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(1) INTRODUCTION 
 
Since the 1970s the Government of Canada has used various leadership competency profiles. 
In general, the development and modification of competency profiles in Public Service of 
Canada is motivated by HR needs as well as the key initiatives and strategies of the 
Government. In addition to other competencies, competency profiles reflect the standards of 
values and ethics and professionalism expected of the employees of the Public Service of 
Canada. 
 
The Profile of Public Service Leadership Competencies was developed in 1998, in the 
context of La Relève, an initiative focused on Public Service renewal. This version of the 
Profile was based on 14 leadership competencies and included, for the first time, an Assistant 
Deputy Minister level. It was used in staffing, learning and development for the Executive 
cadre. The Profile served its purpose very well. However, it was thought to contain too many 
competencies that, in some cases, were too complex and abstract. In addition, because it was 
developed in the late 1990s, it did not reflect certain more recent key initiatives such as the 
Management Accountability Framework (MAF)1 and the modernization of human resource 
management. The Profile needed to be updated to reflect the fast-paced changes occurring in 
the Public Service.  
 
The Key Leadership Competencies Profile, issued in 2005 and currently in use, establishes 
Values and Ethics as the foundation of leadership and links directly to the Management 
Accountability Framework. The previous 14 competencies were collapsed into 4 main 
competencies. The behaviours related to each competency are more concrete and observable, 
and the profile also includes ineffective behaviours. It extends from the supervisor to the 
Deputy Minister levels and was augmented in 2008 with a new “Employee” level, thereby 
covering the full potential of the leadership continuum and thus enabling self-assessment and 
learning and career planning for all public service employees, regardless of profession, 
function or level. 
 
 

                                                 
1 The Management Accountability Framework (MAF) is a set of 10 statements summarizing the Treasury Board 
of Canada Secretariat’s expectations for modern public service management. It was developed to provide public 
service managers with a clear list of management expectations within an overall framework for high 
organizational performance. Every year, the performance of each Deputy Head and his/her organization is 
assessed against the MAF. 
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(2) HOW DOES THE CANADIAN GOVERNMENT MANAGE ITS COMPETENCIES? 
 
2.1 Definitions 
 
Within the context of Canada’s Core Public Administration, the Treasury Board Secretariat 
(as the Employer), has defined competencies as “the skills, abilities and characteristics that an 
employee applies in performing his/her work and that are observable as behaviours or 
actions”. This definition does not include knowledge as a characteristic of competencies. With 
regards to knowledge requirements, in 2007, Treasury Board Secretariat established the 
Standards on Knowledge for Required Training,  which are the parameters related to the 
common knowledge needs of employees, supervisors, managers and executives - regardless of 
their function, organization2 or profession - in the exercise of due diligence in relation to their 
legal responsibilities. 
 
In this context, competencies are analogous to “qualifications”, the concept of which has 
been used for decades within the Public Service to assess and manage the capabilities of 
employees. There are, however, two aspects in which competencies can be said to differ from 
qualifications: 
 

1. New in the competency approach is its linking of competencies to the strategic 
objectives and capabilities of the organization; and 

2. Competencies can be applied in all human resource areas, including training, 
development, performance management, talent management and succession planning, 
not simply resourcing. However, they do not have to be applied in all these areas at the 
same time, nor has this been the practice in most organizations, even top-performing 
ones. In fact, most have started out by first applying Competency-Based Management 
(CBM) in training and development initiatives and human resource planning. Only 
when employees became familiar with the use of competencies to guide training and 
development activities, have organizations introduced CBM in performance 
assessment. 

 
The Public Service of Canada uses the term “competency profile” rather than a competency 
model for a description of proficiency levels and behaviours required for a specific job or 
jobs. 
A competency profile applies to a specific employee or population of employees. It can cover 
employees in a group of positions/jobs within a department, or employees belonging to a 
functional community across the Public Service. The more homogenous the work of an 
organization, the greater the chances that a single competency profile can be applied within 
that organization. Conversely, more heterogeneity in organizations or in business results will 
translate into a higher likelihood of a variety of competency profiles as well as a higher 
variety in applications of these profiles. 
In practical terms, a competency profile is a document that describes the set of competencies 
particular to a position, job, occupational group or functional community. It can include 
definitions of competencies, associated behaviours and different levels of proficiency for each 
of the behaviours. These behaviours link directly to overall strategic priorities and the work 
that needs to be done to achieve them. Within a competency profile, competencies can be 
grouped into clusters, which are logical groupings based on a common theme or context. A 

                                                 
2 “Organization” within the context of the federal Public Service means a whole department or components of it. 
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stand-alone profile without any application, purpose or link to the organizational strategy is 
meaningless for achieving results. 
 
 
2.2 Competency Modelling 
 
Competency management is undertaken in various HR processes across the public service. 
There are various competency profiles targeting different positions and functional groups of 
employees. For example, the leadership competencies used, nationally, within the Canadian 
government are referred to as the Key Leadership Competencies (KLC). There are other 
competency profiles that are developed for specific functional groups and are applied in 
various HR processes. For a snapshot of competency profiles in Canada’s Public Service, 
please see Appendix 1. 
 
The KLC Profile is a well established tool for the Executive level (EX position 
classification). It is the main component of the EX Qualification Standard and, as such, its use 
is mandatory in assessing candidates for Executive level appointments. The KLC Profile was 
also integrated into the Executive Talent Management tool and in the Performance 
Management Program (PMP) for executives.  
 
Using the Public Service Values and Ethics as its foundation of leadership, the KLC Profile 
contains a model with four generic competencies, two of them having sub-competencies:  
 

1. Values and Ethics, 
2. Strategic Thinking (with the 2 sub-competencies: Analysis and Ideas) 
3. Engagement and 
4. Management Excellence (with the 3 sub-competencies: Action Management, People 

Management, and Financial Management).  
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Figure 1 – Key Leadership Competencies3 

 
 
As a result of consultations with users, two of the competencies were re-titled for the 
Employee level. Strategic Thinking became Thinking Things Through, and Management 
Excellence – Action Management, People Management, and Financial Management were 
modified to Excellence Through Results – Initiative, Relationships, and Resources. 
 
The KLC Profile provides a distinct list of effective behaviours for each of seven levels within 
the leadership continuum, applicable to all organizations within the Canadian Public Service: 
Deputy Minister, Assistant Deputy Minister, Director General, Director, Manager, Supervisor 
and Employee level. The Profile also provides one generic list of ineffective behaviours that 
can be used to further guide all levels. In terms of leadership competencies, the same 
competency profile is used for all seven target groups (i.e. Deputy Minister, Assistant Deputy 
Minister, Director General, Director, Manager, Supervisor and Employee level). Other 
competency profiles target specific populations many of which draw from the basic tenets of 
KLC. Appendix 1 provides examples of these profiles. 
 
Effective behaviours specific to each target group in the KLC Profile are identified for each 
competency and one list of generic ineffective behaviours for each competency provides 
further guidance. 
 
In addition to the KLC Profile, the Treasury Board Secretariat (TBS) has also established 
professional or “technical” competencies for certain functional communities. Links to this 
type of profile, such as those for the Management Trainee Program (MTP) and the Internal 
Audit, Evaluation, Procurement and Material Management and Real Property, Financial 
Officers, Information Management, Science and Technology and Communications Officers 
communities, to name a few, have been compiled in a table (see Appendix 1). 
 

                                                 
3 Government of Canada (2007) Key Leadership Competencies, Canada Public Service Agency and the Public 
Service Commission. 
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2.3 Organization of Competency Management 
 
In February 2009, the Prime Minister of Canada announced important changes in the human 
resources (HR) governance structure in the Public Service of Canada as part of the ongoing 
commitment to Public Service Renewal and a renewed expenditure management system that 
launched a strategic review of the six central human resources agencies. Results from these 
changes will be better delivery of policies and services and more effective human resources 
management by: 
 

 enabling Deputy Ministers to take effective responsibility for human resources 
management in their own departments; and  

 simplifying and streamlining the roles of central human resources agencies. 
 
This new HR governance structure has included the creation of an Office of the Chief Human 
Resources Officer (OCHRO), housed within TBS, and since the summer of 2009, the 
OCHRO has begun delivering on its new mandate. The mandate recognizes, supports and 
creates the conditions for Deputy Heads to take full responsibility for people management in 
their organizations. It also establishes appropriate measurement, policy framework and core 
compensation services and programs that are truly a responsibility for the ‘centre’.  
 
To ensure that the government’s suite of management policies meets its ongoing commitment 
to enhance accountabilities and management excellence, TBS continues its review of 
Treasury Board policies, including those related to HR and those that may be related to 
competency-based management. As part of this review process many outdated policy 
instruments have been, or will be, rescinded. Any new policy instruments take on a greater 
enabling, coordinating and arms-length approach by the centre. This approach contributes 
directly to the government’s objective of clarifying responsibilities and accountabilities, 
eliminating duplication of effort, while reducing the “web of rules”. 
 
Although the Treasury Board Secretariat and the Public Service Commission continue to 
provide public service-wide guidance and advice on competencies, the practical application of 
competency management and competency profiles has become ever increasingly 
decentralised.  Responsibility for “people management” including the development of any 
competency-based approaches, policies and tools applicable to different departments or 
agencies, rests with the respective deputy heads of these organizations.  
 
Pursuant to Section 11 and 12 of the Financial Administration Act4, as amended by the Public 
Service Modernization Act (PSMA) in 2003, deputy heads continue to be held accountable 
for their organization’s management of human resources, subject to any terms and conditions 
considered appropriate by Treasury Board (as the Employer). Applicable to competency-
based management activities within their organization, the Treasury Board requires that, for 
Executive level positions, deputy heads must ensure compliance with the requirements of the 
EX Qualification Standard which specifies that each competency within the Key Leadership 
Competencies Profile be appropriately assessed during staffing and selection processes. 
 
 
                                                 
4 Website link Section 11 and 12 of the Financial Administration Act:  
http://laws.justice.gc.ca/eng/F-11/20091026/page-
2.html?rp2=HOME&rp3=SI&rp4=all&rp5=Financial%20Administration%20Act&rp9=cs&rp10=L&rp13=50 
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2.4 Development of Competency Management 
 
There has long been considerable interest within the Public Service of Canada for 
Competency-Based Management (CBM). This interest culminated in the Treasury Board 
Secretariat publishing a Framework for Competency-Based Management in the Public Service 
of Canada in December 1999.  
 
The framework is the result of work by the Steering Committee on Competency-Based 
Management in consultation with officials from the Treasury Board Secretariat and the Public 
Service Commission, the Interdepartmental Committee on Competency-Based Management, 
functional communities, the Human Resources Council, Bargaining Agents and other 
employee representatives. It builds on the experience and efforts of departmental practitioners 
over the past few years. It also takes into consideration the results of research on private and 
public sector organizations that apply CBM to their human resource management systems. 
 
The framework was developed in collaboration with the Public Service Commission (PSC). 
As part of the development process, the PSC conducted a survey of 57 organizations within 
the Canadian federal sector in 1998. The intent of the survey was to gauge the interest in 
and status of CBM in these organizations. Results indicated that 32 organizations had 
launched competency-based projects for at least one human resource application. Also, in 
general, there were perceived related benefits to the organization, and growing interest for 
expanding the concept to a wider population and other human resource activities.  
 
The framework does not prescribe one common model or application but, rather, provides a 
roadmap of the legislative, policy and practical parameters within which organizations can 
build their own CBM systems. It has served to endorse the use of CBM within the Public 
Service of Canada as one approach to managing people, provided that: 
 

 it is done in a consistent, thorough and fair manner within the Public Service's unique 
legislative parameters and sound CBM practices; and  

 it is developed in collaboration with key stakeholders, including employees and 
bargaining agents.  

 
A competency profile is considered the product of in-depth analysis and conceptual thinking. 
Collaborating with the various stakeholders, such as employees and bargaining agents, is seen 
as highly important to the process and contributes to the successful implementation and 
acceptance of the profile. The following essential steps in building a competency profile are 
recommended: 
 

 Analysis of the strategic objectives of the organization  
 Analysis of organizational and resource capabilities  
 A business case for CBM  
 Design of CBM principles and architecture  
 Development of one or more competency profiles and tools  
 Application to human resource functions in a multiphase or evolutionary manner.  

 
In the 1990’s and early 2000’s, many Public Service departments started some form of pilot 
project and some TBS functional communities developed competency profiles for their target 
groups. The competencies have been linked, first and foremost, to the strategic objectives and 
capabilities of the organization. Depending on how they are applied, competencies serve as a 
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tool across a range of HR activities including training, development, performance 
management, and succession planning, and not simply resourcing. They do not, however, 
have to be applied in all these areas at the same time. Most organizations started out by first 
applying competency profiles in training and development initiatives and human resource 
planning and only when employees have become familiar with the use of competencies to 
guide training and development activities have, did organizations introduced the profile in 
performance assessment. 
 
The Key Leadership Competencies Profile, revised in 2005, was a joint project undertaken by 
the Office of the Chief Human Resources Officer (currently housed in the Treasury Board 
Secretariat, but then called the Public Service Human Resources Management Agency of 
Canada) and the Public Service Commission (PSC). Following research and consultation, a 
competency model was developed. A second wave of extensive consultations (carried out at 
various levels across the Public Service) led to the identification of effective and ineffective 
behaviours related to each of the competencies in the model. The new “Employee level”, 
issued in 2008, was the result of significant inputs from a wide range of stakeholders and 
potential users. Consultations included focus group sessions with employees at various levels 
and with no supervisory or managerial responsibilities. 
 
Collaboration with key stakeholders and broad and extensive consultation on resulting 
products are highly important. As noted above, a wide range of internal stakeholders have 
been involved in the development and implementation of the Framework for Competency-
Based Management in the Public Service of Canada and the Key Leadership Competencies 
(KLC) Profile. Consultations were extensive, and no significant work was assigned to private-
sector consultants or individuals external to the Federal Public Service. 
 
 
2.5 Competency Management and the Various HR Processes 
 
The Public Service of Canada is distinguishable from other levels of the public sector and the 
private sector in that human resource management is governed not simply by values, 
principles, policies, practices or collective agreements, but also by statute and regulation, 
coupled with other subordinate legislation. This legislation must be respected when applying 
any human resource management approach including CBM. 
 
While implementing a competency based approach, competencies: 
 

 must be linked to the strategic objectives and capabilities of the organization; and 
 they can be used to track performance in all human resource areas, including training, 

development, performance management, and succession planning, and not simply 
resourcing. However, they do not have to be applied in all these areas at the same 
time.  

 
The Key Leadership Competencies (KLC) Profile, was originally developed for leadership 
development and for the recruitment and selection of Executive level positions within the 
federal public service. It currently remains mandatory to assess each competency within the 
KLC Profile when conducting an Executive level selection or recruitment process and when 
assessing Executive performance (PMP). 
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The KLC Profile is a tool that is often referenced in policy instruments for various HR 
processes, such as learning, training and development, career guidance, workforce, succession 
and HR planning, and talent management. Many departments and agencies use the KLC 
Profile and/or a competency-based management approach to their HR processes (refer to 
Appendix 1 for examples). 
 
It appears that most organizations started out by first applying competency profiles in 
training and development initiatives and human resource planning. Once employees 
became familiar with the use of competencies to guide training and development activities, 
organizations introduced the profile in performance assessment. It may be added that 
different federal organizations are at various levels of evolution with regards to the use of 
CBM. 
 
The Directive on the Performance Management Program (PMP) for Executives and related 
Guidelines on the Performance Management Program for Executive 2009-2010 require 
Deputy Heads5 to assess the key leadership competencies when determining the performance 
ratings and performance pay of executives. Performance ratings are based on results achieved 
(the What), as well as how they were achieved (the How). Demonstration of Key Leadership 
Competencies in the achievement of results is recognized and rewarded. 
 
The KLC Profile was integrated, as well, in the selection and promotion processes of the 
federal government leadership development programs that have been corporately managed 
or coordinated.  Leadership programming has been reviewed in the context of Deputy Head 
responsibilities for people management and enterprise-wide requirements.  
 
Departments and agencies are encouraged to use the profile in broader HR management 
activities and programs and often use it as is or adapt it to reflect their particular requirements 
when developing competency profiles for departmental and functional community positions.  
 
Learning activities at the Canada School of Public Service have been associated with the KLC 
to help Public Service employees and managers select the School’s products that meet their 
learning needs. Individuals can use these leadership competencies to self-assess against the 
requirements of their present job and to start planning for future positions in the public 
service. 
 
One particularly interesting example of implementation is the case of the Canada Revenue 
Agency. It introduced Competency-Based Human Resource Management (CBHRM) as the 
foundation for its management of human resources and, unlike most organizations, began 
with staffing before expanding it to other areas such as training and performance 
management. As noted in the December 2008 report of the Auditor General of Canada, “the 
Agency now recognizes that introducing CBHRM through internal staffing was a risky 
strategy” 6.  
 
 

                                                 
5 The deputy head is the head of a federal government institution, accountable to the Minister, and through the 
Minister to Parliament, for all the institution’s activities and achievement of results. 
6 Report of the Auditor General of Canada to the House of Commons – December 2008, Chapter 6, Section 6.12. 
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2.6 Horizontal and Vertical Integration 
 
Nationally/government-wide, there has been greater vertical and horizontal integration given 
the imperative of reform, renewal, modernization and investing in human capital. 
Government-wide change/revitalization initiatives such as La Rèleve in the late 1990’s and 
HR Modernization in the 2000’s frequently resonate in the development of various 
competency profiles, suggesting strong vertical integration. 
 
The alignment of the range of HR practices with competencies is often dependent on 
situational contexts and sometimes varies from organization to organization. In some, the 
competencies are primarily used for resourcing, and assessing learning needs whereas in 
others the entire gamut of HR processes have integrated competencies. Appendix 1 provides a 
snapshot of the context and the extent of use of competencies in various government 
organizations and functional groups. 
 
The CBM approach in the Public Service of Canada is fairly holistic. As evidenced in the 
examples in Appendix 1, the function-specific profiles span across the Public Service through 
functional communities and the KLC profile applies to all levels of employees across the 
Public Service. Furthermore, the government-wide themes of succession planning, learning 
and development of the work-force resonate across all competency profiles.  
 
 
2.7 Difficulties, Benefits and Key Success Factors 
 
The application of CBM and the Key Leadership Competencies (KLC) Profile in HR 
management practices has continued to progress within the Federal Public Service. The 
difficulties and challenges recently observed through the Management Accountability 
Framework (MAF) and deputy heads’ performance assessments, have related to the 
translation of stated priorities and commitment into concrete measurable and meaningful 
results. Direction from the most senior levels in Government7 has consistently focused on HR 
Management, Public Service Renewal and Succession Planning, including meaningful 
learning plans for employees that address the skills needs of the PS. The challenges 
encountered have been in linking HR needs and the imperative of a skilled competent 
workforce with the business needs and operational success. 
 
When developing the new “Employee” level in the Key Leadership Competencies (KLC) 
Profile, more specifically the observable effective behaviours for this level, its fit within the 
well-established KLC Profile was questioned. Was the leadership theme and focus on “Public 
Service leaders” within these competencies applicable to employees with no supervisory or 
managerial responsibilities? Although “leadership at all levels” was debated, there was 
consensus regarding the benefits of promoting excellence across the Public Service. In adding 
key leadership competencies and behaviours at a basic/entry level, it was agreed that 
employees could identify and demonstrate excellence and leadership in their work and create 
learning and career plans to develop leadership skills. 
 
With regards to implementation, the 1998 Public Service Commission (PSC) research 
revealed that organizations were applying CBM where they had identified change as critical 

                                                 
7 The Clerk of the Privy Council Fourteenth, Fifteenth and Sixteenth Annual Report to the Prime Minister on the 
Public Service of Canada, the 2009-10 Public Service Renewal Action Plan and the Report of the Expert Panel 
on Integrated Business and Human Resources Planning in the Federal Public Service. 
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(i.e., where the organization’s “pain” is the greatest), not necessarily where theory might 
dictate. The research indicated that organizations that had implemented CBM perceived 
that integrating CBM enhanced the role of the human resource function, making it a key 
strategic lever in achieving business results. However, they defined and applied 
competencies very differently, depending on their current and future needs. This ranged 
from developing unique sets of competencies for specific jobs to applying broad-based 
generic competencies that were relevant to all jobs in the organization. It was observed that 
organizations could run into difficulties when CBM became an end in itself, not a means to 
an end, or if it lacked rigour in process or follow-through. 
 
Although generally considered as optional, CBM and the Key Leadership Competencies 
(KLC) Profile have proven to be useful tools for promoting excellence and ensuring some 
consistency across the public service, within organizations, in HR activities and in other 
enabling corporate functions. Behaviour-based tools have been most helpful when 
articulating, in more concrete terms, expectations regarding values & ethics, excellence and 
people engagement within the Federal public service workplace. 
 
When developing a competency profile, organizations are encouraged to consider the 
following steps that research indicates contribute to the effective implementation of 
competency profiling (key success factors): 
 

1. Define performance effectiveness criteria.  
2. Build a business case for CBM. Business issues are often the compelling drivers 

for the need to change. This includes identifying the target work group and its 
outputs and clients, and how CBM can be applied to human resource activities to 
add value to the organization. 

3. ldentify the short- and long-term business consequences of not implementing 
CBM.  

4. ldentify primary sources of strategic direction (e.g. senior management, corporate 
business plans and priorities) to ensure that the model reflects those values that are 
important to the organization.  

5. Integrate the strategic short- and long-term business values and priorities of the 
organization into the competency profiles. Stay focused there.  

6. Develop a project management plan and a methodology framework that results in 
a model consistent with the goals of its intended application.  

7. Develop present and future assumptions about the target jobs.  
8. Select a sample of typical performers as a source for data on behaviours that 

produce the desired results (also called a "criterion sample").  
9. Define competencies in terms that are understood by the target population.  
10. Use competency language that is consistent across the target population.  
11. Use a balanced approach to collect competency information on existing jobs with 

established performance levels. For example, this can include:  
- direct observation  
- behavioural-based interviews, critical incident or stakeholder interviews8 
- panel of experts who know the jobs and competencies required to get 

results 
- focus groups involving incumbents, supervisors, clients 
- surveys (e.g. 360° evaluations) 

                                                 
8 Behaviour-based interviews are a good predictor of how a candidate will perform on the job in future by 
questioning him/her on how he/she handled a past critical situation (e.g. resolved a conflict). 
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- job analyses 
- competency databases9 
- competency card decks  
- benchmarking with similar organizations 
- databases of information on performance. 

12. Create a competency profile.  
13. Cross-validate the content of the competency profile with one of the above 

methods, and always include focus groups in data collection and validation to 
improve the reliability and validity of information.  

14. Analyse information.  
15. Use the type of profile most appropriate for your application. For example, when 

selecting for specific positions or jobs, build a profile that defines competencies in 
terms of behaviourally anchored rating scales or conventional rating scales10 that 
are observable, measurable and consistent for the particular human resource 
application. This detail is not necessary if the application is at the level of a 
functional community.  

16. Validate for reliability and whether it can be measured and observed.  
17. Finalize the model through additional tests or pilot projects ("second criterion 

sample").  
18. Develop and apply oversight and administrative structures to maintain the system 

and ensure reliability.  
19. Monitor and evaluate the validity and relevance of the profile over time.  
20. Provide in-depth training to human resource specialists to ensure they fully 

understand the concept and tools.  
21. Adapt the profile to new human resource uses.  
22. Evaluate gains in efficiency and effectiveness.  
23. Communicate progress and benefits to all stakeholders.  

 
Implementation of Competency-Based Management (CBM) is the systematic process of 
determining the competencies needed to achieve the results of an organization and applying 
these competencies in one or more human resource functions. There are certain conditions 
(key success factors) that are considered necessary for the process to be successful. 
 
First of all, the organization should have a culture that fosters participative decision-making, 
innovation, individual flexibility, growth, excellence in performance, and continuous learning. 
CBM works best when these conditions are present. In addition, there needs to be a strong 
drive within the organization to implement a competency-based management approach. This 
is important for the building of momentum and the realization of the concept as a living tool. 
 
It is important that all levels of management assume a strong leadership and championship 
role for the long term. If the concept is not important to management, it will not be important 

                                                 
9 Access to a data bank of competency studies can help focus on competencies that lead to success in other 
organizations. 
10 Behaviourally anchored rating scales have been used in the public and private sectors for many years. When 
applied in CBM, a skill is defined in terms of competency levels from low to high, each anchored to points on a 
scale that lists behavioural descriptors. For example: Takes responsibility for own mistakes - (1) Openly 
acknowledges own mistakes (2) Requires prompting to acknowledge own mistakes (3) Requires pressure to 
acknowledge own mistakes, and may display a defensive attitude (4) Sometimes blames others for own mistakes 
(5) Sometimes hides own mistakes. Conventional rating scales have also been used over the years by 
practitioners. For example: some of these scales list behaviours for each competency and require a selection of 
the extent to which an individual demonstrates each behaviour (e.g. seldom to frequently). 
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to the rest of the organization. As an example, an executive steering committee can provide 
the platform for decision-making, clarifying business objectives, providing strategic direction 
and building acceptance. Senior management needs to agree on a specific direction that is 
consistent across the organization. 
 
The project should also have the commitment, participation and long-term support of key 
stakeholders such as managers, employees, bargaining agents and other employee 
representatives. Collaborating and holding meaningful consultations with employees 
throughout the development and implementation of CBM ensures that they are part of the 
decision-making process. 
 
The culture of the organization should encourage managers to take ownership and drive the 
process throughout the implementation cycle. 
 
The organization needs to have a strong communication strategy in place to ensure that 
employees understand the reason for implementing CBM and how it can help contribute to 
results. In the case of such fundamental change, it may take more than one message to engage 
an audience and secure support. 
 
And finally, competencies need to be applied correctly; if not, they become meaningless. In 
concrete terms, this means coaching and mentoring for employees and their supervisors. 
 
 
(3) REVIEW OF THE STATE OF THE ART PRACTICES 
 
The Treasury Board Secretariat (TBS) and Public Service organizations have increasingly 
focused on employee development, talent management, leadership development and 
integrated HR and business plans as a means for meeting the challenges associated with 
shaping a revitalized modern Public Service workforce. In considering how best to move 
ahead, our approach needs to be more focused, pragmatic and geared to concrete results. 
Rethinking our HR governance11 structure has enabled us to refocus accountabilities for HR 
management from the central agencies to the Deputy Heads and managers within their Public 
Service organizations. Rethinking our leadership model has resulted in the new and creative 
“Gold Standard”12, based on the Executive Performance Management Program, and the new 
Executive Talent Management13 framework accompanied by some practical tools to enable 
implementation. 
 
In support of the Public Service Key Leadership Competencies, all of the learning activities 
from the Canada School of Public Service (CSPS) have been mapped against these 
competencies. The CSPS recently developed new interactive learning tools geared to 
managers and individual employees, such as My Learning Planner14 which allows any of the 
250,000 employees in the core Federal Public Service the ability to create, on-line, their own 
personal learning plan.  
 
To deliver on its goal to promote and enable management excellence across Government, the 
Treasury Board Secretariat, as a department, set out to become more strategic and less 

                                                 
11 Website link HR governance: http://www.tbs-sct.gc.ca/media/nr-cp/2009/0206-eng.asp 
12 Website link Gold Standard: http://www.tbs-sct.gc.ca/gui/gor-eng.asp  
13 Website link Executive Talent Management: http://www.tbs-sct.gc.ca/tal/excs-eng.asp  
14 Website link My learning Planner: http://www.csps-efpc.gc.ca/pyl/mlp-eng.asp  
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transactional in the way it carries out its new roles and responsibilities. TBS recognized that 
leading in the current environment requires different skills, relationships and culture for TBS 
staff. It, therefore, set out its own “Change Agenda” to sustain its efforts to bring real culture 
change within its ranks and foster a clear understanding of its new corporate philosophy. 
Expected effective behaviours, based on the Key Leadership Competencies (KLC) Profile, 
have been communicated to TBS managers and senior leaders. These KLC behaviours, 
augmented to focus on people engagement priorities, have been incorporated into each 
manager’s 2009-2010 Performance Agreement and will be assessed to measure and reward 
progress (refer to Appendix 2). 
 
Possible future trends include exploring the use of Competency-Based Management and the 
Key Leadership Competencies (KLC) Profile in support of a wider range of HR activities, 
such as performance assessments of non-EX employees across the core federal Public 
Service. 
 
 
(4) COMPETENCIES FOR THE FUTURE 
 
4.1 Future Competencies 
 
The business of government is becoming progressively complex with challenges such as 
globalization, ageing population, changing demographic landscapes, knowledge management 
and financial pressures. However preparing to meet these challenges is the essence of a 
dynamic public service with a clear long term focus on renewal. These ever-increasing 
demands, especially in the present challenging economic context, have fuelled the Canadian 
Public Service Modernization agenda. Central to the CBM approach is a learning environment 
which is a key to modernization and renewal. 
 
A process of Public Service renewal was launched by the Clerk of the Privy Council in 2006. 
It has driven Public Service organizations to ensure that the Government enjoys the benefits 
of a skilled and knowledgeable workforce, geared to excellence, now and in the future.  
 
The foundation for shaping the public service workforce we need is a clear understanding of 
the skills and knowledge required to meet the business objectives of departments and 
agencies, now and into the future. It’s about getting the right people in the right jobs at the 
right time to meet the business needs of public sector organizations. To this end, strategic 
recruitment as well as developing and renewing the capacities of employees are critical. These 
are identified as two of the four pillars of public service renewal strategy of Canada. 
Competency-based management supports these activities. 
 
 
4.2 Planning for future competencies 
 
HR planning is not only present in Public Service of Canada, it is a Government priority as 
discussed in the 16th annual report of the Clerk of the Privy Council of Canada15. Competency 
management is integrated into HR planning as creating a learning environment and employee 
development are identified as important steps in modernization efforts and learning is central 
to the CBM approach. Most HR plans of various organizations include learning and 
                                                 
15 Sixteenth Annual Report to the Prime Minister on the Public Service of Canada:  
http://www.pco-bcp.gc.ca/index.asp?lang=eng&Page=clerk-greffier&Sub=plan&Doc=2009-2010/plan-eng.htm  
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development plans for employees that are motivated by assessments using various 
competency profiles. 
 
The Canadian public service is moving towards using integrated human resources and 
business planning as the foundation for assessing and understanding the current and future 
needs of departments, agencies and the public service as a whole. Integrated planning aligns 
and organization’s workforce with the government’s priorities, and the organization’s 
mission, strategic plan and budgetary resources. All departments and agencies are expected to 
use integrated human resources and business plans to guide their activities and resource 
requirements. 
 
There are five key steps to integrated planning at the department level: 

- determining organizational business goals; 
- analyzing the organizational environment to see if there is the right mix of skills and 

people to meet current and future needs of the organization; 
- assessing the gaps or surplus in the organization’s workforce – what is missing or 

what is n longer required from an HR perspective in order for the organization to 
achieve its goals; 

- setting priorities and taking action – initiating strategies to close the gap and help get 
quantity and quality of the resources required; and 

- reviewing, monitoring and measuring wheter efforts were successful. 
 
In addition, several workforce planning efforts are taking place at the central level. For 
example, through the analysis of the data in the central compensation system, the office of the 
Chief Human Resources Officer located in the Treasury Board Secretariat generates 
demographic assessments of the current and future workforce needs for the public service, on 
“as needed” basis, including identification of system-wide gaps, which may pose a risk for the 
delivery on government-wide objectives.16 
 
Regarding Lavelle’s17 evolutionary path of workforce planning, the workforce planning in the 
Public Service of Canada is fairly mature. The maturity of HR plans varies from organization 
to organization and deputy heads have discretion and flexibility in creating HR plans, fully 
integrated into business planning processes, for their respective organizations. That said, the 
government-wide analysis forecasts shortfalls in HR capacity and deputy heads are 
responsible for responding to these in the HR/business plans for their respective 
organizations. The quality of planning forms a part of the performance evaluation of deputy 
heads. Based on this, the evolution of the workforce planning in the Canadian Public Service 
could be judged to be between the third and fourth level, that is to say between “modelling 
and forecasting” and “segmentation”.  
 
 
(5) EVALUATION OF COMPETENCY MANAGEMENT IN THE CANADIAN GOVERNMENT 
 
The competency-based approach aids our efforts to meet the challenges associated with 
modern and effective HR management. It places greater focus on “People” skills for managers 

                                                 
16 OECD (2009) OECD Reviews of Human Resource Management in Government: Brazil, Organisation for 
Economic Co-operation and Development, Paris. 
17 Lavelle (2007) “On Workforce Architecture, Employment Relationships and Lifecycles: Expanding the 
Purview of Workforce Planning and Management”, Public Personnel Management, 36 (4), pp. 371-385. 
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and leaders; it balances accountabilities for operational results with the observable application 
of Public Service Values and Ethics and good people management and engagement skills. 
 
Although it continues to evolve, CBM is fairly mature and well integrated into the 
Government’s HR processes. The functional communities’ profiles suggest that the approach 
of competency-based management in Public Service of Canada is very holistic. 
 
With regards to the future, given the commitment of the senior management towards the 
workforce renewal and HR management, competency management has potential in playing a 
central role in the management approaches of the Public Service of Canada.  
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Remarks 
Report prepared by Louise Forgues-Savage and Sharon Wong from the Office of the Chief 
Human Resources Officer, Treasury Board Secretariat in Canada. 
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APPENDIX 1 

 

A Snapshot of Competency Management Practices  
Across the Public Service of Canada18

Organization / 
Department 

For Who  
(Target 
group) 

What 
(Profile /  

Program title) 

What  
(Competencies) 

Purpose 
(Use of competencies) 

Website links 
(for further 

details) 
1. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Employees 
and Managers 
at all levels 
(DM, ADM, 
DG, Dir, 
Manager, 
Supervisor) 

Key Leadership 
Competencies 
(KLC) Profile 

Key Leadership 
Competencies (KLC) 
  Values & Ethics 
  Thinking Things 

Through 
  or   Strategic Thinking  

o Analysis  
o Ideas 

   Engagement 
    Excellence Through 

Results  
o Initiative 
o Relationships 
o Resources 

  OR   Management 
Excellence 

o Action Management, 
o People Management 
o Financial 

Management 

 Support learning and 
development 

 Assist discussions on 
work objectives, 
leadership 
development and 
performance  

 
http://www.tbs-
sct.gc.ca/tal/kcl/i
ntro-eng.asp 
 

                                                 
18  Depending on the department, and specific employee community (classification and levels) the activities in competency management range from resourcing/staffing, 
assessment, developing learning plans, performance evaluation and succession planning 
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2. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Administrativ
e Services 
(AS) 
Community 

AS Learning 
Strategy and 
Roadmap 
(Currently under 
development) 
 

Other tools  
such as: 
 AS 

Competency 
Self-
Assessment 
Aide 

 Personal 
Learning Plan 
Template 

 AS 
Community 
Coaches 

(Differ based on the level) 
 
 Client service orientation 
 Communication 
 Interpersonal relations 
 Analytical thinking 
 Teamwork 
 Results Achievement 
 Self-management 
 Technological agility 
 Organizational knowledge 
 Job specific knowledge 
 Technical knowledge 
 
1. 

Support AS learning 
and development 

 
http://www.tbs-
sct.gc.ca/gui/cma
s2-eng.asp 

3. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Federal Public 
Service 
Evaluation 
Community 

Competency 
Profile for the 
Federal Public 
Service 
Evaluation 
Community 

(Within each of the 
following 4 areas, a number 
of sub-competencies are 
identified-follow the web 
link for details) 
 
 Interpersonal 
 Business Perspective 
 Functional 
 Leadership/ Management 

A tool for managers to 
rebuild evaluation 
human resource 
capacity, in areas such 
as 

 Recruitment 
 Training and 

development 
 Team building 

 
http://www.tbs-
sct.gc.ca/eval/stu
d_etud/compcont
ext_e.asp 
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4. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Executives 
(EX) at the 
EX-1 to EX-3 
level 

Accelerated 
Executive 
Development 
Program 
(AEXDP) 
 
NOTE: Being 
phased out by 
March 2012 

Key Leadership 
Competencies (KLC) 
 Values & Ethics 
 Strategic Thinking  

o Analysis  
o Ideas 

 Engagement 
 Management Excellence 

o Action Management, 
o People Management 
o Financial 

Management 

 To identify a 
representative group 
of executives at the 
EX-1 to EX-3 level 
who demonstrate 
strong leadership 
potential 

 To invest in their 
development and 
progression 

 

 
http://www.tbs-
sct.gc.ca/prg/exd
cs-eng.asp 

5. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Community of 
Financial 
Officers 
(Financial 
Administratio
n / FI) 

Financial 
Officer 
Competency 
Profile 

(Within each of the 
following 4 areas, a number 
of sub-competencies are 
identified-follow the web 
link for details) 
 
 Interpersonal 
 Business Perspective 
 Functional 
 Leadership / Management 

 To provide a 
standard profile for 
Financial Officers, 

 To introduce the 
computerized 
Assessment Tool, 

 To suggest an 
approach to using 
them in career 
planning 

 
http://www.tbs-
sct.gc.ca/ocg-
bcg/careers-
carrieres/myc-
gvc/comp/gfocp-
gpcaf/gfocp-
gpcaf01-eng.asp 

6. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Information 
Management 
(IM) 
Professionals 
and Leaders 

IM Competency 
Profile 

(Behavioral Competencies) 

 Adaptability 
 Continuous Learning 
 Communication 
 Organizational & 

Environmental Awareness 
 Creative Thinking 
 Networking / Relationship 

Building 
 Conflict Management 
 Stewardship of Resources 

 A guide to foster 
consistency in the IM 
community 

 To determine the 
standard for IM 
competencies in the 
GC based on this the 
profile 

 
http://www.tbs-
sct.gc.ca/oro-
bgc/im/im-
compet-prof-
eng.asp 
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 Risk Management 
 Stress Management 
 Influence 
 Initiative 
 Team Leadership 
 Change Leadership 
 Client Focus 
 Partnering 
 Developing Others 
 Planning & Organizing 
 Decision Making 
 Analytical Thinking 
 Results Orientation 
 Teamwork 
 Values and Ethics 
 Visioning & Strategic 

Thinking 

7. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Information 
Technology 
(IT) 
Professionals 
– project 
sponsors / 
leaders / 
managers 

IT Project 
Management 
Core 
Competencies 

(Within each of the 
following 3 areas, a number 
of sub-competencies are 
identified-follow the web 
link for details) 

 
The core competencies 
required for: 
 general management - 

skills that any manager 
must have and are 
required for project 
management 

 project management - 
based on nine knowledge 
areas in the Project 
Management Body of 
Knowledge developed by 

 A guide to foster 
consistency in the IT 
Project Management 
community 

 To determine, based 
on this the profile, the 
standard for 
Management of IT 
Project competencies 
in the GC. 

 
http://www.tbs-
sct.gc.ca/emf-
cag/project-
projet/documenta
tion-
documentation/p
mcc-cbgp/pmcc-
cbgp00-eng.asp 
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the Project Management 
Institute 

 IT management - the 
unique technical skills 
required to manage IT 
projects. 

8. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Communicatio
ns Officers 
(Information 
Services / IS 
classification) 

Professional 
development 
roadmap for 
Comm’ns 
Officers 

 Official languages 
 Non official languages 
 Verbal and written 
communications 
 Knowledge of Canadian 
society 
 Values and ethics 
 Management and 
leadership competencies 
 Judgement, tact and 
service orientation 
 Competencies in a 
regional context 

 To foster continuous 
learning among 
federal communicators 
(IS classification). 
 
 A tool to identify the 
training needs for 
developing relevant 
competencies for 
different levels. 

 
http://cco-
bcc.gc.ca/careers
-carrieres/rm-
fdr/2009-rm-
fdr_01-eng. 

9. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Potential 
Managers for 
Public Service 
of Canada 

Management 
Trainee Program 
(MTP) 

 Intellectual competencies 
-Cognitive capacity 
-Creativity 
 Future-building 
competencies 
-Visioning 
 Management 
competencies 
-Action management 
-Organizational awareness 
-Teamwork 
-Partnering 
 Relationship competencies 
Interpersonal relations 
Communication 

To develop leaders for 
Public Service of 
Canada 

 
http://www.tbs-
sct.gc.ca/prg/mtp
sg-eng.asp 
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 Personal competencies 
-Stamina/stress resistance 
-Ethics and values 
-Personality 
-Behavioural flexibility 
-Self-confidence 

10. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Organization 
and 
Classification 
(OC) Advisors 

Training and 
learning 
curriculum for 
organization & 
classification 
(OC) advisers 

 Analytical skills 
 Client service orientation 
 Communication skills 
 Consultation 
 Leadership 
 Management 
 Technical knowledge 

To support the 
development of the 
competencies needed 
for the management 
and delivery of the 
OC Program in 
departments and 
agencies. 

 
http://www.tbs-
sct.gc.ca/prg/mtp
sg-eng.asp 

11. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Personnel 
Administratio
n (PE) 
Community 

PE Competency 
Profile 

 Strategic Role 
-Strategic outlook and 
thinking 
- Partnership and 
cooperation 
- Innovation and business 
approach 
 Functional Role 
-Client orientation 
- Professional know-how 
- Personal accountability 
 Relations with People 
-Interpersonal relations 
- Communication 
- Teamwork 
 Agents of change 
-Organizational know-how 
- Leadership 

To support learning 
and development of 
the functional 
specialists 

 
http://www.tbs-
sct.gc.ca/gui/cmp
e-eng.asp 
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12. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Procurement, 
Materiel 
Management 
and Real 
Property 
(PMMRP) 
Specialists 
 
 
 
 

Professional 
Development 
and Certification 
Program for the 
Procurement, 
Materiel 
Management 
and Real 
Property 
Community: 
Learning 
Toolkit 
 

A combination of: 
 Fundamentals of 
government context 
 Functions specific to the 
community 
 Leadership & business 
management 
 Personal & interpersonal 
skills 

TBS uses this 
Standard of 
competencies to: 
 
 establish the 
required training 
courses 
 determine which 
courses are mandatory 
for certification as a 
PMMRP specialist 
 and to outline a 
career path for 
certification of PMM 
professionals. 

 
http://www.csps-
efpc.ca/lto/lrm-
fs2-eng.pdf 
 
(WEBSITE 
INTERNAL to 
PS) 
http://publiservic
e.tbs-
sct.gc.ca/pd-
pp/lt-
ta/tk3_e.asp? 

13. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Government 
wide) 

Science and 
Technology 
Specialists 

Science and 
technology 
management 
core 
competency 
profile 

(Within each of the 
following areas, a number of 
sub-competencies are 
identified-follow the web 
link for details) 
 Technical 
 Self-management 
 Teamwork 
 Leadership 
 Client and partnering 
management 
 Management 
 Responsibility to society 

To support learning 
and development of 
the functional 
specialists 

http://www.tbs-
sct.gc.ca/gui/stc
m-eng.asp 

14. Public Service 
Commission of 
Canada (PSC) 
 
(Government 
wide) 

All current 
and potential 
PS employees 
and managers 
at all levels 

Competencies (Within each of the 
following areas, a number of 
sub-competencies are 
identified -follow the web 
link for details) 

10 competencies traditionally 

The PSC assessment 
instruments measure 
competencies for:  

 staffing  
 career 

counselling  

 
http://www.psc-
cfp.gc.ca/ppc-
cpp/hrm-
grh/comptcs-
eng.htm 
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associated with successful on-
the-job performance: 
 Communication  
 Interpersonal  
 Thinking  
 Organizational  
 Human Resource 

Management  
 Leadership  
 Client Service  
 Business  
 Self-management  
 Technical/Operational - 

for using & applying the 
appropriate technical & 
operational skills & 
experience 

 succession 
planning  

 training and 
development  

 team building  

15. Human 
Resources and 
Skills 
Development 
Canada (HRSDC) 
 
(Nation wide) 

Canadians 
employers, 
citizens, 
members of 
the Canadian 
labour market 

Essential Skills 
Profiles 

The essential skills included 
are: 

 Reading Text  
 Document Use  
 Writing  
 Numeracy  
 Oral Communication  
 Thinking Skills  

 Problem Solving  
 Decision Making  
 Critical Thinking  
 Job Task Planning 

& Organizing  
 Significant Use of 

Memory  
 Finding Information  

 Working with Others  
 Computer Use  

The skills people use to 
carry out a wide variety 
of everyday life and 
work tasks. Essential 
Skills are not the 
technical skills required 
by particular 
occupations but rather 
the skills applied in all 
occupations. 

 

 
http://www.hrsdc
.gc.ca/eng/workp
laceskills/essenti
al_skills/general/
readers_guide_w
hole.shtml#1 
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 Continuous Learning 

16. Public Health 
Agency of Canada 
(PHAC) 
 
(Nation wide) 

Organizations, 
governments, 
public health 
decision 
makers and 
practitioners 
within the 
public health 
system in 
Canada 

Pan-Canadian 
Core 
Competencies 
for Public 
Health 

Grouped under 7 domains:  

 Public health sciences  
 Socio-cultural  
 Assessment & analysis  
 Communication  
 Policy development & 

program planning  
 Leadership  
 Partnership, 

collaboration & 
advocacy  

The skills and 
knowledge essential to 
practice public health in 
Canada. They are 
independent of program 
and topic area and 
reflect a public health 
approach to health 
issues. Core 
competencies transcend 
the boundaries of 
specific disciplines and 
are program-
independent 

 
http://www.phac-
aspc.gc.ca/ccph-
cesp/archive-
archivees-
eng.php 
 

17. Agriculture 
and Agri-Food 
Canada (AAFC) 
 
(Specific to 
department) 

Customized 
learning 
programs for 
different 
target groups 
(Employees, 
Supervisors, 
Managers, 
Senior 
Managers, 
Senior 
Leaders, and 
Functional 
Specialists) 
with 8 CLPs 
(employees at 
all levels) 

Core Learning 
Program (CLP) 

Different for different target 
groups 
 
AAFC Core Competencies 
are: 
 Adaptability 
 Initiative 
 Teamwork  
 Interactive 

Communication 
 

Various Core Competency 
Profiles/Guides for various 
functional or technical 
groups have also been 
developed. 

To help the AAFC 
employees at all levels 
with core business and 
leadership skills 
needed to deliver 
results in an ethical 
and competent manner 

 
http://www.agr.g
c.ca/ 
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18. Canada 
Revenue Agency 
(CRA) 
 
(Specific to 
department) 

Present and 
potential 
employees for 
the CRA 

Canada Revenue 
Agency 
Competency 
Catalogue 

A large number of 
behavioural and technical 
competencies covering each 
job (Job Competency 
Profile) and each employee 
(Employee Competency 
Profile) 
(follow the web link) 
 
Note: the CRA defined the 
competencies required to do 
almost all of its jobs. In 
2008-2009 the CRA had 
approx. 40,000 full time 
employees.  

 Assessment of 
candidates for staffing 
purposes – including a 
Pre-Qualification 
Process for 
anticipatory purposes 

 To summarize 
competencies required 
for specific jobs 
within the CRA 

 
http://www.cra-
arc.gc.ca/crrs/cm
ptncy/2008/menu
-eng.html 
 
Relevant audit by 
the Office of the 
Auditor General: 
http://www.oag-
bvg.gc.ca/interne
t/docs/parl_oag_
200812_06_e.pdf  

19. The Treasury 
Board of Canada 
Secretariat (TBS) 
 
(Specific to 
department) 

TBS managers 
& leaders 
within the 
department 
(Assistant 
Deputy 
Minister, 
Director 
General and 
Director) 

Key Leadership 
Competencies – 
Effective 
Behaviours and 
the Change 
Agenda 

Key Leadership 
Competencies (KLC) 
 Values & Ethics 
 Strategic Thinking  

o Analysis  
o Ideas 

 Engagement 
 Management Excellence 

o Action Management, 
o People Management 
o Financial 

Management 

 Support the 
performance 
management and 
talent management 
processes within TBS 
as a department 

 Assist discussions 
with TBS executives 
on their work 
objectives, leadership 
development and 
performance  

 
Refer to 
Appendix 2 
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APPENDIX 2 
 
 

Key Leadership Competencies 
Effective Behaviours and the Change Agenda 

 
 

Introduction 
 
In 2005, the Government announced a key leadership competencies profile that outlines the 
leadership skills, abilities and characteristics that are needed in the Public Service to meet the 
challenges of today and tomorrow. 
 
The profile: 
 
 establishes values and ethics as the foundation of leadership and is linked to management 

accountability. It outlines effective behaviours for all levels from supervisor to deputy 
minister as well as ineffective behaviours for these same levels. 

 
 helps managers, organizations and functional communities incorporate qualitative data into 

their workforce analysis and human resources plans. Managers can use the profile to staff 
positions, to set and to assess performance expectations. All employees can use the profile to 
self-assess against the requirements of their present job and to plan for future growth. 

 
 is the main component of the EX qualification standard and is mandatory in assessing 

candidates for executive appointments. The profile is also a major element of leadership 
development programs, Public Service Commission assessment services and human resources 
management policies.  

 
 

Key Leadership Competencies and the Change Agenda 
 
The Change Agenda represents the commitment the organization has made to be more effective 
in how it performs its roles of challenge and oversight, community enabler as well as a champion 
and leader. It identifies four key objectives associated with achieving the goal of management 
excellence: 
 

1. Strategic Partner and Trusted Advisor; 

2. Proactive Risk Managers; 

3. Collaborative, Inclusive and Empowering; and 

4. Change Enablers. 
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Given the current focus on evolving the TBS culture and the unique role the EX community plays 
in attaining this goal, it is essential that the Effective Behaviours of the Key Leadership 
Competencies most closely linked with the Change Agenda are placed prominently at the 
forefront.  The following pages highlight these Effective Behaviours at the Assistant Deputy 
Minister, the Director General and the Director level for particular consideration in the 
Performance Management and Talent Management processes. 
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Key Leadership Competencies 
Effective Behaviours and the Change Agenda 

 
 

Competency Definitions 
 
Values and Ethics: Integrity and Respect 
Public Service (PS) leaders serve Canadians, ensuring integrity in personal and organizational 
practices, and respect people and PS  principles, including democratic, professional, ethical, and 
people values.  They build respectful, bilingual, diverse and inclusive workplaces where 
decisions and transactions are transparent and fair. They hold themselves, their employees, and 
their organizations accountable for their actions. 
 
Strategic Thinking: Analysis and Ideas 
PS leaders advise and plan based on analysis of issues and trends, and how these link to the 
responsibilities, capabilities, and potential of their organization. They scan an ever-changing, 
complex environment in anticipation of emerging crises and opportunities.  They develop well-
informed advice and strategies that are sensitive to the various needs of multiple stakeholders and 
partners, reflect the strategic direction of the PS, and position the organization for success. 
 
Engagement: People, Organizations, Partners 
PS leaders engage people, organizations, and partners in developing goals, executing plans, and 
delivering results. They lay the groundwork by building coalitions with key players. They 
mobilize teams, building momentum to get things done by communicating clearly and 
consistently, investing time and energy to engage the whole organization. They use their 
negotiation skills and adaptability to encourage recognition of joint concerns, collaboration, and 
to influence the success of outcomes. They follow and lead across boundaries to engage broad-
based stakeholders, partners, and constituencies in a shared agenda and strategy. 
 
Management Excellence: Action Management, People Management, Financial Management 
PS leaders deliver results by maximizing organizational effectiveness and sustainability. They 
ensure that people have the support and tools they need and that the workforce as a whole has the 
capacity and diversity to meet current and longer-term organizational objectives. They align 
people, work, and systems with the business strategy to harmonize how they work and what they 
do. They implement rigorous and comprehensive human and financial resources accountability 
systems consistent with the Management Accountability Framework (MAF). They ensure that the 
integrity and management of information and knowledge are a responsibility at all levels and a 
key factor in the design and execution of all policies and programs. 
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Effective Behaviours Linked to the Change Agenda: 
ASSISTANT DEPUTY MINISTER 

 

 
 
VALUES AND ETHICS — Serving through integrity and respect 
 Demonstrates Values and Ethics, including the Code, in personal behaviour 
 Integrates Values and Ethics, including the Code, into branch practices 
 Reflects a commitment to citizens and clients in own and branch activities 
 Provides fearless advice and acts with the courage of his or her convictions 
 Builds departmental values into branch policies and programs 
 Builds and promotes a bilingual, diverse, inclusive branch, based on OL and EE policies 
 Builds and promotes a safe and healthy, respectful branch, free of harassment and 

discrimination 
 Models transparency and fairness 
 
STRATEGIC THINKING — Innovating through Analysis and Ideas 
 
Analysis 
 Frames questions and analyses with a thorough understanding of legislation and the ADM 

role 
 Seeks DM, government, national, regional, global, and technical perspectives on sector issues 
 Recognizes critical or sensitive issues and makes links to priorities  
 Distinguishes between critical and trivial factors in making judgments 
 Analyzes setbacks and seeks honest feedback to learn from mistakes  
 
Ideas 
 Provides quality judgment and policy advice to the DM 
 Contributes to the elaboration of the collective/DM vision 
 Articulates the vision in terms of own mandate 
 Develops innovative solutions to non-traditional problems 
 Develops strategies to manage the scope and pace of change 
 Develops strategies that are effective in the short and longer term 
 Encourages constructive questioning of policies 
 Envisions possibilities without detailed information 
 Exercises sound professional judgment based on analysis and consultation, as needed 
 Teaches and learns from others 
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ENGAGEMENT — Mobilizing people, organizations, partners 
 Cultivates effective relationships and networks with Central Agencies, other 

departments, clients, citizens, unions, central and regional employees, and other levels 
government  

 Provides communication links up, down, and throughout the organization and networks 
 Communicates with and encourages candour and clarity 
 Communicates and interprets external contexts to position branch, team, and individual 

contributions 
 Demonstrates and elicits trust by seeking and providing honest and constructive 

feedback 
 Actively listens to and understands impact on others 
 Influences outcomes by negotiating win-win solutions and comprise, and resolving 

conflict 
 Tailors approach to context, e.g., collaborative for consensus building, directive in crisis 
 Inspires a commitment to excellence by demonstrating passionate personal commitment 
 Works with the departmental and PS-wide ADM community to deliver on shared objectives 
 Creates an open, positive environment to stimulate open discussion 
 
MANAGEMENT EXCELLENCE — Delivering through Action Management, People 
Management, Financial Management 
 
Action Management — Design and Execution 
 Leads change that maximizes results, in the  branch, departmentally, and in the sector 
 Acts as a steward for the entire department, not just his or her own branch 
 Identifies and communicates priorities, milestones, timelines, performance measures, clear 

accountabilities, and performance agreements for DGs 
 Designs and manages a strategic risk management framework 
 Coordinates national and regional priorities, planning, and performance 
 Aligns priorities and resources 
 Follows through on the branch business plan from planning, implementing, monitoring, and 

evaluating to reporting 
 Integrates Comptrollership, MAF, federal legislation, regulations, and policies into branch 

practices 
 Fulfils obligations of branch management accountabilities 
 Integrates HR, Finance, IT, IM, and Communications issues into planning and actions 
 Revises goals and plans to reflect changing priorities or conditions 
 Commits to a course of action despite incomplete information, if required 
 Makes decisions, initiates urgent actions, and remains calm in crisis situations 
 Recognizes and acknowledges errors and makes corrections 
 
People Management — Individuals and Workforce 
 Develops HR strategy for succession planning 
 Creates expert teams to address specific or crisis issues 
 Sets clear expectations, monitors, evaluates, rewards, and develops performance 
 Recognizes people’s accomplishments and best efforts 
 Gives honest feedback, encourages learning, and manages non-performance 
 Deals with HR problems decisively and effectively 
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 Recognizes the importance of and supports the DG community 
 Balances complementary strengths in teams 
 Builds leadership throughout the branch 
 Guides and develops people through appraisals, career planning, and development 
 Consults with support services prior to changing HR protocols 
 Implements rigorous HR systems and fulfils obligations of HRM accountabilities 
 
Financial Management — Budgets and Assets 
 Allocates resources transparently and establishes a culture of ongoing re-allocation 
 Aligns business drivers with financial management regime 
 Promotes innovative approaches to deal with fiscal restraint 
 Integrates comptrollership processes and promotes due diligence 
 Reviews and reacts to the results of audits and evaluations 
 Monitors performance and seeks efficiencies continuously 
 Fulfils obligations of accountabilities for branch financial management 
 Provides objective, credible, and timely reporting to the DM 
 Consults with support services prior to changing financial protocols 
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Effective Behaviours Linked to the Change Agenda: 
DIRECTOR GENERAL 

 

 
 
VALUES AND ETHICS — Serving through integrity and respect 
 Demonstrates Values and Ethics, including the Code, in personal behaviour 
 Integrates Values and Ethics, including the Code, into directorate practices 
 Builds departmental values into directorate policies and programs 
 Reflects a commitment to citizens and clients in own and directorate activities 
 Builds and promotes a safe and healthy, respectful directorate, free of harassment and 

discrimination 
 Promotes transparency and fairness 
 Creates opportunities for and encourages bilingualism and diversity in the directorate, based 

on OL and EE policies 
 
STRATEGIC THINKING — Innovating through Analysis and Ideas 
 
Analysis 
 Frames questions and analyses with a thorough understanding of sectoral and policy issues 
 Seeks clarification and direction from the ADM 
 Conducts strategic analysis of trends within the directorate, organization, and external 

environment  
 Integrates multiple domains of information and identifies the links 
 Seeks broad perspectives and expertise 
 Tracks changing organization dynamics 
 Analyzes setbacks and seeks honest feedback to learn from mistakes 
 
Ideas 
 Identifies key elements of the vision and implications for the directorate 
 Translates vision and policy into concrete direction and plans 
 Links directorate programs and services to department and branch policies 
 Makes effective recommendations to the ADM 
 Seeks input of staff to create plans and solutions 
 Encourages constructive questioning of practices 
 Encourages experimentation to maximize potential for innovation 
 Identifies solutions, alternatives, and consequences 
 Teaches and learns from others 
 



 34

ENGAGEMENT — Mobilizing people, organizations, partners 
 Implements inclusive, cooperative approaches with peers, staff, and superiors 
 Fosters an inclusive and sensitive interpersonal climate 
 Promotes consensus across diverse groups, interests, and opinions 
 Solicits and listens to ideas and concerns of staff, unions, and other stakeholders 
 Mobilizes the team to achieve directorate and departmental goals 
 Communicates and supports corporate decisions 
 Fosters enthusiasm and common purpose 
 Shares information with staff regularly and as it becomes available 
 Follows through on commitments 
 Communicates vision and information with clarity and commitment 
 Manages relationships between stakeholders 
 
MANAGEMENT EXCELLENCE — Delivering through Action Management, People 
Management, Financial Management 
 
Action Management — Design and Execution 
 Identifies and communicates priorities, milestones, timelines, performance measures, clear 

accountabilities, and performance agreements for Directors 
 Coordinates and manages across multiple directorate programs and projects 
 Ensures necessary resources, processes, and systems are in place 
 Develops process with management team to set priorities, make decisions 
 Performs risk analysis to assess viability of opportunities 
 Coordinates activities within directorate to assign accountability and avoid duplication 
 Seeks and heeds early warning signs, adapting plans and strategies as required 
 Follows through on the directorate’s business plan from planning, implementing, monitoring, 

and evaluating to reporting 
 Integrates Comptrollership, MAF, federal legislation, regulations, and policies into 

directorate practices 
 Manages own and others’ work-life balance 
 Responds decisively and quickly to emerging opportunities or risks 
 Maintains sound judgment and decision making in demanding or stressful situations 
 
People Management — Individuals and Workforce 
 Implements HR strategy to ensure workforce capacity and diversity to meet current and future 

directorate needs 
 Coaches, challenges, and provides opportunities for growth 
 Sets clear expectations and provides clear direction 
 Manages staff workload 
 Builds complementary teams 
 Provides honest, straightforward feedback and manages non-performance 
 Recognizes and acknowledges good work 
 Acts as a role model for Directors 
 Develops strategies to reduce stress within the directorate 
 Secures funding for OL and other training 
 Implements rigorous HR practices and fulfils obligations of HRM accountabilities 
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Financial Management — Budgets and Assets 
 Allocates and manages directorate resources transparently 
 Implements strategies to achieve operational efficiencies and value for money 
 Operates and monitors rigorous systems for Financial Information Management, internal 

audit, and evaluation 
 Fulfils obligations of accountabilities for directorate finance and assets management 
 Acts on audit, evaluation, and other objective directorate performance information 
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Effective Behaviours Linked to the Change Agenda: 
DIRECTOR 

 

 
 
VALUES AND ETHICS — Serving through integrity and respect 
 Demonstrates Values and Ethics, including the Code, in personal behaviour 
 Integrates Values and Ethics, including the Code, into division practices 

 Reflects a commitment to citizens and clients in own and division activities 

 Fosters a climate of transparency, trust, and respect within the division and in 
partnerships 

 Incorporates equitable practices into HR planning 
 Creates opportunities for and encourages bilingualism and diversity in the division, based on 

OL and EE policies 
 Builds and promotes a safe and healthy, respectful division, free of harassment and 

discrimination 
 Practices transparency and fairness in all transactions, including staffing, contracting, and 

day-to-day activities 
 
STRATEGIC THINKING — Innovating through Analysis and Ideas 
 
Analysis 
 Frames division direction with a thorough understanding of the directorate’s priorities 
 Seeks clarification and direction from the DG, as required 
 Integrates information from multiple sources to form a comprehensive perspective 
 Identifies interdependencies in cross-functional projects 
 Analyzes setbacks and seeks honest feedback to learn from mistakes 
 
Ideas 
 Translates vision and policy into concrete work activities 
 Develops division strategies, based on the departmental vision and the DG’s direction 
 Designs initiatives to enhance operational efficiency 
 Encourages and incorporates diverse initiatives and perspectives 
 Redesigns the division’s work activities to meet changing departmental needs 
 Makes effective recommendations to the DG 
 Teaches and learns from others 
 
ENGAGEMENT — Mobilizing people, organizations, partners 
 Shares information vertically and horizontally 
 Promotes collaboration among managers 
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 Uses persuasion to gain support for initiatives 
 Negotiates compromises 
 Adapts communications to suit audience and forum 
 Communicates regularly and openly with unions and other stakeholders 
 Demonstrates understanding of and respect for stakeholders’ views 
 Follows through on commitments 
 Solicits input from and listens to staff, partners, and stakeholders 
 Communicates vision and division plans with clarity and commitment 
 Establishes regular and comprehensive exchange of ideas 
 Promotes and funds team building 
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MANAGEMENT EXCELLENCE — Delivering through Action Management, People 
Management, Financial Management 
 
Action Management — Design and Execution 
 Designs division work plans based on the big picture 
 Guides division projects and resources to avoid obstacles 
 Delegates appropriately to managers 
 Manages resources to maximize output 
 Sets realistic timelines and clear accountabilities for managers 
 Provides structure and momentum for division work activities 
 Sets challenging but realistic goals 
 Identifies division limits and resource requirements for workload 
 Manages the division’s workload through prudent resource planning and prioritizing 
 Shifts priorities and adapts division work plans, as required 
 Heeds early warning signals and advises the DG and others, as needed 
 Follows through on the division’s business plan from planning, implementing, monitoring, 

and evaluating to reporting 
 Integrates Comptrollership, MAF, federal legislation, regulations, and policies into division 

practices 
 Manages own and others’ work-life balance 
 Responds decisively and quickly to emerging opportunities or risks 
 Maintains composure in adverse situations to alleviate pressure and maintain momentum 
 
People Management — Individuals and Workforce 
 Works one-on-one with managers 
 Deals with ineffective performance 
 Provides regular feedback, acknowledges success and the need for improvement 
 Coaches, challenges, and provides opportunities for growth 
 Resolves labour relations problems 
 Secures mediation, if required 
 Balances the needs of employees and the organization 
 Monitors and addresses workplace well-being 
 Develops and supports career plans and learning opportunities 
 Develops an HR strategy for division succession planning 
 Secures funding for OL and other training 
 Manages workload 
 Implements rigorous HR practices and fulfils obligations of HRM accountabilities 
 
Financial Management — Budgets and Assets 
 Allocates and manages division resources transparently 
 Implements strategies to achieve operational efficiencies and value for money 
 Applies and monitors rigorous systems for Financial Information Management, internal audit, 

and evaluation 
 Fulfils obligations of accountabilities for division finance and assets management 
 Acts on audit, evaluation, and other objective division performance information 
 


