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PERSONNEL STORY

Fellow Citizens:

On May 29, 1945, the Toronto City Council approved a by-law esta-
lishing a new personnel system. The object was to increase efficiency by
developing employmant at the City Hall into a career service. In this
open letter, we describe the important changes initiated by the Council's
action and draw attention to the need for three further developments:

l, introduction of in-service training courses for the employees;

2. strengthening of the staff by attracting university graduates
into several junior administrative posts;

3. extension of formal appointment safeguards to include heads of
departments and deputies,

What's Involved

Like other aspects of local government in Toronto, authority over
personnel is divideds The Council has no direct interest in school
employees or those engaged by other civic boards, commissions and authori-
tiess The immediate responsibility of the Board of Control and Council
comprises all regular civic departments, except police, and extends to
the staff attached to the magistrate's courts.

As of September 1lst, the group under survey nhumbered 6,904 persons
including 1,552 temporaries. Their wage and salary bill, according to
the 1953 Estimates, will reach a total of $20,580,000 by the year-end.
The figure compares with overall appropriations for these departments
and applicable expenditures at large amounting to $L3,200,000. Included
in the latter are City contributions towards employee pensions, allow-
ances, etcs.y, of some $1,450,000, Consequently, the cost of manpower
will account altogether for more than half the total outlay.

Today, conditions of employment at the City Hall compare with those

found in most large industrial concerns. Barring the heads and deputy-

heads of departments and five other senior positions, all employees ccme
under a central personnel department., This department is responsible for
selecting recruits for the service and qualifying employees for promotion
by competitive examination. Bargaining for all except heads and deputies
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is handled by three civic unions. The City of Toronto has the union shop.
All persons accepted for permanent appointment and temporaries on outside
work must join the appropriate union. Only a limited number in top

management posts are exempt from membership. Rates of pay and conditions

af work are settled under contracts with the unions. The five-day week,
sick leave benefits and holidays with pay are the rule; and the entire
permanent staff enjoys sizeable pension rights. It is a far cry from the
situation of even ten years ago i

Development of the Personnel System

During the war years, attention was drawn to shortcomings in
personnel practices by the growth of unions within the service and by the
plans for re-establishment of veterans, In January 1945 the City Council
appointed a three-member committee to study the situation and recommend
changes., The committee's investigations included a field survey of
personnel systems in three large United States' cities, The resulting
report, which was the basis of the 19L5 by-law, covered all the main
features of the present system.

A month before the formal by=-law was put through, the Council had
named a director of personnel. Initially his office was attached for
record purposes to the City Clerk's Department; in June 1950, it became a
separate department. Numerically, the office is still small-=-fourteen
people all told--but it performs staff services of vital importance to
all parts of the municipal service.

The first job of the personnel director was to establish a central
employment registry containing adequate descriptions of the work perfor med
by all employees and the qualifications required for each posi tion. More
important, the new regisiry was tied in with a complete re-survey of all
civic positions, The purpose was to fix comparable pay scales for all work
demanding equivalent performance. It was a long job. First, ladders were
prepared grading the positions within each department from the lowest to
the highest ratinge. Then comparisons were made between one department and
another and, when uniform grades had been established across the board,
rates of pay were assigned, The re=-survey, which began in 19L6, took until
early 1947 to complete. The new position descriptions, including a clear
distinction between permanents and temporaries, and the revised wage plan
were adopted by City Council on March 31, 1947. To implement the new pay
scales required special increases in 1947 totalling $666,000 together with
some $160,000 for the Police Department.

The full dividends to be realized from a comprehensive Jjob classi=-
fication and rating plan required adoption of the merit system in appoint=-
ments and promotions. Again, the way had been clcared for the change in
the 1945 by-law, Under its terms, heads of departments were to furnish
the personnel director with precise qualifications for all positions. All
job classifications were to be routed through the personnel department and
the director was required to give public notice of vacancies and secure
detailed statements of qualifications from those who applied.

o On May 12, 1947 the merit system was formally adopted by the City
lounnil, The essential features of the plan are as follows:

le With the exception of labourers and temporaries, candidates for ori-
ginal appointment or promotion shall be selected on the basis of
compatitive examinatione




>

- 3 -

2, ‘For each position classification, the Personnel Director decides
whether to hold a Promotional Txamination (with competition re-
stricted to present employees), an Original Entrance Examination
(open competition), or both.

3. The method of conducting tests may be by written or oral examination,
demonstration of physical capacity or skill, evaluation of training
and experience or some combination of these techniques.

e In order to qualify, candidates must secure an overall examination
standing of at least 70 marks out of 100, Successful candidates
will then be awarded % mark bonus for each year of civic service
up to a maximum of 15 marks,

5e BEligible lists are prepared by the Director of Personnel according
to the total marks awarded, Tnese lists form the basis of staff
selection for vacancies under authorized position classifications.

6e For any one vacancy, the Department Head is entitled to select from
the three highest rated applicants, Where there is more than one
vacancy in the same position classification, the list must include
one extra name for each additional person required. In preparing
the list for the Department Head, preference is given to present or
former permanent employees. All other things being equal, a person
with military service will havé first chance at an appointment,

7o« Original entrants are admitted for a probationary period of six
months and are then appointed to the permanent service on a satis-
factory recommendation by the Department Head.

8+ Permanent appointments and promctions must be recommended by the
Director, considered by an Advisory Personnel Committee and approved
by the Board of Control and City Council.

As yet, competitive examinations have not been extended to all types
of employmenty The first promotional examinations were instituted in
September 1947, and original entrance examinations for clerical positions
began the following year. Now all clerical, supervisory and junior execu-
tive positions are filled only after examination, Testing has also been
introduced for certain operating and maintenance positions such as autcmo-
tive mechanics, gardeners, etce In cases where there is no examination,
a list of applicants is prepared according to seniority. The Departmen=
Hecd interviews the applicants and selects the person who in his opinioa
is best qualified. He must, however,. give adequate reason to the Personnel
Department for passing over any applicant with greater seniority.

All three civic unions were certified as bargaining agents for their
respective employees on December B8th, 1943, The union shop was established
in the case of Local L3-=the outside workers--on March 5, 1945. Although
similar agreements were not confirmed with the other two unions until May
27th of the following year, it was natural that some responsibility forv
dAcaling with the unions should be recognized in defining the duties of the
Personnel Director, He was instructed under the original by-law to confer
with the bargaining agents of the civic unions on grievances relating to
any personnel matter or arising out of individual employment probl ems.,
This has become a significant part of the Director's work. Nevertheless,
the more important recognition of union rights was found in the competition
of the Advisory Personnel Committee.
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The Advisory Committee was established as counsel both to the
Personnel Department--in developing regulations, deciding the form of
examinations and so forth=-and to the Board of Control--in assessing
proposals for appointments and promotions and similar matters that must be
referred to it. Additionally, the Committee acts as a board of appeal
for the employees on personnel regulations.

Considering its duties, it is significant that the seven Committee
members include three heads of departments chosen by their fellows, one
representative from each of the three unions and one member of the Board
of Control. The scheme is quite similar to the Whitley Councils that have
proven so valuable in the industrial field in England. It assumes that
labour and management can work together to solve many of their problems.
And at our City Hall, the method seems eminently successful.

The Personnel Director is not a member of the Advisory Committee,
but he sits in on all their deliberations. He is given 4 full opportunity
to lay his plans before the members and his recommendations, even if
opposed by the Committee, are brought before the Board of Control where
the Director may speak to them. Indeed, the Committee's role is strictly
advisory. ZSxecutive authority and policy decisions lie with the Board
of Control; staff servicing and execution of policies are entrusted to
the Personnel Director,

In the space of a few short years, notable advances have been made
in man management at the City Hall., The development of accurate Jjob
classifications and scientific pay scales is in itself no mean accomplish-
ment. Recommendations on the size of departmental establishments are
developed through three-way conferences of the Chairman of the Advisory
Committee (the Board of Control's representative), the Director of Person-
nel and the Department Head., This enables the Board of Control to tase
its decisions on adequate facts and authoritative opinion. Monthly
reports on departmental strength expose the use being made of temporaries
and indicate the number of permanent vacanciesS.

The system of examinations is sound and makes full use of modern
techniques., In practice, every nosition filled by examination includes an
oral board, sometimes preceded by written or practical tests, or both.
Orals are conducted by three to five-member boards recruited from depart-
ment heads and other high-ranking officials many of whom are brought in
from outside the service. Every interview is tape-recorded and so can be
reviewed by the board members. Unsuccessful applicants are also ancouraged
to hear the interview played back and to go over their written papers
with a personnel official.

Present Shortcomings

Recognizing the advances that have been made, there is yet one
fundamental weakness in man management to be overcome if the central
personnel system is to achieve the best results. With the objective of
building a career service, senior positions other than those requiring a
professional standing are in nearly every case filled by promotion from
within. As the system now operates, it would appear that standards are too
low, particularly in the case of administrative and executive positions.

Most new recruits to the civic service begin work in the lowest
positions on routine or labouring jobs, although a heavy turnover forces
the personnel department to fill some intermediate positions directly
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According to provincial law, the Board of Control is required 1o
nominate all heads of departments and sub-departments in case »f a vacancy
--a rule that was violated earlier this year. Appointments must be
confirmed by the Council, but a two-thirds majority is needed %o override
the Board!s recommendation.

When the Board of Control is ¢alled upon to name a department head
or other senior official, ils members mav choose to canvas 1une ice
and interview all prospects bpeforehand. But there is now no assurance
that they will do S50,

One of the aims of the aentradl per sonnel system has been to en-
courage inter-departmental transfers. The objective is to develop persons
with more diversified experience and to the op tunities for
advancment Consequently it can no longer be as ead that > choice for
, deputy o post should be mad within > department.
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viewed by the Board with the assistance of whatever expertis
The move would do much to round outv the merit system.
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