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Executive Summary

Niagara is a region, not unlike many others, that is experiencing an increased age of its regional
population. The most dramatic changes are seen in the decrease of individuals aged 25 to 29 and those
less than 5 years of age. Selected sectors are already experiencing the impacts of the greying
community — with respect to both supply shortages and increasing demands in services. Driven by the
increased emphasis on the link between workforce development and economic sustainability, this study
identifies and responds to labour force trends, opportunities and priorities for the Niagara region
resulting from economic and demographic shifts. Issue examination led to identification of recruitment
and retention practices as common denominators influencing workforce utilization and the employer’s
ability to attract and retain human capital.

This research resulted from an identified call for action documented in the “Trends, Opportunities
and Priorities (TOP) for the Niagara Region, 2005 Report — Driving Community Action” released
through the Niagara Training & Adjustment Board. TOP is a comprehensive labour market
consultation, planning and reporting process organized and facilitated by Local Boards across Ontario
to engage community partners in the development of a locally driven action plan that responds to local
priorities.

The study provides a comparative analysis of human resources practices and initiatives
utilized by employers across four defined geographic areas, “a” Niagara, “b” outside of Niagara but
within Ontario, “c” outside of Ontario but within Canada and “d” the United States.

A literature review resulted in the emergence of central themes, specifically, employee
development, employee involvement/engagement, communications, rewards and workplace
well-being. These themes became central to the study.

An examination of recruitment and retention impact on economic viability/growth of respondent
companies clearly identifies that both are seen as vitally important. 81% of Niagara and 89% of
non-Niagara respondents indicated recruitment has a medium to high level of impact on economic
viability/growth. Retention was placed as a medium to high level of impact by 96% of non-Niagara
respondents compared to 87% of Niagara respondents.

A comparative analysis revealed that Niagara’s current recruitment and retention approaches are
very similar to that of non-Niagara respondents. However, non-Niagara businesses are identified as
placing a high degree of importance on recruitment and retention. Niagara employers demonstrate a
lower percentage of participation in such areas as career development, annual performance reviews and
flexible work schedules creating opportunity for further consideration of these practices as retention
strategies.

The research validated key practices and incentives to support human resource development and
employee involvement/engagement. Furthermore the financial implications for extended and/or
unfilled vacancies reiterate the importance of maximizing utilization of the workforce and supporting
the development of the labour pool to meet the needs of the economic base of the region.




Infroduction

The face of human capital is changing and it’s causing serious concern among business,
government, political leaders, unions, and those with a vested interest in the economic viability of
communities, provinces and countries. With increased emphasis on the tightening labour pool brought
on by an aging demographic, market globalization, advances in technology and the establishment of a
“knowledge based” economy, the battle for talent is generating increased communication and
partnerships among business, labour, education, government and community. Recognition that
communities are unique has prompted leaders to support and encourage the development of local
solutions to local problems.

Employers are now recognizing that past practices and strategic decisions which served them
through the 70’s, 80’s and into the 90’s have fuelled disconnect between themselves and their
workforce. Layoffs, downsizing, introduction of contingent workforce, and part-time positions, have
all impacted the longevity of employer-employee relationships. By the mid-90’s employers were
already experiencing difficulty recruiting people to meet their hiring needs. It is these influences and
the emerging composition of the labour market that is forcing a revisit of human resource practices and
creating a strong role for human resources in the overall business development strategy. Recognition of
the value of human resources recruitment and retention has increased over the past several decades with
primary influences being the shift in supply and demand and the growing skills gap. As stated by Taylor
(Retention Leadership, 2004), “this dramatic acceleration in the educational demands of new jobs is
driven largely by technology and the tremendous growth in knowledge workers who now account for
a third of the U.S. workforce.” When labour force supply is abundant, employers are challenged to
effectively manage the influx of applications striving to select the most appropriate employee. When
the size of the talent labour pool is smaller, the pendulum moves in favour of the candidate thereby
increasing pressure on employers to compete for qualified workers. As we progress further into the 21st
century, accessibility to a skilled labour pool will increase employer motivation to find innovative
solutions to maximize utilization of their workforce.

Emphasis on effective recruitment and retention practices to support productivity and outcomes
will be the norm. Demographic shifts will profoundly change the population base from which
businesses draw their skilled and qualified human capital; as the tightening of the labour pool
continues, an intensified need arises to improve utilization of labour force participants, and overcome
obstacles such as child care/elder care, transportation, language and literacy levels, all that may serve
as barriers to employment.

“Population aging also has serious implications for economic growth as a result of a contraction of
the potential labour force” (The Conference Board of Canada, 2005). Innovation and flexibility in
human resource policies and practices will need to be strategically integrated to maintain business
competitiveness. The Organization for Strategic Labour Market Research estimated that 70,000 jobs
were lost due to one out of every six firms restricting productivity because of a lack of skilled labour.
A report published by the Canadian Policy Research Network, (2002) stated:




“In the global economy, where the prices of goods and financial and physical capital are
increasingly determined and fixed in world markets, the main source of competitive
advantage lies in the strategic use of human resources via the connection of workplace
practices and productivity”.

Conference Board of Canada research conducted to identify key concerns among employers in
relation to human capital acknowledged a switch from productivity and employee performance to the
new area of concern - retention. Furthermore, CEO’s who took part in the CEO Challenge 2004,
Perspectives and Analysis identified availability of talented managers/executives and succession
planning as challenges 5 and 8, respectively in the top ten challenges worldwide.

Purpose of Research

This current research was undertaken as a result of findings documented in the Niagara Region
Trends, Opportunities and Priorities Report 2005 (available at www.ntab.org). The deliberate and
conscious reflection of the research findings combined with the review of literature implied a
relationship between workforce development and utilization, and the influence and importance of
employer recruitment and retention practices. Research focused on identification of human resources
practices and initiatives utilized by employers across four defined geographic areas, (a) Niagara, (b)
outside of Niagara but within Ontario, (c¢) outside of Ontario but within Canada and (d) the United
States. A compare and contrast analysis was carried out between Niagara and Non-Niagara based
employers.

Specifically, this report will:

* Identify practices related to recruitment and retention across North America

e Support labour force development approaches for recruitment and retention in
Niagara through lessons learned

* Assist in promotion of Niagara stakeholder engagement to support, enhance and
introduce new initiatives and strategies directed at recruitment and retention
practices

* Examine the utilization of benefits, practices and incentives of those employers
within Niagara and non-Niagara locations

* Identify the top benefits, practices and incentives as rated by employers based on
informal/formal employee feedback

Niagara Snapshot

A significant shift in Niagara’s regional economy has taken place over the past twenty years.
Identified trends include aging population, increased market competitiveness, greater demand for a
highly skilled labour force due to technological changes, population diversity, increased participation
of women in the labour market, and a shift in the labour market from manufacturing to the services
sector.

According to the 2001 Census data, the top four largest employers by industry, following
manufacturing, are Retail Trade with 12%, Health Care and Social Services and Accommodations and




Food Services with 9% and Educational Services with 6%. 75% of Niagara’s workforce (Ministry of
Training, Colleges and Universities, 2004) and more than 60% of the region’s gross domestic product
is in Niagara’s services sector proving it a major economic driver. Approximately half (45%) of all
services sector employment fall within three sectors, Accommodation and Food Services, Information,
Culture & Recreation and Trade. In a 2003 report published by the Canadian Tourism Research
Institute and Niagara Economic and Tourism Corporation, future economic impact of tourism on the
Niagara region (projected at the high end), was forecast to see up to 19.7 million visitors, $2.29 billion
in tourist spending, and over 25% of the workforce employed in the tourism sector.

As stated by Farrell (2001) the travel and tourism sector is the world’s largest industry and largest
generator of jobs at 10.7% of the global economy and employing two hundred twenty five million
people. Niagara has experienced this growth first hand over the past two decades with an influx of
private sector investment and a vision for a year-round tourism designation. Niagara Falls has long been
known as the “honeymoon capital of the world” and today it is positioned as an attractive destination
to both domestic and international markets. When compared to the other seven primary points of entry
into Canada, over 50% of travellers enter through the Niagara Region (Canadian Tourism Research
Institute and Niagara Economic and Tourism Corporation, 2003).

The health care sector is experiencing a near crisis in a number of key areas including doctor and
nurse recruitment. Studies, conducted independent of each other, by the Ontario District Health
Council (ODHC) and the Ontario Hospital Association (OHC), provide a more comprehensive view of
the Ontario workforce in this broad sector. In the combined report released in 2003 the following points
were identified:

* Higher percentage of hospitals (67%) participate in strategic human resource
planning as compared to agencies in the non-hospital sector (60%

e A fair amount of difficulty in recruiting new employees exists in both the hospital
and non-hospital sectors in Ontario

* Using training initiatives (such as professional development, mentoring programs,
and tuition reimbursement) as recruitment incentives is more widespread in the non-
hospital sector.

In a report titled, Skilled for Life (Niagara Training & Adjustment Board, 2002), it was
estimated that by 2010 a range between a minimum of six thousand eight hundred with a more realistic
number approaching ten thousand apprentices would be needed in Niagara. These numbers represent
new hires and replacements due to migration and retirements. Services sector employers are projected
to need the largest number of apprenticeships, with five hundred eighty three or 38% of the total for all
sectors. The construction sector was close behind with four hundred forty two apprenticeship
opportunities projected, which represents 29% of the total for all sectors. Motive power employers
followed with two hundred sixty three apprenticeship opportunities projected, which represents 17%
of the total, and two hundred fourteen apprenticeships, or 14% were projected by employers from the
industrial sector. In the two short years since the release of NTAB’s Skilled for Life report, the
accumulation of national and international events (e.g. the U.S. initiated war in Iraq, SARS, BSE,




Power Blackout, ‘Soaring’” Canadian Dollar) have affected the regional economy and contributed to
setbacks in Niagara’s tourism and manufacturing sectors. At the same time, Niagara’s construction
sector has been booming. The extensive investments in institutional, commercial and industrial
infrastructure that began in 1998, and that have been led by the tourism sector, remain high.

Communities need to achieve clarity and understanding of local labour market
composition and influences to respond proactively to the issues, priorities and opportunities. This
participatory approach supports development of a community action plan to maximize workforce
development and economic sustainability despite major demographic shifts and tightening labour pool.

Methodology

Identifying existing gaps between the current and ideal situation, and defining areas for
improvement creates opportunity for a decision making process that is based on a reflective approach.
Engagement of stakeholders in this methodology is critical as it is their participation that will
ultimately achieve buy-in and support action implementation. This project is grounded in this final
component as the essential ingredient to addressing Niagara’s current challenges in labour force
development and utilization.

A cross-sectional, on-line, survey was distributed electronically to a sample designed to be
representative of the target group. Research extended across Canada and the United States for
collection beyond Niagara to allow for comparison and identification of human resources recruitment
and retention practices. This created opportunities to validate how Niagara compares to non-Niagara
businesses and identify additional practices for consideration. To promote a broader distribution
targeted groups included US and Canadian Chambers of Commerce, Canadian based Sector Councils,
and Local Boards Network of Ontario. Informal discussions, unstructured and formal interviews were
held with local employers located within the geographic boundaries of the Niagara region made up of
cities and townships in both urban and rural settings. Secondary data sources were accessed through
print and Internet and included newspaper, books, magazines, periodicals, journals, and reports.




Identification of Common Themes

Solutions to maximize effective utilization and development of the existing workforce and the
labour pool from which employers recruit are essential. “If employees are a key driver of firm value,
then effective recruiting presents the first opportunity to increase that value” (Human Capital Index
Report, 2005). Employers hire people to carry out a job function that is essential to the supply of the
service or product they market. Performance and productivity are influenced by many factors
embedded both within and outside of the workplace. Where employers have been successful in creating
a motivating workplace environment, performance and employee satisfaction appear to be greater. This
literature review captures aspects of existing research related to changing demographics, workforce
development, utilization, and the importance of recruitment and retention practices for employers. A
series of themes evolved, particularly around employee development, employee involvement, rewards,
training, work time arrangements and workplace wellness programs.

In a report titled Workforce Intermediaries: Generating Benefits for Employers and Workers
(PEERS, 2003) it was stated that,

“Globalizing competition and accelerating technological requirements in both domestic
and export sectors exacerbate labour force trends. Taken together, these trends will lead
to severe consequences for the vibrancy of the American economy and businesses.
Problems on the horizon include:

e Unfilled jobs and productivity;

e Skill shortages;

* A decrease in regional economic competitiveness for some of the nation’s cities
and rural communities;

* A loss of jobs to overseas workers.

A healthy economy is dependent on a skilled and ready labour force to deliver the
levels of productivity needed to drive it. With the demographic facts validating a slowing of labour
force growth, there is urgency for creative and innovative practices that support employee performance
and productivity and improve employee-employer relationships.

Recruitment

Human capital is a key component in the operation of any business. From those that operate as a
sole proprietor to the multi-billion dollar operation, people are an essential component. As the available
labour pool shrinks due to changing demographics, effective people management becomes a critical
aspect of the business operation. Richard Finnegan, chief client services officer for TalentKeepers, an
employee retention firm presents the challenge well,

“an unavoidable demographic time bomb fuelled by aging baby boomers and
lower birth rates will result in a significant shortage of workers. Couple this with a
widening gap between the skills demanded of today’s jobs and the readiness of people
entering the workforce, and the result is going to be the labour markets’ ‘perfect
storm’”. (cited by Taylor, 2004)




Management Today (2004) published a round table discussion with entrepreneurs, business leaders
and human resources executives on the impact of employee development on a company’s bottom line.
As stated by Ruth Spellman, CEO of Investors in People, United Kingdom, “investing in people is the
most important aspect of any modern business”.

The challenge begins with recruitment and is magnified through to an organizations
ability to retain those employees that can get the job done effectively and efficiently. The suitability is
a two-way street for a successful employer-employee relationship. Attracting qualified applicants is
influenced by a company’s image as an employer.

Employee Development

Employee development is supported through training and internal recruitment. Investment in skills
enhancement and development is often cut in times of budgetary restraint. Research demonstrates that
firms that maintain training budgets experienced a stronger financial return then those that reduced
their monetary commitment to this budget line. A second key area is internal recruitment for non-entry
level positions. In the Watson Wyatt Worldwide 2005 survey, those companies that filled approximately
one half of these vacancies internally saw a 56% total return to shareholders.

Through a cross comparison back to 1998 when the survey was first issued, a direct
relationship between business performance and human resource practices resulted. “The bottom line:

e Companies with superior human capital practices can create substantially more
shareholder value than companies with average human capital practices.

* Great human capital practices prevail, regardless of the economy. The same key
practices that are associated with higher value show up in bull, bear and flat
markets” (Watson Wyatt, 2005). This point was further validated through the Hewitt
Associates Report on Business, 2005 survey to identify the top 50 employers. The
number one rated employer in 2004 has undergone downsizing and layoffs and still
received top ratings by employees earning them the top award for the third
consecutive year.

Wiley (Recruiting Strategies for Changing Times, 1992) identified the issues around recruitment
and retention as something that was going to require employers to take a more proactive approach to
employee training and skills development. The establishment of education facilities by employers
demonstrates commitment to employee development, while strategically positioning themselves with
a skilled workforce and a reputation as an employer that invests in its people.

Employee Involvement/Engagement

A common theme throughout the literature review revolved around the importance
of employee involvement in various aspects of decision making. One example of this is
evidenced in the work of Big Brothers and Big Sisters in Calgary and Area, Canada (HRVS, 2005).
Operating as a not-for-profit, this organization has been recognized by the Human Resources Voluntary
Sector in the “Spotlight on Success Series” for their deliberate approach to establish a work
environment that is respectful of employees and values their contributions. These are two very




important, inexpensive practices that are of particular importance in the voluntary sector. Herzberg’s
Motivator-Hygiene Theory supports a practice that is based on intrinsic factors to promote motivation.
Employees have the opportunity to take ownership and be accountable for the job functions through a
results-based approach which is linked to the overall strategic direction allowing employees to see
where their actions fit into the bigger picture.

In the Best Employers Survey results published in the Globe & Mail Report on Business, January
2005, the concept of employee involvement came through as a key strategy for the employer awarded
first place; and not first place for 2005 only but for the past three years. The alignment of goals between
both employer and employee emerged as top reasons why employees remained with this organization.
Reporter Ted Emond, a Toronto-based consultant with Hewitt Associates, stated, “it sounds kind of
corny, but there seems to be a real family feel in this company”. Employees identified flexible time,
individual health care spending accounts, computer purchase plan and job sharing as key reasons for
remaining with BC Biomedical Laboratories Ltd in Scurry, British Columbia. Other key practices that
stand out in this review include the focus on employee communication. People are kept apprised of
what is happening across all locations and departments through assigned team leaders tasked with this
responsibility. There is also a sense of involvement as employees are encouraged to join teams working
on different projects. A focus on camaraderie is present with social committees planning family and
staff related events. Despite cutbacks, this company was able to maintain first place, in part because of
the employee trust around communication, honesty and fair treatment.

In reviewing the other employer benefits and practices identified in the survey, common themes
revolved around communication, flextime, career development, internal and external recognition for
top performers, company discounts, pension/RRSP contributions, medical and dental benefits, and time
off for volunteer work, wellness programs, and annual performance review. The number two placed
company, White Oaks Conference Resort and Spa located in Niagara-on-the-Lake, Ontario Canada
received a 92% rating for high job satisfaction which translates into a high retention rate.

In a Hewitt News and Information press release on January 3, 2005, Ted Edmond stated that “our
research continues to demonstrate that Best Employers have a more motivated, engaged and responsive
workforce, where employees both see and feel a connection between their own daily contributions and
the success of the organization”. From a recruitment perspective these employers experience a 45%
more unsolicited employment application rate and an average full-time voluntary turnover rate of 3%
less than the other participating organizations who took part in the survey. In times where finding and
retaining qualified employees is becoming more and more challenging, a further examination of these
practices is required. However, a report released by the Canadian Policy Research Network (2002),
identified that “job satisfaction does not always translate into performance”. Frank, Finnegan, Taylor
(The Race for Talent: Retaining and Engaging Workers in the 21st Century, 2004) clearly identified the
importance of engagement as a retention strategy stating that “the two are joined at the hip”.
Disengagement is calculated at a significant cost to employers and economies with the estimated cost
to the United States to be in the range of 70% lost efficiency. At a time when the labour pool is
tightening, the further threat of employee turnover is jeopardizing the very existence of some
businesses. Top management and those functioning in a supervisory capacity have a direct influence on




an employee’s level of engagement and loyalty which can be measured through attrition, job
abandonment, and retention rates.

Ramlall (Journal of American Academy of Business, 2001) reiterated the importance of job
satisfaction as the most significant factor to influence employees remaining with their current employer
within a large organization setting. A study carried out in the Netherlands on the health care sector
where severe shortages are being experienced, like those that can be expected in the Niagara Region,
reiterated the importance of job satisfaction. An employee survey identified that job satisfaction is
influenced by satisfaction with leadership, co-worker relations, and participation in decision making
(Health Manpower Management, 1995).

Communication

Communication is a key component to employee satisfaction in the workplace. In the
August/September 2004 edition of HR Professional (2004), Cullen Perry shares results of a
manufacturing employer employee satisfaction survey that identified the issue of communication as far
outweighing concerns around compensation and benefits. The survey itself serves as a communication
channel between employers and employees and can open dialogue and spur action.

Communication was also identified in a survey conducted by Fortune Magazine where results found
not one employee mentioned money as a reason they enjoyed their job (Suhay, 2004). While companies
may identify money in the top two levels of importance, it is more common for employees to give it a
lower rating.

Communication can be linked to respect in that employers who seek and actively
consider employee input and feedback are demonstrating value. Suhay (2004) identified respect as a
key factor for retaining employees along with communication, appreciation, and employee
development.

Rewards

The area of rewards is very broad spanning from salaries, bonuses, benefits and non-monetary
incentives. Blinder (cited by Canadian Policy Research Network, 2002) stated “Compensation is also
important since labour costs are typically 70 percent of total operational costs”. Based on the literature
reviewed for this study, there does appear to be disconnect between what employers are offering as a
means of recruitment and retention and what employees are seeking. This was clearly indicated in the
work by Frank, Finnegan and Taylor (2004) where they detailed results of a study carried out by Walker
Information that saw workers in thirty two counties surveyed. “So while employers rely on the more
traditional HR programs such as compensation, commitment seems to be on a more personal level, and
subject to positive influence by one’s leader”.

Workplace Well-being

Work-life balance is progressively more important as the number of single-parent family’s increase
due to higher divorce rates and the more common two career families emerge. The term itself reflects
the desire by both employer and employee to achieve a balance between worksite obligations and
personal/family commitments. The increased demographic shifts in the labour force and resulting




challenges for employers in areas of recruitment and retention is increasing the value of work life
balance as a practice to attract and retain talent.

Workplace flexibility is an important factor to consider when talking about work life
balance. As reported by Duxbury and Higgins (Where to Work in Canada? An Examination of Regional
Differences in Work Life Practices, 2003), a recent study showed that 52% of Canadians who
responded to a survey work “regular” hours and have little flexibility with respect to work hours. Report
on Business (2005), 50 Best Companies also reiterated the importance employees placed on flextime
as a retention strategy. Since recruitment and retention are important issues to employers today, such
things as workplace flexibility are vital to employee productivity and job satisfaction.

Financial Implications to Extended Vacancies

When companies find themselves in a recruitment mode, consideration of the length of time it takes
to fill the vacancy is necessary as this has financial implications. In the Watson Wyatt Worldwide 2005
survey, the impact of lost productivity is considered. The results show that companies that filled vacant
positions within two weeks actually outperformed those that took about seven weeks by 48%. The
impact of this is demonstrated specifically within the tourism & hospitality sector in Canada where
vacancies are now taking longer to fill, resulting in increased over-time, extensive recruitment hours
and in some cases threatening the ability of properties to accept business. A study conducted by the
Canadian Tourism Human Resources Council confirmed increased recruitment difficulty in several
areas including cook/chef as the most difficult taking an average of forty one weeks. Management and
supervisory positions in food services and accommodation sectors are taking anywhere from twelve to
thirty eight weeks and housekeepers, food and beverage servers and front desk agents having a five
week recruitment.

Ettorre (How are companies keeping the employees they want,1997) indicates that individual
replacement can cost up to 25% of an individuals salary. That compounded by a turnover rate averaging
6% can result in replacement costs approaching $18 million a year.




Presentation and Analysis of Data

The evidence presented validates the linkage between recruitment/retention strategies and
workforce development and utilization. As stated by Ruth Spellman, CEO of Investors in People,
United Kingdom, “investing in people is the most important aspect of any modern business”
(Management Today, 2004).

Before a problem can be addressed, it must be identified. As a direct result of an examination of the
issues impacting Niagara’s labour force, common denominators of recruitment and retention were
identified. This study provides qualitative and quantitative data to support employer strategy
development around attracting and retaining human capital.

Of the two hundred fifty three respondents, a total of one hundred twelve or 44% were located in
the Niagara Region, sixty five or 26% from outside of Niagara but within Ontario, seventy one or 28%
from outside Ontario but within Canada and 5 or 2% from the United States. When compared by size
of business the greatest percentage of participation was within the small business category at 48%,
followed by medium at 29% and large at 23%. Looking at the human resources department from a
small, medium, and large business size perspective, a total of 100% of large businesses identified

having one while 82% of medium businesses and 30% of small businesses indicated the same.

Respondent Profiles - Analyzing Key Aspects

Table 1: Frequencies of Respondents by Primary Business Type

Response Response
Percent Tolal

Agriculture/Horticulture 1.2%

3
Community Non-Profit 28% /1 The larger percentage of survey participation came

Construction 2.8% / from the Community Non-profit at 28% with 75%

Transportatfion and e e . .
Distribution Services 1 2% 3 of those indicating they fell into the small business

Education 11.9% 30 category with less than fifty employees. This group

Finance 4.3% 11 also indicated that 32% have a human resources
Government 9.9% 25 department. Education participated at 12%
Health 6.3% 16 classifying themselves as 47% large business with

Manvfachuing it 20 over five hundred employees and 37% as small

Motive Power 0.8% 2 . . . o
Retail 3.6% 9 business. A total of 73% of Education identified

Tourism & Hospitality 4.7% having a human resources department. Government
Union 0.7% 2 participation was at 10% and fell across all three

Call Cenire 1.2% 3 business sizes of small, medium and large at 24%,

40% and 36% respectively with 92% responding to

Law 0.8% 2

h 2.0% having a human resources department.

5
Publishing 0.8% 2
8

Training 1.2%

Other(please specify) 4.7% 1




Table 2: Respondents by Primary Business Type and Size

# of employees

Primary Business Type Small Medium Large Total
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Table 2 shows a cross-tabulation of the primary business types by number of employees and creates a
visual of respondents by size of business. Sample size among several categories is small but when
aggregated by size based on number of employees, the numbers become more relevant for examination.




Table 3: Existence of Human Resources Department by
Primary Business Type

does your company
have a HR dept

Primary Business Type Yes No Total
Agriculture/Horticulture 2 ] 3 From the largest percentage of
Community Non-profit 23 48 71 respondents, Community Non-profit
sector, only 32% have a human resources
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Transportation and influence on the economy and
srwces employment, the lack of a dedicated
T—— human resources department is increasing
consulting the challenge to attract and retain talent.
Law As the available labour pool is reduced,

creativity among these
business categories will be put to the test.

o
W [egl

N
w
N
N
(6]

o~
(@]
o~

o~
N
(@]

Manufacturing
Motive Power

N
O ES
N

(6]
N
~O

~O oSN — §\S)
W Sl W

]

Publishing
Training
Other

Total

=
A N ol — Bl O (&N — B
W S O )]

(6]
[\

-l
(-]
N
(4
»




Table 4: Existence of Human Resources Department
by Size of Business

# of employees
HR Depariment Small Medium Large Total
Yes 37 61 57 155

No 85 13 0 98
122 74 57 yLx]

Table 4, demonstrates that 100% of large companies (representative of more than five
hundred employees) all have established a Human Resources Department. A larger
percentage of medium size companies at 82% but only 30% of small businesses have a human
resources department within their organizations. This 1is of significant relevance
given that the growth of the Canadian economy is projected to fall within the small to
medium size companies.

Figure 1: Frequency of Respondents by Length of Time in Business

B Less than 3 years
B 3-5 years

[] 6-10 years

B 11-20 years

[] over 20 years

As indicated in Figure 1 a majority of respondents
at 60% have been in business for more than
twenty years while another 33% are between six
and twenty years in operation. This demonstrates
that the sample is predominantly established
businesses.




Table 5: Primary Business Type by Average Age of Employees

average age

Primary Business Type Unknown Under24 24-45 446-55 over55 Total
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Table 5 provides a visual representation by average age of employee by primary business type. A total
of 60% are between the ages of twenty four through forty five, with close to 29% over the age of forty
five. Looking at the percentages based on number of responses per primary business type, Government
at 56% has the largest percentage of people over the age of forty five, followed by Education at 43%
and Community Non-Profit at 21%. Given the challenges of changing demographics and labour force
tightening, analysis of the workforce by age is a critical aspect impacting both recruitment and retention
practices. Looking at the workforce age of respondents based on primary business type 10% of
respondents indicated not knowing the average age of their workforce. This was highest in the
community/non-profit, education, government and health categories. Education and government were
also included in the group indicating having a human resources department. Of the total respondents
only 2% indicated having employees under the age of twenty four. Niagara respondents identified
having only 25% of their workforce under the age of twenty four and 37% between the ages of twenty
four through forty five. By comparison, non-Niagara respondents indicated 63% of workers are
between the age of twenty four through forty five and 75% under the age of twenty four. Based on these
findings, and as validated earlier in the report, Niagara’s workforce is older when compared to non-
Niagara. Statistics Canada data analyzed for the Niagara area also identifies government and education
as having a high percentage of people in the over forty five age category.




Table 6: Location Comparison to Niagara by Average Age
of Employees

average age
Location of Business Unknown Under 24 24-45 46-55 over 55 Total

Niagara Region, Ontario 17 1 57 36 1 112

Non-Niagara 6 3 96 35 1 141
Total 23 4 153 71 2 253

Table 6, shows that based on respondents from Niagara, 51% of employees are between the ages of
twenty four through forty five while 33% are over the age of forty five. In comparison, Non-Niagara
employees from responding companies have 68% between the ages of twenty four through forty five
and 26% over the age of forty five. Based on these findings it can be inferred that Niagara has an older
working population, a fact that has been documented based on the statistical analysis of Statistics
Canada data.

Figure 2. Number of Employees by Company Size

23%

= Small

48% ® Medium

O Large

29%

Based on Figure 2, it can be concluded that although only 23% of respondents have five
hundred+ employees they make up the largest sample in terms of employee base with a minimum
employee base of twenty eight thousand five hundred employees.




Benefits & Incentives

Comparison of Human Resources Benefits, Incentives and Practices by
Primary Business Type by Size
The top five benefits across all organizations included dental, medical, vision care, life insurance

and long term disability. The most significant difference in availability of benefits among all three
business sizes is that while vision care rated second highest on a scale of 1 to 5 for large businesses, it
was ranked fifth for small to medium size businesses. It can also be noted that the top five benefits,
although ranked slightly different among small, medium and large businesses, were the same five.

Figure 3: Type of Benefits by Size of Company - Small

Small Business
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67% of small businesses indicated they have an employee benefits program. The top five benefits
offered through this business category were medical at 64%, dental at 61%, long-term disability at 58%,
life insurance at 57% and vision care at 52%.




Figure 4: Type of Benefits by Size of Company - Medium
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mYes
mNo

Percentage

Benefit Description

Among the medium size companies 100% identified to having an employee benefits program. The top
five benefits among this group were medical at 97%, dental at 95%, Life Insurance 92%, Long Term
Disability at 89% and Vision Care at 82%.




Figure 5: Type of Benefits by Size of Company - Large

Large Business
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Benefits Description

Of the large employers in the survey, 98% offer an employee benefits program. In order of priority top
five benefits included Dental at 98%, medical and vision care at 97%, life insurance at 95% and long
term disability at 81%.




Figure 6: Type of Incentives/Practices by Size of Company (%)
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Twenty five incentives/practices were presented to employers for consideration. Figure 6, presents the
identification of those offered through their company. Small companies had the greater percentage of
participation in such practices and incentives as flexible works schedule and family related time off.
Medium size companies came out on top with paid vacations while large companies had noticeably
higher percentages of participation in employee communication tools, health and safety programs, job
satisfaction survey, child care at or near workplace, job sharing and support of career planning. A
pattern of incremental increases across each benefit can be seen as the company size increases from
small to large. It can be inferred that this is the result of the percentage of medium and large companies
with a human resources department and having available financial resources. It would appear that the
small companies offer incentives that require a lesser degree of monitoring and given that they have a
lower percentage of companies with a human resources department this would make sense.
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Table 7: Summary of Additional Benefits Self-ldentified by Respondents

Type of Benefits “Other"
Travel Insurance
Employee Assistance Program
Education Assistance
Savings Plan/Pension
Cafeteria
Transportation
Social events
Employee discounts
Child care
Profit sharing
Elder care benefits
Paid sick leave
Vacation
Flex time
Family related leave
Memberships

Table 7 is a summary of additional benefits identified
where respondents were given a category of “other”
to include any benefits that were not covered in the
listing provided. There was a total of sixteen small,
nineteen medium, and thirteen large companies that
contributed data to this question. Participation in the
“other benefits” increases as company size increases.
This may become problematic as employees strive
for work-life balance and seek employers who
support that.




Comparison of Human Resources Benefits, Incentives and Practices by Location within
Niagara as compared to non-Niagara

This section provides a direct comparison of respondents from within the Niagara Region to those
outside of Niagara, as defined in the survey distribution.

Figure 7: Niagara and Non-Niagara by Type of Benefits Offered
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90

80 +

70 +—
)
O 60 | ]
c
8 50 @ Niagara
b .
9 40 — = Non-Niagara

30

20 1

10 +—

0+ T

g"b& &3\\% Q& & <& N NS Qé\cf 5 S® o}q,&
Q‘\o P of S %o‘ o\‘) 06"’ @'?J R 6‘92’ Q@
) @ ) K\ & N & X o & o
& & 5 © & 3 <& o® o &
& S R v %’\ & <& ® B
2 S ° S
& v B
& ¢
Q/@
Benefit Type

Niagara is directly in line with non-Niagara respondents having an Employee Benefits Program at 84%.
Figure 7 demonstrates that Niagara surpasses non-Niagara respondents in several categories including
Medical (82% vs 80%), Vision (73% vs 69%), Life Insurance (77% vs 75%), Long Term Disability
(75% vs 74%), Wellness Program (34% vs 28%), and a RRSP/Pension with a 9% difference (64% vs
55%). Niagara is less than the non-Niagara respondents in the areas of Short Term Disability (56% vs
59%), Stock Options (3% vs 11%), and Health Club Memberships (10% vs 14%) but tied at 79% for
Dental Benefits. Across most variables Niagara exceeds non-Niagara businesses which could be
utilized as a human resources recruitment and retention strategy as a means of promoting Niagara’s
position on benefit offerings.




Figure 8: Niagara and Non-Niagara by Type of Incentives
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Figure 8 provides a comparison for the types of incentives and practices offered within the Niagara
region and outside of the Niagara region. This does not address the varying levels of incentives within
each category, for example percentage of bonuses paid, etc.

A comparison of incentives and practices, shows Niagara exceeded non-Niagara in the areas of Job
Sharing (22% vs 21%), Child Care at or near workplace (12% vs 6%), Paid/Supported Education (67%
vs 66%), Professional Development (84% vs 75%), Job Satisfaction Survey (40% vs 39%),
Transportation Assistance (43% vs 35%). Where Niagara fared less was with Flexible Work Schedule
(60% vs 71%), Sponsored Social Events Employee/Family (49% vs 60%), Telecommuting (16% vs
20%), Career Planning Support (29% vs 32%), Annual Performance Review (71% vs 79%), Family
Related Time Off (54% vs 60%), Elder Care Resources/Support (12% vs 13%), Incentive Plans (15%
vs 33%), Paid Vacations (82% vs 87%), Exit Interviews (39% vs 48%), Employee Validation Survey -
Type of Benefits Preferred (12% vs 13%), Performance Incentive Bonuses 22% vs 50% and Company
Discounts 23% vs 25%.

In the area of incentives, Niagara exceeds non-Niagara respondents in 40% of the categories provided.
Specifically, Niagara employers offer incentives/practices that address child care, professional
development and transportation. Based on the literature review these serve to support the needs of the
employees in areas of work-life balance, opportunities for advancement within or outside of the
company as well as the basic need of getting to and from the workplace. The increased focus on
support for transportation can be further linked to the fact that Niagara is located in a more rural area
with very limited intra and inter-municipal transit available.
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Where Niagara falls below non-Niagara businesses is in the areas of flexible work schedules, career
planning, performance reviews, incentives, and paid vacations. There appears to be areas here that if
given further consideration, would serve to further strengthen Niagara’s position in the recruitment and
retention of employees. Based on the literature findings it was clearly indicated that employees need
engagement, feedback and recognition. Given that the majority of respondents fell within the small
business category this information may serve to strengthen their competitive capacity without
significantly increasing their expenditures in this area.

Figure 9: Most Effective Staff Retention Strategies

Most Effective Staff Retention Strategy
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A comparison of the most effective retention strategies can be linked back to research
identified in the literature review around employee recognition, communication, and development.



Figure 10: Measurement Tools for Effectiveness of Practices
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Importance of Recruitment within Organization

64% of Niagara respondents indicated that recruitment was not an issue for their company as
compared to non-Niagara respondents at 50%. This would imply that at this point in time organizations
that responded to this survey located within Niagara are not experiencing recruitment challenges to a
high degree. There are too many unknown variables to allow a detailed analysis of this information
including whether or not these employers had a need to hire at this time, respondent interpretation of
the time frame being considered when answering this question. When asked to indicate the level of
importance the organization places on recruitment 85% of Niagara respondents compared to 84%
non-Niagara respondents indicated that they placed a medium to high level of importance, so even
though employers are not necessarily seeing recruitment as an issue, they do recognize its importance.
This is important to note as it can be utilized as a point of discussion for employer engagement into the
bigger picture approach to recruitment strategy development for the region.




Level of Importance Placed on Retention within Organization

66% of Niagara respondents do not see retention as an issue as compared to non-Niagara
respondents at 50%. When asked to indicate the level of importance the organization places on
retention 84% of both Niagara and non-Niagara respondents indicated that they placed a medium to
high level of importance. Although they may not be experiencing retention as a major challenge at this
point in time, respondents do recognize its importance. Retention strategy development for the region
can build from this.

Impact of Recruitment and Retention on Economic Viability/Growth

An examination of recruitment and retention as an impact on economic viability/growth of
respondent companies clearly identifies that both are seen as vitally important. 81% of Niagara and
89% of non-Niagara respondents indicated recruitment as having medium to high level of impact on
economic viability/growth. Retention was placed as a medium to high level of impact by 96% of non-
Niagara respondents compared to 87% of Niagara respondents. This is important to note as it
demonstrates the identified linkage businesses place on recruitment and retention as an influence on
their business operations, sustainability and growth.




Conclusions

In a report titled Workforce Intermediaries: Generating Benefits for Employers and Workers
(PEERS, 2003) it was stated that,

“Globalizing competition and accelerating technological requirements in both domestic
and export sectors exacerbate these labour force trends. Taken together, these trends will
lead to severe consequences for the vibrancy of the American economy and businesses.”

Companies are facing extended vacancy periods which negatively impact on productivity and profit,
a shortage of skills to carry out the required tasks, reduction in regional economic competitiveness, and
increased global competition for both business and human capital.

Research indicates that workforce and economic development are two sides of the same coin and
must be interlinked strategically if communities are to be successful in maximizing opportunities to
utilize the existing workforce and expand work force development. As the shrinking labour pool
threatens business operations and competitiveness, the battle for talent will be won by those
organizations that recognize the role of human resources management in their overall strategic
planning. “In the global economy, where the prices of goods and financial and physical capital are
increasingly determined and fixed in world markets, the main source of competitive advantage lies in
the strategic use of human resources via the connection of workplace practices and productivity”
(Canadian Research Policy Network, 2002).

As we progress further into the 21st century, accessibility to a skilled labour pool will increase
employer motivation to find innovative solutions to maximize utilization of their workforce. Emphasis
on effective recruitment and retention practices to support productivity and outcomes will be the norm.
This study involves data collection on practices and incentives of employers located across four
geographic areas, that being (a) Niagara, (b) outside of Niagara but within Ontario, (c) outside of
Ontario but within Canada and (d) the United States. A comparative analysis revealed that Niagara’s
current approach is very similar to that of non-Niagara respondents. However, non-Niagara businesses
are identified as placing a high degree of importance on recruitment and retention. Given that the
tightening labour pool is being felt across local, provincial, national and international borders, this
increased recognition may create a more proactive approach by non-Niagara organizations. Niagara
employers demonstrate a lower percentage of participation in such areas as career development, annual
performance reviews and flexible work schedules creating opportunity for further consideration of
these practices as retention strategies. Hewitt Associates identified these non-monetary incentives as
being important with companies that rated in the top fifty best employers in Canada. Influences on
motivation and employee engagement require further consideration in the development of creative and
innovative recruitment and retention practices. The opportunity to learn from others may lead to best
practice identification.

Niagara mirrored non-Niagara respondents when it came to having an Employee Benefits program
with 84% confirming participation. Overall the top five benefits across all respondents regardless of
location and business size included medical, dental, vision, life insurance and long-term disability.
Program variance was not studied in this research.
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Although percentage of difference is not always significant, data does confirm that Niagara
employers are at a minimum, in line with non-Niagara employers for common identified incentives for
recruitment and retention. Again, using the top fifty best employers research for comparison, many of
these incentives are identified as being key contributors to employee satisfaction, engagement and
motivation. Niagara employers may want to revisit the financial and human resources needed to
integrate these into their human capital incentive offerings.

Overall the research validated key areas of concentration for practices and incentives lie within
employee development, employee involvement/engagement, communication, rewards, and workplace
well-being. Furthermore the financial implications for extended and/or unfilled vacancies reiterate the
importance of maximizing utilization of the workforce and supporting the development of the labour
pool to meet the needs of the current and future economic base of the region.

The results show that companies that filled vacant positions within two weeks actually
outperformed those that took about seven weeks by 48% (Watson Wyatt, 2005). Within the tourism &
hospitality sector in Canada vacancies are now taking longer to fill, resulting in increased over-time,
extensive recruitment hours and in some cases threatening the ability of properties to actually accept
business. Creativity to support recruitment and retention is not now an option but rather a necessity.

According to the 2001 Census data, Niagara’s the top four largest employers by industry, following
manufacturing, are Retail Trade with 12%, Health Care and Social Services and Accommodations and
Food Services both with 9% and Educational Services with 6%. Data findings also indicate that of these
sectors, government which would include at least a percentage of the health care and social services
categories, and education identified having a higher percentage of employees over the age of forty five.
The ability of these “elder workforce” employees to fill vacancies will only become more challenging
and require creative approaches in the coming years.

Workplace

Well-being Rewards

Employee
Involvement/
Engagement

Employee
Development

Communication




There is need for current and relevant information dissemination relating to shifting and emerging
trends that impact the local labour market. The provision of this information will increase awareness of
changes in composition and influences and support a more cohesive approach by workforce
intermediaries for activities and initiatives to address identified issues, challenges and opportunities.
Increasing employer awareness of workforce development is important to employer engagement.
Employer engagement is essential if success is to be achieved in surviving the ‘perfect storm.’

“an unavoidable demographic time bomb fuelled by aging baby boomers and lower birth
rates will result in a significant shortage of workers. Couple this with a widening gap
between the skills demanded of today’s jobs and the readiness of people entering the
workforce, and the result is going to be the labour markets’ ‘perfect storm.””
Richard Finnegan TalentKeepers (cited by Taylor, 2004)
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