and in terms of client group. The only 
exception to this, and one that was noted by some people 
interviewed is the inclusion of the Territorial correctional 
institutions in this portfolio. The logic of this as articulated 

by personnel in the Department of Social Services, is that one of 

the greatest needs in the correctional system of the N.W.T. today 
is for an increase in the use of community corrections techniques 

as opposed to institutional techniques. The former clearly 

require the full participation of personnel with a social work 
background, and if the correctional system in the N.W.T. is to be 

coordinated —  an integrated system of institutional and 

community based programs —  the most logical domicile for the 

penal institutions in the Territory is its current one.
A further argument in favour of the current location of 

the correctional institutes is that there was an expressed need 
to separate the apprehension, prosecution, and sentencing phase 
of the criminal justice cycle (the key actors being the police, 

the crown prosecutors, and the judiciary respectively) from the 
incarceration, rehabilitation and parole phases of the cycle.

The crux of this argument is that there is an alleged philosoph

ical or psychological approach implicit in the earlier phases of



506

the cycle which ie incompatible with the goals of the later 
phases. That the training required for effective performance of 
the rehabilitation and supervision of parole is linked to that of 

the social service workers in the Department of Social Services 
is Indisputable, but the more questionable assumption is that the 
institutional phase —  incarceration —  is also more closely re

lated to social work than to police work. The basic issue here 
is beyond the mandate of research into organizational develop
ment, and lies in the overall philosophy of imprisonment. (If the 

goal of incarceration is to protect society from potentially dan

gerous individuals then the role of prison staff is to "keep the 
prisoners inside" and the dominant actors are going to be armed 
guards. Un the other hand if the goal of incarceration is rehab

ilitation of the individuals then the role of the prison staff is 
to "reform" the inmate and see him (or her) back in society as 
soon as possible, and the training of the prison officials will 

have to be that associated with social work). Thus, depending 
upon ones vie» of the nature of the corrections function, the or
ganizational responsibility for the maintenance of correctional 

institutes could be assigned with equal justification to either 

Social Services or Justice.
The pattern in most of the provinces is for the respons

ibility over correctional insitutions to be assigned to the Dep

artment of Justice (or Department of the Attorney
General),although Alberta follows the Federal practice of linking 

corrections to the Solicitor General and Ontario has a separate 

Department of Correctional Services. The only Provinces which

follow the N.W.T.
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practice are Saskatchewan and Manitoba, both of which tie the 

correctional facilities to Departments of Social Services 
("Community Services" in Manitoba). In the case of these two» 

the historical reason for domiciling Corrections in the Social 
Services Departments is likely reflective of the ideological 
leanings of successive NbP governments which would tend to favour 

a more humanistic approach to the criminal justice process. In 
the case of the majority of the provinces which have opted for 
linking corrections to the earlier stages of the criminal justice 
cycle the justification would seem to be less ideologican than 
practical —  in essence the argument is that given the limited 

mandate of provincial correctional institutions (sentences of 
less than two years) inmates seldom stay longer than six to eight 

months» and there simply is not enough time to effectively rehab

ilitate anyone.

In the case of Nunavut» in the immediate post-division 
period there will likely only be one Territorial prison in opera
tion, the Daftin Correctional Centre, and as has been explained 

in an earlier section of this report, that institution is curr
ently run out of the region anyway. Hence, at the outset the 
burden of administrative responsibility for correctional facili
ties will not be great, and the ultimate decision as to the app
ropriate domicile for such matters will have to be based on the 
preferred philosophy of criminal justice —  ultimately a polit
ical judgement. However, the time to decide is at the start, 

before officials within the respective departments have time to 

develop proprietary interests in the activity and its attendant
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budgetary resource*,
In the N.W.T. there is no prima facie administrative 

reason for moving the responsibility for corrections from Social 

Services to Justice. However, in the course of wider inter
departmental reorganization.- if, for instance, the Department 

of Justice should lose its responsibility for the current "Public 
Services" activities, and Health and Social Services should be 
combined in a single department— such a transfer of responsibil
ity may become a consideration in order to achieve interdepart
mental "balance" of program respnsibilities and person year est

ablishment.

C. THE DEPARTMENT OF HEALTH

In the N.W.T. currently the Department of Health, while 

separate from the Department of Social Services, shares with that 

department a single Deputy Minister and a single Minister. One 

suggestion which did crop up from time to time in the course of 
the research interviews was that the two departments should be 
more fully integrated. Needless to say this view was not suppor

ted at all by the people in the Department of Health.
In defense of a separate Department of Health, it must 

be pointed out that most provinces follow this practice. The ex

ceptions are P.E.I., (Dept of Health and Social Services), Que
bec, (Ministère des Affaires Sociales, which includes Health Ser

vices) and the Yukon, (Department of Health and Human Resour
ces). Alberta is unique in that "Hospitals and Medical Care" are
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in one department and "Community Health" services are tied to
the social Services function*

In the N.W.T. currently the basic activities of the Dep

artment of Health are Health Insured Services, Hospital Operat
ions, and Health Programs and Standards. These are all functions 
generally associated with "Health" in othar jurisdictions. How

ever, in the N.W.T. there are considerably fewer Territorial hos
pitals, with the responsibility for hospital services (in the 
form of nursing stations) still falling within the jurisdiction 

of the Federal Department of Health and Welfare. Thus one of the 
major arguments put forward in support of a combined N.W.T. 

Department of Health and Social Services is based on the 
relatively limited responsibilities of the Department in all 

areas except for Health Insured Services. The point here is 

basically that greater economies of scale can be achieved if the 

administrative support units of the two departments were to be 
combined, while still leaving the program divisions separate.

Ir. tho case of post division Nunavut, these 

considerations may be even more convincing, when we take into 
account the fact that there is currently only one Territorial 
hospital in the Eastern Arctic, and that there will be severe 

staffing problems for management positions generally in the new 
Territory. While a separate Department of Health may emerge as 
Nunavut grows and as the Federal Government begins to transfer 

the responsibility for nursing stations over to the Territorial 
Governments, in the short run it may be that a combined 

department of Health and Social Services will be the best option.

«■am*.!
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One further argument in favour of a combined Department 
of Health and Social Services, at least through an interim per

iod, has to do with the need for community health programs, 

health information programs, and specialized health programs rel

ating to matters such as hygiene, health inspections, V.D., and 

in general, preventive health programs. These programs are curr
ently the largest component in terms of person years in virtually 
all southern departments of Health and that such programs are ne
cessary in the North is beyond question.

The difficulty with the current Department of Health is 
that it has no field personnel at all and the effective delivery 

of so called "community health" programs obviously requires 
people in the communities. Hence, until such time as the 

Government of the N.W.T. (or Nunavut) should decide to allocate 

the necessary field person years to the Department of Health, a 

short term option is to vest the responsibility for community 
health programs with CSSW's in the Department of Social 

Services. These people are already responsible for the delivery 
of programs such as those relating to alcohol and drugs, and they 
in fact provide a field presence in virtually all N.W.T. 

communities. Thus by combining the Departments of Health and 

Social Services operationally right now, the effective provision 
of community health services could be achieved and maintained 

until such time as the Department of Health gets its own field 
personnel.

Finally, if either of the post division Territories sho

uld opt for combining of the Department of Health and Social Ser

vices, it should be clear that the linkage can be close adminis-
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tratively, with shared admin and financial support units, and 

operationally in the delivery of community health and health inf
ormation programs, the Health Insured Programs Division should 

remain an independent and separate unit within the Department.

The activities associated with the delivery of such programs inv

olve assessment of medical services claims, the settlement of 

disputes relating to such claims and to the eligibility of 

claimants all of which have an aspect of quasi-judical 
authority. Hence such a process should be insulated from the day 

to day operations of the department or even, as is the case in 
many jurisdictions placed under the direct control of an 
independent Medical Services Commission, or Health Insurance 

Board.

D. TERRITORIAL PARKS

The responsibility for Territorial parks in the N.W.T. 
is vested In the Department of Economic Development and Tourism, 

where it shares a division with Tourism. The logic of this org
anizational domicile for Territorial parks is that Parks are lin
ked to Tourism in the sense that they are one of the things that 
attracts people to the North. The contrary view, and one which 

was mentioned by several senior officials in a number of differ

ent portfolios, is that parks do not belong in a Department of 
Economic Development but rather should be tied to either the 
Department of Renewable Resources or linked to Recreation, which 

is currently in the Department of Local Government.
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The root of the argument in favour of a parks branch lo
cated in a Department other than Economic Development and Tourism 

is in a slightly different view of the nature and function of 

Parks. Basically, if parks are seen as preserves— as oases of 
wilderness to be kept in their, natural state, it does make more 

sense to place cne responsibility for running them in the same 
hands as those responsible for the conservation of wildlife, 
water etc. On the other hand if Parks are seen as "facilities" 
to be used by tourists, then there is a greater logic for tying 

them to the Tourism Division of Economic Development and Tourism.
The practice in the other jurisdictions in Canada is for 

the most part to place Tourism, as in the N.W.T. with the depart
ments dealing with economic development, small business etc. 

However, in no province is the responsibility for parks tied to 

the tourism function. In the provinces and the Yukon, we find 

that the Parks function is located in either a Department of Rec
reation (Recreation and Parks, Alberta, Culture, Recreation and 

Youth, Newfounoland) or in a Department of Resources (Ministry of 
Natural Resources, Ontario, Lands and Forests, Nova Scotia. Some 

jurisdictions also make a distinction between Historic Parks and 
sites and other Parks and others lump them together.

While on the one hand there is the debate as to whether 
Parks should be user oriented or preservation oriented, even af

ter determining that parks should be user-oriented, the second 
level of the debate involves "to whose use are they to be dedic

ated?" In the southern provinces the collocation of Parks and 

Tourism is avoided because it implies a conclusion that the parks 

are being run for outsiders —  for tourists —  and not for the
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people who live in the Province. Hence, most jurisdictions opt 

to connect the Parks function to the Recreation function thereby 

implying the far more politically acceptable notion that parks 
are a service being provided for the enjoyment of the province's 

people and only incidently are they an attraction for tourists.
Thus, while the fact that no other government in Canada 

does it in the same way as the N.W.T. is no (prima facie) admin

istrative reason for changing the practice here, it may be 
that the Legislative Assembly of the post division Territories' 

will opt to separate the Parks and Tourism functions for 
political reasons. In this event the most logical domicile would 
seem to be either in the Department of Renewable Resources or in 
the event that a Department of Culture or Culture and Recreation 

is created, within that portfolio. In the short run, in Nunavut 

the problem may be a purely academic one for most of the 

Territorial parks in existance today are in the Western part of 

the N.W.T. In the longer term however, the chosen domicile for 
the Parks function will be determined by the parks philosophy 

adopted by the Territorial representatives.
Moreover whatever the outcome, it is still clear that 

there will be a continuing need to coordinate the park planning 

function in such a way that the needs of the tourism industry, 
the recreational requirements of the people of the Territories, 

and the local commitment to the preservation of wilderness and 
conservation of wildlife species are all weighed in the decision 

making process.



D. MANPOWER DEVELOPMENT AND TRAINING

One comment frequently received from officals 

interviewed was that the training function in the N.W.T, was 

distributed among a number of separate portfolios and that it 

should be amalgamated in a sort of ''Department of Training". The 

basic criticism of the status quo seems to fall under two broad 
headings: 1) that there is unnecessary duplication of effortj 
and 2) and that there is a lot of confusion in the minds of 

potential clients of training programs as to where to go to get 
some advice about these programs. The feeling is that by 

combining all of the training responsibilities in the Territory 
in a single department that the duplication of effort could be 

eliminated and at the same time the potential client would have a 
single clearly defined place to go for help.

This problem was addressed by a Working Committee on 
Training Coordination which recommended to the Territorial 

Government in June, 1983 that a Department of Advanced Education. 
Employment and Training be established. The core of this new 

department would be composed of person years taken primarily from 
the Manpower Development Division of the Department of Economic 
Development and Tourism, although training personnel from all 
Departments are to be included. The responsibility for Thebacha 
College v.*ould also be transferred to this new Department and the 

recommendations see as well the resonsibility for new Territorial 
post secondary educational institutions including universities to 
be assigned to this agency.
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Whether these recommendations are adopted by the N.W.T. 

or for that matter by Nunavut after Division is a programmatic 
rather than simply organizational question and as such beyond the 

mandate of the sub-committee. However, a few points about these 

recommendations should be addressed because of their 
organizational implications. First, the unique feature of the 

new department is that it would combine the responsibility for 

the planning and development of training programs with the 
delivery of those programs. This will mean that the process of 
Human Resources Planning, will be separated from the broader pro

cess of planning and implementing an overall industrial develop

ment strategy for the Territories'. It is possible to argue that 
the identification of manpower needs and the development of spec

ific training programs should not be tied to the delivery of the 

programs as much with the broader economic development policy 
considerations, and hence the Human Resources planning phase of 

training should remain in a Department such as Economic Develop

ment .
Secondly, while it is generally accepted that vocational 

training schools should cater to the specific human resources 
needs of the commercial and industrial employers in the economy 
at large, to place an as yet unborn Territorial university in the 
same bailiwick would serioulsy inhibit its role. Universities 

must to some extent reflect the needs of the market place but it 
is of the essence of a university that it be permitted to seek 
and impart knowledge without direct interference from govern
ment. The function of a university is most definitely not

/

/
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"training" and to fetter it with the responsibility for filling 

the manpower needs of the North would negate its "universality". 

Most provinces place the responsibility for Universities in the 

hands of semi-independent boards or commissions, and while these 
boards must report through a Minister to the Legislature, they 

normally do not operate as a line branch of a program depart

ment. A similar option should be considered by the N.W.T. or 
Nunavut at such time as they decide to create a university.

The third point here has to do with the advisability of 

creating an entirely separate Department of Advance Education, 
Employment and Training. While it is a good idea to bring toget
her the various programs relating to training, apprenticeships, 

adult education etc., will the resulting organization be large 
enough to merit full fledged departmental status. Certainly in 

the smaller jurisdiction of Nuanvut, and even in the N.W.T. at 

the outset better economies of scale would be achieved if the 
"training department" were to be set up as a discrete "division" 

with an existing department such as Education.
Finally, a distinction must be made between the training 

function within the Territorial public service and the general 
training function. While some of the training requirements of 
the various departments of government could be met by simply 
accessing the programs being provided by a Department of Advanced 

Education and Training, still others should be left to the 
Departments themselves, or to the Department of Personnel. In- 
service training is a component of the internal workings of every
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organization, whether private or public sector and should not be 

usurped by an Nall purpose" training department, Moreover, the 
in service training activity is one of the tools employed by man

agement in encouraging and rewarding employees and in effectively 
seeing to the long term staffing needs of the organization.

Hence while it is clear that there should be coordination between 
the training programs of the various government departments and 

of the central training components of the government, and the 

general training and advanced education programs being administ
ered by the Department of Advanced Education Employment and 
Training, there will still be a need for discrete in service 
training activities.

This concludes what is a fairly quick and selective look 

at some of the options for reorganizaton, rationalization and in

terdepartmental transfers of activities. These recommendations 
or suggestions have been addressed in a speculative manner and 

must be viewed less as firm proposals for change than as organ
izational quirks and problems that have been identified. For 

either the Government of Nunavut or the Government of the N.W.T. 
to act on any of these would require much more extensive analysis 
of the problems and the full participation of personnel in the 
departments.



FIGURE 4.1
EXECUTIVE COUNCIL SECRETARIAT

ADMINISTRATIVE RETORTING RELATIONSHIP
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FIGURE 4■2
EXECUTIVE COUNCIL SECRETARIAT - "LEAN" MODEL



FIGURE 4.3
EXECUTIVE COUNCIL SECRETARIAT - WITHOUT REGIONAL OPERATIONS



FIGURE 4.4
GOVERNMENT SERVICES - SUMMARY CHART



FIGURE 4.5
MANAGEMENT BOARD SECRETARIAT
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FIGURE 4.7
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FIGURE 4.8
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Division tnd the Ftdtra 1 Government

Introduction;

While the main focus of the work of the Leg is la t ive  Ass

embly's Subcommittee on D iv ision Is on the Impacts of d iv is ion on 

the administrative and pi 11t1ca1 structures of the NWT, I t  1s 

also clear that the Inst i tut ion  of two te r r i to r ia l  governments 

where at present there I s  but one wil l  have an Impact on the 

federal governments northern component. The HlcklIng-Johnston 

Report commissioned by the Assembly's Special Committee on the 

Impact of Divi sion addressed th is  part icular point but concluded, 

somewhat c rypt ica l ly ,  that there would be " l i t t l e  or no change In 

federal government expenditures should a d ivi s ion of the 

te rr i to r ie s  occur... "  The Report goes on to say that " . . .A  

div is ion  of the te rr i tor ies  may well permit the federal 

government to better tune I t s  po l ic ies  which may actua lly  result  

1n cost sav ings . . . "  While the latter may seem a t r i f l e  opt imist

ic,  1n general, the conclusion that d iv is ion wil l  not have a s i g 

n i f icant  Impact on direct federal a c t iv i ty  1n the North 1s l ike ly  

accurate. After a l l ,  the federal programmes are being delivered 

now, and the presence of two te r r i to r ia l  governments will not 

affect the incidence or size of those ex isting  programmes. How

ever, the Hickling-Johnston Report devoted but two short para

graphs in a 100 page document to this question and it  is the fee

l ing  of the sub-committee that this issue should be examined a 

bit more careful ly . Firs t however, it is appropriate to comment
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br ie f ly  on two questions: 1) why Is  the Impact on d iv i s ion  on

the federal government even of concern to the Government of the 

N.W.T.Î and, 2) are there potential  determinants of 

federal government growth 1n the North that were not considered 

by the ear l ier consultant ' s  report?

There are two answers to the f i r s t  of these questions. 

F i r s t ,  the c re d ib i l i t y  of the te r r i to r ia l  government and of the 

Constitutional Al l iance depends upon the comprehensiveness of 

their planning for d iv is ion.  From a number of Interviews with 

o f f i c i a l s  in federal departments both 1n Ottawa and In Yellow

knife 1t Is clear that no federal departments are even looking at 

the Impacts of d iv is ion  let alone act ively planning for  It.

Thus I f  div is ion Is  to occur f a i r l y  quickly, the Leg is la t ive  

Assembly and the All iance must be more prepared than the federal 

departments right from the start .

The second answer to the f i r s t  question 1s related to 

the capital  costs of establi shing a te r r i to r ia l  seat of govern

ment 1n the eastern Arctic. The costs of expanding and upgrad

ing Infrastructures In the capital  of Nunavut w i l l  be 1n part de

termined by how many new people wil l be working and l i v i n g  there. 

A sewage system, for instance, 1s insensit ive to whether it 1s 

being used by federal or te r r i to r ia l  bureaucrats.. .the problem is 

to determine how many people in total wil l  avail themselves of 

i t s  services. Thus, the costing of the new capital wi l l  be fac- 

i l l i t a t e d  by a f a i r l y  accurate assessment of not only HQ te r r i t o 

r ia l  o f f i c i a l s  and their famil ies but of federal personnel in the 

capital  as wel1.

The answer to the second question :'why would the 

federal goverment's cost in the North be increased by D iv i s ion? ' ,

‘ш****к&л;.
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is more complex. The Hlckling-Oohneton Report- Identified one 
potential cause of federal coat increases after division*

► ™ С Г 9 а а е я  '"«У result by (sic) the necessity of
the federal government to deal with two territorial 
governments Instead of one in the NWT...(p25)

In this context, federal agencies providing direct services to 

the territorial government currently would be expected to incur a 
greater workload and hence greater cost if dealing with two nor

thern governments. The Auditor General of Canada for instance 
whose office currently provides post audit services to the 

G.N.w.T. might be expected to experience some cost increase and 

in a similar manner the federal personnel involved in processing 
the estimates of the G.N.W.T. would have to process two sets of 

estimates after division. However, such factors would likely

result in minimal cost increases-- there is usually enough slack
in federal agencies to allow for some increased workload without 

substantially increasing the person year establishment. More
over it must be added that such cost increases related to direct 

federal services to territorial government would be incurred in 
Ottawa and would not likely see any significant PY growth in the 
North itself. Finally, with the increased devolution of 

authority to the territorial government and with current propos

als for formula financing, it is conceivable that the federal ag
encies might soon be relieved of the responsibility for direct 

involvement in the territorial budgetary cycle with a consequent 
reduction in overall federal costs.

At another level there may be some increased federal 
costs associated not with the direct provision of services to
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Northern governments, but with the need to carry on ongoing 
intergovernmental co-ordination and consultation. Many 

federal departments are engaged in shared cost programmes or pro
grams which overlap significantly with programmes of the
O.N.W.T. and the effective delivery of services to the public in 

the North requires that federal and territorial officials 
co-ordinate their efforts. Hence, federal agencies such as 

Employment and Immigration, C.M.H.C., D.R.I.E. will ultimately 
have to deal with two governments with a consequent increase in 

work Load. On the other hand, much of this co-ordinative function 
is carried on from Ottawa, and in all likelihood the extra 

workload could be absorbed by the existing personnel. In any 
event at least part of the cost increases and PY growth would 
likely be incurred in the south and not in the North.

Finally, it is likely that some increased federal 
presence in the new capital of Nunavut will be necessitated in 

agencies such as the CBC. With a second government in the 
North, there ./ill be at least twice as much political news to be 
reported, and it is unlikely that the additional workload can be 
absorbed entirely by the existing staff. Because of its status 
as a proprietary crown corporation the CBC's increased costs will 
be determined by internal corporate policy and not by the federal 
government per se. Nevertheless, it is certain that division 

will necessitate at least a few additional personnel in the new 
capital and this will have to be allowed for when we are doing 

the estimates of potential population increases in the seat of
government.
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The conclueion here therefore» le that there will be 

some increase In the federal costs and in federal person year* as 
a result of the senior government having to deal with two govern

ments instead of one» but that the judgement of the 
Hlckllnq-vJohnston Report - that such increases will be minor - is 

fairly accurate. However» there are other potential determinants 

of federal growth after division which were not considered by 

that report and these must be addressed.
The creation of a new territorly in the eastern Arctic 

will have a direct effect on population size. This is in part 
because of the immediate influx of people to staff, the territor
ial administration. A secondary factor contributing to the pop
ulation increase in the capital of Nunavut will be the develop
ment of service industries to cater to the headquarters personnel 
of the territorial public service. The point here is that there 

will definitely be linear growth in federal agencies delivering 
services to the public directly simply by virtue of the fact that 
the "public " will be considerably larger. Thus the Post 

Office» Transport Canada» the R.C.M.P. and to a lesser extent 
perhaps» departments such as Employment and Immigration and 
Justice potentially would require expanded person year establish

ments simply in order to serve the increased population of the 

capital of Nunavut.
At a different level» even for departments which do not 

experience an increased workload because of either direct deal
ings with the new territorial government or because of linear in-

-- '• v
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craasas in tha population for which thay muât provida a service, 
thara will atill ba praaaura for a «aryInal incraaaa in paraon 
yaara «imply to eatabliah tha “federal presence” in that pro
gramme araa in the now territory. Here the cauaa for creating 

regional or dlatrlct office» 1» not operational requirement but 
the symbolic or cosmetic need to "show the flag*. Paraon year 

growth aa a result of this sort of phenomenon will not happen im

mediately, not will the delay of such growth seriously impair the 
performance of departmental functions in the new territory but in 

the long run virtually all of the federal departments and agen
cies with offices in Yellowknife might be expected to replicate 

themselves in the capital of Nunavut.
Finally, a factor linked to some extent to the symbolic 

justification tor the establishment of regional or district 

offices in Nunavut, is the universal pathological tendency of bu
reaucratic organizations to grow. senior managers in the 
federal departments will ultimately recognise the second capital 

in the north аь a justification for expanding the empire, and 
while it may not occur immediately, one need not be overly cyni

cal to predict that it most certainly will happen at some point 

in the not too distant future.
The conclusion, therefore, is that while the authors of 

the Hicklinq-Johnston Report were right in their suggestion that 

at least in the short run there is no immediate need for federal 
departments to grow as a result of division, in the long term 

there very likely will be some person year expansion in the form
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of linear increments in the establishments of "service to the 
public" agencies, and in the form of new regional or district 

offices that mirror the ones in Yellowknife at the present time, 
we must now move to a more detailed examination of the federal 
departments and agencies in the North currently and to attempt an 
assessment of their potential for growth as a result of the créa» 
tion of Nunavut.

Research Methodology

There are a number of federally produced documents which 

provide data on the role of the various Government of Canada de

partments in the North. The most significant is the Annual Nor
thern Expenditure Plan 1982-B3 which is produced by the Depart

ment of Indian Affairs and Northern Development. This large and 
extremely detailed compendium of facts on government in the 

N.W.T. and the Yukon provides aggregate data on the expenditures 

of governments in the north and gives numerous helpful break
downs of budgetary information as well as highlighting trends in 
government expenditure. What makes ANEP especially useful for 

our purposes is that it also addresses the activities of governm
ents in the north in terms of PY establishments of the various 
departments of the three governments. The ANEP also provides 

detaled breakdowns in tabular form of departmental activities in 

the north within a multi-year context. The only weakness of the 
ANEP document for our purposes is that it does not not give 

breakdowns of person years by department by community, which is 
necessary if we are to be able to identify additional federal PY

/
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requirement* in the poet division N.W.T. A further problem with 
ANKP is that there are numerous discrepencft* between the 
information coming from thm Нлпдг^яапм ‘MríCtly end that 

contained with the ANKP report.These could be errors in the 

gathering and collating of the data* they could be derivative of 
different systems of classicication of dita, or they could be a 

result of the aging of the information and a too great time lag 

between collecting the information and publication of the report.

The second major document that provides aggregate data 
on the federal government's presence in the North is the annual 

Government Activities in the North, also published by DIANU.

This however, is focussed more on the provision of general infor
mation as to what programs are being delivered to people in the 
North and does not address the more technical questions of spend

ing and Government Employment. Moreover, this report does not 
specify whether the programs are delivered in the north or from 
Ottawa and other regional offices in the South.

The Hai.i Estimates provides the most technical and the 
most accurate information on federal government expenditures and 
person year allotments by program, but again the weakness of this 

information for our purposes is that neither spending nor PY data 
are broken down by community or region in the N.W.T. The same is 
true of the annual reports of the departments themselves for 

while some departments even provide a special annual report 
dealing with their specifically northern activities, none of them

/
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give rifttailed PY breakdowns. Moreover, annual reports are con
cerned more with the past than with the current situation and 

usually by the time they are published they are out of date.
While the above documentary sources are helpful in vari

ous ways in getting the total picture of the federal government's 

activities in the North, they do not provide the sort of informa
tion required to assess potential PY cost increments resulting 

from the creation of Nunavut. As a result it has been necessary 

to deal directly with officials of the federal departments in or

der to discover how many federal public servants are actually in 
the north and whether they are in communities that will be Nuna

vut or in the western territory.
The research staff of the sub-committee has thus spoken 

with officials from every federal department with a presence in 

the N.W.T. Those interviews were conducted by phone or in per
son with individuals in the N.W.T., in regional or district off
ices in Vancouver, Edmonton, Winnipeg or Regina, and in Ottawa- 

Hull. E o j.' t h o  most part departmental officials were most help
ful and cooperative and expressed interest in the scope and in

tentions of the research.
The following section of this report will provide a sum

mary, department by department of federal person years in the 

Northwest Territories. For each department we have attempted 

to identify the basic organization as it affects the N.W.T. and 
Nuanvut, the breakdown by community and by program (where rele
vant) and a speculation or concrete departmental plans for adjiPt-

ing to the post division situation in the north that could be
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gleaned from our interviews.

Canada Post Corporation
The basic aim of the Canada Post Corporation is to prov

ide mail service at equal cost to all Canadians, and this includ

es even those residing in extremely remo.e communities in the far 

north.
l) Organization - The N.W.T. is served by two Posta 1 

Regions, the Quebec Region and the Western Region. The western 

portion of the N.W.T. is served out of an Area Office in 
Edmonton, and is broken down into three separate postal zones - 

the Yellowknife Zone which serves Kitikmeot and the Keewatin as 

well, the Hay River Zone and the Inuvik Zone. The eastern 
Arctic is managed by a Supervisory postmaster in Frobisher Bay, 
but it is not a separate postal zone. Organizationally, it is 

tied to an Area Manager in Val D'or Quebec.

Person Years By Activity (Total N.W.T.) 

Administration 12
Postal Clerks & Postmasters £4

Total PY's 96

iv) Future Plans - As of April 1, 1983 the Keewatin

Area became part of the Yellowknife zone. Previously it was the 
responsibility of the Zone Postmaster in Thompson, Manitoba.

This change was the result of a policy to4northernize' the postal 

system. However, there are no specific plans at the present to
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CANADA POST. 

Yellowknife Zone

Person Years By Location

Yellowknife Central Arctic Keewatin Area Total YK Zone

Yellowknife 17 Cambridge Bay 2 Baker Lake 1 35
Lupin Mine 1 Coppermine 1 Coral Harbour 1
Rae 1 Gjoa Haven 1 Eskimo Point 1
Snowdrift 1 Holman Island 1 Rankin Inlet 2

Pelly bay 1 Whale Cove 1
Spence Bay 1 Chesterfield Inlet 1

Total 20 7
Repulse Bay 1

8

cont. ..
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CANADA POST Person Years by Location

Hay River Zone Inuvik Zone Eastern Arctic

Hay River 7 Inuvik 7 Frobisher Bay 8

Simpson 3 Ft. Norman 1 Cape Dorset 1
Pine Point 3 Ft. Franklin 1 Lake Harbour 1
Ft. Smith 5 Ft. McPherson 1 Pangnirtung 1
Ft. Providence _1 Ft. Good Hope 1 Hall Beach 1
Total 21 Aklavik 1 Pond Inlet 1

Tuktoyaktuk 1 Igloolik 1
Sachs Harbour 1 Resolute Bay 2
Norman Wells 1 Clyde River 1
Arctic Red Rive r _L Broughton Island 1
Total 16 Arctic Bay 1

Grise Fiord 1
Polaris Mines 1
Mound Bay 1
Eureka 1
Sanikiluc , __1
Total 24
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upgrade the Frobisher Hay office to a separate zone# nor are 
there any contingency plans that would take into account the 
implications tor the Post office of a divided N.W.T.

v) Comments - With the creation of a second seat of 
government in the eastern Arctic, there will ciearly be a 

significant increase in the total volume of mail into and out of 

the centre, and furthermore there will be a significant rerouting 
of the flow of mail from the eastern communities to the new 

capital. With a potential decline of the volume to mail to 

Yellowknife and an increase of volume to the new capital it may 
be deemed advisable to upgrade the eastern Arctic to a separate 

zone and certainly to increase the staff of the Post Office 

selected as the new Nunavut capital. However, based on the 

current establishment of the Yellowknife Office, the total 
increase in person years would not be more than four to six in 

Frobisher, for instance, and this could conceivably be offset by 
a marginal reduction of staff in Yellowknife.

Department of Communications

The department is responsible for all aspects of author
ization, licensing, frequency assignment, inspections and spec

trum management under the Radio Act. The Ft. Smith office also 
operates a monitoring station.
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i) Organization
Ft. Smith is a sub-off ice reporting to the 

District Office in Yellowknife, which in turn reports to the 

Reuional Office in Winnipeg, Manitoba.
ii) Person Years Byt Proaram/Activitv/Location

Program: National Telecom:,unications

Activity :
Administration 

Inspectors 

Total Py's (6) 

i i i ) Future Plans
No indication at this time of plans for expan

sion into the eastern territories with or without division.

Yellowknife

2

2

~

Ft. Smith 
1 

1

~ T

Department of Employment & Immigration
This department is responsible for providing all employ

ment and immigration programs in the North, including: 
Employment training, direct job creation, unemployment insur
ance, national employment service and all immigration programs, 

i) Organization
Yellowknife is a Directorate (sub-region) which 

reports to the Edmonton Regional Office. There are several 

field & branch officers all reporting to Yellowknife.



11) PY*s Program/Act1v1ty/Locat1on

Ft. Simpson Ft. Smith Frob. H/R Inuvlk Rankin
I Admin. Program (Branch) (Branch) (Field) (Field) (Field) (Branch) 

Activity: Admin.
& Accts. Recv. 1 1 1

I I  Employment &
Insurance Program 
Activity:
(a) Employment 

Training
(b) Direct Job 

Creation
(c) Insurance 

Benefits Ser.
(d) National 

Employment 
Serv. Program
Admin. 2 3 5 1 6 1

I I I  Immigration 
Programs

Total PY's (81) T * ~3 T  *T T  "T

YK

13

6

6

6

27

60
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ill ) Future Plans
No p 1 a né el this litTis f or expansion into the eastern 

Territories should division occur,
iv) Comments

Increased population in a Nunavut seat of government 

could increase the P.Y.'s in that commun’.ty by two or three. How

ever, these would be operational people only. Certainly in the 
short term there is no reason that most programs in the eastern 
Arctic couldn't continue to be administered from Yellowknife as 

at present. The exception here would be in the area of joint 
Federal-Territorial programs which require ongoing intergovern

mental liaison. Such programs would require federal personnel to 

be located in the Nunavut seat of government in order to nego

tiate and administer joint Federal-Nunavut activities.

Energy Mines & Resources (EMR)
Eton hc.s three branch responsibilities in the Northwest 

Territories: Conservation and Renewable Energy, Surveys and Mapp

ing and Earth Physics Branch (SEISMIC).
(A) Conservation & Renewable Energy

This branch of EMR is responsible for providing techni

cal, economic and general information and advice to the public 

concerning EMR's programs. They also deliver various conserva
tion and renewable energy programs (eg. C.H.I.P. & C.O.S.P.)



16

Yellowknife is a Branch Office, reporting to the Re

gional Office in Edmonton.

ii) Person Years Byt Program/Activity/Location 
Program; Conservation & Renewable Energy

i) Organization

Activity Yellowknife
Management 1
Management Support 3
Energy Project Management 3*
Service to Public _3_
Total PY's (1U) 10

* Two of these three positions are contract persons reporting di
rectly to Ottawa.

ii i) Future Plans

No plans, at this time for expansion into the east

ern Territories should division occur. It was suggested that 
the need did not warrant an eastern office. -

(B) Surveys & Mapping Branch

This branch of EMR is responsible for ensuring national, 
territorial and provincial boundaries are correctly positioned, 
marked and maintained. They also survey federal lands, maintain 
Canada lands records, provide, produce and distribute 

geodetic, topographic and geographic information (i.e. Maps, 
charts and aerial photographs).
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Yellowknife is a Branch Office» reporting directly

i ) O r g a n i z a t i o n

to the Supervisor General in Ottawa.

ii) Person Years By» Program/Activity/Location 
Program» Canada Lands Surveying
Activity t Yellowknife -----Ï-----Land Bouderies 
Legal Surveys 
Administration

1
3
1_
6

Canada Land Records 
Total PY's (6)

i i i) Future Plans

Forecast to year 198B is still six (6) person 
years. No more will be required. No need for eastern office, 
according to departmental officials

Environment Canada

The department of Environment has five main areas of co
ncern in the N.W.T.. Parks Canada, Inland Waters, Atmospheric 

Enivornment Service, Canadian Wildlife Service, and Environmental 
Protection Service.

A) Parks Canada

The department evaluates geographical areas to determine 
their potential as National Parks and landmarks. It also manages 
the existing national parks in the N.W.T.



There are three (3) National Parke in the N.W.T. 

Each report* independently to the Regional Office in Winnipeg.
I

There is also a small planning and liaeon office in Yellowknife. 
Parks : Nahanni

í) Organ1 tat ion

Wood Buffalo (Ft. Smith)

Auyuittuq (Pangnirtung)
ii) Person Years By Activity/Location

Activity: Yellowknife Nahanni Wood 
Ruf falo

Auyuittuq

Administration 4 8 3
Maintenance 3 8 1
Visitor Services 
Resource Con-

4 1
servation (wardens) 

Planning & Liason 3
3 14 5

— — ' —

Total PY's (57) 3 10 34 10

i i i ) Future Plans

No plans to change organization should division occ
ur. However, there will be a need tor one or two person years 

to staff a planning and liaison office in the eastern capital, to 
deal with Nucivut Parks officers.

!

!
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tí) Atmospheric Environment Service (AES)

AES is the federal agency that provides services and infers: 
tion pertaining to the weather, climate, ice and air quality,

i) organisâtion

The N.W.T. is divided into three areas. bach 
sub-office reports independently to its Regional office in either 
Edmonton, Winnipeg or Toronto.

i i) Person Years by Activity/Location

(Four sub-offices in Western Area only.]

Activity YK Cape Cambridge Ft. Inuvik Hay Resolute Tuk Hall
Perry Bay Smith River Bay Reach

Management 1 1 1
Technical 5 3 1 2 2 a
Supervisors 1 2 1 1 2 1 1 1

Operators 3 1
Scientific &
Profess ional 2 1
Total PY's 7 6 4 1 3 1 3 3 2

D
iii) Future Plans Q

No plans to change organization should division occur.
0

i i



C ) Inland Waters
This branch plans water resource studies, develops pro

grams to reduce flood damage and improve water management, 

advises the Territorial Government or. water planning and manage
ment matters, and participates in assessments of environmental 

effects of development projects, 

i) organization
Yellowknife is a directorate, reporting to Regional 

utfice in Regina, Saskatchewan. The other centers are 

sub-offices reporting to Yellowknife.
ii) Person Years By Activity/Location

Activity YK Inuvik Baker Fort Fort
Lake Smith Simpson

Administration 5
Technical 14 A .
Total PY's 1У 4 2 3 3

(31 )

i i i) future Plans
No plans to date for any change should division

occur.
iv) Comment

Inland Waters is one of the provincial-type respons

ibilities that could be delegated to the Territorial Government 

in the near future. In the event that this should occur, there 

may well be an overall reduction in the PY establishment of the 

federal government in this area in the North.
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D) C a n a d i a n  W i l c U l t e  S e r v i c e  (CWSj

CWb conducts research, manages and administers programs 

under the Migratory Birds Convention Act and the Cahádã Wi id,Ilfs 

Act. The service co-ordinates federal, provincial and territor

ial action on common wildlife problems. It also conducts sur

veys and does research on wildlife specits and their habitats, 

i) Organization
Yellowknife is a sub-office reporting to the 

Regional office in Edmonton. Yellowknife is responsible for all 

activities in the N.W.T.

ii ) Person Years by Activit^/Location

Activity Yellowknife
Management 1
Technical l
Total J

iii) Future Plans
Edmonton regional office suggested that a possible

six (6) new positions would be added in the next few years.

iv ) Comment
The department of Renewable Resources (G.N.W.T.)

currently bears the major responsibility for the management of 
wildlife in the N.W.T. (except migratory birds) and officials in 

that department feel that any increase in the CWS establishment 
in the North would run counter to current trends towards greater 

devolution of authority to the Territories. Certainly there are
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no short term imperatives that would necessitate an increase in 

CWS personnel in the post division N.W.T.
C ) Environment Protection Service

EPS ensures that the federal government 's environmental 

protection regulations are enforced. The service is concerned 

with controlling air and water pollution, managing the disposal 
of waste, assessing and controlling the environmental impact of 

pollutants and handling environmental emergencies, 
i) Organization

Yellowknifwe is a district office, reporting to 

Regional Office in Edmonton. Frobisher Hay and Norman Wells 

report to Yellowknife.
ii) Person Years by Activity/Location

Yellowknife Frobisher Hay Norman Wells
Management 10 1 1
Technical 5
Support Staff 3 ___
Total PY's (2Ü) 18 1 1

i i i) Future Plans
No plans to date concerning any departmental 

changes due to division. In the short run current programs 
could continue to be administered (as now) from Yellowknife.



Fisheries and Oceana
This department is responsible for fisheries research 

and management in the North, implementation of oceanographic and hyd

rographic programs, enforcement and inspection programs, 
i) Organization

Yellowknife is the Arctic Operations Directorate, 
reporting to the Regional Office in Winnipeg, Manitoba. The other 

locations report to Yellowknife.
ii) Person years By Program/Activity/Location

Activity Frobisher Pond Rankin Hay Inuvik YK
bay Inlet Inlet River

Fisheries Enforce
ment officers 2 1 2 5 2 4
Maintenance 1
Biologists 1 1 1
Administrât ion 1 4
Inspection Officers* 
Technicians* 1
Total PY's (28) 3 1 2 11 2 9

* These three positions are responsible for inspect ing comercial
activities throughout the N.W.T. (i.e. fishing boats, fish plants

etc.) and they report directly to the Regional Office in 

Winnipeg.

I
I

i i i ) Future Plans
No plans at this time for expansion into the eastern 

territories should division occur. Most of the activities of 
the department are strictly operational and do not involve direct 
lings with the territorial government.

D
3
0

I
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This department is responsible for providing acute 
treatment care and preventive health services to the population 
of the Northwest Territories. It is also responsible for 

administering the Territorial Hospital Insurance Service Plan. 
The Territorial Health Care Plan and supplementary health 
programs.

Health and Welfare Canada

i) organization

Yellowknife is a Regional Office which reports
directly to Ottawa. There are four (4) zones in the N.W.T. thaï
report to Yellowknife •

ii) Person Years By Proqram/Activitv
Administration 76
Community Health 235 (Nursing Station Staff
Dental 14
Hospital Services 117
Alcohol & Drugs 4
Environmental Health У
Total PY ' s 455 (incl. 13 in Churchill

Manitoba)
iii ) *Employees by Location (Not PY's)

Keewatin Zone Baffin Zone
Zone H.Q.-Churchill Zone H.0.-Frobisher Bay
Churchi11 13 Frobisher Bay 24Baker Lake 7 Cape Dorset 8Sanikiluaq 4 Lake Harbour 3Coral Harbour 5 Pangni rtung 8Eskimo Point 9 Hall Beach 5Rankin Inlet 10 Pond Inlet 8Whale Cove 3 Igloolik 7Chesterf ield Inlet 3 Resolute Bay 5Repulse Bay 3 Clyde River 8

Broughton Island 7
Arctic Bay 5
Grise Fiord 3
Nanisivik 2Total 57(44-NWT) Total 93



£ .0

Mackenzie Zone (incl. Kitikmeot ) Inuvik Zone
Zone H.O.-Yellowknife Zone H.Q.- Inuvik

(Kitikmeot)
Yellowknife 29 Inuvik
Cambridge Bay 8 Ft. Norman
Coppermine 7 Ft. Franklin
Ft. Liard 3 Ft. McPherson
Ft. Providence 5 Ft. Good Hope
Ft. Resolution 6 Aklavik
Ft. Smith 7 Tuktoyaktuk
Ft. Wrigley 3 Sachs Harbour
Gjoa Haven 5 Paulatuk
Hay River 6 Norman Wells
Holman Island 3 Total
Pelly Bay 2
Pine Point 2
Snowdrift 4
Spence bay 6
Rae 19
Ft. Simpson 18
Totals i W IT
Total (133)

11

IT T

Regional Operations

Regional H.Q. Yellowknife - 56

Total Employees - 496*

*Note 455 PY's but - 496 full and part time employees,

iv) Future Plans
No plans to set up a new system should division

occur.
v) Comments

Because there is a need to co-ordinate territorial 

and federal health programs there will be a need post-division 
for yovernment-to-government interfacing, and hence a requirement 

for some additional PY's in this department in the Nunavut seat



of government. There can also be expected a linear increase in 
the demand for health services in the eastern territorial capital 

as a result of increased population. However, if the capital 
were Frobisher bay, the existing hospital is not federally opera

ted and hence the increased costs would be basically borne by 
territorial/local governments. If the new capital is located 

elsewhere, that community will have to upgrade its nursing sta

tion to hospital status, which would also likely involve 
territorial rather than federal control, and could mean a net re

duction in federal person years.
Finally, while there is no rigid timetable in 

place, the basic trend in the health and hospital services area 

is for the territorial government (and reyional health or 
hospital boards) to gradually assume more and more of the federal 
responsiblities. It seems likely in the next few years that

with or without division the northern territories will utlimately 
take over the responsibility for running all nursing stations in 

northern communities.
Thus(While NHW will require a few extra person years 

in order to maintain yovernment-to-government liason in the new 

territory, this could well turn out to be but a short term cost 

increment. In the long run it seems likely that the overall PY 
establishment of this particular federal agency will continue to 

decline throughout the northern territories.
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jmp. i i  I HHMil « » I I m l i  fin rind N o r t h u r n  A f i n i  гн  

.1 ) I n d i a n  ы  I n n i t  At a i r s  Program

T h i s  p r o g r a m  h e l p s  I ini  I , in arid l i m i t ,  i n  l.ho N o r t h  to

a c h i e v e  l i m i t  o i i l l n t . i l ,  n o o j . i l  . ind e co n o m i c  g o a l s .  The p r o -  

« 1 1 . mi w o r k s  i n  o o - o p i ' t . d  j o i i  wi t h  u n l i v e  g r o u p s  arid t he  T o r r i -  

I o r  i .1 I Government .

i ) I»r<j.ini /.at ion
Yellowknilo in .1 Hi red ora I o .ind reports to the 

Minister in DI I . I w.i. Tim Yollowknif.o office is 
responsible lor 1 tie whole of the N.W.T. 

i i ) I'erson Years My Act i v i t.y/l.ocat i on

Acti v i ty Yellowkni fo
Program Administration A

Kconornic b employment Devp 7

Hand Government b
Total PY's Ĩ4-

i i i) future Plans

Although the Yellowknife directorate is reponsible 
tor the whole of the N.W.T., there are currently no programs act

ive in the eastern territories. There are no plans to set up an 

office in the east.
B) Northern Affairs Program

The directorate is responsible for the management of 

northern resource development, the protection of the environment, 
the preservation of native languages and cultures anci the 

political evolution of the territories.



i) Organization
Yellowknife is a Directorate that reports to the 

minister in Ottawa. There are six (6) District Offices and four 

(4) sub-offices.
District Office 
Yellowknife 
Ft. Smith 
Inuvik
Frobisher Bay 
Rankin Inlet 
Ft. Simpson

Sub-Offices
Hay River 
Norman Wells

Baker Lake 
Ft. Liard

cont...



i) PY's By Proqram/Activity/Location

NORTHERN AFFAIRS PROGRAM

Activities : YK
Ft. 
Smith

Ft.
Simpson Inuvik

Frobisher
Bay

Rankin
Inlet

Hay
River

Fort
Liard

Norman
wells

Baker
Lake

Northern Admin 52

Northern Co-Ordination 
and Social Devp. 5

Northern Environmental 
Protection & Renewable 
Resources 76 34 9 13 4 3 4 3 5 1

Northern Non-Renewable 
Resources 27

TOTAL(S ) 236 60 34 9 13 4 3 4 3 5 1
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There are currently no plans for changing the organ

ization should division occur. Although it is clear that this 
program will require a significant presence in the Nunavut seat 

of government.
iv) Comment

Of the 236 PY's of the Northern Affairs program of 
DIAND which are physically located in the N.W.T., 160 of them are 

in Yellowknife. The remainder are distributed among a number of 

communities throughout the North, but significantly only 8 of 

are in communities that will become a part of Nunavut, and all 

of these are in the Environmental Protection/Renewable Resource 
Management field. What this means in part is that the delivery 

of the current programs of the Nor tfern Affairs branch of the de

partment is being achieved to a large extent from the Yellowknife 
Directorate and from Ottawa.

The program activities that will be the most sensit

ive to the creation of Nunavut are Northern Administration and 
Co-ordination and Social Development. The latter, because it 

includes the responsibility for territorial relations will have 

to be replicated in the Nunavut seat of government, which 
implies, if current establishment is adequate, four or five addi

tional person years to cater to the eastern territory. Some re

duction in this number might be achieved if it turns out that the 
current human resources are under utilised, but there is no hard 

evidence to justify such a conclusion. The number of person 
yearsalloted to administrative responsibilities will be sensitive

iii) Future Plans



31

in part to the size and complexity of the total departmental est
ablishment in the territories. Hence it there are only 8 field 
personnel in the new territory, the administrative PY's at the 

Regional H.U. required to service the field operations can remain 
very small indeed, at least at the outset. The problem with 

this sort of assessment however, is that the responsibilities 

vested in the Northern Admin personnel include a number of 
yovernment-to-government type matters. If there is a second go

vernment, there will have to be a second set of such personnel to 
deal with it. Thus while admin support to the field operations 

will not require very many extra PY's in the new territory, the 
interogvernmental liaison responsiblities of the Northern Admin

istration activity will have to be replicated in Nunavut if the 
same functions are to be performed for that government in the 
post division period. A target estimate of the additional PY's 

required by this program in order to provide these functions in 
Nunavut therefore might be thirty to thirty-five. This fiyiire is 

very tentative of course but is based on the following consider

ations :
i. Current PY establishment for the northern administration 

activity is b2 (in Yellowknife);
ii- The new territory will be something between 1/3 and 1/2 

the population of the N.W.T. today;
111 • The bulk of the operational activities (Northern Envir- 

mental/kenewable Resources and Northern Non-Renewable Resources) 

are in fact centred in the western regions of the N.W.T.; and of 
76 field PY's in the program only 8 are in the eastern Arctic.
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What this assessment falls to account for is the 

amount of increased work that will accrue in Ottawa as a 
result of the creation of Nunavut. Hence,while we might be 

looking at a figure of 30 to 40 person years extra to be 
located in the new territorial capital, there is no easy 
way of assessing the extra PY's that might be required in the
H.Ü. component of the Department. Hence,it is essential that 

a very detailed analysis of the human resources requirements 

of the Northern Atfairs Program as a result of the creation 

of Nunavut be undertaken by the Department before an accurate 

PY costing of division can be assessed.

C. гяпяНя oil and Gas Lands Administration (COGLA)

COGLA was established to implement the Canada Oil and_

;as Act and provide consistency in administering Oil and Gas
exploration and development activities. COGLA also serves as 

the principle contact for the oil and gas industry concerning 

exploration activities on Canada lands,
i) organization

Yellowknife is a Regional Office reporting directly 

to Ottawa.
i i) Person Years By Activity/Location

Activity Yellowknife

Support Staff 4

Engineers ^
Technicians 3

Total PY* 1s 9



ii i) Future Plane
Only three wells have been drilled off the Baffin 

coast and all were supervised from Ottawa directly. There are no 

plans for activity in the near future in that area.
* Current drilling activity supervised by COGLA Yellowknife:

-4 wells operating in Arctic island:.

-7 wells in Delta area.

D) Justice

The minister of justice, in Ottawa, appoints judges to 

the Territorial Supreme Court and through it's Yellowknife office 

directs court proceedings on behalf of the crown; under the crim

inal code, federal statutes and territorial ordinances. The de
partment also cost shares in the Legal Aid and Native Court 

Worker programs.
i) Organization

Yellowknife is a Regional Office, responsible for 
the whole of che N.W.T., and reports directly to Ottawa,

ii) Person Years by Activity/Location
Yellowknife

Lawyers 
Support Staff 
Total

7
6

13

iii) Future Plans

No plans, at this time, for expansion to the

eastern territories should the territories divide

i v ) Comment
The department of Justice will likely have to estab

lish a small office in the Nunavut seat of government in order to
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maintain ongoing contact with the new government in matters of 
shared cost programs and joint enterprises such as the native 
court workers programs.

Public Service Commission (PSC)

The PSC administers the Public Service Employment Act# 
which provides for equal access to the public service for all 

Canadians. It also develops and administers standards for 
selecting candidates for the public service. It provides an 

appeal mechanism for challenged appointments, and audits the 

manner in which individual departments carry out their staffing 
activities.

i) Organization

Yellowknife is a District Office which reports to 
the Regional Office in Edmonton. Yellowknife is responsible for 
the whole of the N.W.T.

i i ) Person Years Hy Program/Activity/Location 
Staffing Operations Program Yellowknife
Activity :
Management 2
Staffing Operations 2

Corporate Systems Program 1
(moving,accommodations, supplies,equipment)

Yellowknife 
5 

38

^Northern Career Program 
Adminstration 
**Training Positions

Total PY's (98)

1
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* Provides an opportunity for participants recruited from the 

Northern Indigenous population to acquire skills that will pre
pare them for permanent positions within the Public
Service.

** Basically an On-the-Job-Training Program. Trainees can work 

anywhere that there is a Federal Department or Band Office. 
Currently there is only one (1) trainee from the East,

iii) Future Plans

Currently there are no plans for expansion of the 
Department should division occur.

Department of Regional Economic Expansion (DREE)

DREE plans and .co-ordinates programs to overcome regional 

economic disparities in Canada. In cooperation with the 

Territorial Government, Department ot Indian Affairs & Northern 

Development and other Federal agencies, DREE participates in the 

joint planning and implementation of regional socio-economic 
programs tor those northern areas requiring development 
assistance.

i) Organization

The Yellowknife office is a directorate 
reporting to the Regional Office in Saskatoon, 
Saskatchewan.

Yellowknife is responsible for the entire N.W.T.



ii) Person Years Bv: Proqram/Actlvity/Location

Programs: Special ARDA
Regional Development Incentives 
Economic Development Agreements

Positions: Director )
Implementation Officer ) Yellowknife
Administration Officer )
Administration Clerk )

Total PY's (4)

iii) Future Plans

It was suggested that there was no need for an office in 

the Eastern Arctic and that nothing was planned should 

division occur.

iv) Comment :

Although the programs of this department are delivered 
entirely by the four people in Yellowknife, it is likely 

that an office will ultimately be required in the 
Nunavut Capital. The reason for this is that many of 
the DREE Programs are shared cost programs that involve 

Federal-Territorial coordination.
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Royal Canadian Mounted Police (RCMP)

"G" Division provides policing services to the N.W.T. under 
contract to the Territorial Government. These services, with 

Headquarters in Yellowknife, encompass both federal and terri
torial police responsibilities,

i) organization

The Headquarters of "G" Division is in Yellowknife, with 

three sub-divisions in Inuvik, Frobisher Bay and Yellow
knife .

ii) Person Years by Location
See: Attachment "A",

iii) Future Plans

The possibility of forming a new Division in the Eastern 

Arctic seems likely should there be a division of the 

N.W.T. However this should not involve an extensive 

increase in total establishment. However, linear 
increases in the establishment of the Force can be 
expected where population increases relating to staffing 
the Nunavut bureaucracy occur.

Secretary of state

In the Northwest Territories the Department receives 
requests from voluntary associations for advice, assistance and 

grants for certain community activities. The Department encour

ages native groups to participate fully in the North's changing 

society while preserving their own cultural heritage. It is also 
concerned with preserving both the rights of official language,



minority groups and their cultural identity within their com
munity. It is responsible for funding and monitoring organiza

tions such as the Baffin Regional Inuit Association, and the 

Inuit Broadcasting Corporation.

I.i K Organization
Yellowknife is an Area Office and reports to the
Regional Office in Edmonton. The Yellowknife Office is

responsible for the whole of the N.W.T.
Ü ) Person Years By Prooram/Activity/Location

Program: Citizenship & C u l t u r a l Yellowknife
Activity : Multiculturalism 3

Total PY's (3)

iii ) Future Plans
There is a three (3) person office planned for the 
Eastern N.W.T.. This is now at the discussion stage 

and may go ahead with or without division.

Solicitor General
All parole activities in Canada are a federal responsi

bility. The Solicitor General's Office in Yellownife handles all 

parole activity in the N.W.T. I
i) Organization

Yellowknife is the Area Office reporting to the District j
Í1sDirector, in Edmonton. Ĩ

5 *
6

( ' ....
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ii) Person Years by: Proqram/Activity/Location
Yellowknife

Manager 1 
Parole Officer 1 
Office Manager 1 
Clerical Support 1

^  Total PY's (4)

iii) Future Plans
The Area Manager sees no need or reason for another 

office in the East, should division occur.

Transport Canada
Transport Canada has two division of responsibility in the 

N.W.T.: Canadian Air Transportation Administration (CATA), and

Canadian Marine Transportation Administration (CMTA).

A. Canadian Air Transportation Administration

CATA is responsible for developing a safe, efficient 

national civil air transportation system. It's northern respon
sibilities include: providing airports, air traffic services and

navigational aids for domestic and international air routes, 
i) Organization

Each site in the N.W.T. reports directly and

independently to its Regional Office in either 

Edmonton, Winnipeg, or Montreal.
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Ü )  Person Years Bv Activitv/Location
Location Administration

Frobisher Bay 
Isachsen/Alert 
Coral Harbour 
Rankin Inlet 
Baker Lake 
Ft. Smith 
Hay River 
Yellowknife 
Ft. Simpson 
Inuvik
Cambridge Bay 
Tuktoyaktuk 
Ft. Good Hope

Technical

Total PY's (279)

4 14
4 24
7 6
_ 1
6 7
8 .7
9 14
40 17
5 9

17 12
12 28
1 4
10 13

23 '156.

iii ) Future Plans
No discussion to date concerning any change to the 
department'á organization should division occur. Given 

that reporting relationship of field personnel is cur

rently to southern locals, there is no prima facie need 

to change in a post-division scenario.

I

I

I
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B ) Canadian Marine Transportation Administration

CMTA, is responsible for making the National Marine Trans
portation System both efficient and safe. The Canadian Coast 

Guard carries out environmental research and surveys? installs, 

operates and mãfhtãĩns~íhãriné’'navigation aids;- mãîntálrtS 'á net
work of radio stations; carries out search and rescue operations 

and administers the Navigable Waters Protection Act (NWPA) and 
The Arctic Pollution Prevention Act (AWPPA). 

i) Organization

The Hay River operation reports to the Regional Office 
in Vancouver, Frobisher Bay and Alert report to Montreal 

Regional Office.
ii) Person Years by: Activity/Location

Activity Hay Frobisher 
River Bay

Isachsen/
Alert

Administration 
Technical 
"Ship's Officers & Crews

13
16 1 
27

1

Total PY 1s (58) "56" T" ’l
"Actually 60 people employed for the season, BUT - only 
27 person years calculated on an annual basis.

iii) Future Plans

No discussions to date concerning any changes to the 
organization should division occur.
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Canada Mortgage & Housing (CMHC)

CMHC is responsible for housing and other programs under the 

National Housing Act. It insures residential mortgages loans 

made by approved lenders and provides direct financing to the 
N.W.T. Housing Corporation and private non-profit organizations 

for new construction, as well as the rehabilitation of existing

i) Organization

Yellowknife is a Branch office, and responsible for the 
delivery of all programs in the North. The Branch 

Office reports to the Prairie Region Office, in 

Saskatoon, Saskatchewan.

ii) Person Years By; Program/Activity/Location

iii) Future Plans

Yellowknife Manager is quite positive that no office 
will be established in the East. He sees no need for

iv) Comment ;

Because of direct relationship that exists between CMHC

small office will have to be set up in the Nunavut seat 
of government in the event that Nunavut opts for a 

Housing Corporation of its own.

houses

Yellowknife Ft. Simpson
Clerical Support 
Technical Services Support 
Operations & Real Estate 
Senior Administration 
Appraisal Services

3
1

3
2

1

Total PY's (10) 9 1

it

and the N.W.T. Housing Corporation it is possible that a
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Public Works Canada
In the north the department is involved in housing and 

transportation. It provides housing for federal government 

employees and designs, constructs and maintains highway systems. 

It also keeps water transportation routes navigable in the North 

through its dredging activities, 
i) Organization

Yellowknife is a District Office which reports to 

the Regional Office in Edmonton. Inuvik, Frobisher Bay, Ft. 

Simpson,Norman Wells, Ft. Smith and Hay River are Area Offices^.

ii) PY's By Program/Activity/Location

Hay
River

YK Inuvik F rob. 
Bay

Ft.
Smith

Norman
Wells

Ft.
Simpson

I Property
Admin Program 
Priority:Maint.

Admin.
2
2

12
5

14
3

1
2

1
1

2
2

1

IIDesign & Const. 
Program 
Activity: A 
Marine (ships 
off. & crews) 
Maint.
Admi n.

26
2

*B
Highways
Maint.
Admin.

8
1

TotalsítíS) 32 17 17 3 2 4 10

* With New Road construction on highways in Simpson area there is 
an increase of PY's expected to 49 PY's in Simpson highways 

area/activity (45 maint, and admin.)

** This is a short term increase not permanant.
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iii) Future Plans
With the exception of the Simpson Area, there are no 

plans for expansion at this time. No contingency has bèen 

discussed should division occur.
Canadian Broadcasting Corporation

The corporation was reluctant to give out the information 
requested but informal discussion with local CBC employees 

indicates that the number of reporters, etc. in the new Eastern 
capital would have to be increased simply to be able to cover the 

Nunavut government's going's-on. An estimate tossed out was that 
if Frobisher Bay were the Capital of Nunavut, the CBC there would 

require another three or four persons years.

Conclusion
The overall conclusion of this report is that the incident 

of division of the N.W.T. and the creation of the territory of 

Nunavut in the Eastern portion of the N.W.T. will not necessarily 
imply significant increases in the federal presence in the North. 

In the shore run particularly, most federal departments could 
continue to provide the services and deliver the programs they 

are currently applying in the North with the same establishment 
they have at the present time with allowances made for linear 

increases in demand related to the increase of population in the 
new territorial seat of government.

Where the exceptions to this generalization will occur is in 
the case of departments which have a government-to-government 

interface as part of their operational mandate. Because the
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clients of these departments are not the public in the com

munities of the North but rather the northern governments, the 

addition of a Nunavut territorial government will potentially 
double the demand from the clientele. Hence, for departments 

such as Employment and Immigration, Parks Canada (DOE), National 
Health and Welfare, Justice, and Regional Economic Expansion a 
virtually immediate requirement for two or three person years per 

department to maintain intergovernmental liaison and to facili

tate the joint management of federal territorial programs is to 
be expected.

The extreme exception to all of this is the Department of 
Northern Affairs which because of its mandate is involved in a 

large number of federal territorial program interfaces will have 

to have a significant establishment in the new territorial capi

tal. The figure suggested in this report was 30-40 person years 
to start with but even this is but a guess. Any conclusive 

assessment of the PY requirements of DIAND in the post-division 
period will nave to be undertaken as an extensive human resources 
planning exercise within the department itself.

Even with these cautions in mind however, it is clear that 
the immediate human resources requirements of the federal depart
ments in the post division N.W.T./Nunavut will be in the range of 
fifty to sixty-five new person years, and some of these can pos

sibly be accommodated through reductions in the current federal 
establishment in Yellowknife. In sum, the increased federal man
power costs in the North is not a significant barrier to divi
sion .
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Summary Table - Federal PY's - N.W.T./Nunavut

PY's

Department Total N.W.T. Eastern

CMCH 10 ___
Comm 6 —

CAN. POST. 96 39
ENP. + IMM. 81 7
EMR. 16 —

ENV. 141 25
D.F.O. 28 6
N.H.W. 442 168
DIAND 259 8
JUSTICE 13 —

PSC. 98 —

DREE 4 —

R.C.M.P. 276 —

SEC. 0F STATE 3 —

SOL. GENERAL 4 —

TRANSPORT 33.7 115
PWC 85 3

Totals 1899 371

Post. - Division 
Nunavut

(Est. Additional)

3-4

4-6
3-5

2

2-3
30-40

2

2

3

51-67



Canada Mort & Housing T T T ~ T T ~ r
Communications

2
Employment & Immigration

7- 2 3 2
Fisheries & Oceans

2 11Justice
Public Service Commission

inPublic Works
17 4 2 32

Regional Economic Expansion
Energy Mines & Resources
Canada Post 1 1 1 1 1 1 7 1 1 1 2 1 1 1 1 1 1 1 3 K 1 7 O 1Secretary of State
Solicitor General

5Transport Canada 3 23 29 40 14 1*i :nR.C.M.P. 3 2 2 4 2 27 4 2 6 3 3 p p 3 in q
Ш —

17 c 9Health & Welfare 7 3 5 7 5 LIE 4 1 3 4 8 7 5 3 p fi 5 £ 1R 7 i c o
LL.
4

Indian Affairs & Northern Dev. 13 $ 3 Q ОЯ
JL
4

X.

Environment Canada Ю 6 7 1 3 4 3 38 1 1__

cont...
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Public Service Commission 48
Public Works 17 3
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Energy Mines & Resources 19
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Secretary of State 3
Solicitor General 4
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RECAPI "G" DIVISION ESTABLISHMENT

Chief Superintendent ------------— ---------------- - 1

Superintendent--- ---------— -------------   1

Inspector------------------— ------------------------- 5
Staff Sergeant — -------------------------- ----— —  12

Sergeant--------------------------------------    16

Corporal-- ----------------- -----------------------  59

Constable ------------ -— -------- -----— --— ------- 105

Special Constable ----------- -------------------- -—  28

227

Civilian Member ------------------------------------  11

Public Servant -------------------------------------  38

T O T A L :  276

!
1
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ESTABLISHMENT - "G" DIVISION HEADQUARTERS
(As of 1982 December 31)

4 \ \ \ \  \ 4 \ \ \ \

Commanding Officer 1 1 2
Staff Relations 
Representative 1 1
Planning/Audit 1 1 2
Administration and 
Personnel 1 1
Administration Office 1 1 3 5
Staffing & Personnel 1 1 1 3
Training 1 1
Records Management 1 4 5
Financial Services & 
Supply 1 1 2 5 9
Property Management 1 1 1 1 4
Criminal Investigation 
Branch 1 1 2
C.I.B. Readers 1 1 3 2 7
Security Systems Section 1 1 2
Division Telecoms 1 1 2
Customs & Excise 1 1 2
Commercial Crime 1 1
Provincial Comm. Crime 1 1 2
Police-Community 
Relations 1 1

TOTALS 1 1 2 5 LO 10 3 1 19 52



ESTABLISHMENT - FROBISHER BAY SUBDIVISION
(Ав of 1962 December 31)

I

a
a
a
o
0

0
П
U

Ũ

Frob Bay Subdivision 1 1 2
Frob Bay Subdivision NCO 1 1
Frob Bay Identification 1 1
Frob Bay Telecoms 1 1
Air Detachment 3 3
Clyde River Detachment 1 1 2
Cape Dorset Detachment 1 1 1 3
Frob Bay Detachment 1 2 8 4 1 1 17
Grise Fiord Detachment 1 1 2
Igloolik Detachment 1 1 2
Lake Harbour Det. 1 1 2
Nanisivik Detachment 1 1 2
Pangnirtung Detachment 1 1 3
Pond Inlet Detachment 1 1 2
Resolute Bay Det. 1 1 2
Sanikiluaq Detachment 1 1 2
Broughton Island Det 1 1

TOTALS 1 2 14 11 16 2 2 48

L



ч

ESTA B LISH M EN T  -  IN U V IK  S U B D IV IS IO N

(As of 1982 December 31)

Inuvik Subdivision 1 1 2
Inuvik Subdivision NCO 1 1
Inuvik Telecoms 1 1
Air Detachment 3 3
Inuvik Identification 1 1
Aklavik Detachment 1 2 3
Fort McPherson Det. 1 3 4
Fort Franklin Det. ‘ 1 1 2
Fort Good Hope Det. 1 1 2
Inuvik Detachment 1 1 2 12 3 19
Fort Norman Detachment 1 1 2
Norman Wells Detachment 1 3 4
Sachs Harbour Det. 1 1 2
Tuktoyaktuk Detachment 1 1 3 1 б

TOTALS 1 2 2 11 26 4 1 5 52



ESTABLISHMENT - YELLOWKNIFE SUBDIVISION 
(As of 1982 December 31)

Yellowknife Subdivision 1 1 2Identif ication 1 1 2
Telecommunications 1 1
Highway Patrol 1 1
General Investigation 1 2 3
Drugs Section 1 2 3
Air Detachment 3 3
Communications Centre 6 6
Section N.C.O. 1 1
Baker Lake Detachment 1 1 2
Cambridge Bay Det. 1 2 3
Coppermine Detachment 1 2 3
Eskimo Point Deta.chment 1 1
Fort Smith Detachment 1 1 6 1 9
Hay River Detachment 1 2 9 1 2 15
Hay River Identification 1 1
Hay River Highway Patrol 1 1
Fort Liard Detachment 1 1 2
Pine Point Detachment 1 3 1 5
Providence Detachment 1 2 3Rae Detachment 1 5 1 7Rankin Inlet Detachment 1 2 1 1 5Resolution Detachment 1 2 3Fort Simpsor Detachment 1 1 6 1 1 10
Snowdrift Detachment 1 1 2Spence Bay Detachment 1 1 2Tungsten Detachment 1 1 2Yellowknife Detachment 1 1 3 16 1 4 26

TOTALS 1 3 4 24 65 8 7 12 124



APPENDIX B

- Terms of Reference

- Work Plan

Research Strategy
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^ territories Legislotive Assembly / Office of the Clerk
December 9, 1982

MEMBERS OF THE LEGISLATIVE ASSEMBLY'S 
SPECIAL COMMITTEE ON DIVISION

• 1
Committee Report

As you are aware» a l l  members of the Assembly form the Special 
Committee on Division o f  the N.W.T. established 1n Inuvik in 
May, 1982 . A sub-committee was established comprising of :

George Braden 
N e llie  Cournoyea 
Lynda Sorensen 
Peter Fraser 
Tagak Curley 
Bruce McLaughlin 
Dennis Patterson

- Co-Chairman
- Co-Chairman
- Member
- Member
- Member
- Member
- Mefnber

I have been asked by the Co-Chairmen to provide you with up to 
date information on the sub-committee's a c t iv it ie s .

The sub-committee have met on four occasions to set the mandate 
for the sub-committee to enable i t  to carry out the Terms of 
Reference established by the Leg islature . The sub-committee 
wish to bring a ll  members up to date as to the sub-committee s 
progress with implementing the mandate. You w ill find attached 
a report prepared by the Co-Chairmen which outlines the committee s 
work plan. *

The sub-committee have hired Mr. Mike Whittington to be Co-Ordinator 
for the committee to carry out the various aspects of research 
and necessary d iscussions. He w ill a lso  a s s is t  with the 
presentation of reports for the committee's consideration. He 
w ill be working out of the L e g is la t iv e  Assembly O ffices in 
Yellowkni fe.

2/
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The sub-committee w ill be preparing a report for the fu l l  
committee's consideration at the Winter Session. I f  any 
members have any questions, Mr. Braden or M iss Cournoyea would 
be pleased to answer them.

o -

Clerk A ss istan t

Attachment.

/



SPECIAL COMMITTEE ON 

DIVISION OF THE 

NORTHWEST TERRITORIES

Discussion Paper On Initial Work Plan

4

Prepared By:

Co-Chairmen
Sub-Committee on Division 

December, 1982.



•Introduction

The task of establishing a new geo-political unit within Canada 
Is, needless to say, a major challenge. That this challenge Is 

within Canada’s Northwest Territories only serves to add to the 

magnitude and significance of such a step forward for the people 

of the North. In developing the Terms of Reference necessary to 

commence the many years of work required, careful thought must 
obviously be given to the philosophical and political foundations 
of the new political unit. The work being undertaken by the 

Special Committee on Division is not Intended to dwell at length 

on these conceptual requirements. Fortunately there exists 

other forums whose function It Is to further develop and articulate 

the desires or aspirations of northern residents at the conceptual 
level. Rather, the Special Committee has been mandated by the 

Legislature to examine, from a practical perspective, the manner In 

which the legislative, executive and administrative machinery 

of government can be established in a new eastern territory.
Lest the Impression be given that Its focus is only on an eastern 

territory, the examination will obviously have to address modifications 
to the existing western-based seat of government. Such modifications 
will necessarily result from adjustments In light of the new 

arrangement and the desires of Western Territorial residents for 
changes In their form of government.

The Special Committee recognizes that In conducting Its work, a 
certain number of assumptions must be made In order that analysis 

can proceed with some basis. It further recognizes that over the 

course of its work, certain basic and fundamental principles must 
be established. For the purposes of this first paper, guidelines 
for the development of the former will be presented. With respect 
to the latter, the Committee believes that while its work should be 

as thorough as possible, It is not mandated to provide the total 
blueprint, so to speak, for either of the two Territories which

. . .  /2
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will evolve out of the present Jurisdiction. More specifically, 

the Committee believes that eastern arctic residents must be provided 

with the necessary tools to evolve a legislature, an executive 

branch, an administration and a judicial branch which is suited 

to their needs. In other words. It is not the Committee’s 

Intention to recommend the Imposition of a system, exactly as 

presently exists, In the new Eastern Arctic Territory, nor to 

advocate a rigid approach for the Western Arctic Territory. From 

time to time these principles will be articulated in the course 

of the Committee’s work.

Preparation of the Terms of Reference and Work Plan

A number of factors have been taken Into consideration to prepare 

more detailed Terms of Reference and a work plan. The most obvious 

is the recent announcement by the Minister of Indian Affairs and 

Northern Development to the effect that the Government of Canada 

is willing to accept, with conditions, the principle of division. 

While the decision does present a few additional variables or 

conditions, It does remove a major uncertainty; that Is, the 

Federal Government's position.

A second factor obviously has to do with timing. The life of 

the Special Committee and the present Legislative Assembly ends on 

October 31, 1983. Therefore, the Special Committee will have to, 

at this stage, make decisions concerning the priority of various 

elements associated with the examination. Timing will also dictate 

from time to time the level of detail which can be achieved in 

analysis. Therefore it may be necessary to either sacrifice some 

of the Committee’s original objectives, or alternatively to reduce 

the level of analysis and review originally anticipated.

... /3
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A third factor which will determine the Committee's work is the 

need to time output or Interim reports with sittings of the 

Legislative Assembly. As the Committee Is composed of all Assembly 

members It will be necessary from time to time to report to the 

Legislature. Further, the Committee feels Its reports can have 

maximum Impact when the Assembly Is sitting; two sessions are 

planned for February and September, 198} with a 3rd session 

possibly scheduled for May or June, 1983.

Finally, the Committee recognizes that with Its limited staff of 

one full-time Co-ordlnator and one full time Research Assistant, 

a great deal of Input will be required from Federal and Territorial 

agencies. The Committee will strive, through Its Sub-Committee 

to ensure that productive working relationships are established 

and maintained throughout the period when Its work Is being 
conducted.

Ill Work Plan

The following work plan Is designed to cover the period 

January through March 31, 1983. Subject to factors noted under 

Part II of this paper, the Special Committee hopes to make an 

Interim Report during the budget session. While the fork plan does 

not directly address all of the issues raised In Part 111 of this 

paper, It Is Important to recognize that by adopting the following 

course, the background necessary to a thorough review of additional 

Issues will be obtained. Future work plans will address the manner 

in which these other issues, such as Interim measures, will be 

examined. Part V of this paper contains a brief summary of these 
Issues.

Establishment of an Eastern Government

The Committee has determined that Its immediate priority must be 

an analysis of measures required to establish an Eastern Arctic 

Government. Particular attention will be given to the following:

.../A
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a) defining scenarios which will Include the 

communities to be administered by a new 

Eastern Government;

b) developing as soon as possible guidelines 

which will assist Federal and Territorial 

agencies in providing input to (a) through
(f) below;

c) identifying the range of programs and services 

to be assumed by a new Eastern Government;

d) in light of (c), to Identify the basic 

legislative, executive, administrative and 

judicial regime required to achieve delivery 
of these programs and services;

e) identifying the most expendient options to 

establishment of an Eastern Government, 

particularly in view of a transitional approach 
to putting institutions in place;

f) developing Terms of Reference which will 
facilitate the examination of possible 
capital sites;

developing Terms of Reference which will 
facilitate the examination of the full range 
of legal or statutory changes that will be 
required; develop further Terms of Reference 
as required;

To conclude, the first work plan focuses on substantive analysis 
in (a) through (e) while the remainder required that guidelines 
be established for follow-up work and future work plans. It is 
understood that in (a) and (c) close attention will be given to 
development of criteria necessary to rationalize scenarios.

I
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IV Additional Issues

Future work plans will address the following outstanding Issues;

a) Interim measures;

b) regional government;

c) municipal government;

d) aboriginal claims;

e) process for determing boundaries;

f ) others



Establish a Special Committee on Division of the N.W.T.

TERMS OF REFERENCE

I move» seconded by the Member from Keewatln South, Tagak Curley, that 
this House now establish a special committee to be known as the Special 
Committee on Division of the Northwest Terrttortes composed, notwithstanding 
Rule 75(l)(a) of all Members of this Legislative Assembly;

AND FURTHER that this committee shall have the reponslblllty of representing 
1n every way possible the Interests of all the people of the Northwest 
Territories with respect to planning and preparing for division of the 
Northwest Territories;

AND FURTHER that this committee shall:

a) be authorized to appoint a sub-commtttee to undertake any 
discussions with the appropriate federal authorities;

b) be authorized to make recommendations to this House as to how 
existing and future legislation, policies and practices of the 
Government of the Northwest Territories might be amended or 
developed to reflect the duality of Interests between the 
Eastern and Western Part of the N.W.T.;

c) be authorized to make recommendations to this House on ways 1n 
which the process of budgetary and capital planning In the 
Northwest Territories might be modified 1n form and process
so as to reflect the duality of Interests between the 
Eastern and Western parts of the Northwest Territories and 
prepare t o » the Impact of division In the N.W.T.; and

d) be authorized to make recommendations to this House on 
transltorlal measures which could be Implemented to prepare 
for division of the Northwest Territories;

AND FURTHER that this committee shall:

e) have access to such persons, papers and records as are 
necessary to Its business;

f) be provided with the necessary administrative support by the 
Legislative Assembly office;

(
2/
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9) have a quorum consisting of 12 members;

h) obtain the funds required to carry out Its responsibilities from 
the appropriations of the Legislative Assembly;

1) undertake such travel as 1s required to carry out Its assigned 
responsibilities; and

j) report to this House from time to time.

<

Date of Notice : May 19, 1982 Moved: Mrs. Cournoyea

Date for Introduction: May 21, 1982 Seconded by: Mr. Gurley

Disposition:

Carried: Lost: Ruled out of order:

( ~-"ч«»иИигЧчп w»--~.- ■ . .
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TERMS OF REFERENCE

The Special Committee was established by Motion of the Legislative). 

Assembly on May 21, 1982. A copy of Motion 16-82(2) Is attached 

In Annex I. Subsequent to Its establishment, a meeting of the 

Division Sub-Committee examined the mandate established by Motion 16 

and developed the following Terms of Reference to assist In Its 
work I

' 1в) Will work with Federal politicians, civil servants and 

appropriate federal authorities to co-ordinate efforts 
towards division.

b) Will review existing and future legislation, policies 

and practices of the Government of the Northwest 

Territories with a view as to how they can be amended

to reflect the duality of Interests between and 

among the Eastern and Western parts of the N.W.T. 
and make recommendations to the Legislative Assembly.

c) Will review both Federal and Territorial Legislation 

so that the legal steps necessary to Implement 
division of the N.W.T. can be determined and 

recommendations made to the Legislative Assembly.

d) Will carry out a review of the process of budgetary 

and capital planning In the Northwest Territories 

with a view to making recommendations to the 

Legislative Assembly that reflect the duality of
Interests between and among the Eastern and 

Western parts of the Northwest Territories.

e) Will make recommendations to the Legislative 

Assembly on transitional and permanent measures
at the Territorial, Regional and Community levels which 

could be implemented to prepare for the division of 
the Northwest Territories.

... /2



f) Will request the Executive Committee of the

• Government of the Northwest Territories to have 

prepared from departments and agencies detailed 

reports as to the appropriate steps those 

departments or agencies can take to Implement 

division.

g) Will work with other organizations and agencies

to co-ordinate, provide and receive detailed information 

on all aspects of planning and preparation for 

division of the Northwest Territories.

h) Will develop a time table for Implementation 

of division based on Information received.

I) Will enter Into memoranda of understanding 

with appropriate authorities to assist In 

Implementing the above mandate.

J) Recommend process of establishing boundaries.
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RESEARCH STRATEGY - PHASE 1

1.) Focus on development of basic institutions for Nunavut.
A. Adm1n1strative structures sufficient to deliver 

services at a level commensurate with what people 
are recelvina today from GNWT/Yellowknife.

B. Political structures (Legislative and Executive)
1) sufficient to enable a transition from current 

situation to new political system with a 
minimum of disruption of ongoing administrative 
functions, and

11) sufficiently flexible and dynamic to allow the 
people of the east to develop and adopt their 
political system according to their basic 
political values and Indigenous social structures.

2.) Start with person-year costing of new government by assessing 
person-year establishment currently working 1n the field and 
by evaluating current NWT HQ person-year requirements 1n terms 
of the approximate person-year requirements for an administra
tive HQ in Nunavut.
- This will give DPW an indication of how many "bodies" have to 

be accomodated in the eastern capital and will assist 1n making 
the selection of a capital.

(Field interviews will enhance our ability to- make this 
approximation - our assumption is HQ people will overestimate 
their person-year requirements and field people will under
estimate HQ person-year requirements!)

3.) Do a rough costing of division in terms of the provision of 
federal services in the North.
- Our assumption is that we can argue there need be little 

in the way of increased federal costs (at least in the short 
run) but that we have to go through the exercise very 
methodically in order to "touch base" and legitimize our 
conclusions (some federal official will inevitably charge 
that division would be too expensive in terms of federal 
services and we should be able to combat that firmly and 
with solid justification).

Develop basic political structures for Nunavut.
- At this stage nothina fancy:

A. A legislative Assembly with the mandate to develop

4 . )
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Щ  Its own Idiosyncratic modes of political decision making*

including regionalization* native government* guaranteed 
representation* etc...

B. A fairly small executive committee to oversee $hg new HQ 
bureaucracy* —  * • - .... .

It Is anticipated 1n the first phase 0/ the research Into 
Division that the following research papers or preliminary 
reports will be produced:

1. Interim Report #1

Tentative title: The Public Service of Nunavut: HQ
Person Year Requirements.

Expected date of completion * March 7* 1983.

2. Interim Report #11

Tentative title: Impacts of Division on Federal Person
Year Requirements in the North

Expected date of completion - March 25* 1983.

Tentative title: Transitional Political Structures for
•Nunavut Territorial Government ,

Expected date of completion - April, 1983.

4. Progress Report #1 

Due March 31, 1983.

3. Interim Report # III

/
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N° e rt«  Public Works

MW I C1983
MR. MIKE WHITTINGTON, 
c/o A/CLERK OF THE LEGISLATIVE ASSEMBLY 

OF THE NORTHWEST TERRITORIES.

DEPARTMENT OF PUBLIC WORKS - ORGANIZATION CHARTS

At our meeting on February 2, 1983, I undertook to provide you with 
organization charts for a headquarters D.P.W. operations in a new 
Nunavut territory. Obviously a number of assumptions had to be made 
in developing such charts and in our discussions we agreed that they 
would be:

1. The existing administrative regions of Baffin, Keewatin 
and Kitikmeot would form the new Territory.

2. Functions performed by a new administration would be 
similar to those now performed by the G.N.W.T.

3. The capital of the new territory would be somewhere in 
the geographic centre.

4. Decentralization of program responsibility would continue. 
(In D.P W.'s case certain elements of Project Management 
and Properly Management have not been fully decentralized 
at this time. We have, however, assumed that they would 
be for the purposes of this exercise.

5. Ministerial government.

I hope the attached charts meet your requirements.

L. Elkin,
Deputy Minister.



Northwest
Territories üovernnnent Services

14 April 1983

SUB COMMITTEE
DIVISION OF THE NORTHWEST TERRITORIES 
LEGISLATIVE ASSEMBLY

Attention: Mr. Whittington

Attached, you will find my perception of the organizational structure of 
a parallel administration that would be required for the proposed 
"Nunavut" Territory.

It is assumed that the suggested structure will simply be imposed on our 
existing regional administration and therefore, will be incremental to 
current staffing.

An index of the attached material is as follows:

A. Current Government Services Organization charts.

B. Parallel Government Services organization for the proposed 
Nunavut Territory.

C. A duplicate Petroleum Products organization supporting the 
truncated organization shown in 2.

D. Simplifying assumptions from the Systems and Computer 
Services Division.

Finally, I would like to take this opportunity to apologize for the delay 
in responding to you.

Norm Phillpot 
Policy Planning

Attachments :

Go/ernment of the Northwest Itwtcxies. Yellcwknife. N W 1 Canada X1A2i9/ Tele* 034 4553)



O
" t a s * . Educofon

February 8, 1983

Brian Lewis 
Deputy Minister 
Department of Education

Proposed Budget Requirements - Nunavut

Attached please find the budget required to support a structure 
as indicated. The salary figures represent actual current levels 
of equivalent Headquarters staff ( including all benefits and 
allowances). The 0 & M and Grants and Contributions also equate 
to current Headquarters levels.

Attachments
L  ы -
чГ.A. Nutt 
Chief/
Finance & Administration.

G o v e r n ' T en t . . - /O s t T ef n l o no i .  Yeliowknilo.NW I OjnodoX1A'A9/!*&.•<



NUNAVUT

EDUCATION SUPPORT SERVICES
Directorate

D irector 61,000
Secretary 26,500

Finance
Manager 
Clerk II 
Clerk III

5J,000 
26,000 
29,000

Statistics
Supervisor 
Stats Clerk

32.000
24.000

Financial Aid Officer 47,000

Registrar & G.E.D.
Capital Planning & Special Projects 
Clerk/Typist support (2)

57.000
47.000
50,400 452,900

EDUCATION PROGRAM SERVICES

Directorate
Director 61,000
Secretary 26,500

Program Development
Coordinator, Program Development 55,000

Program Specialists 
English 50,000
Math (& Consumer Ed., Life Skills) 48,000
Science 48,000
Inuktitut (East) 42,000
Inuktitut (West) 42,000

/



Program Specialist* - continued
Special ( Remedial Education 
High School/Vocational Programs 
Adult Programs 
LEA Liason/Development 
Cultural Traditional Skills 
Pine Arts - French, Art, Music,

Drama

Research 6 Evaluation
Co-ordinator, Student and Program 

Evaluation 
Researcher

Resource Centre/Media Development
Co-ordinator, Resource Centre/Media

Development 54,000
Specialists - A.V. Production 50,000

Graphic Arts/Print
Production 50,000

Clerical Support
Office Manager 
Clerk/Typist (2)

TOTAL

GRANTS & CONTRIBUTIONS

Student Grants & Bursaries 550,000

O & M

Support Services 979,000
Program Services 710,000
Special Education 580,000______ 2,269,000

TOTAL REQUIREMENTS 4,261,800

29,000
50,400_________ 969,900

1,422,800

50.000
45.000
44.000
44.000
42.000

45.000

49.000
45.000
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N O f H I W O i
ĸenewũoe resources

Mr. M. WHITTINGTON 
RESEARCH COMMITTEE 
LEGISLATIVE ASSEMBLY

NUNAVUT

Attached for your information is a first draft of our recommendations 
regarding the transfer of budgets and man years to a new eastern 
Territory. We consider this to be an internal working document at this 
time as it is yet to be reviewed by our Policy and Planning Committee 
and our Minister.
The major assumption made during the exercise was the inclusion of all 
communities outside the treeline in the new Territory. Budget and 
staff adjustments would be relatively easy should the boundary be 
elsewhere. Another assumption was that services would not be shared 
between the two Territories. The exception to this was the Science 
Advisory Board's Secretary and budget.
The budget used was 1983/84 and subject of future program expansion 
received little attention. Budget and program details are not dealt with 
as they are available elsewhere.
We trust you will find this document of some value to your project 
and you may expect our cooperation in providing clarification or additional 
information. Our Minister has not reviewed this draft. We will present 
a revised version for him and request his direction after we have had the 
benefit of your future direction as to assumptions and content.

Húgfi J.
Assistant!Deputy Minister

Attachment
c.c. All Chiefs, Ren. REs.

All Planning Committee Members
Government of the NorthwestTerntores,Ydlowknrfe,NWT ConodoXlA 2L9/Telex 034-45528



ESTIMATE OF BUDGETS AND 
STAFF THAT COULD BE 
TRANSFERRED TO A NEW 
TERRITORY OF NUNAVUT

Department of Renewable Resources 
February 24, 1983
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Sweeny MV'a aatf M p t s  canidm d 
to bo troefewblo to Nuweet

Directorate
Wildlife

Environmental Planning 
k Assessment

Environmental Servicea
Science Advisory Board
Region

TOTAL

This represents approx. 41% of existing

Capital (based on 83/84)
Revenue (approx, estimate)
Third Party Funding - no estimates

IIY'o BwifM

Ĩ
4 Г-

I 100.K
S 9S3.K

2 100 JC

(share but not transfer)
47 2.76I.K

56 3.9I4.K

O&M budget and manyears.

$ 600.K 
I00.K



HEADQUARTERS 1983/84

Directorate
The Directorate leads the Department as a whole; however, its major workload 
relates to the functions at Headquarters:

- Provides policy, direction and coordination for the Department.
- Provides information and advice to the Executive and Legislative Assembly. 

Controls finances of Department.
Maintains staffing systems including training.
Interacts with counterpart in other Departments and jurisdictions.

- Provides general administrative support for the Department.

Transfer
Staff 8 2
Budget $440K 100K

The Assistant Deputy Minister manyear 
along with one steno position would be 
considered for transfer along with a portion 
of the travel budget.

I
I
I
I

I
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Wildlife Division
Wildlife Management Section:
- Is responsible for the systems that will ensure perpetual stocks of wildlife 

in numbers that can be sustained within their habitat.
This includes programs of:
. Wildlife inventories.
. Assessments of habitat.
. Studies of controlling influences.
. Collection of harvest data.
. Setting of quotas.
. Minimizing conflicts between wildlife and industry.
. Providing advice and controls for commercialization of wildlife.
. Developing and assessing wildlife management plans.
. Providing input to interjurisdictional or international wildlife problems. 
. Answering public enquiries regarding wildlife.

Habitat Management Section:
Wildlife cannot survive without the proper habitat. This Division is responsible 
for:

. Identifying habitat that is critical to the production and survival 
of various wildlife species.

. Carrying out studies to determine the effects of various changes 
to wildlife habitat (e.g. pollution, forest fires).

. Providing advice on habitat to jurisdictions, controlling land use 
activities.

. Providing advice to wildlife managers, general public and industry.

. Undertaking studies designed to reduce the conflicts between man 
and wildlife.



Research Section:
This Section studies problems that must be solved to ensure the long 
term management of wildlife such as wildlife survey techniques, 
reproductive factors, and industrial influences.

Field Services Division:
This Division provides program development, delivery and assessment in 
areas such as conservation education, regulations and enforcement, 
resource development and administration of licences, field reports, 
uniforms and supplies.
Conservation Education develops publications and information packages 
for use by Departmental staff, schools, news media and the general 
public. It works in conjunction with other Departments and Agencies 
to co-produce visual and audio-visual packages that promote the 
conservation message.
The Regulations Section provides advice to the Department on various 
ordinance problems or changes, provides wording for ordinance and 
regulation changes and supervises the administration of forms, record 
systems and supplies.
The Resource Development Section develops and assesses the various 
assistance and incentive programs that the Department directs towards 
resource harvesters.

The Wildlife Division is one of the more difficult units to divide, primarily 
because their responsibilities overlap between east and west. During the past 
several years, the Division has been taking on new responsibilities and their 
budgets and man years have increased accordingly. This is forecast to 
continue because of increasing pressures on the renewable resources caused by



increasing human populations, improving hunting technology, increased desire to 
commercialise the resource and because of industrial activities in the north. 
New requirements predicted for future work in the east are as follows:

Polar Bear 2 MY
Caribou research**• 1 MY
Muskoxen 2 MY
Waterfowl 1 MY
Habitat Management 2 MY
Salaries and O&M for this work will be approximately $900K.

Although the MY's in the Field Services section serve both east and west, they 
are few in number. These specialized positions (Conservation Education, Resource 
Development, Regulation and Enforcement) would have to be replaced if any of 
the positions were transferred. Grant and contribution funding would be 
Transferred.

Transfer
Staff 31.5 4
Casual 4.3 1
Budget $3,500K $953K.

This recommended transfer can be broken down as follows:
Polar bear 2MY + $U0K O&M
Gyrfalcon 1MY + I30K O&M
Wildlife Mgmt. 1MY + 30K O&M
Casual 1MY
Grants & Contributions 483K
Travel 50K



Environmental PI aiming and Aaaeasment Division:
This Division assists the Department in long range strategic planning, 
carries out program assessment and provides the Department and 
the Executive with information and advice that can be used in reactions 
to large industrial projects. It also provides interventions in environmental 
hearings.
At the present time most of the work is related to projects in the
west; however, there is potential for major industrial projects in the
east (hydrocarbon and minerai). If all Beaufort Sea activities were to
be included in Nunavut addition, positions would be transferred.

Transfer
Staff 8.0 2.0
Casual 1.0
Budget $640K $100K



Environmental Services Division:
A provincial type environmental protection role is carried out by this 
Division. It deals with pollution problems such as:
. Oil spills and clean-up.
. Transport and storage of dangerous chemicals.
. Use of Pesticides.
. Disposal of dangerous goods. Special attention is directed to 

lands owned by the Government of the Northwest Territories and 
situations not covered by Federal legislation.

Although the Division provides some service to the east, it is 
not considered feasible to transfer any of the existing positions as 
only one of these positions carrys out field functions. Approval has 
been given to begin training the Wildlife Officers to carry out the 
responsibilities of the Division. It is probable that this will be 
accomplished by the time Nunavut is established.

Transfer
Staff 4 
Budget $2*»2K.
(one additional position and $40K are shown in the 
estimates. This is a Water Board position).

- ' 7



Science Adviaory Board:

This is a function that should be shared between the two Territories.
Transfer

Staff 1.9 
Budget $199K



Régions:
Regional staff administer or deliver the programs that have been 
developed and approved by Headquarters departmental staff and the 
Executive. Local programs are developed to suit the needs of the 
Region or area and territorial programs are adjusted for the same 
reasons.
The area statf are the persons who provide the Departmental services 
at the local level and interact on a daily basis with clients and 
wildlife.
Without knowing where the divisional boundary may fall it is impossible 
to accurately forecast- our regional staff and budget transfer for this 
exercise. We assumed all communities outside the treeline would be 
in Nunavut.

Transfer
Baffin: Staff 21.6 21.6

Budget $1,224K 1.224K
Keewatin: Staff 14.5 14.5

Bu.iget $805K 805K
Kitikmeot: Staff 8.9 8*9

Budget $652K 652K
Inuvik: Staff 16.2 2.0

Budget $961K 80K

Total Regional Staff 47.0
Total Regional Budget $2,761.K



Capital:
Capital budgets change from year to year and can vary greatly 
depending on whether or not new staff are being added to a 
Region. The provision of buildings and works is the most 
expensive category. The 1983/84 capital budget is $I,OOO.K 
approximately $600.K is being spent in the east.

Revenue:
The estimated revenue for 1983/84 is $385K. Licences and fees 
make up $290 and most of these relate to the west. An estimate 
of $100K is made for eastern revenue.

Third Party Funding:
Third party funding is negotiable for special projects and can vary 
considerably from year to year. It is probable that similar funding 
could be negotiated by a new territory. The following table shows our
present level: 1983/84 1982/83
Fire Research Program 100 50
N.L.U.I.S. P*ogr.-.m 100 65
Keewatin Caribou Monitoring 50 60
Caribou Research 125 125
Norman Wells Pipeline 496 —
Dome Bear Study 85 --
Bear Detection and Deterrent Studies 175 --
N.O.G.A.P. ? —

I
1
1
0
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Additional Coats
Cost changes cannot be accurately predicted as а_шш Teï.îiüïiâl 
Government may have priorities that are very different. There are 
many combinations of divisions and responsibility areas that could be 
included in a Department of Renewable Resources. No effort will be 
made to suggest a suitable departmental design at this time; however, 
some cost increases may be encountered in the following areas.
(a) Resource Harvesters:

There may be a strong push to increase grants and contributions 
to the resource harvesting. Operating costs to the hunter, 
trapper and fishermen continue to increase while returns do not# 
Subsidys to resource harvesters are popular and past requests 
for increases have been frequent.

(b) Staff:
Although the new Territory may continue to receive support from 
the existing territory for several years, there will, no doubt, be a 
desire to bave local people employed in most, if not all, positions 
available in the Department. Higher than normal costs could be 
encountered for several reasons:
(i) The most capable and well trained will be in great demand 

and opportunities for advancement will be good. It may be 
difficult to keep the administrative positions filled with well 
trained and experienced individuals. This situation could be 
countered by maintaining higher than usual staffing levels in 
mid and upper management areas. Such a system would 
provide experience and cross-training to more persons.
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Tr.lining in I he specialized fields lakes 4 lo 8 years after senior 

matrieulaiion has been aeeoinplisheil anil practical experience is 

needed lo make I he employee fully functional. The extra cost 

may he incurred heeause specialized I raining systems may be 

required. Most of our existing staff obtained their training at 

their own expense. Such is not the rule in the N.W.T. Some 

training facilities may be required in the new Territory. On the 

job training or apprenticeships are costly in that they deflect the 

time of staff who provide the training and many trainees leave 

tlu positions before training is complete, 

fiii) Specialized services may have to be provided by contract 

personnel if employees do not have the training.

U*ï Community involvement:

Community involvement in decision making is favoured. There will

be a continuing demand for increased funding levels for Hunters'
*

and Trappers' Associations, Regional board membership and méetings.
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(d) Take Over of Federal Duties:
Areas of Federal responsibility such as fish and sea mammal management, 
water and land management may be transferred sooner or later. Such 
transfers normally come with a basic budget; however, expanding programs 
would require additional funds.

(e) Data Processing:
Filing systems, data storage, reference library and computer capability 
will add cost to the establishment of a new Headquarters.

(f) Ordinances:
The establishment of new ordinances and regulations could be costly 
and time consuming.



a p p e n d i x  d

TABLES 1-5 

DEPARTMENTAL PERSON 

YEARS & RATIOS



TABLE 1 - G.N.W.T./N.T.G. PERSON TEARS BY DEPARTMENT AHÜ DIVISION

NUNAVUT
DEPARTMENT CURRENT HQ NUNAVUT HQ LEAN IIQ

Economic Development & Tourism 62.0 33.0 26.0

Directorate 10.0 7.0 5.0

Planning & Resource Dev. 9.0 — —

Manpower Development 12.5 8.0 6.0

Tourism & Parks 12.0 8.0 7.0

Cmrtmerce 17.0 10.0 8.0

Education 45.0 33.0 26.0

Directorate 10.0 7.0 6.0

Administrative Services 15.0 6.0 5.0

Program Services 23.0 20.0 15.0

Health 35.6 16.0 NA

Directorate 5.0 4.0 NA

Health Insurance Aomin. 23.0 8.0 NA

Programs and Standards 11.0 4.0 NA

Justice and Public Services 141.7 47.0 NA

Directorate 14.0 4.0 NA

Legal Division 9.0 4.0 NA

Court Services (Admin.) 35.0 11.0 NA



DEPARTMENT CURRENT HQ NUNAVUT HQ
NUNAVUT
LEAN HQ

Legislation Division 6.0 3.0 NA

Legal Aid 3.0 5.0 (Includes Consumer 
Services )

Museums and Heritage 21.0 7.0 NA

Safety 20.0 7.0 (includes Mining & 
Labour)

Libraries 9.0 5.0 NA

Mining 10.0 — NA.

Labour Services 2.0 ~ NA

Consumer Services 10.0 NA

Local Government 62.7 25.0 15.0

Directorate 13.0 5.0 3.0

Community Planning 16.0 10.0 7.5

Municipal Affairs 6.0 10.0 4.5

Sport and Recreation 5.0
. Amalgamated with Municipal

Lands and Assessment 26.0 ' Affairs Division in
N.T.G. charts.

Community Airports 5.0

N.W.T. Housing Corporation 60.0 39.0 NA

Executive 9.0 3.0 NA

Finance & Administration 24.0 15.0 NA

Programs 10.0 7.0 NA

Construction & Development 17.0 13.0 NA
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1 DEPARTMENT CURRENT HQ NUNAVUT HQ LEAN HQ

1
Public Works 120.0 61.0 4 M

1 Directorate 27.0 22.0 13.0

1 highways 24.0 6.0 4.0

Project Management 49.3 23.0 21.0

1 Energy Conservation 3.0 — —

1 Operations 15.0 10.0 10.0

1 Renewable Resources 61.0 38.0 NA

1 Directorate 11.0 6.0 NA

Field Services 10.0 6.0 NA

1 Environmental Planning 10.0 6.0 NA
& Assessment

1 Wildlife Management 25.0 17.0 NA

1
Pollution Control 5.0 3.0 NA

I Social Services 32.0 18.0 11.0

u

Щ
Directorate 13.0 7.0 (including 5.0 

policy)
Programs 11.0 8.0 (including 4.0 

S.D.&.T.)
Corrections 2 . 0 1.0 ** -

Program Evaluation &
1.0r “" Information Systems **

Policy & Planning 3.0 — —

r*. Staff Development &
2.1L Training 4.0

r*"’

TOTAL PROGRAM DEPTS 620.0 310.0 252.

cont..



(SERVICE DEPARTMENTS)
NUNAVUT

DEPARTMENT CURRENT HQ NUNAVUT HQ LEAN NI

Finance 62.0 35.0 NA

Directorate 4.0 4.0 NA

Treasury 20.0 13.0 NA

Coinptrollership 31.2 18.0 NA

Financial Management Sec. 13.0 7.0 6.0

Government Services 156.4 38.0 NA

Directorate 6.0 4.0 NA

Supply Services 21.0 4.0 NA

Petroleum Products1 23.0 16.0 NA

Systems and Computer 
Services 53.0 3.0 (py's for sharing

Liquor Control System 8.0
computer system < 

4.0

Motor Vehicle Registry 16.0 3.0 NA

Office Services 16.0 4.0 NA

Information 40.0 20.0 NA

Directorate 6.2 4.0 N A
Public Affairs 6.5 3.0 NA

Publications & Productions 10.3 6 . 0 NA

Language Bureau 16.0 7.0 NA



DEPARTMENT CURRENT HQ NUNAVUT HQ
NUNAVUT
LEAN HQ

Personnel 45.0

Directorate 2.0

Systems & Administration 4.0

Staff Relations 17.0

Personnel Services 12.0

Staff Development & Training 10.0

ExecuMve 92.1

Office of the Commissioner 5.0

Ministers' Offices 14.0

ExCo Secretariat 22.0

Priorities & Planning Sec. 6.0

Aboriginal Rights &
Constitutional Dev. Sec. 8.0

Energy and Resource 
Development Secretariat 8.0

Audit Bureau 20.1

22.0 NA

4.0 (Including Systems & 
Administration)

NA

4.0 (titled Management Services)

9.0 NA

5.0 NA

38.0 NA

? ?

? (will vary according to 
no. of Ministers and their 

8. priorities in Nunavut)

14.0 (renamed Policy & Priorities 
and comprises Intergovern
mental Affairs; Energy, Min 
and Resources; and Constitu 
tional Development)

10.0

Regional Operations Sec. 9.0 6.0 (includes Bureau of
Statistics, formerly 
under ExCo Sec.)

9ifl9?_2f_il]§_91§EL9f_£!}§_L§9i§l?t:lve Assembly

16.1 16.0

TOTALSERVICE ' DEPTS '424.5 176.0 175.0

TOTAL 1044.5 486.0 427.0



TABLE 2 - HEADQUARTERS/REGION PERSON YEAR RATIO BY DEPARTMENT

(number of headquarters person years per one regional employee)

DEPARTMENT G.N.W.T. N.T.G.*

Economic Development & Tourism 0.9 0.98

Education 0.04 0.04

Local Government 0.9 0.8

N.W.T. Housing Corporation 1.5 1.5

Public Works 0.26 0.37

Renewable Resources 0.8 0.85

Social Services 0.1 0.3

Finance 1.27 1.34

Government. Services 2.1 1.2 **

Information 3.0 1.5 ***

Personnel 1.4 1.3

Executive 1.5 1.0

* The Nunavut Territorial Government includes the three eastern 
regions of Kitikmeot, Keewatin and Baffin, excluding the 
community of Holman Island. Figures for the N.Ĩ.G. headquarter 
person years are derived from recommendations in the report.
The N.T.G. regional person years are based'on existing numbers 
of regional staff in the three regions.

** The Department of Government Services' headquarters in N.T.G. 
does not include a computer systems component, thus reducing 
significantly headquarters person years.

*** Most of the Department of Information's regional staff are 
based in the three eastern regions, thus this ratio does not 
reflect as great a level of decentralization in N.T.G. as might 
appear. . i.e. 40 (NUT HQ) 20 (NTG HQ)

13.6 (NWT 12.6 (NTG REG. PY)
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TABLE 3 - SERVICE DEPARTMENT PERSON YEARS AS A PERCENTRAGE OF TOTAL 
PERSON YEARS IN THE GOVERNMENTS OF THE N.W.T. & NUNAVUT*

DEPARTMENT G.N.W.T. N.T.G.**
% (Dept. PY's) % (Dept. PY's)

Executive 4.5 (150.4) 4.9 (76.3)

Financial Management 
Secretariat 0.38 (13.3) 0.45 (7.0)

Finance 3.3 (110.5) 3.9 (61.1)

Information 1.6 (53.6) 2.1 (32.6)

Personnel 2.3 (76.4) 2.5 (39.4)

Government Services 6.7 (228.1) 4.6 ***(70.5)

Public Works 17.0 (569.6) 15.0 ****(225.4)

* Total person years G.N.W.T. 3.354.9 (83/84 Estimates),
Nunavut Territorial Government 1,531.8 (person years for three 
eastern regions + person years recommended for a N.T.G. HQ.).

** N.T.G. includes only the three eastern regions.

*** No Computer Systems component included in N.T.G. figures 
for tbe Department of Government Services.

**** Reduction in highway staff accounts for the significant 
decrease.
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*
TAB! E 4 - DEPARTMENTAL PERSON YEARS AS A PERCENTAGE OF POPULATION

(using only population-sensitive departments) N.W.T. & NUNÃvuî

* Population - N.W.T. 46*069, N.T.G. 15,221 (N.W.T. Data Book, 
1982-83).

** Nunavut population including the administrative regions of 
Kitikmeot (minus Holman Island), Keewatin and Baffin. Figures 
for N.T.G. include current regional personnel + departmental 
recommendations found in report.

*** Social Service figures for N.T.G. are lower as a
percentage of population largely due to the fact that there are 
more Social Service facilities (and thus, person years) in the 
western arctic than in the east. i.e. correctional centres, 
group homes, etc.

department N.W.T.
% (Dept. PY)

NUNAVUT **
% (Dept. PY)

Économie Development and
0.3 (139.1) 

2.4 (1118.9) 

0.08 (35.6) 

0.11 (53.6) 

0.31 (143.7)

0.4 (66.4) 

3.8 (580.8) 

0.1 (16.0) 

0.21 (32.6) 

0.32 (49.0) 

0.42 (65.0) 

1.4 (225.4)

Tourism

Education

Health

Information

Justice & Public Services 0.31 (143.7)

N.W.T. Housing Corporation 0.23 (110.0)

I
I
I

Social Services

Public Works 1.2 (569.6) 

0.71 (327.7) 0.53 (80.6) ***

(I
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TAr E 5 - AVERAGE NUMBER OF DEPARTMENTAL PERSON YEARS BY *
COMMUNITY FOR DEPARTMENTS THAT ARE COMMUNITY SENSITIVE

DEPARTMENT N.W.T. NUNAVUT
(Dept. PYs) (Dept. PYs)

Economic Development & Tourism 2.2 (139.1) 2.4 (66.4)

Education 17.7 (1118.9) , 21.5 (580.8)

Local Government 2.1 (133.1) 2.1 (55.7)

Renewable Resources 2.1 (135.3) 3.0 (83.0)

* N.W.T. communities 63 (N.W.T. Data Book, 1982-83), Nunavut 
communities 27 (all three eastern region communities minus 
Holman Island).

** Departmental person years for Nunavut include regional personnel 
+ headquarters recommendations found in report.
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