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THE STANDING COMMITTEE ON
PUBLIC ACCOUNTS

has the honour to present its

FIFTIETH REPORT

Pursuant to its mandate under Standing Order 108(3)(g), the Committee has studied the Report 7,
Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of the
Auditor General of Canada, and has agreed to report the following:
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INTRODUCTION

According to the Office of the Auditor General of Canada (OAG), consular services “refer
to a range of services and assistance available to Canadians living or travelling abroad.
The 1963 Vienna Convention on Consular Relations allows Global Affairs Canada [GAC or
the Department] staff to help Canadian citizens in difficulty or distress in other
countries. Staff can provide up-to-date travel information and advice, process and issue
travel documents (such as passports), and coordinate responses in crisis situations, such
as terrorist attacks or natural disasters.”!

In 2016—2017, these services cost $156 million, and were delivered by about
470 Departmental staff in 150 countries, through over 260 offices.?

According to the OAG, in 2015, “Canadians made almost 55 million trips abroad — an
increase of 21% from 10 years ago. This caused growing demand for consular assistance,
such as in arrest and detention cases, medical emergencies, or determining the well-
being or whereabouts of Canadians abroad. Many consular cases may be considered
routine and largely administrative, but others can become complex and
time-consuming.”3

Additionally, it should be noted that the “level of consular assistance that Canada
provides at its missions abroad is discretionary—that is, it is not mandated by legislation.
As well, the Canadian government has no jurisdiction over, and little influence on, how
foreign countries enforce their laws and carry out judicial processes and government
operations. When Canadians travel or live abroad, they are ultimately responsible for

1 Office of the Auditor General of Canada (OAG), Report 7—Consular Services to Canadians Abroad—Global
Affairs Canada, of the 2018 Spring Reports of the Auditor General of Canada, para. 7.1.

2 Ibid., para. 7.2.
3 Ibid., para. 7.3.
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informing themselves about the risks and the cultural and legal environments of
their destinations.”*

In the spring of 2018, the OAG released a performance audit whose purpose was to
determine “whether Global Affairs Canada responded adequately to requests for
consular assistance from Canadians travelling or living abroad.”>

On 5 June 2018, the House of Commons Standing Committee on Public Accounts held a
hearing on this audit. In attendance from the OAG were Michael Ferguson, Auditor
General of Canada, and Carol McCalla, Principal. From GAC were lan Shugart, Deputy
Minister, and Heather Jeffrey, Assistant Deputy Minister, Consular, Emergency
Management, and Security.®

FINDINGS AND RECOMMENDATIONS

A. Responding to Canadians Abroad in Emergency or Crisis Situations

The OAG found that GAC “increased its capacity as needed to meet demand and deliver
consular services to Canadians during crises;” however, “it did not always capture
lessons learned or track the implementation of the recommendations they contained.””

For example, “the Department successfully increased its capacity to help Canadians
when hurricanes Irma and Maria damaged 16 countries and territories in

September 2017.”8 However, “media articles reported that some Canadians in affected
areas expected the government to charter flights for their return. Global Affairs Canada
has recognized the need to better inform Canadians about the nature and extent of the
consular services available to them during emergencies.”®

Additionally, according to the OAG, “Global Affairs Canada policy requires lessons-
learned exercises to be completed following its response to significant events abroad.”*?

4 Ibid., para. 7.4.
5 Ibid., para. 7.5.
6 House of Commons Standing Committee on Public Accounts, Evidence, 1t Session, 42" Parliament,

5 June 2018, Meeting No. 102.

7 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.13.

8 Ibid., para. 7.19.

9 Ibid., para. 7.21.

10 Ibid., para. 7.22.
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The OAG found “completed lessons-learned reports for 12 out of 13 events occurring
during [the] audit period. Lessons-learned reports focused on how the emergency was
managed, including communication” but they “did not consistently assess the ground-
level response at the mission.”*! The OAG also noted that “the Department did not track
the implementation of all of the recommendations in its lessons-learned reports.”!?

Consequently, the OAG recommended that “Global Affairs Canada should complete
lessons-learned reports and action plans after each crisis and track the implementation
of the resulting recommendations. As well, it should further develop a communications
and outreach strategy, including an analysis of specific types of travellers, to inform
Canadians about international travel risks and what consular services are available in
times of crisis.”*3

The Department agreed to this recommendation and stated in its Detailed Action Plan
that it will “further standardize the elements of lessons learned reports across all types
of emergencies” and “continue to track the implementation of the resulting
recommendations.”!* Furthermore, GAC stated that going forward, its “external
communications process during emergencies will be reviewed and formalized, and
proactive outreach to Canadians on preparedness and the availability of consular
services will be enhanced.”?>

lan Shugart, Deputy Minister, also repeated this during the hearing;® additionally,
Heather Jeffrey, Assistant Deputy Minister, provided the following:

Currently, we have about 220,000 Canadians who are registered with the registry of
Canadians abroad. This is a small number relative to the millions who we know travel
and reside abroad. One of the reasons that were given—and this has been part of some
of the surveys that we have done to look at why Canadians would not register—is
awareness. We are redoubling our efforts to have a targeted communications campaign
with those travellers, including working with travel agents and other travel industry
representatives to promote awareness.

11 Ibid.

12 Ibid.

13 Ibid., para. 7.23.

14 Global Affairs Canada, Detailed Action Plan, p. 1.

15 Ibid.

16 House of Commons Standing Committee on Public Accounts, Evidence, 15t Session, 42" Parliament,

5June 2018, Meeting No. 102, 1545.
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We feel it's important, and it's part of our communication strategy to find more ways of
reaching people.1”

Therefore, the Committee recommends:
RECOMMENDATION 1

That, within 120 days of the presenting of this report, Global Affairs Canada present the
House of Commons Standing Committee on Public Accounts with a report outlining

the progress made regarding 1) cataloguing and implementing the recommendations of
lessons-learned reports; and 2) developing a communications and outreach strategy,
including an analysis of specific types of travellers, to inform Canadians about
international travel risks and what consular services are available in times of crisis.

B. Travel Information and Reaching Canadians More Likely to Face
Difficulties Abroad

According to the OAG, the Department “provides its online Travel Advice and Advisories
about countries around the world to help inform Canadian travellers before they leave
home and while they are away. Advisories include information about local conditions
that can affect travellers’ safety, such as security risks, potential health issues, and
weather hazards. In response to new events, [GAC] made many (3,772) updates to its
travel advice pages in 2017.”*8 The OAG “found that the information contained in travel
advisories about potentially dangerous areas or situations was similar to that provided
to staff at missions abroad.”*?

The OAG reported that per its own policy, the Department is supposed to “review and
update advisories for 229 destinations every 18 months.”?° However, the OAG found
that GAC “completed only one third of these mandatory cyclical reviews on schedule.”?!

Additionally, GAC “developed a communications strategy to reach Canadians travelling
abroad generally, but did not target information by type of traveller based on knowledge
of their specific needs.”?2 The OAG contends that although the Department “has

17 Ibid., 1555.

18 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.29.

19 Ibid.

20 Ibid., para. 7.30.

21 Ibid.

22 Ibid., para. 7.31.
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developed advisories for specific types of travellers in specific destinations, it is
particularly important that the Department understand how best to reach travellers with
important information.”?3

Therefore, the OAG recommended that GAC “should review and update its travel
advisories in accordance with its 18-month mandatory cyclical review policy. It should
improve its communications and outreach strategy to best target at-risk travellers with
information based on an analysis of their needs.”?*

In response to this recommendation, the Department agreed and stated that additional
measures will be undertaken “to ensure that Travel Advice and Advisory pages are
subject to overall cyclical reviews on schedule;” moreover, GAC committed to enhancing
its “external communications plan in order to extend its reach through additional
targeted briefings and outreach” by September 2018.2°

When questioned about this matter, Heather Jeffrey acknowledged the Department’s
deficiency and provided the following:

Where we have fallen behind, and where the Auditor General pointed out we need to
do better, is in the 18-month cyclical reviews, looking at each country in its holistic stage
with all of the different pieces of advice to make sure there are no inconsistencies. We
have, as a result, put in place additional capacity to ensure that we achieve that and
reduce the backlog.2®

Therefore, the Committee recommends:
RECOMMENDATION 2

That, by 31 October 2018, Global Affairs Canada present the House of Commons
Standing Committee on Public Accounts with a report outlining the progress made
regarding 1) reviewing and updating its travel advisories in accordance with its 18-month
mandatory cyclical review policy; and 2) improving its communications and outreach
strategy to best target at-risk travellers with information based on an analysis of

their needs.

23 Ibid.

24 Ibid., para. 7.32.

25 Global Affairs Canada, Detailed Action Plan, p. 2.

26 House of Commons Standing Committee on Public Accounts, Evidence, 15t Session, 42" Parliament,

5 June 2018, Meeting No. 102, 1600.
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C. Contacting or Assisting Canadians Detained Abroad Within Service
Standards

The OAG found that Departmental officers “did not always contact Canadians who had
been arrested or detained abroad within its service standards, and case files often
provided no explanation as to why no contact was made.”?” It also found that “the level
of consular assistance varied from one case to another.”?® Moreover, although consular
assistance can vary due to local conditions or the judgment of the consular officer, the
OAG noted that GAC’s files lacked evidence to explain such variation.?®

Additionally, the OAG found that in cases involving allegations of mistreatment or
torture of Canadians detained abroad, “consular officers took immediate action to
contact detainees and make in-person visits when possible;”3° however, “it took
between one and six months for departmental officials to formally assess the
allegations. Also, the Department did not provide sufficient training to consular staff on
how to conduct prison visits.”3!

As part of this audit, the OAG conducted a case study using a sample of Canadians
arrested and detained abroad.3? The study aimed to determine how well GAC followed
its operational procedures; its results are summarized as follows:

e Based on an analysis of how and when GAC contacted affected
Canadians, “half of the 1,600 individuals arrested and detained each year
would not be contacted within 24 hours. Most would be contacted within
one month of the Department being notified.”33

e In 15 out of 101 cases, “detainees were not contacted as frequently as
required,” with no explanation on file; in two cases, “the consular officers
were denied access by foreign governments.”3*

27 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.33.

28 Ibid.

29 Ibid.

30 Ibid.

31 Ibid.

32 Ibid., para. 7.40.

33 Ibid., para. 7.43.

34 Ibid., para. 7.44.
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e Although 96% of consular officers received training on arrest and
detention and/or torture and mistreatment, 44% had done so more than
five years prior.3> Also, GAC “did not provide cyclical or refresher training
on arrest and detention for consular staff.”36

Hence, the OAG recommended that GAC should “strengthen its quality control process
to ensure its consular officers contact and offer to help Canadians who have been
arrested or detained, with a focus on those who may be at greater risk because of who
or where they are. As well, consular officers should receive dedicated, cyclical training
on arrest and detention cases throughout their careers. Such training should include
how to conduct prison visits and provide tools for detecting incidents of torture, abuse,
or mistreatment.”3’

The Department agreed with this recommendation, and in its action plan, committed to
the following by September 2020:

e “Service standards and quality control processes will be clearly defined
and universally understood, with resulting improvements in data quality
and performance.

e Implementation of new Case Management systems with improved data
management and quality control capabilities will ensure consistent
service delivery across the network.

e Consular officers will benefit from enhanced training on arrest and
detention, and on the detection of incidents of torture, abuse or
mistreatment, and will be better equipped to handle these situations.

e Recurrent and cyclical training will be made available to consular officers
to ensure knowledge is maintained and enhanced.”38

When asked about what assurances the Committee could get that these efforts will
continue in the long-term—as opposed to just short-term “fixes”—lan Shugart replied
as follows:

35 Ibid., para. 7.51.

36 Ibid.

37 Ibid. para. 7.52.

38 Global Affairs Canada, Detailed Action Plan, p. 3.
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Management and consular officer [CO] formal training is an annual event in the
department. This training program will become a formal part of that annual training. It
will be going on in a few weeks. We're engaged in formal training of our outgoing heads
of mission currently, last week and this week, and CO training comes immediately after
that. Our training program will be available for scrutiny in that regard at any time.3?

Notwithstanding these developments, the Committee recommends:
RECOMMENDATION 3

That, within 120 days of the presenting of this report, Global Affairs Canada present the
House of Commons Standing Committee on Public Accounts with a report outlining the
progress made regarding 1) reviewing and strengthening its quality control process to
ensure its consular officers contact and offer to help Canadians who have been arrested
or detained, with a focus on those who may be at greater risk because of who or where
they are; and 2) dedicated, cyclical training on arrest and detention cases throughout
consular officers’ careers, including how to conduct prison visits and provide tools for
detecting incidents of torture, abuse, or mistreatment.

D. Providing Passports and Other Travel Documents to Canadians Abroad

According to the OAG, GAC and “Immigration, Refugees and Citizenship Canada [IRCC]
share the responsibility for delivering passports to Canadians abroad. [IRCC] is ultimately
responsible for the entire passport program. Its performance target is to deliver 90% of
regular passports within 20 business days of receiving a complete application. [GAC] is
responsible for administering passport services at missions abroad. This includes
reviewing applications for completeness and accuracy, entering data, and approving
applications for processing by [IRCC]. Global Affairs Canada has committed to processing
applications within 7 days of receiving a complete application.”4°

As part of this audit, the OAG analysed “case management data for all regular passports
processed between 1 January 2016 and 30 June 2017 at 125 missions around the world.
These missions delivered 286,165 passports during that time” and “compared
processing times with Global Affairs Canada’s internal and published service
standards.”*

39 House of Commons Standing Committee on Public Accounts, Evidence, 15t Session, 42" Parliament,
5June 2018, Meeting No. 102, 1630.

40 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.58.

41 Ibid., para. 7.67.


http://www.ourcommons.ca/DocumentViewer/en/42-1/PACP/meeting-102/evidence
http://www.oag-bvg.gc.ca/internet/English/parl_oag_201805_07_e_43039.html

REPORT 7, CONSULAR SERVICES TO CANADIANS ABROAD -
GLOBAL AFFAIRS CANADA, OF THE 2018 SPRING
REPORTS OF THE AUDITOR GENERAL OF CANADA

The OAG reported that slow “processing at missions was part of the problem in meeting
the service standard. For passports to be issued within 20 days, missions must process a
completed application within 7 business days of receipt.”#? It also found that GAC “failed
to process one quarter of applications within 7 days of receipt. In fact, in all cases where
passports were issued late, Global Affairs Canada had taken longer than 7 days to
process the applications.”*3

As well, the OAG “identified instances where consular staff used an incorrect date for
passport processing that likely caused performance results to be overstated, including at
several high-volume missions.”**

As a result, the OAG recommended that GAC should “examine the reasons for
performance variations in passport delivery at its missions abroad in order to improve
performance. It should also address weaknesses in its data quality for monitoring
performance.”*

The Department agreed with this recommendation and in its Detailed Action Plan stated
that it will “analyze performance and data quality variations and, in cooperation with
[IRCC], put in place a program to address them. Additionally, [GAC] will review and
define reporting standards and ensure that these processes are reflected in the business
requirements of new IT systems, already in development, to ensure better oversight of
passport delivery service.”*® These actions will be implanted in two phases: “interim
measures to be completed by Fall 2018, with the final IT systems to be fully functional
no later than May 2021.”%’

Additionally, lan Shugart acknowledged this matter to the Committee and provided
further explanation:

[There] are gaps in the case files, sometimes because of the burdens consular officers
face. The completion of the case file can be put aside while the management of the file
is pursued with local authorities, and so on. It shouldn't be the case, in a perfect world,
that the data would not be included in the file. | think it is a situation that naturally
arises on the ground in the press of these situations.

42 Ibid. para. 7.71.

43 Ibid.

a4 Ibid. para. 7.70.

45 Ibid., para. 7.73.

46 Global Affairs Canada, Detailed Action Plan, p. 4
47 Ibid.
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We have responded to that by improving the training of consular officers. In a network
as broad as ours and with the huge variety of circumstances Canadians will face, this is a
significant undertaking to ensure that the discipline is consistent right across the
network. That is our objective, though, and that is what we will be setting out to do.*®

As the Committee places great importance on the sound collection and use of quality
data, it recommends:

RECOMMENDATION 4

That, within 120 days of the presenting of this report, Global Affairs Canada present the
House of Commons Standing Committee on Public Accounts with a report outlining the
progress made regarding 1) examining the reasons for performance variations in
passport delivery at its missions abroad in order to improve service delivery; and

2) addressing weaknesses in its data quality for monitoring performance.

E. Tracking Timely Delivery of Urgent Travel Documents

The OAG found that the Department “delivered temporary passports and emergency
travel documents to Canadians abroad within about 72 hours of receiving requests, but
did not track whether this timing met applicants’ travel needs.”*°

The OAG explained that between 1 January 2016 and 30 June 2017, GAC

prepared 4,301 emergency travel documents for urgent travel (in the place of regular
passports) and found that about “88% of emergency travel documents were ready
before the expected date of travel and met travellers’ requirements.”® Moreover, the
Department prepared 79% within three days of their request, with most issued within
two days; however, in the “remaining cases, missions took anywhere from 4 to 96 days
to issue the documents.”>!

Consequently, the OAG recommended that GAC should “monitor its delivery of
temporary passports and emergency travel documents to assess performance in
meeting travellers’ requirements.”>?

48 House of Commons Standing Committee on Public Accounts, Evidence, 1t Session, 42" Parliament,
5 June 2018, Meeting No. 102, 1600.

49 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.74.

50 Ibid., para. 7.80.

51 Ibid.

52 Ibid., para. 7.82.
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In response, GAC agreed with this recommendation and per its action plan, committed
to further developing its monitoring system for the delivery of emergency travel
documents and temporary passports—in conjunction with IRCC—by October 2018.>3

Therefore, the Committee recommends:
RECOMMENDATION 5

That, within 120 days of the presenting of this report, Global Affairs Canada present the
House of Commons Standing Committee on Public Accounts with a report on the results
of the updated monitoring system, including its delivery of temporary passports and
emergency travel documents to assess performance in meeting travellers’ requirements.

F. Aligning Mission Resources with Workloads

The OAG noted that the Department “did not track performance for most of its consular
services and did not have information available to ensure consistent service across its
missions,” and thus, “could not ensure that its staff were properly allocated to provide
timely and effective services.”>*

For example, the OAG found that GAC “monitored its performance for only 3 of

the 52 service standards posted on its website. These standards cover a broad range of
activities, such as assisting travellers with emergencies, monitoring prisoners, issuing
passports, and providing information about Canada. Department officials confirmed that
they have not reviewed service standards in more than two decades and that
performance against the standards has not been monitored due to poor data quality.”>>

Thus, the OAG recommended that GAC should “update its performance standards for
the delivery of key consular services across its missions and review the level of consular
resources allocated across its missions to ensure an effective, consistent level of service
to Canadians abroad.”>®

The Department agreed with this recommendation and in its Detailed Action Plan stated
that it has “begun a review of the consular services provided with a view to updating
and modernizing existing service delivery standards. Additionally, [GAC] will review its

53 Global Affairs Canada, Detailed Action Plan, p. 5.

54 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.83.

55 Ibid., para. 7.89.

56 Ibid., para. 7.91.
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resource allocation methodology to ensure that the distribution of resources is
optimized across the mission network,”>’ by March 2019.

When questioned about such inconsistencies across missions, lan Shugart acknowledged
this challenge, and repeated the Department’s commitment to addressing it:

We have responded to that by improving the training of consular officers. In a network
as broad as ours and with the huge variety of circumstances Canadians will face, this is a
significant undertaking to ensure that the discipline is consistent right across the
network. That is our objective, though, and that is what we will be setting out to do.%®

To help ensure consistency of service across all of Canada’s foreign missions, the
Committee recommends:

RECOMMENDATION 6

That, within 120 days of the presenting of this report, Global Affairs Canada present the
House of Commons Standing Committee on Public Accounts with a report outlining the
progress made regarding 1) updating its performance standards for the delivery of key
consular services across its missions; and 2) reviewing the level of consular resources
allocated across its missions to ensure an effective, consistent level of service to
Canadians abroad.

G. Consular Services Fee and Cost Recovery

The OAG found that GAC “did not have reliable information to calculate the cost of
consular services, which is necessary to set its fee for these services. It also did not track
the performance of many of its consular services.”>®

The Department began charging the $25 fee for consular services in 199580, According to
the “2008 May Report of the Auditor General of Canada, Chapter 1-Management of
Fees in Selected Departments and Agencies, “[the OAG] examined the Department’s
method for determining the fee it charged for consular services” and “found insufficient
support for the cost estimates used to set the fee and recommended that the

57 Global Affairs Canada, Detailed Action Plan, p. 6.

58 House of Commons Standing Committee on Public Accounts, Evidence, 15t Session, 42" Parliament,
5 June 2018, Meeting No. 102, 1600.

59 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.92.

60 Ibid., para. 7.97.
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Department review its estimates to set an appropriate fee®'. However, it has not
changed the fee since then. As well, a 10-year passport is now available, but [GAC]
charges the same $25 fee for both 5- and 10-year passports.”®?

Additionally, the OAG reported that in “the 2016—17 fiscal year, [GAC] collected

$105 million in consular services fees, an amount that did not cover the estimated cost
of providing consular services in the same year. The Department’s calculation of the cost
of providing consular services shows an almost fourfold increase since 1995: from

$37 million then to $131 million in the 2016-17 fiscal year. Revenues are expected to
decline further as more people purchase the 10-year passport, leading to future funding
shortfalls.”®® Moreover, the OAG found “that the Department had not developed a plan
to resolve these shortfalls.”54

Lastly, the OAG found that GAC “did not have a reliable method to calculate the cost of
providing consular services (the amount used to set its fee and funding
arrangements).”® In addition, it “did not track the extent to which many of its consular
services met service standards relevant to the consular service fee. The new Service Fees
Act came into effect in June 2017 and requires departments to report detailed
performance information about the services for which they charge a fee. Guidance
outlining the expected performance tracking and reporting was under development at
the time of [the] audit.”®®

Hence, the OAG recommended that GAC should “update the cost method it uses to
support the consular service fee and its funding arrangements. It should also update its
performance information for the consular service fee.”®” This would, in fact, be the
second time the OAG has made a similar recommendation to the Department
regarding the administration of fees.

In response to this recommendation, the Department agreed and stated in its action
plan that it will “review and update the current methodology and costing elements” as
well as “further develop its mechanisms for measuring performance against service

61 Ibid.

62 Ibid.

63 Ibid., para. 7.98.
64 Ibid.

65 Ibid., para. 7.99.
66 Ibid., para. 7.100.
67 Ibid., para. 7.101.

13


http://laws-lois.justice.gc.ca/eng/acts/S-8.4/
http://laws-lois.justice.gc.ca/eng/acts/S-8.4/

HOUSE OF COMMONS
CHAMBRE DES COMMUNES

CANADA

standards, including through the implementation of a new case management system.”®®
These actions are scheduled to be completed by September 2018 and October 2021,
respectively.

When questioned about this matter, Heather Jeffrey explained that part of this could be
attributed to the issuance of ten-year passports, as follows:

[The] projection comes from the fact that the consular service fee of $25 has remained
the same, irrespective of whether it was a five-year or a 10-year passport that was
issued. The move to the majority of Canadians taking on passports for 10 years leads to
a significant reduction in the revenues, because that $25 fee is being collected only
every 10 years instead of every five years.®°

Notwithstanding this explanation, the Committee nevertheless recommends:
RECOMMENDATION 7

That, within 120 days of the presenting of this report, Global Affairs Canada present the
House of Commons Standing Committee on Public Accounts with a report outlining the
progress made regarding 1) updating the cost method it uses to support the consular
service fee and its funding arrangements; and 2) updating its performance information
for the consular service fee.

ADDITIONAL COMMENTARY

When questioned about the Department’s internal audit practices, lan Shugart provided
the following:

We have internal audit and evaluation. In fact, we've had an evaluation of the consular
service done within the last year and that is posted on our website. Internal audit in
departments is under the authority of the deputy minister. Currently we do not have an
internal audit on the consular program, but it would be a fair subject. | don't think we
would do it in light of the work the Auditor General has just done. The standing

committee of the House is also doing a study on the consular program.”©
68 Global Affairs Canada, Detailed Action Plan, p. 7.
69 House of Commons Standing Committee on Public Accounts, Evidence, 1t Session, 42" Parliament,

5 June 2018, Meeting No. 102, 1700.
70 Ibid., 1635.
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He then explained that although evaluations do not have the “same assurance element”
as audits, there were strong correlations between the findings of the Department’s
evaluation and the OAG audit.”?

Although this is just one example, the Committee believes that federal departments and
agencies should make the best use of internal audit functions to identify and rectify
concerns sooner. This will help ensure that Canadians are getting the results

they deserve.

CONCLUSION

The Committee concludes that “Global Affairs Canada did not have the performance
information necessary to ensure it adequately responded to requests for consular
assistance from Canadians travelling or living abroad;” also, the Department’s provision
of consular services varied greatly across missions.”? Finally, since “it did not track
performance results for most of its consular services, [GAC] could not ensure that
services were effective or appropriate.”’3

To address these concerns, the Committee has made seven recommendations to help
the Department ensure it improves its service provision in a consistent manner. This will
help safeguard Canadians travelling abroad, especially those in vulnerable
circumstances.

71 Ibid.

72 OAG, Report 7—Consular Services to Canadians Abroad—Global Affairs Canada, of the 2018 Spring Reports of
the Auditor General of Canada, para. 7.102.

73 Ibid.
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SUMMARY OF RECOMMENDED ACTIONS AND ASSOCIATED

DEADLINES

Table 1 - Summary of Recommended Actions and Associated Deadlines

Recommendation

Recommended Action

Deadline

Recommendation 1

Global Affairs Canada should present the Committee
with a report outlining the progress made

regarding 1) cataloguing and implementing the
recommendations of lessons-learned reports; and

2) developing a communications and outreach
strategy, including an analysis of specific types of
travellers, to inform Canadians about international
travel risks and what consular services are available in
times of crisis.

120 days of the
presenting of this
report

Recommendation 2

GAC should present the Committee with a report
outlining the progress made regarding 1) reviewing and
updating its travel advisories in accordance with its

18 month mandatory cyclical review policy; and

2) improving its communications and outreach strategy
to best target at-risk travellers with information based
on an analysis of their needs.

31 October 2018

Recommendation 3

GAC should present the Committee with a report
outlining the progress made regarding 1) reviewing and
strengthening its quality control process to ensure its
consular officers contact and offer to help Canadians
who have been arrested or detained, with a focus on
those who may be at greater risk because of who or
where they are; and 2) dedicated, cyclical training on
arrest and detention cases throughout consular
officers’ careers, including how to conduct prison visits
and provide tools for detecting incidents of torture,
abuse, or mistreatment.

120 days of the
presenting of this
report

Recommendation 4

GAC should present the Committee with a report
outlining the progress made regarding 1) examining
the reasons for performance variations in passport
delivery at its missions abroad in order to improve
service delivery; and 2) addressing weaknesses in its
data quality for monitoring performance.

120 days of the
presenting of this
report
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Recommendation 5

GAC should present the Committee with a report on
the results of the updated monitoring system,
including its delivery of temporary passports and
emergency travel documents to assess performance in
meeting travellers’ requirements.

120 days of the
presenting of this
report

Recommendation 6

GAC should present the Committee with a report
outlining the progress made regarding 1) updating its
performance standards for the delivery of key consular
services across its missions; and 2) reviewing the level
of consular resources allocated across its missions to
ensure an effective, consistent level of service to
Canadians abroad.

120 days of the
presenting of this
report

Recommendation 7

GAC should present the Committee with a report
outlining the progress made regarding 1) updating the
cost method it uses to support the consular service fee
and its funding arrangements; and 2) updating its
performance information for the consular service fee.

120 days of the
presenting of this
report
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APPENDIX A
LIST OF WITNESSES

Organizations and Individuals Date Meeting

Department of Foreign Affairs, Trade and Development 2018/06/05 102
lan Shugart, Deputy Minister of Foreign Affairs

Heather Jeffrey, Assistant Deputy Minister, Consular,

Emergency Management and Security

Office of the Auditor General

Michael Ferguson, Auditor General of Canada

Carol McCalla, Principal
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REQUEST FOR GOVERNMENT RESPONSE

Pursuant to Standing Order 109, the Committee requests that the government table a
comprehensive response to this Report.

A copy of the relevant Minutes of Proceedings (Meetings Nos. 102 and 108) is tabled.

Respectfully submitted,

Hon. Kevin Sorenson, P.C., M.P.
Chair
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