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Introduction
Governments around the world are implementing fundamental
management reform initiatives, and strengthening accountability is at
the heart of many of these.

Canada already has one of the finest public services in the world
because several generations of public service employees and many
reform initiatives over three decades have each made their
contribution to its excellence. But the process of modernization is
never complete.

The following Treasury Board of Canada Secretariat (TBS)
Management Accountability Framework (MAF) was developed to
provide deputy heads and all public service managers with a list of
management expectations that reflect the different elements of current
management responsibilities.

Integrating TBS Management
Improvement Initiatives
The Management Accountability Framework is intended to translate
the vision of modern public service management, as established in
Results for Canadians, into a set of management expectations.
The Framework reflects the many management-focussed initiatives
currently underway and the vision they share. It brings together
the principal elements of frameworks like those on Modern
Comptrollership, Human Resources Modernization, Service
Improvement and Government On-Line. In so doing, it provides
a means to understand and connect various TBS management
improvement initiatives.

The Framework focusses on management results rather than required
capabilities; provides a basis of engagement with departments; and
suggests ways for departments both to move forward and to
measure progress.

For the first time, TBS will be able to work with departments and
agencies within an explicit and coherent model for high
organizational performance.

The Management Accountability Framework alone, however,
will not suffice to provide the guidance and standards various levels
and functions of management require. In its capacity as the
Management Board, the Treasury Board and its Secretariat will
continue to develop models and guidelines, as well as associated tools,
to aid departmental interpretation and implementation of the
expectations of sound management.

Overview
A key attribute of the Framework is its simplicity. It consists of
10 essential elements of sound management, followed by a series of
indicators and associated measures. It recognizes that the role of
public service employees is to translate the direction provided
by government into results for citizens. This forms the axis of
the Framework.

All government decisions must be framed by enduring public service
values and the capacity to grow, learn, and innovate. Excellence starts
by having management frameworks that are effective and performance
information that is useful.

The following are essential to the choices made by public
service managers:

£ thinking about citizens first;

£ applying a rigorous policy analysis;

£ considering key risks;

£ having the right work force;

£ ensuring that public resources are managed with probity; and 

£ assigning clear accountabilities, with due regard to capability.
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Leadership for Excellence
Below is a graphical representation of the Management
Accountability Framework. Leadership is the overarching
expectation of the Framework because it creates the
conditions for sound management.

Leadership is exercised most effectively by ensuring that
the 10 elements are all in place and working well together.

The 10 expectations are interdependent, underlining the
integrative nature of modern management. Values and
ethics, for example, must be woven throughout each of the
other nine functions. ▲▲▲

eadership
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Public Service Values

Through their actions, departmental leaders continually reinforce the importance  
of public service values and ethics in the delivery of results to Canadians  
(e.g. democratic, professional, ethical and people values).

Learning, Innovation and Change Management

The department manages through continuous innovation and transformation,  
promotes organizational learning, values corporate knowledge, and  
learns from its performance.

Governance 
and  

Strategic 
Directions

Results 
and 

Performance

Relevant information 
on results (internal,  
service and  
program) is gathered  
and used to make  
departmental 
decisions, and  
public reporting  
is balanced,  
transparent, and  
easy to understand.

Policy and 
Programs

Departmental research and  
analytic capacity is developed  
and sustained to assure high  
quality policy options, program
design and advice to ministers.

People

The department has the people,  
work environment and focus  
on building capacity and  
leadership to assure its success  
and a confident future for the 
Public Service of Canada.

Citizen-focussed  
Service

Services are citizen-centred,  
policies and programs are  
developed from the “outside in”,  
and partnerships are  
encouraged and effectively  
managed.

Risk Management

The executive team clearly  
defines the corporate context  
and practices for managing  
organizational and strategic  
risks proactively.

Stewardship

The departmental control  
regime (assets, money, people,  
services, etc.) is integrated and  
effective, and its underlying  
principles are clear to all staff.

Accountability

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

The essential 
conditions — 
internal coherence,  
corporate discipline  
and alignment to  
outcomes — are in 
place for providing 
effective strategic  
direction, support  
to the minister and  
Parliament, and the  
delivery of results.

Graphic 1



Indicators
Graphic 2 presents the indicators for each expectation in
the framework. These indicators are meant to convey the
breadth and meaning of the expectations. By setting out
the objective for each of the 10 elements, they also help to
gauge progress toward those objectives.
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Public Service Values

• Exemplary conduct 
• Public service values tailored to realities/culture of department 
• Values-based management practices

Learning, Innovation and Change Management
• Strategic organizational learning, a capacity to anticipate and adjust to change, and a disposition  
 to transformation 
• A culture of innovation 
• Performance as a guide to change 
• Delegations as an instrument of empowerment 
• Corporate knowledge and memory captured and managed as strategic resources 

Governance 
and 

Strategic 
Directions

Results 
and 

Performance

• Corporate  
 monitoring  
 and reporting of  
 program, service  
 and internal  
 results 
• Integrated  
 financial and  
 non-financial  
 performance  
 information used  
 in corporate  
 decision making 
• Departmental  
 reporting based  
 on measurable  
 outcomes 
• Benchmark 
 against the best
• Transparent,  
 timely and  
 accessible  
 communications  
 with citizens  
 and Parliament

Policy and  
Programs

• Sustained analytic capacity  
 and culture of consultation,  
 review and challenge 
• Results-focussed policy and  
 program agendas linked  
 to government’s horizontal  
 priorities 
• Citizen engagement 
• Confidence of the minister  
 and the centre

People

• Reflective of Canada 
• Respectful of official language  
 requirements 
• Renewed/sustained capacity 
• Supportive workplace 
• Employee engagement 
• Opportunities to grow 
• Leadership continuum 
• Recognition, rewards and  
 sanctions

Citizen-focussed  
Service

• Monitored, continuously  
 improved service quality 
• Technology options fully  
 exploited 
• Empowered front-line  
 deliverers  
• Effective relationships

Risk Management

• Key risks identified and  
 managed 
• Risk lens in decision making 
• Risk smart culture 
• Capacity to communicate and  
 manage risk in public context

Stewardship

• Management systems that  
 provide relevant information  
 and early warning on resources,  
 results and controls 
• Rigorous audit/evaluation  
 function 
• Functional specialists as  
 partners 
• Compliance with policies,  
 regulations, and legislation 

Accountability

• Clear accountabilities and  
 responsibilities for due process  
 and results 
• Delegations appropriate  
 to capabilities 
• Cascading commitments  
 in PMAs 

• Support to  
 minister, Cabinet  
 and Parliament; 
• Management  
 framework aligned  
 to strategic  
 outcomes 
• The right  
 executive team 
• Results-focussed 
 corporate priorities 
• Strategic resource 
 allocation/ 
 reallocation based 
 on performance 
• Integrated agenda 
 for management 
 excellence 
• Horizontal 
 collaboration 
• Environmental 
 scanning 

Graphic 2



Measures
Graphic 3 presents the measures that can be used to assess
progress toward the objectives described by the indicators.
While the expectations and indicators of management
excellence should remain relatively stable over time,
measures of management performance are likely to
evolve as conditions, priorities, and government-wide
targets change.

There are two kinds of measures: process measures
(related to such things as completed plans or reviews)
and improvement measures (staff and service satisfaction
or audit findings).

▲ ▲
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Public Service Values
• Customized public service values statement and ethical guidelines regularly discussed with all staff 
• Sound advisory and recourse mechanisms in place 
• Orientation, learning and other tools to support staff 
• Staff assessment of organizational performance against PS values and ethics

Learning, Innovation and Change Management
• Progress in improving organizational learning and knowledge management practices 
• Investments in organizational learning 
• Stakeholder/staff perceptions of organizational adaptability, change and innovation 
• Performance measurement used to improve organizational results 

Governance 
and 

Strategic 
Directions

Results 
and 

Performance

• Quality of RPPs  
 and DPRs 
• Staff and client  
 survey results 
• Progress in  
 strengthening  
 financial and  
 program results,  
 and performance  
 measurement 
• Corporate  
 monitoring and  
 review of  
 performance 
• Risk-based  
 evaluation plans  
 (reviewed regularly)  
 and follow-up 
• Performance  
 against external  
 benchmarks 

Policy and 
Programs

• Confidence of the minister  
 and the PCO in the quality  
 of policy options and advice 
• Recruitment/development/ 
 succession plans for policy  
 community 
• Investments in policy  
 capacity/analytic tools 

People

• Comprehensive HR develop- 
 ment plan in place, including  
 leadership, recruitment,  
 retention, succession,  
 learning, QWL, OL, EE 
• Progress against HR targets 
• Progress in measuring/ 
 improving employee  
 engagement 
• Quality of leadership 
• Quality of labour relations 

Citizen-focussed  
Service

• Service improvement and  
 transformation plans in place   
 for major services/ 
 regulatory programs 
• Client satisfaction measured  
 annually 
• Client satisfaction targets  
 and results 
• Progress toward GOL targets 
• Collaboration with other  
 governments and partners 
• Information for citizens 

Risk Management
• Corporate Risk Profile,  
 reviewed regularly 
• Tools, training, support  
 for staff 
• Evidence of risk considerations  
 in strategic planning 
• Engagement of external  
 stakeholders in assessing/  
 communicating risks 

Stewardship
• Risk-based audit plans (reviewed  
 regularly) and follow-up 
• Progress in integrating  
 corporate information systems  
 and controls 
• Audit findings and control  
 failures 
• Quality assurance in contracting,  
 financial, knowledge and  
 asset management, and  
 IT stewardship 
 

Accountability
• Clarity of accountabilities 
• Delegations regularly  
 reviewed 
• Executive committee oversight  
 of performance management  
 and regular review  
 of performance 
• Alignment of individual with  
 corporate commitments 

• Minister’s  
 confidence in  
 departmental  
 support 
• Perceived  
 coherence of  
 policy agenda 
• Strength of the  
 management team 
• Corporate  
 management  
 framework used  
 for priority setting, 
 reallocation, and  
 alignment to  
 government-wide  
 priorities 
• Management  
 improvement  
 agenda  
 integrating HR,  
 comptrollership,  
 service, etc. 
• Leadership/  
 participation in  
 PS-wide initiatives 

Graphic 3



Implementation
Deputy heads and other public service managers can use this Framework
to frame questions for themselves and for others. In some instances, for
example, a deputy head might need to pose the question to, and seek the
assurance of, members of the executive team. In the final analysis, the
deputy head (or other public service manager) must be assured that all
the expectations of sound management are being addressed, and that
appropriate results are being achieved for each element, and for
organizational performance as a whole.

Departments and agencies need to be able to demonstrate progress in
implementing the Framework. It is recognized, however, that not all
10 expectations can be achieved at once. The Framework should not be
construed as prescriptive; every department and agency must chart its own
course to higher organizational performance. Within available resources,
choices will have to be made: departments and agencies may need to focus
on improving some areas more than others, and the priorities may differ
from one organization to another. Nonetheless, the intent is that all
departments and agencies demonstrate progress in each of the 10
elements.

Managers at all levels will be encouraged to use the Framework to improve
the functioning of their organizations and to engage their employees on
the expectations of a well-functioning organization.

The Framework is not carved in stone: it will continue to evolve as
departments strengthen their management practices.

Possible applications for the Framework include the following:

£ a frame of engagement between departments and agencies and TBS;

£ a guide for departments and agencies to assess and monitor their
management practices and disseminate information on their
management improvement activities;

£ a tool for all public service managers to assess organizational
performance, to identify priorities for management improvement
and to measure progress in management improvement;

£ a means to improve departmental reporting to Parliament on
management plans and performance; and 

£ a tool for reporting on the state of management practices across the

Public Service.

Focus on Results
The Management Accountability Framework is about strengthening
accountability to

£ manage our organizations effectively;

£ serve ministers and government; and 

£ deliver on results to Canadians.

The Framework is a tool to promote a modern public service whereby

£ services are focussed on citizens;

£ public service values (e.g. democratic, professional, ethical, and

people values) are clearly articulated and continually applied;

£ effective support is provided to ministers and strategic direction is

translated into results, through high organizational performance;

£ decision making is transparent and accountable;

£ employees are valued, and human and intellectual capacities are

developed;

£ spending is responsible, with sound stewardship of taxpayers’ resources;

£ risks are identified and corporately managed; and 

£ organizational performance is continually enhanced through

innovation, transformation, and learning.

Support from TBS
Advisory services can be obtained through the Comptrollership
Modernization Directorate, TBS Web site or by calling (613) 957-2437.
(www.tbs-sct.gc.ca/cmo_mfc).
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