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EXECUTIVE SUMMARY

This report outlines the recommendations of the Deputy Minister’s
Advisory Committee on Women's Employment Equity. The recommendations
are the result of a year's study of the situation of women in the Department of
Consumer and Corporate Affairs. A significant portion of the information
gathered came from brainstorming sessions with employees of every Bureau and
each Regional office. This information, in conjunction with analyses of measures
undertaken by other federal and provincial departments, as well as the private
sector, led to the consensus of views contained herein.

The recommendations are based on the assumption that we in CCA are
prepared to meet the current challenges of resource reduction and redefining our
core business based on the notion that an open and flexible environment will lead
to positive change and provide a fair and equitable opportunity to be part of the
future. Most important is the basic premise that competence is the key to doing
more with less and that we cannot assure ourselves the best possible people
through practices which promote exclusion. The investment required to
eliminate bias is two-fold: we must face our inertia and fear of change and we
must grasp the opportunity to succeed through our own creativity.

Included in this report are a series of recommendations which address
CCA as a whole, as well as some that refer individually, to each Bureau and
Regional office. The diverse nature and intensity of the issues raised at the
brainstorming sessions rendered this necessary. Corporate recommendations
relate to issues raised across the Deparitment and discussed by all Committee
members. Each Bureau and Regional office drew up their own suggestions, with
the realization that these were best to come from within each organization.

The recommendations are organized into three categories: Equity
Champions: initiatives which by their nature must be undertaken or led by
management, and which represent areas where leadership, by example, is
imperative to reaching the goals of employment equity; Service to the
Department: initiatives which must be undertaken to provide support and
information and as a service to the entire department, for the purpose of
achieving equity; and Education and Training: initiatives that require a personal
commitment by - employees and will provide equitable access to skills acquisition
and development and /or support equitable access to opportunities as they present
themselves. Within each of these categories, recommendations are priorized.

There is one Program Initiative recommended by the Committee, known as
the Departmental Opportunities Program or D.O.P.. This expanded version of

- DAP seeks to take a focussed and innovative approach to the changes awaiting us,

such as the strategic business planning methods and the necessary resource




reduction decisions, while integrating the principles of employment equity. It
suggests that the Deputy Minister and Activity Heads introduce a series of
departmental initiatives under the auspices of this program to restructure how

- work is done, to obtain the level of flexibility needed by management in the
effective allocation of single operating budgets and to provide a signal to employees
that management has understood the uncertainty the future holds for them. The
program would address employee needs within the context of operational
requirements and assist them in developing career paths and training plans

which will relate directly to jointly-determined Departmental needs or set them on

a course to seek employment elsewhere.

Among the Departmental Equity Champion recommendations are: the
establishment of Employment Equity performance indicators; the inclusion of a
series of questions on equity in the Upward Feedback questionnaires; the
adherence to a series of "Best Employment Equity Practices"; a voluntary Senior
Women’'s Network to provide advice to CCA women seeking advancement; the
revival of the Employment Equity Steering Group to develop further the
Departmental equity plans; and a "Peoples” Choice Award"” for employees who
have greatly contributed to the advancement of equity goals each year.

The recommendations dealing with Service to the Department, include:
negotiating an MOU with Treasury Board and the Public Service Commission in
order to diminish or eliminate the need to adhere, for a predetermined period, to
policies which may inhibit the furtherance of equity goals; the employment of a
personnel policy advisor in the Human Resources Services Directorate; the
improvement of the department-wide personnel data-base; the implementation of
a policy of exit interviews; the nomination of Employment Equity Employee
Advisors to counsel Departmental staff; the annual communication of all relevant
policies, including the visible support of flexible work arrangements; the
surveying of Departmental staff regarding their interest in on-site day care; and
improvements in the hiring and promotion processes.

The Education and Training recommendations include mandatory gender
sensitivity training for all Bureaux; a series of Issues Fora on Employment Equity
dealing with non-traditional jobs, flexible work arrangements, career
development and career advancement workshops, etc.; obtaining, if possible, the
assistance of the Women's Career Counselling Bureau, for the development of
women; and providing all staff with sexual harassment training. Other training
issues are expected to be resolved through the D.O.P. initiative.

Bureau and region specific recommendations are also categorized in the
same format and priorized. Implementation plans are provided for the
Departmental Opportunities Program and for the Corporate Recommendations.
Attached in appendices are draft Best Employment Equity Practices, a series of
draft Performance Indicators, and potential Upward Feedback questions on
employment equity.




INTRODUCTION

The recommendations and implementation plan that follow are the
result of research and analysis by members of the Deputy Minister's Advisory
Committee on Women's Employment Equity (the Committee). "Brainstorming”
sessions with employees of every Bureau and Regional office were critical
elements of the information gathering process, and led to-a thorough
consideration of the problems raised and the solutions suggested both by
interested employees and Committee members.

Each Bureau of this Department has a different corporate culture.
Consequently, the equity issues which have emerged, while not entirely different,
are of varying intensity. For this reason, the Committee did not attempt to
address issues in a global fashion. Rather, it was decided that where a problem
was raised by all Bureaux, the solution would be corporate, and where an issue
was peculiar to a single Bureau, the solution would be proposed for that unit only.

A good portion of the areas identified as requiring improvement
relate to development of our employees. For many, this will not be a surprise. ,
The numbers indicate that women "have arrived”, What, may be asked, are we -
doing with them? Mandatory affirmative action was successful. Development of
employees is dependent upon enlightenment and goodwill. In instances where
these are lacking, measures are needed to change behaviour, in the hopes that
they will have a positive impact on the corporate culture.

The Committee members divided into the following three groups:
Recruitment, Retention and Career Development (horizontal) and Promotion and
Career Development (vertical). All of the maitters included in the terms of
reference were addressed, and those deemed in need of remedial action are
included in the recommendations. Once the work of each of the sub-groups was
completed, the Commitiee spent three days with two consultants going over the .
results, their implications and implementation issues. The corporate
recommendations were considered by all Committee members. Then members

- from each Bureau and Regional office were asked to review the findings and

propose recommendations specific to their units.

The Committee is indebted to many Departmental employees and
managers, as well as others across the Public Service who offered constructive
advice and insightful suggestions. We are also grateful to Howard Wetston and
the Bureau of Competition Policy for providing the funding for travel and
consultant fees. We wish to thank the Deputy Minister for giving us the
opportunity to make this contribution to the Department.




TERMS OF REFERENCE
OF THE |
WOMEN'S EQUITY COMMITTEE

To advise the Deputy Minister on matters related to the recruitment,
promotion and retention, career development and progression of women at CCAC
and specifically to:

. Identify issues, concerns, and. ideas, and provide recommendations
regarding the above as well as issues relating to their representation
in the Management Category and non-traditional jobs

. Identify issues in Beneath the Veneer, including: compression,
concentration, successful integration of work and family
responsibilities, term and part-time work, care and nurturing leave,
advancement to the management category, day-care, bridging the
gap between support and officer levels, developmental training,
classification, pay equity, pensions, corporate culture and attitudinal
barriers, and to provide recommendations to address these issues

. Provide briefing on material for discussion at meetings of the Deputy
Ministers’ Council on Employment Equity

. Provide input to the Departmental Action Plan for Employment
Equity

J Provide support for the organization of International Women's Day
and Women's History Month.
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ASSUMPTIONS

THE BUSINESS OF GOVERNMENT IS CHANGING

service on behalf of the public will be provided in
a distinctly different way

OUR RESOURCES ARE DIMINISHING

we must retain the very best people and programs

CCAC SUPPORTS A HEALTHY WORKPLACE

an open and flexible organization allows for
continuous improvement

CCAC SEEKS POSITIVE CHANGE

we must grasp the opportunity to identify
and eliminate past mistakes

CCAC IS COMMITTED TO DOING IT RIGHT!

we must give everyone a fair and equitable
opportunity to be part of the future




CONTEXT

BUSINESS STRATEGY

we cannot decide who and what are necessary unless
we know what business we are in

RESOURCE MANAGEMENT

cutting back is painful - our response is avoidance-
we continue to reward this behaviour

COMPETENCE

is the key to a future of more with less
and cannot be achieved through exclusion

EQUITABILITY VERSUS EQUITY

to achieve equity, we must first believe in equitability:
fair and equal opportunity to all is tangible-
it exposes and eliminates past biases

VALUES

government is expected to show leadership and be responsive
women and minorities will not "go away"
family is not a "women’s” issue anymore
equity is not a "file", rather a state of mind

COMMITMENT
means looking beyond the next twelve months
means facing and fighting our inertia and fear

means being responsible
do we have the will?

EQUITY DOES NOT HAPPEN BY ITSELF

N G BN Gn e ey em M wa B . . e
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EMPLOYMENT EQUITY FRAMEWORK

EQUITY IS BASED ON:
competence
eliminating bias

achieving balance

EQUITY PLAN OBJECTIVES ARE TO:

identify and eliminate current
discrimination

redress past discrimination

achieve balanced representation

reduce systemic inequities

EQUITY PROGRAMS MUST:
be vistble
develop goals

assist managers in
taking responsibility

monitor progress

SPECIAL MEASURES WILL:

accelerate full participation

be temporary

require careful handling
and communication

potentially cause backlash |

succeed if nurtured by the
organization
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CORPORATE RECOMMENDATIONS

The recommendations which follow were developed through consensus in
the brainstorming sessions held with women throughout the Department and
further refined with the help of the consultants hired to assist the Advisory
Committee. As such, they are representative of the views of women in all
Bureaux and in all regions.

" The recommendations have been grouped together, first of all, by the scope
of their coverage. The first group contains Corporate Recommendations, that is,

.those recommendations that apply department-wide and include the Program

Initiative, "Departmental Opportunities Program (D.O.P.)". The D.O.P., which is
a key recommendation, is explained in some detail in the next two pages. A
concise list of the remaining corporate recommendations follows. The other two
groups of recommendations apply to specific Bureaux or specific regions and are
clearly labelled as such.

Each group of recommendations covers up to three areas: Equity
Champions, Service to the Department, and Education and Training.

Equity Champions: Those initiatives which by their nature must be
undertaken or led by management. They represent those areas
where leadership by example is imperative in reaching the goals of
employment equity.

Service to the Department: Those initiatives that must be
undertaken to provide support and information and as a service to
the entire department, for the purpose of achieving equity

Education and Training: Those initiatives that will provide equitable

access to skills acquisition and development and/or support equitable
access to opportunities as they present themselves.

Within each of these areas, recommendations have been priorized.
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PROGRAM INITIATIVE

The Departmental Opportunities Program
(D.O.P.)

The Committee recommends the establishment of one program initiative,
through reconstituting the present Departmental Assignment Program. This
will be a full-service program to provide employees with the opportunity to redirect
their career paths, retrain, and secure new assignments. It will provide a fair,
focused and innovative means to prepare for the future.

Given the changing government environment, in particular, changes in
core business and resource reductions, CCAC must take concrete steps to direct
the evolution of employee services. The gap between employee skills and
development and future Departmental needs must be addressed. This program
will, therefore, fall within the bounds of operational requirements, in that
employees will obtain training and development which relate directly to
departmental needs or set her or him on a course to seek employment elsewhere.

The assessment of future Departmental needs would begin during the
business planning process and be an on-going joint responsibility of management
and employees as the Department continues to evolve. Meeting employment

equity goals should form an mtegral part of the business planning and resource
reduction exercise.

The Program itself would respond, first and foremost, to employee needs
and be a means for employees to:

® determine their direction for the future

¢ shape their career plans

* identify their training, re-training and/or assignment needs
* obtain the training (within reason), and
e work in a supportive environment, conducive to these plans.

The Program would be available to every employee of CCAC. While on-
going individual requests are processed, however, the Department would also
embark on a series of initiatives which aim at special needs. Improving equitable
opportunities for the 4 target groups would be one, and responding to the resource
issues raised by the 5-year Business Plans should be another.




* First Departmental Initiative: Executive Committee and Senior Staff, in
many instances, have already recognized a need and indicated their interest in
providing opportunities for support staff to develop their careers, These
employees total one-third of our personnel. The Committee suggests that they be
the focus of the first departmental initiative, for the following reasons:

e to restructure how work is done in the Department
* to take the problem of technology and turn it into the solution

* to provide fair and equitable access to training for employees who wish to
remain in the Public Service

* to obtain the level of flexibility that management needs in effective
allocation of the new single operating budgets

* to provide a concrete signal that management has understood the
technology explosion, and the resulting uncertainty which employees face
everyday. '

A pilot project is required for demonstration purposes to management and
staff. We suggest that one Branch from each Bureau and one regional office
participate, for a total of approximately 30 employees. It is expected that 5-6 people
will be ready to assume new duties after the first 18-month assessment and
training cycle. This rather short-term goal will mean favouring, for the pilot,
employees who have already taken steps to retrain themselves. (schedule and
implementation plan attached)

Management of the Program: Functionally, this program should be the.
responsibility of the Director, Corporate (Human Resources) Services.
Responsibility for the development of personnel, however, should rest with each
Bureau Head and, thus, the program will require their commitment and support.
It is anticipated that Management Services Heads and the Directors of each
Bureau Human Resource Team will co-manage and oversee the program. The
Bureau teams and each participating Branch's management personnel will
actively coordinate all phases of the projects. To send a clear signal about the
Program, participants should have an opportunity to meet with the Deputy
Minister at the initial briefing session.

_ Financial Resources: These will support 2 areas: (1) testing to determine
employee aptitude, potential and preferences, and (2) training in the form of on or
off-site courses, computer-based modules, or on-the-job programs. While each
case will vary, on average we forecast that the Department should be prepared to
disburse $2500. per employee. This is half the sum likely to be expended, in any
case, as severance pay for a support staff member who leaves the Public Service.
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BUREAU OF COMPETITION POLICY
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Implementation Plan - DOP

Dept'l commun-  Pilot 'Nggoﬁaﬁons nderway
ications plansand branches in place employees with Mgrs.
desk drop identified self-identify  work re-
allocated and
time off
Call for aptitude =~ Meet DM Needs Career
test — volunteers analysis ~— planning
organization
and
individual
Focus Groups Work site Training plan
and Family in place
on-side
Second
project
commences
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Implementation Plan - DOP

completed Assignments

Discussions Trial period
re new
assignments
commence
Discussions Staffing
with action - if
classification necessary
officer
7 Project
evaluation --
analysis and
report
Third project
commences
30
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Corporate Recommendations Implementation Plan

Performance HRSD to Circulate to Review and  Communicate Base data First official
indicators i develop a Mgmt Cttee  approval at  indicatorsto  collection cycle begins -
suggested measurement Quarterly Ex the Dep’t begins . fiscal 94-95
indicators strategy Comm
and develop
others
Upward Feedback  Upward Circulate to Revised Questionnaire Results Results Results to Ex
Feedback Mgm't. Cttee questionnaire distributed tabulated discussedby Comm
Committee to completed Mgmt Cttee
review
suggested
questions
Best Practices Approved by Production of Signatureby Hang Signed by Hang in
ExComm certificates ExComm Certificatesin managers offices
Boardroom
Volunteer Network Dm’s Framework  Seriesof First Second Third
Advisory established visible scheduled scheduled scheduled
Cttee meets encounters event event event
with senior {max. 4)
women scheduled ‘
EE Steering Mgmt EE Mgmt Cttee ExComm Second
Committee Ctteereceives Coordinator meetsto reviews plan quarterly
our collects discuss : meeting
recommendat comments
ions and develops
framework
for EE Plan
Annual Award Coordinate Designate Create bellots “Rapport’ First ballots
with merit bureau rep’s article to cast
award communicate
process . the idea and
the process
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Corporate Recommendations Implementation Plan

MOU DG discusgses Discussion at  Approvalin  MOU drafted MOU signed .

MOU with Mgmt Cttee  principle by all

TBS, PSC Ex Comm implemented
EE Policy Analyst Staffing EE Analystin  Analyst

process Place assists re

begins DOP

initiatives

Database Establish Determine Develop Questionnaire Send out Wait for Input Circulate info

working required data questionnaire finalized questionnaire returns resulting data to Directors

Group
Exit Interview HRDS Add to exit Implement Discussion at Ex Comm

develops checklist Mgmt Cttee reviews

interview

questions
EE Employee Develops Circulateto =~ Mgmt Cttee  Rapport
Advisors mandate for Mgmt Cttee  meets to article and

-advisors to'identify review desk drop

likely mandate and  with phone
candidates designate #s etc.
advisors .
Internal Gather Circulate at
Communication Information regular
of Practices intervals
during the
year -

Day Care Center Discuss Research Design and Response Assessresults ExComm.

possible other dept's  Circulate and review  approved if

locales with  initiatives Questionnaire by Mgmt results

PWC Cttee warrant
Recruitment HRSD HRSD meets Practices Co-op cycle

develops plan sub-activity Implemented begins

for next coop  to provide .

po 4

cycle in Sept. info on
practices
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Corporate {Zwommnd?hom Implement.ation Plan
5 ot -_

Gender Sensitivity  Discussion by BCP info Request for  Internal Regional Focus Groups Commence
course each BXC sessions with  proposals discussions in meetings Courses
other each branch
Bureaux
Mgmt
Issues Forumon EE  DM's EE Select topics  Assign Cttee  First Session Second Third session
series Cttees and and dates their tasks . Session
HRSD and
Forum
Coordinator
meet to
discuss
framework
WCCRB and DAP  DAP meeta Explore Implemented 5 Report to Report to
women's means to if possible Mgmt Cttee Mgmt Cttee
Referral establish links
Bureau

Sexual Harassment HRSD seeks HRSD meets  Bureau

Courses out sources of with each teams
courses Bureau schedule
available courses

" throughout
the year

33
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EMPLOYMENT EQUITY: MEASURING PERFORMANCE

Performance measurement has most recently been used within the
public sector in relation to the provision of services to the general public.
However, indicators and standards can be applied to a wide range of
internal activities of government, including human resource management,
in particular, Employment Equity. The following definitions are the baS1s
for the performance indicators proposed:

Performance Indicators: the points of reference from which
measurements will be made. These purely descriptive benchmarks
monitor progress in, and problems with program delivery.
Performance indicators help to measure client satisfaction,such as
the effectiveness and efficiency of programs. Ideally, they should be
both numerical and qualitative and be linked to program objectives

Performance Standards:: the performance objectives or expectations
for the delivery of government services to the public or, in this case,
the implementation of employment equity goals within the
organization. Establishing standards adds a judgmental component
to simple indicators by setting a desired level of performance.

The Organization: performance standards and/or indicators are
not meant to measure the performance of individuals but of the
overall organization. In this light, it can be said that performance on
EE matters can be enhanced if expectations are understood.

35
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Recruitment and Selection

Number of candidates interviewed
per position

Number of women/number of men
interviewed per position

¢ For every position, whether term or
indeterminate, all efforts should be
made to ensure a recruitment pool that
accurately reflects the general
population. In non-traditional
positions, the geographic search area
should be enlarged to ensure this is
done

Number of hires
Number of hires of women (and
other EE groups)

¢ Ratio of number of hires of
women/number of hires should
improve annually

Average tenure per hire of those
women who stay for a minimum
desired period

¢ Comparable tenures for men and
women in the same classifications

Retention and Development

Extent to which policy alternative
work arrangements is known
Extent to which alternative work
arrangements are requested and
approved :

¢ Alternative work arrangement policies

¢ No request for an alternative work

should be well communicated and
encouraged

- arrangement should be denied without
a thorough explanation of the
operational requirements

Communication of policy on
harassment and names of mediator
of these issues

® Successful mediation of all harassment

complaints

Training hours per employee
Training hours per female employee

* These numbers should approach parity

36



Number of management acting
appointments (due to managers'
absence)

Number of management acting
appointments to women

Acting appoints should be awarded
fairly and equitably with a view to
encouraging the development of
women managers

Number of secondments/DAPs/SAPs
requested

Number of secondments/DAPs/SAPs
approved

No reasonable request for a _
secondment, DAP, SAP should be
denied without a thorough explanation
of operational requirements to the
employee and the manager's
supervisor

Number of individual career plans
developed

Career plans that stress increased
responsibility, variety in duties and
other horizontal development should be
made for all support staff

Number of qualified successors per
position

Number of female successors per
position

Women should be considered in
succession planning for every
management position

Promotion and Career Development

Internal hire rate
Internal hire rate of women

Number of promotions of women

Number of promotions .

An annual increase in the number of
promotions of women to senior officer
and management positions

a succession plan
Number of women selected from a
succession plan

Number of candidates selected from |

An annual increase of 20% in the first
year

37



Upward Feedback Questionnaire on
Employment Equily Performance

Indicate whether you agree or disagree with the following statements
as it applies to your manager.

1. My manager imposes similar
standards for promotion of men
and women

2. My manager imposes similar
standards for evaluation for
men and women

3. My manager distributes work
equitably between men and
women

4. My manager provides equitable
developmental opportunities for
men and women

5. My manager fosters a working
environment that values and
promotes diversity

6. My manager fosters a working
environment of inclusion -- of
all employees, regardless of
gender

38
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Guylaine Huot
Pauline Joly
Heather Langston
Deborah Lawrence

Louise Leduc

Dawn LeMessurier

Sylvia Lorinz
Renia Mazur

Suzanne Mongeau

COMMITTEE MEMBERS

Copyright Board
Consumer Bureau

CALP

Competition Policy--Project Coordinator

Quebec Region-Competition Policy
Prairie Region-Competition Policy
Consumer Bureau

SCSB

Competition Policy--Sub Committee Chair

Atlantic Region-Competition Policy
SCSB
CALP
CALP

Competition Policy

" CALP

Human Resources
Pacific Region-Consumer Bureau
Competition Policy
Quebec Region-Consumer Bureau

Atlantic Region-Consumer Bureau

SCSB
CALP

Quebec Region-Consumer Bureau
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France Pégeot
Lucie Pelletier
Doreen Platt
Suzanne Poitras
Janet Russell
Mike Salyzyn
Joy Scharf
Donna Sharp
Lydia Shevchuk
Soleéne Simard
Mieke Sterne
Anne Thomson
Andrea Rosen
Alton Whelan
Kaz Wszol

Consumer Bureau

Quebec Region-Consumer Bureau

Consumer Bureau

Consumer Bureau

Ontario Region-Human Resources
Atlantic Region-Cbnsumer Bureau
FAAD

Ontario Region-Human Resources
Prairie Region-Consumer Bureau

Quebec Region-Consumer Bureau

SCSB

Competition Policy--Sub Committee Chair

Competition Policy--Chair
Atlantic Region-Consumer Bureau

Consumer Bureau
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