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I INTRODUCTION

There is consistent pressure for restraint 1in public spending. Local
governments are faced with a fiscal Squeeze caused by ever rising
administrative and labour COSts and a tax base that is unable to keep pace
with escalating expenditures. Provincial grants have failed to keep pace
and the Association of Municipalities of Ontario has not yet succeeded at
wresting a new formula for increased unconditional grants to municipalities
from the Provincial government. The Canadian Union of Public Employees have
recently obtained wage increases for Metro and City of Toronto employees of
7% retroactive to January 1, 1979 and an additional 2-1/2% as of October 1.2
Despite this, garbage, road and parks workers in North York went on strike
demanding a 9% increase retroactive to January 1. In the face of such
constraints and increased demands, municipalities usually feel compelled to
increase taxes and/or to effect service cut-backs. Both courses of action are
unpopular with citizens. Yet another alternative is to evaluate and improve

existing levels of productivity and quality of working life.

Productivity and Quality of Working Life Define

Productivity can be defined in a variety of ways. It can mean: increased
Output per man-hour by making use of modern technology; individual attitude
and cooperation among the work unit; or effective management making efficient
use of resources, i.e. sophisticated budgeting techniques, efficient

organization of work flow, and optimal use of human resources.

Productivity improvement projects by industry and government have considered

Productivity in various forms. However, it has been found that efforts to

lmprove productivity which focus on cost reduction alone Suggest management

Pressure to only increase output per man-hour. Labour productivity begins
-

with good planning by management and the conscientious effort of the

employee. In industry, competitiveness and the quality of the product enter

v
&
1

into the cost factor. Concomitant aspects to the production proces re

l See Bureau of Municipal Research, CIVIC AFFAIRS, "Cost Saving Innovations
in Canadian Local Governments"”, September 1979.

2 Toronto Star, July 17, 1979, "Metro civic workers settle”.




sound investment, use of technology, better tochuiques ki qgrmager

efficiency. The crucial question is how to translate theory into practice.

From experiments in industry and government it is evident that three aspects

- the individual, machines, and organization - are involved in bringing about

greater productivity.

Quality of working life considerations must accompany productivity from the
perspective of both the employee and the emp loyer. The employee gains in
human terms through a happy work environment and self fulfilment. The
employer's gains are greater productivity when his company oOr organization
operates uninterrupted by labour disputes and absenteeism, and is free of
individual animosities, disinterest and lack of commitment. Increasingly,
quality of working life concepts are being recognized as valid goals in
themselves, fostering the realization of human potential which is not now
fully utilized. It is therefore in the interest of any private or public
corporation to promote development of the individual, equal opportunity, and
a sense of participation and cooperation within the work unit, between

different levels of management, and between employee, union and management.

Declining job satisfaction by employees may be indicative of greater
expectations beyond adequate remunerative compensation. A Gallup Poll taken
between 1963 and 1973 of 1,520 adult respondents in all spheres of emp loyment
in the United States shows job satisfaction decreasing from 85% to 77%

over the ten year period. Handouts and wage incentives to encourage increased
productivity by themselves do not succeed in the long-run. When incentive
payments are employed, they need to be coupled with involvement by the
employee in the planning and decision-making of the work process (o enrich
the employee's understanding of the overall operations. This raises the
question of the perceptions and attitudes of unions. As a body representing
the labour force, have unions kept pace with employee's needs beyond adequate

remuneration and job security?

1 Edward M. Glaser, Productivity Gains Through Worklife Improvement, Ch. 1l

pp. 1 - 25, Harcourt, Brace lovanovich, 1976.
2 Ibid., p. 19.

Local Government Versus Private Business Operations

In the municipal sphere, measuring and increasing productivity has been
successful in such hard service areas as garbage collection or maintenance of
equipment. However, in difficult to measure services such as health,
policing, social work or education, methods of evaluation have been slow to
develop and it 1is there that quality of working life goals have a
particularly important contribution to make. When measuring productivity in
quantitative terms, determining the actual output of services is also
problematic, due to the diversity of demands, values and preferences by
citizens and public employees. Another difficulty 1is presented by the
division of respomsibility for service delivery, i.e. each municipality
provides its services to the public through a number of municipal departments

which operate independently.

Operations of governments face additional complications. Primarily, these
consist of extreme pluralism in political, administrative and community
interests, leading to complex and multiple conflicts. For example, conflicts
exist over local policies with provincial or federal levels of government or
between different city bureaucracies, or between the mayor or elected
representatives and independent boards and commissions. Local government is
a democratic institution and must weigh the trade-offs between goals of good
management and democracy. Stress on efficient business management and
professionalism at too great an expense to democracy have produced strong

reactions from citizen groups in the '50's and '60's. !

Notwithstanding
these differences between the operations of private business and public
bodies, productivity and quality of working life goals are important to both,
if not playing a greater role in the public sphere, because of its labour

intensive operations.

1 Douglas Yates, The Ungovernable City: The Politics of Urban Problems and

Policy Making, Ch. 2, "What Makes City Government Different?", pp. 17-41,

The MIT Press, 1977.
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This Topic examines productivity and quality of working life from a historical
perspective in industry and government in the United States and in Canada ip
order to arrive at underlying principles. OQur examination of government
productivity and quality of working life experiments show that different
approaches are being taken at different governmental levels and by wvarious
cities. These address themselves to cost savings as well as to the enhancement

of the activities of the work force through quality of working life goals.

The final focus rests on the development and application of productivity and
quality of working life concepts in Toronto and several Ontario municipalities.
In analyzing the diverse approaches that are being taken, this Topic attempts to
identify shortcomings, to pinpoint needs, and to recommend a course of action

for the coordinated development of productivity and quality of working life

goals in local governments in Ontario.

II EXPERIENCE WITH PRODUCTIVITY AND QUALITY OF WORKING
LIFE GOALS IN THE PRIVATE SECTOR

Financial incentives coupled with emp loyee participation in traditional
management functions leads to greater productivity and job satisfaction. This
idea was popularized in the 1930's by United Steelworkers Vice-President
Joseph S(‘anlon-1 The "Scanlon Plan" has been applied in various forms in
industrial experiments where employees (and unions where applicable)
participate in company decisions about organization, job design, and
information sharing. 1In addition, special financial rewards may be attached
to increased productivity. The theory is that job satisfaction reaches beyond
the concept of adequate pay, benefits and good working conditions.
Essentially it means some control by the worker in connection with the work
performed and maintaining his/her continued interest and sense of
responsibility. This motivational approach benefits worker and emp loyer
alike and has been widely applied in Europe and the United States in

restructuring the work environment.

The motivational approach constitutes a departure from the separation of
tasks in the interest of "efficiency" which has contributed to worker
alienation. Where work has been segmented, as in assembly line production,
innovative methods have been applied, such as job rotation Oor restructuring
of the work force into small crews that produce an entire unit of
manufacture. These methods lend variety and a greater understanding to the
Process of production as a whole. The result has been higher job

satisfaction.

Experiments by Corporations in Ontario

Experiments with quality of working life programs have shown successes as
well as failures. The research branch of the Ontario Ministry of Labour has

Produced a survey of 25 Ontario firms which have used various innovative work

-

drrangements to improve productivity.” The study does not apply scientific

1l Edward M. Glaser, p. 19.

2 An Inventory of Innovative Work Arrangements in Ontario, Ontario Ministry
— 2

of Labour, Research Branch, September 1979.
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methodology, but is an inventory of productivity and quality of working 1life
programs evaluated by key persons involved. These evaluations, elicited from
labour and management personnel of participating companies, are therefore
subjective, and answers were not obtained via the use of a standard

questionnaire. A summary of the responses, however, reveals some interesting

insights.

The survey determines companies' reasons for embarking on a program of
innovative work arrangements, and the difficulties that were encountered and

asks for an evaluation of results as seen by labour and management involved.

All the firms included were financially successful and demonstrated a
long-term interest in and commitment to change through worker participation.

The list includes unionized firms, as well as non-union organizations. It is
to this analysis we now turn in looking for reasons why firms embark upon
innovative projects, the factors to which success or failure are attributed,

ered. The specific innovations will not be considered. Broadly
speaking, they comsist of a variety of experiments with job enrichment, such

as changes in decision-making powers by involving union and/or workers in

ot
-

aditional management areas, changes in the form of remuneration and form of

ownership, and reorgamization in the methods of operation.

When all responses are summarised, the most frequently cited reasons for
embarking upon an innovative Program are: fto improve communications or to
prevent development of a communications problem between segments of the
company; to achieve improved productivity; to involve the emp loyees in job
identification: and to promote a feeling of being able to contribute.

Communication between Opie and attention to levels of productivity

predominate in the answers given and reflect the primary concerns of the

Of the numerous individual reasons cited to which success or failure of a

Program can be attributed, a number clearly fall into definite categories.

The personalities and degree of commitment given by people involved, an open
environment, and open channels of communication are of major significance,
accounting for nearly half of all reasons. All constitute attitudinal

approaches to change and their significance must be noted.

Similarly, effects experienced from the pProjects were numerous, with several
of them predominating. Improved productivity, motivation, efficiency and job
satisfaction share top mention. Improved communication and relations between
labour, union, supervisory personnel and management follow in importance.
Reduced turnover, absenteeism and number of grievances were observed, as were
improved product quality. 1In Summary, the major effects of the experiments
with innovative work arrangements were observed in terms of human values,
centered on quality of working life concepts and resulted in greater

productivity.

As for the problems encountered in the experiments, the following picture
emerges. Problems were particularly apparent with employees and supervisors
who felt their status threatened or were comfortable in the existing
Structures and had difficulty in adjusting to innovations or to greater
responsibility. Both the problems encountered as well as the majority of
reasons given for success of a program indicate that attitudes of the
individuals involved are of primary importance to success or failure. This
finding points to the need for education and awareness of the principles
involved in pProductivity and quality of working life projects, prior to

efforts at implementation of innovative work arrangements.

It was difficulr to determine whether unionization constituted a positive or
negative factor in relation to change. Union willingness to cooperate was
cited as a contributing factor to success in some cases. In others, unionism
contributed to problems of implementation by creating suspicion or initial
argument against incentive payments to employees. One obvious reason for
lack of opposition by unions can be attributed to the joint union/management

dpproach to change. Most programs dealt with a combined job enrichment and




productivity philosophy and nowhere was the labour force cut drastically or
pressure made evident for increased output. In industry, layoffs can be
avoided in productivity programs by strategies which focus on product cost,
pricing and sales volume. A good example is the case of Black and Decker in
the United States. The company was able to improve markedly its levels of
productivity and employee job satisfaction through quality of working 1life
programs. At the same time, it doubled its sales volume 1in five years by
reducing prices. The program thus necessitated the hiring of more employees

. ; . 1
to keep pace with its expanding market.

In the Labour Ministry's inventory of experiments with innovations summarized
here, no measurements were used to determine the degree of raised
productivity or dollar savings achieved by successful programs. In general,
such data are neccessary and useful in order to measure benefits against
costs of a program. However, for our purposes, it is not necessary to record
dollar savings documented by individual companies, but rather to learn that

efforts to improve the quality of working life can affect production.

What Has Been Learned?

It was found that individual attitudes and motivations play a crucial role in
any plan for improved productivity through work redesign. An organization
would be well advised, therefore, to consider attitude when designing
innovative programs in order to assure successful implementation. These
findings indicate a need for an information and education source which can
provide programs for education of both management and labour to create an
awareness of new and emerging concepts of quality of working life
philosophies. This would help to overcome ideological barriers and practical
resistance that might be expected. An information resource centre would also
be desirable for use by behavioural science experts upon which they may draw
in order to integrate experience in strategy and methods of work redesign.
Monitoring and evaluating a program, once in place, is the desirable next
step in order that its impact may be measured, strategies adjusted, and

lessons provided.

1 Edward M. Glaser, p. 206

Unions may contribute to success or place obstacles in the way for change to

traditional work arrangements. A joint union/management approach to planning

for change is mandatory.

Repeatedly, Canada is being reminded of its low productivity vis-a-vis other
industrial nations and the consequences this bears on international trade. In
light of this, and other recent reports, the value and growing necessity for
improving the quality of working life and productivity in both the private

and public sectors are becoming increasingly evident.l

l Globe and Mail, October &, 1979, "Absenteeism Costs Canada $21 million

daily, Study says".
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III PUBLIC SECTOR INITIATIVES

life projects

Initiatives for increased productivity and quality of working
in the public sector must come from within government and from union leaders.
that

pressure in direction,

Even though one might logically expect public
failed to

One of the difficulties is the well

press for potential

public awareness of increased taxation has

improvements in government productivity.

recognized fact that no force analogous to the profit motive exists in the

From the viewpoint of

public sector, which acts to hold down expenditures.

the administrator, public sector outputs do not reflect goods and services

produced, but rather costs of goods and services purchased. Individual

administrators and bureaucracies have frequently measured success by their

ability to obtain budget increases, an enlarged staff and an increased scope
because of

and higher

of activities. Traditionally, fiscal requirements escalate

population increases, greater urbanization, rising affluence

levels of service, and expansion of government into new fields. It is
therefore particularly important in times of fiscal restraint to be able to
call on devices which monitor, measure and are able to suggest corrective
action for more efficient and productive uses of existing resources.

It is relevant to look at the experience in the United States because
productivity and quality of working life concepts have been national policy

since 1975 and municipal experiments are well documented. Canada has little
experience and scant documentation of these concepts in the public field and
can benefit from the experience and lessons provided by local governments in

the United States.

Developments in the United States

The United States National Commission on Productivity was created in 1970 to

develop recommendations and programs for improving the productivity of the

economy and was composed of representatives from business, labour,

government, and the public. It identified reasons for

lagging productivity

and pointed out areas for improvement. The rapid increase in the size of the

public sector was seen as a possible factor 1in the slowing of overall

11

productivity and it was concluded that means of improving productivity in

private industry were also applicable to the public sector. A report to the

Commission identifies two major problems: (a) that there is no consensus on

how to measure productivity; and (b) that

political and administrative

and will power are frequently lacking.1

interest Despite this, the report

makes recommendations for Commission action to help generate productivity. In
December 1975, the Commission became the National Centre for Productivity and

Quality of Working Life.

A statement on national policy by the Research and Policy Committee of the

Committee for Economic Development identifies

principal deficiencies and

opportunities for improvement common to most state and local governments and
suggests general approaches adaptable to particular circumstances. Public
opinion polls in the United States show that people feel they are not getting
their tax dollars' worth; this gap between expectation and delivery defines
public perception of productivity which is lower than it could be. The study
shows that the number of state and local government

150% between 1954 and 1974. On the other

employees increased by

hand, it found no evidence of

increases in quality and quantity of public service.3

Great disparities in performance levels also exist from city to city and an
absence of comparable performance data makes comparisons extremely difficult.
The report measures productivity in an economic sense, i.e. the cost of goods

and services which government produces for its citizens, and makes

suggestions for improvement. However, the report defines productivity not

2 Improving Productivity in

3 Ibid., p. 38.

Fisk, Improving Productivity and Productivity

1971.
CED,

1 H. P. Hatry & Donald M.

Measurement in Local Government, The Urban Institute,

Local Government, 1977

April

State &

(3rd printing).
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solely in terms of inputs/outputs, but also identifies four other areas for

productivity improvement. These are:

(1) management
(2) the work force
(3) wuse of technology and capital investment, and

(4) measuring results and impact of government programs.

In order to motivate government to take measures towards productivity
improvement, the CED recommended that performance audits be conducted by
outside agencies, and that competition creating consumer choice, be
introduced, i.e. contracting out with either public agencies or private
organizations for service. In addition, it called for pressure groups, such
as business, political parties, and educational institutions, to exert their
influence on government for improved productivity. It recommended federal
research and development assistance and state involvement in financing and

technical assistance.

Local government approaches to productivity can assume a hard-line
cost-savings orientation or they may be experiments in motivational
approaches toward greater managerial effectiveness, worker participation in
planning of efficient work flow, and greater job satisfaction and
productivity. The impact of motivational change can be measured, albeit not
as readily as individual cost-saving projects. Various cities in the United
States have used a combination of approaches and their experience is well

documented.

Let us take a look at the approaches and general experience with productivity
incentive and quality of working life programs and the results which were
achieved. It is also interesting to note where impetus for change

originates.

13

Case Studies

A review of eight United States jurisdictions (Dallas, Detroit, Milwaukee,
Nassau County, New York, Phoenix, Tacoma and Palo Alto) indicates that
impetus in seven of the eight cases came from an individual.1
Productivity programs originated with the Mayor in New York and Detroit, with
the City Manager in Dallas, Tacoma, and Palo Alto, and the Executive
Assistant of the County Executive influencing several municipalities of
Nassau County, Long Island. In Phoenix, the City Council as a whole was
responsible for instigating a productivity program as a result of GCouncil's
reluctance to increase taxes. The lack of citizen group pressure indicates
that citizens, on the whole, are not concerned with the topic of productivity
in local government and that a city manager type organization or chief
executive concerned with efficiency and cost savings are most likely to play
the leadership role in an overall program. In the case of New York, severe
fiscal problems necessitated a stern look at expenditures and greater

productivity of its existing resources.

Acceptance by politicians is usually critical to a continuing program because
inevitably, political issues are raised by the concept of productivity.
Certain departments such as police or fire departments who consider
themselves semi-autonomous are particularly sensitive politically and may be
considered "untouchable'". It is also necessary to exercise great diplomacy
in introducing new measures to department heads who frequently consider the
operations of their respective departments as their private domain, making
them generally reluctant to submit to the scrutiny of efficiency or
behavioural science experts. These considerations, plus a desire to point to
early successes have frequently led to productivity improvement projects
concentrating on cost-savings projects concerned with technological

innovations coupled with departmental reorganization.

1 Frederick 0. R. Hays, Productivity in Local Government, Lexington Books

1977.




For example, in Dallas, an Office Management Services Department worked

unofficially on a client relationship basis with Departments without a formal

city-wide program. The Department of Public Works was reorganized into three
separate departments. Simultaneously, with the introduction of improved
equipment and reorganization of work schedules, staff cuts were effected in
garbage collection operations and in maintenance cleaning staff. Staff cuts
were usually implemented by attrition. Operations in the Water Utilities
Department were reorganized subsequent to an in-depth study of the department
by a management consultant which integrated dispersed functions concerning
water meter readings. Tacoma made almost exclusive wuse of technology,
engaging outside expertise in the form of consulting services donated by
4

private industry in the industry's interest of diversification of its

operations.

Other cities placed relatively greater emphasis on fiscal planning and the
motivational approach. Phoenix, for example, coupled technology  with
reorganization to realize fast results, but set its goals primarily on
increasing productivity over the long-run by detailed analysis and budget
planning, engaging outside consultants to determine the most eftective
approach to increasing productivity. The Nassau County program included long
range plans to stabilize manpower costs through imp lementation » §
productivity bargaining and sharing of gains in productivity improvements.
New York, under Mayor Lindsay, concentrated on analytic expertise, but 1S
emphasis under the next administration shifted to a joint union-management
approach which emphasized union power. The analytical expertise and critical
approach to departmental performance suffered when the original comprehensive
and direct approach was followed by a more selective one with greater

sensitivity to department and union objectives raising the dilemma of

achieving balance between efficiency and democracy.

15

Problems with productivity programs most often centred on implementation of
policy. In Dallas, strategy was unstructured, unsystematic and innovative
programs were tried only in areas where success seemed assured. Tacoma failed
to establish goals or provide directions and did not integrate technical

innovations into departmental management. Its

greatest obstacle to

implementation was disinterest and inertia within the organization. Emphasis
on process and attitude made evaluation of cost/benefit not possible. The
only unqualified success occurred in Phoenix, which was credited in part to
its special circumstances respecting sociological and physical
characteristics, a city manager system, and a relatively inactive labour
sector making it easy to put changes into effect. Phoenix raised efficiency
to top levels and largest gains in productivity were realized from
reorganization of work processes and mechanization. Phoenix monitored
performance very closely, establishing appropriate service levels and
distributed performance data. Quantitative productivity gains and cost
reductions were not seen as a major contributing factor to overall savings.
Knowledge of the cost of operating the productivity incentive program enabled

calculation of net savings.

Union involvement varies greatly in United States local jurisdictions.
Police, fire fighters and teachers were unionized long ago in most larger
metropolitan areas. The right to bargain collectively was only slowly
extended to other public employees. Of the eight examples, strong unions are
present in New York, Detroit and Milwaukee. Detroit pioneered in
productivity bargaining which included incentive payments for performance.
However, unions did not sign a new contract in 1974 and thus successfully
opposed productivity improvement objectives. In New York, where productivity
bargaining was introduced in 1970, gains were achieved outside the bargaining
process. The severe fiscal crisis changed the structure of collective
bargaining and legal support for union rights has eroded because of
concessions in workloads which are accepted as a result of layoffs. Milwaukee

achieved all its productivity programs without strikes or incentlve payments

and staff was reduced by attrition. In the case of Nassau County, strong

chief. Elsewhere,

support was lent to productivity projects by the union

labour relations were much less involved.
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Union negotiations generally slow the process of implementation or act as a
deterrent on management to propose productivity programs. Unions, on other
occasions, have seen the necessity of productivity bargaining when faced with
the alternative of contracting out for services. Productivity incentive
contracts provide additional payment to the worker if certain performance
levels are met, or work standards may be set on contract for a general salary
increase. It will also be remembered that most productivity improvement
projects involve changes in work organization and upgraded equipment. Worker

productivity 1is therefore not attacked in isolation but is part of a process

of change.

Other case studies analyzing hard-line cost-savings programs have shown that
significant improvements in productivity can be realized only at the outset,
after which further improvements are difficult to achieve. When increased
productivity was recorded, it could not be attributed to worker motivation to
perform according to work standards alone, since technological improvements
played a major role. Furthermore, embarking upon a program was not cheap and
worker productivity improved significantly only where it involved sharing of

benefits, i.e. bonuses or extra pay.

Savings effected by the setting of work standards or incentive programs 1n
blue collar work are easily measured. For example, Harrisburg introduced
work standards in the vehicle maintenance section of its Department of Public
Works and recorded significant increases in efficiency over a two year period
- specifically, a 43% rise in the number of vehicles maintained per employee
per year with no evidence of a decrease in quality of service. Personnel
expenditure fell by 21% per vohirle.2 The program entailed posting of
productive hours and use of flat rate work standards to assess individuals
seeking promotions, or to provide larger pay increases. Underper formers were
given the opportunity for special training or counselling. Personnel costs
were cut by between $16,000 and $47,300 in 1974, depending on how costs were

estimated.

1 John M. Greiner, et al, Monetary Incentives and Work Standards in Five

Cities: Impacts and Implications for Management and Labour, The Urban

Institute, April 1977,

2 John M. Breiner, et al, op. cit., p. 30.
3 1bid., p. 41.

17

One of the difficulties is performance measurement of activities lacking

tangible output or gauging the time required for carrying out specific tasks,
with the result that work standards might have to be set at fairly low

levels. Setting of work standards and criteria for performance measurement

also involve planning and scheduling of work which combines good management

with worker productivity.

L

Job satisfaction in these experiments showed an initial drop in two of the
five cities whose projects were monitored but generally produced increased
job satisfaction over the long-run. All projects faced 1initial resistance

but employee participation in the

decision-making facilitated the

introduction of programs.

The Results

In summary, experiments in the United States show that local governments have
been predominantly concerned with productivity in terms of cost savings. The
ma jority of programs which have been considered in the cities reviewed, have
concentrated upon hard-line, clearly visible input/output operations and in
areas where use of improved technology and reorganized work flow can show
immediate savings. Fewer attempts have been made at planning over the long
term since massive commitment is required and results accrue at a slower

rate.

The responsibility for placing productivity programs 1nfo effect wusually
rests with a top level executive, and there has been no evidence of citizen
pressure for improved performance, even though public perception indicates
dissatisfaction with levels of performance. It was also found that mddle
management 's cooperation is not always easy to secure but 1s critical to the

. L & - a) ~ P g
success of any program as 18 commitment within the municipal corporation

generally.
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with emphasis on efficiency and cost savings. Recommendations

in various ministries of the provincial civil service.

approach is currently being taken, centering on quality of

he concern is with improved employee job satisfaction,

performance and labour/management relations. Internal

are conferring with Provincial Ministries and obtaining

for quality of work life projects from both management and

(-
0
+

Civil Service Commission, at the igation of the Staff

Branch, is setting out to establish its own resource centre Ior

orking life informationm.
1978. the Province of Ontario established the Ontario Quality of

Work Life Centre. A six man committee compos ) £ union ind manag:e
peo investigated productivity and quality of work life ideas and
! = 2 J 1 ) /
sneriences ane and the United States I f ound 1 qualityv :
exXxperiences Ope and the unice otates. 1t found that quallty L
working life es seemed to have important effects on work. The result
3
)
was t “entre, which operates on a $500,000 budget for the current year,
under the director of a specialist in work-life programs 1s stated
that 'en tapped human resources are going to waste under traditional
E e
methods of organizing work in which human resources are treated 1s part ol
3

thal = s P 4 - - .
the ma Y - The Centre assists any program, private or public, in a
7 t - t -t ] n i - ; : :

ariety of ways but, until now, its work has concentrated primarily on the
private sector. An outreach program is just getting underway, gathering
Lni which is to be disseminated to all sectors of the economy.

February

(OS]

Hans Van

quoted in

NOS .

Beinum,

on Government Productivity, John B. Cronyn, Chairman, Interim

1 = 6, December 1970 to April 1972.

Mail, "A Better Life at Workplace, That's the Aim in Ontario”,

1, 1979

Director of Ontario Quality of Working Life Centre, as

the Globe and Mail, February 1, 1979.

In 1972,

an experiment was launched known as The ocal Government lana ment
Project”. The Ministry of Treasury, Economics and Intergovernmental
Affairs, the School of Business 1t i 's 1iversit 1 ur ntari
municipalities (London, Ottawa, St. Catharines and the Reglonal it o it
of Niagara) acted a yint collaborators. Productivit and qualit working
life are implicit in ma f the t - identified the Project as
of development for municipal anage b pecifically, these relat to
performance measurement, organizational de lopment ind re 4 S
management , labour relations, financial resource management ind management
information systems, restructuring and reorganizatlon. r this extensive
and complex progr f experi tation, documentation and luation, flowed
an understandi T - 1 nicipal manageme 1
processes which b - lis t r t AT ffecti
program. The initial e was to experiment with certaln approaches L
management and not necessaril seek improv L i t wnicipalities
taking part in the ro j¢ - wever er ti eopl involved in the
municipal teams s | WAy S jealing wit roblems f these
individual municipalitiles.
The documentatio C cal rnment M 2 t Project 1cludes wit
section ot reco endat 18 whl advocates ctl CCl at ¢t rovil ldal
municipal and icative 1 s to stimulate 1mproveme i local E t
management. Action r Lh roving was TE ded Wit LL wal 55
of potential hazards nherent 1 rovinc | terter in local 1itono -
[ he agsence ol reco 14 NS I ) i icC1 oL 5 L t
l. The Province ca L 1 : AR £ LEAst
the external tra i 1 SYS i Appro L anagemeiit el
the ‘-1'\\\'1«:\\1 direction I ni a nar xment , clear
1 sfat Y YT CcOOrda ate
definition of the roles ( wcil anc strati
and integrated internal manageme 1t ind measures
1 It is not within the purview ol this Topic to evaluate the deslgn, 1<
or suppositions inherent in the Project, butl nly to recorc at 1t CtookK
place and to take note of its | indings.
: Y. N. }l.l\‘l’\‘ll‘li\l .I.‘.\\f P. ]. Lawton, 1 he GMP '\;r‘( rience Phase A A
Organizational inge in eal Ve I nme

Overview of

an Experience in
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departments to solve problems and
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Department and brings together represe
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be proposed by anyone within the municipal corporation. It may
C PLOPO: ) al i L

department heads, from unions oOr the individual

. g y § p -~ 1A yi no f -
These I.“('Of!"\}:f-d}\q may be in any area oI operation, ranging Lrom

changes to r;ilnsophical and theoretical orientations.

Traditionally, line departments have the actual experience of performing
tasks, whereas bDe science and other experts have theoretical

Sc »f current work being undertaken by the Management Services

are an employee attitudinal survey for the Property Department

to measure o 1 climate, sources of conflict and management
participation i a g for users of the Property )epartment'

pFalLii i alL il Ll dlill (= )

services to measure level of service and to facilitate proble diagnosis;

i formulate

1ore data

f property
. -3 2 Eles o B s fma terre
i kinds, previously performed by a number of inspectcrs.

As other in-house ycumented theilr experiences
ir nited otates ices epartmen is in 1
plitically sensitiv sltuatlion wnen C 1“.;Jli‘., past erlen wiltl
theoretical wledge in attempts to imp lement change. The Management
services Department has no f{ 1 link with other municipalities who 14 )¢
pursulng simlilar al in Che .Iki ivil service. \ ma jor dift ult 1
t he of the ise of the City of Toronto versus ChOoS¢ 1

ther Untaril -

s of 1 depends to a large extent on the cooj ition ind
ent 1 given to these programs departments. > O department navi
mde good use of the -house expertise provided by Management Services.
)thers feel that the budget process and their own internal yperations have
been conducted in the interest of efficiency and responsibility to the

[0 s0me ,

adequately dealt with productivity questions. |

working life concepts yet seem a hazy notion.

The participation o
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from the United States and Canada. It has contacted the Ministry of
Intergovernmental Affairs, suggesting that ideas and information on
productivity and quality of working life be activated. A suggestion for the
inclusion of a regular digest of productivity projects in the Ministry's
information bulletin "Background” and actively generating interest in this
topic was not acted upon, beyond willingness to publish information as it is
received. The City of Windsor has embarked upon a number of individual cost
savings innovations such as computer analysis of fire stations and equipment,
experiments with solid waste collection and composting operations which have
effected staff reductions and staff efficiency by reorganized work flow and
use of modern equipment. A suggestion system encourages employees to come
forward with innovative ideas affecting service, safety and productivity. The
City Clerk's Department has experimented with job rotation for employees for

a number of vears to make their work more varied and interesting. The staff

of 28 now performs work other than their regular job for three months out of
twelve. Greater job satisfaction and suggestions for improvement in carrying

ut

Q
rr

asks have been observed, resulting in improved productivity. The Clerk
would like to see flex time approved for use throughout the City departments.

other innovative program that is being recommended for discussion at the

3=
o

next bargaining session with the unions concerns full-time versus part—-time
work for clerical and secretarial employees of the Department. It has been
determined that staff would prefer to work on a permanent part-time basis 1n
order to better combine working 1life with demands of child-raising and
homemaking. Windsor has demonstrated its commitment to productivity as
exemplified by the number of

cost savings innovations in various departments.

The Clerk's Department has also shown concern with quality of working lite

concepts.

Yet another example of innovations in work organization and productivity

P M P . . v 1 g
programs is provided by Sudbury. Sudbury has followed the lead of the City's
primary industrial employer, INCO, by paying employees for innovative ideas

which improve productivity. The City has paid large bonuses to several

people who have devised technologically innovative ideas in connection with

the performance ot their work. A management assistance group composed of an
interdepartmental committee disseminates information and provides impetus for
experimentation. For the past four years, productivity in various selected

departments has been measured and monitored via a program which was developed

internally and rewards employees by means of a bonus system. Personnel has
been reduced by attrition without evidence of reduced output. Its next

project is a control system in building inspections in order to set standards

and measures for productivity. In its approach to productivity along cost

savings Llines the municipality feels that no difficulties have becn
encountered with the unions because channels of communications are kept open
4

and innovative changes go through the process of joint negotiations.

Summary of Canadian Experience

Other programs in various municipalities across the province exist, but their

existence 18 nowhere systematlcally documented ind Lherelore Jnl;- v

known in municipal circles. In the United States state and 1
governments were introduced to the concept of productivity by a federally

initiated program, the United States National Commission on Productivity

which evolved into the National ‘entre for Productivity and uality £
working Lite. All three levels government in Canada wever, ave D€
dealing with the concept on their own. While strides are being ade in
diverse directions concerning approach and are at varying levels of evolving
municipalities seem to lag turther behind because they have becn
experimenting individually and without the aid ) 1 in  adequate data >158.
Undoubtedly, their individual ettorts are valid but they could beneiit trom
general framework which would wmake conparative analysis and excnange

experience amony themselves part of the process.

l Interview, llark dieto, City of Sudbury, August 1, 1979,
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